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JOB QUALITY INDICATORS INTEGRATION WITH JCM DIMENSIONS

PH. D. SCHOLAR IN MANAGEMENT
INTERNATIONAL ISLAMIC UNIVERSITY
ISLAMABAD, PAKISTAN

PROFESSOR
QUAID-I- AZAM UNIVERSITY
ISLAMABAD, PAKISTAN

ABSTRACT

This study investigates the vital factors of job, which give quality to job; such as skills variety, task identity, task significance, autonomy and feedback. Further,
these factors were taken from the Job Characteristics Model, which was developed by Oldham &Hackman but the items of these factors were self developed after
thoroughly consulting the totally quality management literature. Data collected from Pakistan International Airlines (PIA) and Atomic Energy Commission of
Pakistan with sample size of 150 responses. Five research questions were asked out of which four were answered. Exploratory factor analysis results revealed that
four questions were answered due to significant factor loadings of items on the relevant factors. Findings depict that these indicators will lead to good job
quality. For the mangers, it is an indication that they may use these indicators for the conformance of job quality for employees. For the future research, these
indicators should be further confirmed by applying confirmatory study. The impact of these job quality indicators should be checked on the different outcomes.

KEYWORDS
Job Quality, Job Quality Dimensions, Job Quality Indicators, Job Characteristic Model (JCM), Job Characteristics Theory (JCT), Canadian Policy Research Networks
(CPRN).

JOB QUALITY INDICATORS INTEGRATION WITH JCM DIMENSIONS
ob quality is a multidimensional concept. Different quality experts added different aspects as quality measures of job. Employees participation
,information sharing, receiving feedback on work, impact of technology on job , job satisfaction ,job rotation ,work teams, skill use ,opportunities for skills
development, highly valued job design features including autonomy, task identity, income level, job security and interesting work are commonly
considered as job quality indicators (Canadian Policy Research Networks, 2009; Clark ,2005). In 2001, a list of key indicators was included in the Employment
Guidelines of the European Commission and identified more than ten important elements of job quality (Davoine & Erhel, 2006). In different jobs, different
dimensions are important. To tab the wide range of job quality characteristics is difficult phenomenon.
In fact, job quality in which its content are included can influence organizational outcomes and also on the performance of employees (Humphrey, Nahrgang &
Morgeson, 2007). Globalization and technological advancement have affected all industries, leading some to suggest that the competitive environment need
good quality jobs, which have dynamic capability adjustment for responding the changes (Friedman, 2005). Unlike many other organizational aspects for
improvement of an organization performance management, need the influence of work design choices which impact on the quality of job and ultimate impact is
created on the performance of employees (Birdi, et al., 2008).
Good quality job is that job which has substantial significance to managers, workers, and organizations (Birdi, et al., 2008).Job characteristics model is the
important determinant to find out quality of job for the employees’ in organization (Hackman & Oldham ,1975). Hackman and Oldham (1975) introduced the Job
Characteristics Model (JCM) based on Job Characteristics theory (JCT).In the basic elements of that theory one was Job scope, which divided in to five-sub
dimensions including skill variety; task identity, autonomy, task significance and feedback.
This paper focus is toward job quality improvement, which may generate positive impact on the productivity of the organization via good performance of
employees. First it has been highlighted what is job quality in the views of different people then we relate these characteristics with Hackman and Oldham
(1974) job characteristics model who gave the job characteristics dimensions which are required for the good job. We try to find out the fit between these
dimensions with quality job.

LITRATURE REVIEW

JOB CHARACTERISTICS THAT LEAD TO JOB QUALITY

SKILLS VARIETY: According to Hackman and Oldham (1976), skills variety refers to the variety or number of skills that are needed to perform a certain job. A
Meta analytical study depicts, skills variety motivates to workers and in turn their performance and satisfaction level become high (Humphrey, Nahrgang &
Morgeson, 2007). Skills variety also refers how much a job requires the employees to sustain various kinds of skills and abilities (Garg & Rastogi, 2006).

Quality gurus such as Deming (1986), Juran (Juran & Gryna, 1993), Crosby (1979), Feigenbaum (1991), and Ishikawa (1985) gave the different ideas regarding the
concept of total quality management (TQM) and in their explanation about TQM consist of different dimensions of quality and one of those dimension focused
on the job quality. They focus on the different job quality dimensions.

Deming (1986) emphasized the importance of fulfillment of customer requirements, creation of supplier partnership, use of functional teams to identify and
solve quality problems and through these functional teams’ chances of employee skills enhancement will be higher.Feigenbaum (1991) focus was job quality
improvement of employees through skills development.

