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Abstract:

Job satisfaction is an attitudinal variable that reflects feelings of employees
about their job. It is directly linked to the level of employee engagement and
work performance, thus representing one of the key elements of organizational
culture. In this paper we used a job facets approach that focuses on different
aspects of job(s) to enable a more complete picture of job satisfaction. En-
gagement survey was devised around nine different categories (facets) that
represent critical job aspects. Each facet was defined by 2-10 questions that
are scaled using 5 optional grades to answer. The survey was carried out in
an organization within the short period of time and has achieved a very high
response rate. The results have shown significant differences both between
various job facets as well as certain factors (expressed by survey questions)
within the same category. Furthermore, the activities that may help improve
the specific aspects of employee engagement are discussed.
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1. INTRODUCTION.

Organisational culture affects all aspects of organisational life, in-
cluding the way in which people interact with each other, perform their
work and dress. It is closely linked to numerous facets of an organisa-
tion, including job satisfaction. The need to examine the concept of job
satisfaction from the scientific point of view has emerged as a result of
growing interest and desire to improve business policies and the overall
decision-making process within an organisation, as numerous research
has shown that the level of employee engagement positively correlates
with employee satisfaction. Namely, greater employee engagement leads
to better employee performances and business results, which is one of the
principal goals of any organisation (Spector, 2008).

Research pointing to significance of employee engagement has led to
it being measured in a great number of organisations. Any organisation
that aims to be successful needs to establish this type of communication
with its employees, primarily as it would bring multiple benefits to it.
This type of research is of vital importance in the companies such as the
one used in our study, i.e., the companies whose employees are highly
valued experts, and where business decisions may have a considerable
bearing on employee retention and turnover.
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In such context, it can be defined as service-profit
chain, which is actually an indicator of relationship be-
tween profitability, customer loyalty and satisfaction,
employee loyalty and productivity. The relationships in
the chain indicate the following: Profit and growth are
mainly stimulated by customer/ employee loyalty; Loy-
alty is a direct result of their satisfaction; Satisfaction
is largely influenced by the value of services provided
to customers/ users; Value is created by satisfied, loyal
and highly productive employees; Employee satisfaction
results primarily from high-quality support services and
policies that enable employees to deliver results to cus-
tomers (Harvard Business Review, 2014.).

The aforementioned shows that the concepts of or-
ganizational culture and job satisfaction depend on the
quality of relationships and business decisions, which
an issue that is further explored within the human re-
sources and organizational behavior sector. According-
ly, the authors shall provide the theoretical background
on these two research fields.

2. HUMAN RESOURCES
AND ORGANISATIONAL BEHAVIOR

Fierce competition in the market, which is becoming
global in some sectors such as I'T, has made it difficult to
define practices that can lead to enhanced competitive
advantage. In modern times characterised by perpetual
changes and innovations, a good idea and a man as its
initiator, are the safest way towards achieving competi-
tive advantage and knocking the socks off the rival com-
panies. Accordingly, human resource management has
been constantly developing with the aim to achieve de-
sirable results and development at both individual and
organisational level. The principal goals of management
at an individual level inlcide performance and quality,
employee satisfaction and their long-term loyalty to an
organisation. Depending on the organisational level,
the goals are concerned with an increase of the average
productivity, improvement in working conditions and
market survival (Petkovi¢, Janicijevi¢ i Bogicevi¢, 2010).

Research aimed at identifying the links between hu-
man resource management practices and perfromance,
i.e. finding practices that would lead to perfromance
gain. Richard and Thomson (1999) claim that there is a
positive correlation between innovative and sophisticat-
ed practices of human resource management and great-
er business performance. Also, numerous researchers
highlight that policies and practices should be perceived
in groups, i.e. a particular set of interrelated practices
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that will have a greater impact on business outcomes,
than when implementing a single practice or several of
them (Torrington, Hayll, Taylor 2004).

