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Abstract
Job satisfaction is defined as an attitude individuals hold about 
their work consisting of a general or global factor of satisfaction 
as well as a collection of specific factors related to sources of 
work reinforcement Job satisfaction is believed to reflect an 
individual’s affective and/or cognitive assessment of his or her 
working conditions and job attributes. Job satisfaction is regard to 
one’s feeling or state of mind regarding the nature of their work. 
Job satisfaction can be influenced by variety of factors such as 
kind of supervision, organization policies & administration, salary 
& quality of life etc.
This paper analyzes the relationship of job satisfaction with 
some field of organization behavior and also through the light on 
practical implications of job satisfaction.

Keywords
Job Satisfaction, Employee Satisfaction, Job Characteristics

I. Introduction
Job satisfaction means the mental, physical and environmental 
satisfaction of employee and the extent of job satisfaction can 
be known by inquiring employees about the job satisfaction 
extents. 
Business Definition for Job Satisfaction is “The sense of fulfillment 
and pride felt by people who enjoy their work and do it well”. 
Various factors influence job satisfaction, and our understanding 
of the significance of these stems in part from Frederick Herzberg. 
He called elements such as remuneration, working relationships, 
status, and job security “hygiene factors” because they concern 
the context in which somebody works. Hygiene factors do not in 
themselves promote job satisfaction, but serve primarily to prevent 
job dissatisfaction. Motivators contribute to job satisfaction and 
include achievement, recognition, the work itself, responsibility, 
advancement, and growth. An absence of job satisfaction can 
lead to poor motivation, stress, absenteeism, and high labor 
turnover.

II. The Relationship of Job Satisfaction With Some Field 
of Organization Behavior

A. The Relationship Between Leadership and Job 
Satisfaction
Robbins (2003) indicates the management function of leadership is 
mainly aimed to manage employee behavior and by explaining and 
predicting employee productivity, resign rate and job satisfaction 
in an effort to reach the ultimate goals for employees’ aggressive 
job involvement and the commitment to companies.
From developing the models of causality variables to affect 
job satisfaction, Seashore and Taber (1975) proposes that the 
entire internal organization environment includes organizational 
climate, leadership types and personnel relationship can affect 
the job satisfaction of employee. Robbins (2003) conducts an 
experiment with the subject of Fedex. From the research, it 
indicates that managers adopting the transformational leadership 
management style cannot only bring with better work performance 

rated by companies but also trigger their superiors to allow 
them with more job promotion opportunities. The subordinates 
under transformational leadership in less resign rate than that 
of transactional leadership but higher productivity and job 
satisfaction.
Transformational leadership is positively correlated with 
the improvement of subordinates’ working environment, the 
satisfaction of demands and executed performance (Liu et al., 
2003). From above discussions, we can deduce leadership has a 
significantly positive effect on job satisfaction of employee.

B. The Relationship Between Organizational Culture and 
Job Satisfaction of Employee
McKinnon et al. (2003) conducts a research with the subjects 
of diversified manufacturing company in Taiwan. They find 
organizational cultural values of respect for people; innovation, 
stability and aggressiveness had uniformly strong association with 
affective commitment, job satisfaction and information sharing.
Robbins (1996) contends whenever the individual demand is 
congruent with cultures, it will result in the highest job satisfaction. 
For example, the individuals with high autonomy and high 
achievement motives will result in higher satisfaction under the 
organizational culture with loose supervision and emphasis of 
achievement rewarding.
Within the research, Huang and Wu (2000) indicate the 
organizational culture of public business agencies will cause 
significant effect on organization commitment and job satisfaction. 
Among the cultural dimensions of result orientation, professional 
features, severe control and management and practical affairs, 
the said cultural dimensions show significantly positive effect 
on aggressive commitment and job satisfaction of employee. 
Also, the closed systems will cause negative effect on every 
dimension within aggressive commitment and job satisfaction 
of employee.
By reviewing aforesaid scientific lectures, we can find most 
scholars’ confirmation of the significant relationship between 
organizational culture and job satisfaction. It means organizational 
culture can actually affect the extent of job satisfaction. Thus, if 
employees show higher identity extent to organizational cultures, 
the extent of job satisfaction shall be higher naturally. According 
to above discussions, we can deduce organizational culture has a 
significantly positive effect on job satisfaction of employee.