Mail Preparation Total Quality Management guidebook designed for mailers who were interested in a total quality management system for their mailing
operations (Zachok, 2007). The MPTQM program remains based on three internationally recognized quality methodologies, which are International Organization
for Standardization (ISO) 9001:2000, The Malcolm Baldridge Performance Excellence Criteria and Total Quality Management (Zachok, 2007). In that book,
different quality management aspects are covered. From the job quality perspective this book guide in the following directions including skills variety, task
identity, task significance, feedback and autonomy (Zachok, 2007).

TASK IDENTITY: Task identity refers how employees complete their whole work. Employees are being able to start and finish their work, which may be in the
form of a product or completing a unit of service and having good quality (Hackman & Oldham, 1976). According to Garg and Rastogi (2006) task identity in the
job refers to a job that has specific beginning and ending.

Deming (1986) emphasized about clear standard for employees work and he emphasized to provide methods to achieve those standards. Feigenbaum (1991)
claimed that employees should know what their duties are.

Identification of tasks can be accomplished in a variety of way as internal management and line personnel working group meetings, working group meetings
with management or with consultants (Zachok, 2007).
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TASK SIGNIFICANCE: Task significance refers the importance of job and its impact on the lives of other people (Hackman & Oldham, 1980). In the task
significance two type of significance are discussed; one is internal significance, which means task importance in the perspective of organization. External
significance is related with the society (Garg &Rastogi ,2006). Task significance importance is increasing because the workers want to show their importance by
doing the work and to show the importance of their work when the task is assigned to them by an organization. In this regard, they prove themselves very
important part of the organization (Grant, 2008).

Deming (1986) supports the concepts of engineering and building quality into the process through its dimension, which focused on the cease dependence on
mass inspection. To accomplish this, it is important for the production line worker to know about the next process or employee as the customer. Each employee
must see his or her actions contributing to the quality of the product (Winston, B.E., 1997). It was assured that worker participation in the program
would be a great advantage to the company. If the recognition is given to the employees work then they feel pride to perform their duties and productivity level
will be positively affected (Zachok, 2007).

AUTONOMY: It refers to the sovereignty of employees so that they do the work with full liberty. Concepts of empowerment and self-management are highly
similar but of more recent origin. Autonomy addresses to job independence; it means how much freedom and control employees have to perform their job?
How they schedule their work? How they make decisions or how their objectives are achieved? (Garg &Rastogi, 2006).

Employee’s participation in giving their views, employees’ participation as a workplace strategy and Information sharing enhance the autonomy factor
(CPRN,2009). Drive out fear of employees is also a quality dimension, which was given by Deming. This dimension explained that employees feel fair to ask the
questions or they do not express their point of view with full freedom. Therefore assuring the better quality and productivity employees need to feel free and
secure to express their ideas and feelings. This thing gives the concept of autonomy (Winston, B.E., 1997). Participation of employees for pursuit of continuous
improvement will enhance the quality of job (Demming, 1986).

Another school of thought (Juran & Gryna, 1993) focus, TQM is the system of activities directed at achieving delighted customers, empowerment employees,
higher revenues, and lower costs. Juran focused that management approach to enhance the quality of job is more important concern. Juran’s approach
emphasized self-managing teams.

FEEDBACK: Feedback is the information about the performance of employees how they are performing their duties (Locke &Latham, 1990). Hackman and
Oldham (1976) interpret the feedback as “the degree to which carrying out the work activities required by the job results in the individual obtaining direct and
clear information about the effectiveness of his or her performance.”

Receiving feedback on your workday will enhance the worth of work (CPRN, 2009). Feedback process is important for the improvement of employees’
performance and is essential component in all quality systems. For job quality improvement: employee suggestion boxes, employee surveys and management
and employee interviews may use as the source of feedback (Zachok, 2007). Feigenbaum (1991) claimed that effective quality management consisted of four
main stages in which two are related with feedback.

METHODOLOGY

DATA COLLECTION AND SAMPLE

The data collected through onsite administration of survey from organizations in the Pakistan International Airlines (PIA) and Atomic Energy Commission of
Pakistan (AECP). Scale was self-developed through intriguing support of literature. Therefore, first a pilot study was conducted to check the reliability of
instrument. All the Job characteristics including skills variety, task identity, task significance, autonomy and feedback were measured through self reported
questionnaires. One eighty questionnaires were distributed; total 150 complete responses were received. All the respondents were males. Total response rate
was 83%. All three levels of management were included in the respondents.

MEASURES

The questionnaires were presented in English because it is the default language of work and the medium of official correspondence in Pakistan (Butt, Choi, &
Jaeger, 2005). Self-developed scales were used. In the skills variety five items included. Task identity was measured by 8 items scale. Task significance factor was
consisted of 3 items. Autonomy and feedback consisted of 9, 4 items respectively. Support from literature was taken to proof that skills variety, task identity,
task significance, autonomy, feedback leads to high quality job (Feigenbaum, 1991; CPRN, 2009; Deming, 1986; Zachok, 2007; Juran & Gryna, 1993) .All the
measures were designed on the 5-point likert scale.1 shows strongly agree, and 5 shows strongly disagree. Some items were reverse coded.