Seven key policies for managing human capital have
been proposed: employment security, selective hiring of
new emplyees; self-managed teams and decentralisation
of decision-making as the basic principles of organisa-
tional design; higher compensation contigent on organi-
sational performance; extensive training; reduced status
distinctions and barriers; extensive sharing of financial
and performance information throughout the organisa-
tion and growth and development of an organisation
with additional profit (Torrington, Hayll, Taylor 2004).

Our research is primarily based on examining per-
sonal attitudes and evaluation of employees as individu-
als. Therefore, it is necessary to provide the theoretical
background of organizational behavior. The same as hu-
man resource management, organizational behavior ex-
amines individual behavior and group behavior within
an organisation. They only differ in terms of the top-
ics they cover. Namely, organisational behavior covers
topics such as personality, emotions and affection, mo-
tivation, social concept and identity, decision making,
justice and trust, leadership, groups and teams, organi-
zational culture and climate. On the other hand, human
resources primarily deal with the analysis of employee
engagement, selection, training and development, per-
formance assessment, quality of business life, strategic
human resource management.

Organisational behavior is a field of study that exam-
ines the impact of individuals, groups and structures on
behavior within an organization, with the aim to achive
growth of an organization and greater efficiency. That
implies that organizational behavior can be analysed at
three levels: individual, group and organisational (Rob-
bins and Judge, 2013).

The relationship between organizational behavior
and human resources is based on the fact that human
resource management can be used as a means to shape
organizational behavior. The effective use of human re-
sources enables creating employee perceptions and be-
havior, in compliance with the interests and goals of an
organization.

As a matter of fact, the factors of organizational be-
havior at an individual level need to be included in any
human resource practice, and they form attitudes on the
issues considered relevant for successful functioning of
an organization as a whole (an example of such relation-
ship is the impact of formal and informal communica-
tion in modern entreprises).
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In order to specify the fields that can be affected, it
is necessary to list the factors that influence behavior
in an organization, such as: personal characteristics of
employees and individual differences, attitudes, types of
personality, contributions, orientations and roles in an
organization; Job satisfaction and motivation to perform
job assignments; the level of employee engagement; loy-
alty to an organization; functionality of an organization;
organizational culture (Armstrong, 2006).

In accordance with our research, we shall provide
a theoretical review of some of those factors, namely
organizational culture and job satisfaction. Special seg-
ment shall be devoted to employee engagement, as the
principal subject of this research.

3. ORGANISATIONAL CULTURE
AND JOB SATISFACTION

Organisational culture is still a relatively new con-
cept, and is the construct of organisational psychology,
which aims to explain the notion of organisational be-
haviour. As is the case with any social, and in particular
psychological phenomenon, there is no final and com-
prehensive definition.

Some definitions of organisational culture are as fol-
lows: “Organisational culture is a social glue that joins
the members of an organisation through acceptance of
mutual values, symbols and social ideals“ (Smirichic,
1983). When it comes to organisations, culture is viewed
as the general pattern of behaviour, shared beliefs and
values that members have in common.

Conclusions on organisational culture can be drawn
based on what people say, do and think within an organ-
isation. It involves learning and transfer of knowledge,
beliefs and patterns of behaviour within a specifc time
frame. That means that organisational culture is quite
stable and does not change so often. It usually deter-
mines the so-called tone of the company and patterns of
human behaviour (Weihrich, Koontz, 1994.)

Organisational culture influences all facets of an or-
ganisation, including job satisfaction. Schmeider (1983)
describes organisational culture as “the system of val-
ues and assumptions that determine the way in which
business activities are performed in an organisation”.
However, when Schmeider (1975) talks about job sat-
isfaction, he defines it as “personal evaluation of the
present work conditions”... He further explains that job
satisfaction is connected with individual perception and
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evaluation of one’s own job. This clearly indicates strong
correlation between organizational culture and job sat-
isfaction, i.e., the way in which organizational culture is
implemented affects employee reactions.

One of the most widely explored issues within the
domain of organisational culture and organisational be-
haviour is job satisfaction. Generally speaking, it can be
said that it is a multidimensional phenomenon affected
by internal and external factors. This phenomenon is
extremely complex and is not formed separately, but
it depends on numerous variables, including organisa-
tional structure, working conditions and leadership, as
an integral part of the concept of organisational climate
and culture.