C. The Relationship Between the Operation of Learning 
Organization and Job Satisfaction of Employee
Gardiner and Whiting (1997) indicate some well-established 
research results and the said research results indicate within the 
altered behaviors conducted by learning organizations in response 
to external environment cannot only bring with beneficial effect on 
organization performance but also improve the job performance 
and satisfaction of employee. Hong (2001) contends the operation 
efficiency of learning organization can allow employees to firmly 
possess the skills about personnel companionship interaction and 
correct social manners so that it is available to boost morale and 
reduce the absence rate and job alternation rate. We can find 
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from the practical researches that the promotion of learning 
organization can help improve job satisfaction. Under flexible 
experiment, the encouragement of continuous learning, extensive 
learning of culture, and system thinking, it is available to change 
employees’ attitude and opinions toward jobs and enhance the 
internal satisfaction mentally.
Furthermore, improving employees’ idea about values and 
authorizing employees can actually enhance job willing and 
motives and also intensify the external satisfaction. Seeing 
from above literatures, we can find the operation of learning 
organization has a significantly positive effect on job satisfaction 
of employee.

D. Job Satisfaction and Emotions
Mood and emotions while working are the raw materials which 
cumulate to form the affective element of job satisfaction. (Weiss 
and Cropanzano, 1996). Moods tend to be longer lasting but often 
weaker states of uncertain origin, while emotions are often more 
intense, short-lived and have a clear object or cause.
There is some evidence in the literature that state moods are related 
to overall job satisfaction. Positive and negative emotions were 
also found to be significantly related to overall job satisfaction.
Frequency of experiencing net positive emotion will be a better 
predictor of overall job satisfaction than will intensity of positive 
emotion when it is experienced. Emotion regulation and emotion 
labor are also related to job satisfaction. Emotion work (or emotion 
management) refers to various efforts to manage emotional states 
and displays. Emotion regulation includes all of the conscious 
and unconscious efforts to increase, maintain, or decrease one 
or more components of an emotion. Although early studies of 
the consequences of emotional labor emphasized its harmful 
effects on workers, studies of workers in a variety of occupations 
suggest that the consequences of emotional labor are not uniformly 
negative.
It was found that suppression of unpleasant emotions decreases job 
satisfaction and the amplification of pleasant emotions increases 
job satisfaction. The understanding of how emotion regulation 
relates to job satisfaction concerns two models:

1. Emotional Dissonance
Emotional dissonance is a state of discrepancy between public 
displays of emotions and an internal experience of emotions 
that often follows the process of emotion regulation. Emotional 
dissonance is associated with high emotional exhaustion, low 
organizational commitment, and low job satisfaction.

2. Social Interaction Model
Taking the social interaction perspective, workers’ emotion 
regulation might beget responses from others during interpersonal 
encounters that subsequently impact their own job satisfaction. For 
example: The accumulation of favorable responses to displays of 
pleasant emotions might positively affect job satisfaction.

III. How to Get More Than Satisfaction at Work
Find meaning in your work, even if your job is un-challenging, 
or menial, finding meaning will make it much more bearable, if 
indeed that is how you feel.(that your work is unbearable)
There are three levels of meaning that we as teachers can obtain 
from our work.

No meaning. Work makes no sense to you• 
Work has meaning because it supports you and your family• 
Work has meaning in itself because you are contributing • 

to something great or you are making the world a better 
place.

The important thing here is that to some of us, work has no 
meaning, or that the job they do has no meaning (to them). The 
difference is that some people understand the meaning of their 
work, and sadly some don’t.

IV. Relationships and Practical Implications of Job 
Satisfaction
Job Satisfaction can be an important indicator of how employees 
feel about their jobs and a predictor of work behaviors such as 
organizational citizenship, absenteeism, and turnover. Further, job 
satisfaction can partially mediate the relationship of personality 
variables and deviant work behaviors.
One common research finding is that job satisfaction is correlated 
with life satisfaction. This correlation is reciprocal, meaning 
people who are satisfied with life tend to be satisfied with their 
job and people who are satisfied with their job tend to be satisfied 
with life. However, some research has found that job satisfaction 
is not significantly related to life satisfaction when other variables 
such as non work satisfaction and core self-evaluations are taken 
into account.
An important finding for organizations to note is that job satisfaction 
has a rather tenuous correlation to productivity on the job. This is 
a vital piece of information to researchers and businesses, as the 
idea that satisfaction and job performance are directly related to 
one another is often cited in the media and in some non-academic 
management literature. A recent meta-analysis found an average 
uncorrected correlation between job satisfaction and productivity 
to be r=.18; the average true correlation, corrected for research 
artifacts and unreliability, was r=.30. Further, the meta-analysis 
found that the relationship between satisfaction and performance 
can be moderated by job complexity, such that for high-complexity 
jobs the correlation between satisfaction and performance is higher 
(ρ=.52) than for jobs of low to moderate complexity (ρ=.29). 
In short, the relationship of satisfaction to productivity is not 
necessarily straightforward and can be influenced by a number 
of other work-related constructs, and the notion that “a happy 
worker is a productive worker” should not be the foundation of 
organizational decision-making.
With regard to job performance, employee personality may be more 
important than job satisfaction. The link between job satisfaction 
and performance is thought to be a spurious relationship; instead, 
both satisfaction and performance are the result of personality.