STUDY RESULTS

The objective of this initial level study was to provide an initial assessment of those reliable factors, which lead to job quality. An exploratory factor analysis was
conducted to find out those factors which were more important regarding quality of job. The Kaiser—Meyer—Olkin (KMO) measure was used to ensure sampling
adequacy. KMO Value shows sampling adequacy if that may greater than 0.5 ensures. Table 1 shows details of the factor analysis. In this sample, the KMO
measure of the sampling adequacy was 0.682, and the Bartlett test of sphericity was significant, providing support for the validity of the instrument. Factor
analysis was conducted to identify the underlying factors in job quality. Items that were not pure were deleted to form a new instrument. Table 1 contains only
those items that had factor loadings greater than 0.5. Therefore, 19 items were extracted from 29 items which have factor loading greater than 0.5.Those items
which have factor loading less than 0.5 and having similar loading on two factors were deleted. Reliability analysis of the five factors was conducted. One item
was loaded on a factor, which indicated task significance. It had good factor loading of .79 but it was only item that’s the reason it was also deleted. In summary,
this initial instrument was refined by removing eleven items in which task significance was gave least important results as a factor in job quality.
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TABLE 1: COMPONENT FACTOR LOADING

Components Factor Loading Reliabilities

1 2 3 4 5

Skills Task Task Autonomy | Feedback
variety Identity Significance

Effective training and education can enhance employee’s skills variety .661 71

Enhancement of employee’s skills will lead to good job quality .682

A variety in tasks perform by an employee can provide him/her better .669
opportunity to use his/her skills to do the job.

Changing requirements of customers can be fulfilled through a more .532
skilled and flexible workforce.

For achieving excellence in the job, standards should be set for job quality. .789 .75

Which job should be performed by whom, such identity of task .595
performance can increase the job value?

Defining an action that may take place in an easy way can be an indicator .529
of good job quality.

Working group meetings regarding task clarity can enhance the job .662
quality.

Better performance measure for each job position drives to good quality .697
job.

Evaluation of employee’s actions on his/her part can be an indicator of .796 N.S
good job quality.

Employee participation in giving their views can contribute towards job .789 .69
quality.

Employee participation as a workplace strategy can lead to good job .575
quality.

Information sharing can enhance understanding of the job leading to .584
quality improvement of the job.

Participation of employees for pursuing of continuous improvement can .664
actually enhance the job quality.

Self-managing teams certainly promote quality improvement. .514

Self-managing teams can improve communication between management .681
and employees an indicator of quality job.

Finding out the job deficiencies from the outset completion of a specific 617 .63
task will prove as a better way out an indicator of quality job.

Appraising conformance to specified standards cannot remove deficits 672
from quality job.

Appraising conformance to specified standards can remove deficits from .542
quality job.

DISCUSSION& CONCLUSION

Job quality factors based on Job Characteristics Model provides an indication, which factors are necessary for quality job. This study explored the job quality
indicators, which are important for a good quality job. Overall, we found good support for the suggested research questions, which were designed to find the
indicators of good quality job. In all, four out of five research questions were supported well through data. Here the test of exploratory factor analysis was run to
find those factors which will indicate to an appropriate job design. In this research paper, self developed scale was used based on the job characteristics model
indicators. Factors items were extracted from the literature of quality management. Scale was derived from the quality gurus’ views, which they have regarding
job quality dimensions. Overall results were significant except in the case of job significance. It has very low significance because only one item was loaded on
this factor, with factor loading of .79 but not showing significant reliability. Skills variety and task identity factors having high factor loading and their reliabilities
were also good. Skills variety has significant reliability of .71 and task identity has .75.0ver all results show that these all factors are indicators of high quality job
except task significance which have weak support.

MANAGERIAL IMPLICATIONS

This study will help to managers and to organizational practitioners who want to design the quality job. They can confer with these indicators while designing the
job. These dimensions are helpful for design the good quality job. This is the way to implement the best policies of human resource. Best human Resource
policies are always indicator of good quality employees hiring who may prove beneficial for the organization.

FUTURE RESEARCH DIRECTIONS

This study is an effort to find out the good quality job indicators. This is an initial effort. Extracted items must be retested for the confirmation of their reliability
and validity. Then it will be proved that these factors have effect on the outcomes are not. This study was conducted to find opinion from employees about
quality factors about which we asked during survey via questionnaires. Now next query is that either these factors will create impact on the outcomes of job,
which are in the form of better quality performance, productivity or not.
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