The most frequently used definition of job satisfac-
tion is proposed by Locke (1976). He defines it as a sat-
isfactory or positive emotional state, resulting from the
appraisal of one’s job or job experiences. Hulin i Judge
(2003) also state that job satisfaction includes multidi-
mensional psychological reactions to one’s job, and that
such reactions have cognitive, affective and behavioural
components, which is in agreement with the statement
that job satisfaction is measured through examining em-
ployees’ attitudes (Judge, Klinger, 2008)

Locke (1976) explains that the understanding of the
job related attitudes, i.e. understanding of job dimen-
sions that are rather complex and interrelated in nature,
is of vital importance for researchers. He lists the follow-
ing job dimensions as the most common ones: type of
job, salary, opportunities for progress, employee recog-
nition, benefits, supervisors, colleagues, company and its
management. Kerego i Mthupha (1997) perceive work-
ing conditions and job dimensions through observing
the current recruitment policy, communication chan-
nels, employee participation in the decision-making
process, security and good management.

The combination of factors that should definitely
be taken into consideration regarding the impact on
satisfaction, would include the following: anatomy and
independence, benefits, career development opportuni-
ties, career advancement opportunities, compensation/
salary, communication between employees and manage-
ment, job contribution to organisational goals, feeling
safe in an organisation, flexibility in achieving balance
between business and private life, job security, specific
job training, management recognition of employee con-
tributions, purpose of job, networking, opportunities to
use one’s own skills and potentials, organisation’s atti-
tude towards employee professional development, entire
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corporate culture, relationship with colleagues, relation-
ship with the supervisor, the job itself, job complexity
(Robbins and Judge, 2013).

The need to achieve high levels of employee satisfac-
tion is based on the statement that motivated employees
are satisfied employees. As part of organisational behav-
ior, motivation is of vital importance for achieving the
primary goals of an organization. Having that in mind,
it is evident that it definitely pays off to invest in devel-
opment of motivation programs and strategies. Moti-
vated employees are willing to make additional effort
and record better performance, which further contrib-
utes to enhancing the overall productivity and growth
of an organisation.

4. EMPLOYEE ENGAGEMENT

Employee engagement can greatly contribute to the
overall growth and smooth functioning of an organi-
zation. Managers should devote particular attention to
finding, attracting and hiring individuals who possess
not only necessary technical knowledge, but also other
relevant social traits, such as devotion, loyalty, socially-
responsible behavior efc., which all have a positive bear-
ing on achieving wider interests.

All these segments are of vital importance when
considering employee engagement, i.e. organizational
behavior in one of its parts. However, despite the fact
that individuals should possess these traits, that does not
necessarily mean that they will positively affect an or-
ganization. It is crucial to determine the ways to stimu-
late and maintain these values for the sake of achieving
successful business performance.

Kevin Kruse (2014) talks about employee engage-
ment as an emotional attachment, and believes that
when motivated, employees are more productive, give
better service and even stay in their jobs longer. All that
leads to more satisfied clients, who spend more money,
and thus increase sales and profit.

In accordance with the research that provides an
insight into specific positive outcomes of growing en-
gagement, this field has attracted considerable interest in
recent years. Four general reasons have been highlight-
ed: 1) People have become the primary source of com-
petitive advantage. The Brookings Institute has shown
that in 1982, 66% of an organization market value came
from tangible assets (machine, goods, plant). In 2002,
80% of value came from intangible assets (brand, intel-
lectual property, and the most important, the quality of
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workforce). 2) Despite large financial costs, considerable
attention is devoted to employee engagement. Retain-
ing key quality human resources and attracting talents
is considered an imperative policy. 3) It has become
evident that employee engagement is connected to mo-
tivation, and thus it is necessary to identify things that
individuals do well and work on them, as well as to rec-
ognise and reward their achievements and effort. 4) The
positive correlation between employee engagement and
organisation’s performance suggests that there is a sub-
stantial upside to organizations that focus on enhancing
employee engagement, i.e. greater engagement leads to
more favourable business performances (Wellins, Bern-
thal, Phelps, 2003).