V. Creating Job Satisfaction
So, how is job satisfaction created? What are the elements of a 
job that create job satisfaction? Organizations can help to create 
job satisfaction by putting systems in place that will ensure that 
workers are challenged and then rewarded for being successful. 
Organizations that aspire to creating a work environment that 
enhances job satisfaction need to incorporate the following:

Flexible work arrangements, possibly including • 
telecommuting
Training and other professional growth opportunities• 
Interesting work that offers variety and challenge and allows • 
the worker opportunities to “put his or her signature” on the 
finished product
Opportunities to use one’s talents and to be creative• 
Opportunities to take responsibility and direct one’s own • 
work
A stable, secure work environment that includes job security/• 
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continuity
An environment in which workers are supported by an • 
accessible supervisor who provides timely feedback as well 
as congenial team members
Flexible benefits, such as child-care and exercise facilities• 
Up-to-date technology• 
Competitive salary and opportunities for promotion• 

Probably the most important point to bear in mind when 
considering job satisfaction is that there are many factors that 
affect job satisfaction and that what makes workers happy with 
their jobs varies from one worker to another and from day to 
day. Apart from the factors mentioned above, job satisfaction is 
also influenced by the employee’s personal characteristics, the 
manager’s personal characteristics and management style, and the 
nature of the work itself. Managers who want to maintain a high 
level of job satisfaction in the work force must try to understand 
the needs of each member of the work force. For example, when 
creating work teams, managers can enhance worker satisfaction 
by placing people with similar backgrounds, experiences, or 
needs in the same workgroup. Also, managers can enhance job 
satisfaction by carefully matching workers with the type of work. 
For example, a person who does not pay attention to detail would 
hardly make a good inspector, and a shy worker is unlikely to be 
a good salesperson. As much as possible, managers should match 
job tasks to employees’ personalities.
Managers who are serious about the job satisfaction of workers 
can also take other deliberate steps to create a stimulating work 
environment. One such step is job enrichment. Job enrichment 
is a deliberate upgrading of responsibility, scope, and challenge 
in the work itself. Job enrichment usually includes increased 
responsibility, recognition, and opportunities for growth, learning, 
and achievement. Large companies that have used job-enrichment 
programs to increase employee motivation and job satisfaction 
include AT&T, IBM, and General Motors (Daft, 1997).
Good management has the potential for creating high morale, 
high productivity, and a sense of purpose and meaning for the 
organization and its employees. Empirical findings by Ting(1997) 
show that job characteristics such as pay, promotional opportunity, 
task clarity and significance, and skills utilization, as well as 
organizational characteristics such as commitment and relationship 
with supervisors and co-workers, have significant effects on job 
satisfaction. These job characteristics can be carefully managed 
to enhance job satisfaction.
Of course, a worker who takes some responsibility for his or her 
job satisfaction will probably find many more satisfying elements 
in the work environment. Everett (1995) suggests that employees 
ask themselves the following questions:

When have I come closest to expressing my full potential in • 
a work situation?
What did it look like?• 
What aspects of the workplace were most supportive?• 
What aspects of the work itself were most satisfying?• 
What did I learn from that experience that could be applied • 
to the present situation?

VI. Assuring Job Satisfaction
Assuring job satisfaction, over the long term, requires careful 
planning and effort both by management and by workers. Managers 
are encouraged to consider such theories as Herzberg’s (1957) and 
Maslow’s (1943) Creating a good blend of factors that contribute 
to a stimulating, challenging, supportive, and rewarding work 
environment is vital. Because of the relative prominence of pay 

in the reward system, it is very important that salaries be tied to 
job responsibilities and that pay increases be tied to performance 
rather than seniority.
So, in essence, job satisfaction is a product of the events and 
conditions that people experience on their jobs. Brief (1998) wrote: 
“If a person’s work is interesting, her pay is fair, her promotional 
opportunities are good, her supervisor is supportive, and her 
coworkers are friendly, then a situational approach leads one to 
predict she is satisfied with her job” (p. 91). Very simply put, if 
the pleasures associated with one’s job outweigh the pains, there 
is some level of job satisfaction.