Research has identified two key elements that are
needed to truly boost employee engagement. The first
one is the rational aspect, which is related to under-
standing of the business role, its position in an organi-
zation and the ways to harmonize the goals of certain
job position with the overall organizational goals. The
other aspect is emotional, and is concerned with how
people feel about the organization, and whether their job
provides them with the feeling of personal contribution,
and how they are related to management (Armstrong,
2006).

We can analyse these two aspects through numerous
factors affecting behavior, in particular through exam-
ining employee attitudes towards the issues related to
their business roles and general feelings about the job.
Organisations can use different methods to increase
employee engagement. The three most relevant factors
when choosing the appropriate method are employ-
ees, leaders, and organizational system and strategies
(Wellins, Bernthal, Phelps, 2003).

Pursuant to the above-stated, it was necessary to de-
velop an instrument that would be adequate enough to
measure engagement, paying attention to what it repre-
sents and what components may affect it. To that end,
an employee engagement survey was developed as a
method that can enable communication with employees,
based on which it could be possible to measure the level
of engagement. It is a method that has been observed
and confirmed as purposeful by numerous studies.

Engagement survey, i.e. measurement of the main
engagement drivers within an organization based on
which it is possible to determine the level of engage-
ment, was the main reason for choosing this method. It
is based on the assumption that satisfied employees are
those who are motivated, and that they will invest more
efforts into doing successfully their job assignments.
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As regards drivers, there are no official standards, but
the most common ones are: opportunities for progress,
recognition, salary and benefits, role in an organization,
training and development, job opportunities, leadership
and its impact, work environment etc.

This method also aims to encourage communica-
tion with employees, as it provides us with necessary
feedback. Practice that company uses to measure the
components such as employee satisfaction and leader-
ship and management efficiency and impact of work
environment, provides the company with necessary
information on what should be changed. Also, using
a questionnaire to get necessary information enables
communication with similar organisations or research
endeavours in the field.

5. RESEARCH RESULTS AND DISCUSSION

The subject of our research is the company for soft-
ware design and development, which has shown to be
very successful both at regional and European level. Re-
search was conducted based on an anonymous survey.
Besides questions related to determining the structure
of cause (gender, age, work experience in the company,
sector etc.), the survey contains 42 statements grouped
into categories. The survey for the herein observed com-
pany was designed in a way that would give a clear pic-
ture of the following categories: overall feelings about
the workplace or overall satisfaction; relationship and
feelings for the first line supervisor or team leader; feel-
ings for the team in which one works; feelings for one’s
personal performance and evaluation; attitude towards
leaders, planning and communication; training and de-
velopment; salary and benefits.

Out of 160 employees in the company, 157 have
completed an anonymous survey, which provides a very
high response rate for engagement survey. All survey
statements are grouped into 9 categories that represent
critical job facets. The average value of responses was
calculated for each category (i.e. the sum of arithmetic
means).

L The research results for the observed categories
are as follows: I. My first-line supervisor (4.47):
My first-line supervisor treats me well and re-
spects me (4.82); My-first line supervisor recog-
nizes and awards my positive performance (4.60);
I consider my first-line supervisor a competent
professional (4.83). My first-line supervisor val-
ues my opinion, talent and contribution (4.62);
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IIL.

I1I.

IV.

VL

My first-line supervisor sets realistic and clear ex-
pectations regarding my performance (4.42); My
first-line supervisor regularly provides me with
useful and constructive information (3.94). My
first-line supervisor actively participates in my
professional development (3.87).

Employees’ overall feelings about the workplace
(4.47): T would recommend a friend to look for the
job in the company (4.63); I consider my work en-
vironment satisfying and motivating (4.55); I am
proud to be part of the company (4.53); I plan to
develop my own career within the company in the
following two years or more (4.31); Most of the
time I feel happy to be part of the company (4.32).