VII. Ten Ways to Maintain Job Satisfaction
Believe - Believe in what you are doing1. 
Be Honest - Trust in yourself and in others2. 
Don’t be afraid - Fear can and will hold you back - Overcome 3. 
your fears
Be objective - Look at the big picture4. 
Respect differences - Be non judgmental5. 
Learn from your mistakes - Learning is key6. 
Support your co-workers -7. 
Be enthusiastic - Enthusiasm is contagious8. 
Be results orientated - Performance = potential minus 9. 
interference
Work as part of a team10. 

VIII. Facts of Job Satisfaction
Several studies on job satisfaction of industrial sales people have 
followed a multi attribute approach to define and measure job 
satisfaction. Churchill, Ford and walker (1974) in their pioneering 
study defined job satisfaction in terms of seven attributes.
These attributes dealt with satisfaction related to the sales person’s: 
(i) Job (ii) fellow workers (iii) Supervision (iv) company policy 
and support (v) pay (vi) Promotion and advancement and (vii) 
customers. This classification of job satisfaction attributes for 
sales persons was more or less followed in subsequent studies 
though in certain studies job satisfaction measures developed 
in the larger organization context was modified for measuring 
job satisfaction of sales persons (eg. Kohli, 1989; Falhearty and 
Pappas, 2002).
The multiplicity of approaches necessitates the adoption of 
context specific methodologies for identifying different facets 
of job satisfaction. The present study was carried out among 
the sales persons in a pharmaceutical organization in India. Due 
to the peculiarities of the task environment and the distinctive 
cultural orientation, it became necessary to define job satisfaction 
in a contextually meaningful manner. In order to understand the 
dimensions of job satisfaction, we conducted a series of depth 
interviews with sales people as well as sales managers in the 
organization. The main objective of this qualitative research was 
to understand the structure and components of the job satisfaction 
construct relevant to the cultural and organizational context of 
the sales people. The qualitative research also provided us with 
the opportunity to develop context specific items to measure the 
job satisfaction construct. The qualitative research led to the 
identification of five dimensions for describing job satisfaction. 
These dimensions comprise of:

Satisfaction with the overall human resources related policies • 
and strategies
Satisfaction with compensation• 
Satisfaction with supervisory behavior• 
Satisfaction with the extent of task clarity and• 
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Satisfaction with the career prospects in the organization.• 
While these dimensions broadly follow the dimensions developed 
by Churchill, Ford and Walker (1974), they do differ in certain 
aspects.

A. Satisfaction with Overall Human Resources Policies 
and Strategies
Through our discussions and depth interviews with sales person’s 
one main dimension of job satisfaction that emerged was the 
overall satisfaction with the Human Resources policies and 
strategies of the organization. This is often verbalized in terms of 
such statements like “This company always acts for the well being 
of its personnel” or the “I am satisfied with the overall working 
conditions”. This is a reflection of the trust in the organization’s 
inclination in favor of its employees. The informed sales persons 
tend to analyze the strategy of their present organization in terms 
of its present strategies, policies and programs. Elements of the 
domain that emerged out of the survey and which were included 
in operational sing this construct include “the extent to which the 
management is fair in its policies towards personnel”, “A clear path 
for the employee’s advancement”. “Confidence in the leadership”, 
“the provision for training”. While issues like supervisory behavior 
and compensation form part of the micro issues regarding a sales 
person’s engagement with the organization, the overall policies 
and strategies regarding the personnel is associated with a macro 
perspective with regard to a sales person’s evaluation of the 
organization. For instance, even if the particular supervisor is 
fair and empathetic, if the overall policies of the organization with 
regard to personnel are not up to the satisfaction level of the sales 
person, he/she may be inclined to quit.
Being boundary spanners, it is often the sales force who get a first 
hand opportunity to compare the personnel related strategies and 
policies of the company with that of other companies. It is quite 
possible that strategies that are perceived as unfair or that which 
is comparatively inferior to that of the other organizations might 
create sufficient levels of dissatisfaction in the minds of the sales 
persons so that they are more inclined to quit. People with high 
levels of industry experience are better equipped to both analyze 
weak strategies on the part of the organization as well as better 
positioned to take up other employment. Thus sales persons with 
high levels of experience are more inclined to quit in the face of a 
lower level of satisfaction with the strategies of the organization. 
On the other hand, a less experienced person with higher levels 
of satisfaction will be more inclined to stay due to both his/her 
relative lack of other options as well as because of a sense of 
optimism with the organization.