My role in the company (4.31): I am completely
aware of my role in the company (4.50), I have the
authority to decide on the things related to my job
(4.33); My job enables me to adequately explore
my skills and abilities (4.13); I am motivated to do
more than formal work activities (4,25); The level
of stress I am exposed to is acceptable considering
my role and volume of responsibilities (4.21); I
dispose of adequate resources necessary to do my
job well (4.41).

My team (4.40): The cooperation and communi-
cation between colleagues in my team is extreme-
ly good (4.67); My team leader actively partici-
pates in giving instructions and monitoring my
work and strengthening of my motivation for the
current job (4.14).

Leadership, planning and communication (4.19):
I understand the vision and business strategy of
the organisation (4.48); I feel that I can express
my opinion honestly and give suggestions con-
cerning necessary changes without being afraid
of possible consequences (4.32); Leaders in the
company act for the wellbeing of all employees
(4.57); I am familiar with the things that happen
in the organisation (4.06); Organisation gives me
enough recognition for the things I do well (4.04);
I am conversant with the feedback provided by
clients and their satisfaction (4.20); Goals are ad-
equately set within my team (4.02); I need to be
consulted in advance about the changes that can
affect me (3.79); There is good cooperation and
communication between the teams in the organi-
sation (4.02).

Performance and evaluation (4.26): I understand
the process of performance evaluation and its rel-
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evance (4.56); the analysis of my performance is
done on a regular basis (4.05); I believe that my
performance is objectively assessed (4.18).

VII. Training and development (3.98): T am encour-
aged to explore the opportunities for growth and
improvement in the organisation (4.37); I am fa-
miliar with the skils and experience cruicial for
my career development (4.31); Organisation pro-
vides me with sufficient training (3.26).

VIII.  Orientation and ‘entry’ into the organisation
(3.86): My role in the organistion was adequate-
ly presented to me during recruitment process
(3.95); I was provided with enough training upon
entering the organisation, which has enabled me
to do my job efficiently (3.77).

IX. Compensation and benefits (3.57): Generally
speaking, I am satisfied with the benefits pack-
age (3.84); I am well-paid for the job I do (3.74);
My salary is competitive in relation to the market
(3.14).

The possible responses are provided in the follow-
ing form: I fully disagree; I disagree; I neither agree nor
disagree; I agree; I fully agree.

The statistical analysis included comparison of
mean values (Mx) of each category in relation to: the
time when the survey was conducted (2014 and 2015
respectively) and the length of employment of the sur-
veyed participants. The value of each category (Mx) was
compared with the sum of mean values of all the catego-
ries (4.14). Two-sample T-test was carried out, using a
PHStat2 program, to devise the p-value for the set of
means regarding the time of survey and the length of
employment (Table 1) and cross-category comparison
(Table 2).

Any variable having significance at some arbitrary
levels can be selected for data analysis. More traditional
levels of significance, such as 0.05, can fail to identify
variables known to be important for this type of busi-
ness researh. According to the Laerd Statistics (2015),
we may need to increase the value of significance mak-
ing the study less robust in terms of error, and easier
to recognize statistically significant differences. To that
end, we decided to use significance level of 0.2 since this
introductory study should show all the variables impor-
tant for building the analysis model. Hence, * asigned to
certain mean values in the Tables 1 and 2 represents the
computed p-value < 0.2.
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Time of the Length of em-
survey ployment
214 205 2 <!
years year