B. Satisfaction with Supervisor
The satisfaction with supervision has been widely discussed 
in the sales person satisfaction research. Churchill, Ford and 
Walker (1974) consider this facet as one of the dimensions of 
job satisfaction. Later studies have analyzed this variable in terms 
of different dimensions like supervisory trust (Mulki, Jramillo and 
Locander, 2006) supervisory behavior types (Kohli, 1989) etc. 
From our interviews with the sales persons, it became very evident 
that the behavior and attitude of the supervisor was one of the main 
components of job satisfaction. Several sales persons stated very 
explicitly their positive (negative) feelings about the supervisor 
as an important dimension of their satisfaction with the job. An 
experienced sales person can be assumed to be very sensitive 
about the quality of supervision. At low levels of satisfaction 
with the supervision, an experienced sales person can be expected 

to be much more inclined to leave than a less experienced sales 
person who may be willing to tolerate poor supervision for the 
sake of several other considerations. Further, in the case of a 
highly experienced sales person, high levels of satisfaction with 
the supervisor might not necessarily affect the disinclination to 
leave merely due to the.

C. Satisfaction with Compensation Levels
Churchill, Ford and walker (1974) consider compensation 
as one among the dimensions of job satisfaction among sales 
people. Satisfaction with the compensation plan would therefore 
inevitably influence a sales person’s inclination to leave. 
However, the extent to which a salesperson who is satisfied with 
the compensation package will stay back would also depend on 
his overall assessment of various factors like, the compensation 
package in other organization in relation to the work load, the 
possibility of getting better compensation packages etc. These 
factors are all directly related to a sales person’s level of industrial 
experience. Hence, a sales person’s level of industrial experience 
in the field can be assumed to moderate the direct relationship 
between the two constructs. For instance, an experienced sales 
person has a much more well informed assessment about the 
compensation package and hence with higher levels of satisfaction, 
his/her strength of disinclination to quit will be much more higher 
than that of a relatively less experienced sales person as he/she 
is not sufficiently informed about the industry standards as a 
comprehensive knowledge about compensation. At the same time 
a highly experienced sales persons with less satisfaction with the 
compensation will be that much more inclined to quit than a less 
experienced sales person with the same lower level of satisfaction 
with the compensation package.

D. Satisfaction With Task Clarity
Based on our qualitative research, an important dimension of job 
satisfaction that emerged was the satisfaction with the decision 
making and reporting system. This dimension was verbalized in 
terms of lack of ad hoc decisions, well defined job responsibilities, 
uncompromising and transparent application of rules etc. It was 
felt that sales persons prefer a system where the rules and roles 
are well defined and implemented.
This apparently gives them a fair chance of assessing their career 
progression and we label this construct as ‘task clarity’ since the 
construct effectively implies a level of satisfaction with how the task 
is properly defined and implemented. Past studies have considered 
such constructs like ‘role ambiguity’ (Behrman and Perreault, 
1984; Churchill, Ford and Walker, 1976). The extent to which 
a sales person is satisfied with the task clarity influences his/her 
intention to quit. However, a sales person’s industrial experience 
plays an important part in determining the extent to which the 
satisfaction with task clarity affects his/her (dis)inclination to quit. 
For instance, experienced sales persons are expected to prefer lack 
of task uncertainly since it gives them more opportunities to work 
independently. Here, it should be understood that this dimension 
does not deal with the satisfaction with rules and procedures per 
se but the extent to which these are followed in a transparent and 
uncompromising manner by the management.

E. Satisfaction With Career Development
This dimension is associated with the perceived satisfaction with 
the extent to which the sales person is able to apply him and gets 
opportunities to grow. The opportunities and promotion dimension 
used by Churchill, Ford and walker (1974) comes close to this 
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construct. But this construct is also related to the extent to which 
the sales person feels that his skills are adequately utilized and are 
given opportunities to grow. While this aspect of job satisfaction 
is bound to critically affect the intention to leave, the moderating 
effect of a sales person’s experience in this context cannot be ruled 
out. Experienced people for instance are in a much better position 
to assess the extent to which their skills are adequately being used 
and their opportunities to grow related to that they would receive 
in other organizations. Thus, at high levels of satisfaction with 
career development opportunities, an experienced sales person 
would be stronger in their resolve to stay in the organization. At 
lower levels of satisfaction with this attribute, highly experienced 
sales people would be the first to leave since they have a good 
idea about better opportunities.

IX. Conclusion
Job satisfaction is a positive emotional state that occurs when a 
person’s job seems to fulfill one’s needs”. It is not always related 
with the money factor-because some people also work to satisfy 
their urge to work.
This paper analyzes the relationship of job satisfaction with 
some field of organization behavior and also throw the light on 
practical implications of job satisfaction. We discuss the facts of 
job satisfaction and methods to insure it.
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