I. Overall feelings 4.15 4.47* 4.44 4.58*

II. My first-line

. 4.20 4.47* 4.27 4.59*
supervisor

IIL. My team 4.16 4.31* 4.25 4.39%*

IV. My role in the
company

/ 441 4.38 4.52

V. Performance
and evaluation

VI. Leadership
planning, com- / 4.26 4.33 4.29
munication

3.87 4.19* 4.03 4.35

VIL Training and

4 3.64 3.98 3.94 4.05
evelopment

VIIL Orientation
and entry into / 3.86 3.54 3.96*
the company

IX. Compensation

and benefits 3.28 3.57 3.22 3.78*

Table 1. Comparison of Means (Mx) by categories

I I 1 1v.. v VI VI VI IX

Mx 4.47% 447* 4.31% 441 4.19 426 3.98 3.86* 3.57*

Table 2. Comparison of means (Mx) between categories

Based on the above-given results, statistically signif-
icant improvement of employee engagement could be
observed in 2015 for the categories I, IT, IIT and V com-
pared to the previously surveyed period (Table 1). This
is an indicator of improvement of organizational culture
within the company for these categories, i.e., a measure
of positive impact influenced by organizational culture
activities that were carried out within the company dur-
ing the above-mentioned time period.

Furtehrmore, there is a statistically significant differ-
ence of engagement in regard to the length of employ-
ment in an organization. Employees with the shortest
length of employment (up to one year) showed higher
engagement mean values in relation to the employees
with longer length of employment (more than 2 years)
(Table 1).
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This phenomenon, which is common in practice,
was supported by research showing that most employees
are strongly motivated at the beginning of their employ-
ment, but motivation tends to decline over time. This
research was conducted in 100 companies and included
over 1.2 million employees, and its findings could be
considered relevant in 85% of companies ((Sirota, Mis-
chkind, Meltzer, 2006).

The overall results in Table 1 lead us to the conclu-
sion that the categories I, II and III are enablers of or-
ganizational culture, while VII and IX represent barri-
ers and obvious areas for improvement. We recommend
that the corrective plan of actions for improving organi-
zational culture should be based on mutual compari-
son of categories and their dimensions (i.e. proposed
questions) that determine them as a true measure of
employee engagement for various job facets of engage-
ment survey. This approach permits a more complete
picture of employee engagement and clearly distinguish-
es between different levels of satisfation with various job
facets (Spector, 2008).

Individual questions in each category cannot be
compared by means of a statistical analysis due to vari-
ability of the sample size, as certain categories are de-
termined by two to three, while others with nine to ten
questions.

Statistical analysis has shown that categories VIII
and IX are the areas that require most change, and the
authors shall briefly present the corrective actions stem-
ming from the present research.

Within the category VIII (Orientation and entry into
company), both statements demonstrate low rates: I was
provided with enough training upon entering the or-
ganisation, which enabled me to successfully do my job
(3.77) and I was made conversant with my role in the
organisation during the recruitment process (3.95). We
suggest the following corrective actions: 1) Run a train-
ing needs analysis (TNA) to determine training/devel-
opment requirements per employee, team and organiza-
tion; 2) Set up an employee orientation program for all
newcomers and junior employees; 3) Improve the cur-
rent mentorship system, by asigning personal responsi-
bilties to future mentors and mentorship standards they
have to meet; 4) Install regular two-way feedback with
the newcomers to get an insight into their attitudes, re-
lationship with the mentor and current progress.

Compensation and benefits was the lowest rated cat-
egory (IX) for the following statements (questions): My
salary is competitive in relation to the market (3.14); I
am well paid for what I do (3, 74), and I am satisfied
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with the benefits package (3.84). We suggest the fol-
lowing corrective actions: 1) Run a compensation and
benefits survey within competitive industries in Serbia
to determine market wage for each position; 2) Devise
a communication plan and carry out series of meetings
with employees to discuss the current compensation
and benefits model; 3) Organize a series of focus groups
with employees to gain bottom-up information of their
engagement as a stepping stone for devising the organi-
zational corrective action plan to deal with all the issues
such as: work-life balance, overtime working hours, or-
ganizational structure, performance management, com-
pensation and benefits model, feedback, etc.

Furthermore, within the categories that were gener-
ally positively rated, communication appears as a poten-
tial denominator, i.e., the source of the problem. Besides
the activities proposed, it is necessary to devote special
attention to communication as the key factor for the
improvement of functions of an organization. Accord-
ingly, special attention should be assigned to leadership
communication skills.

6. CONCLUSION

The results of the engagement survey indicate the
necessity of fully mobilising organizational resources
to improve the organizational culture. Improvements
made within categories I, II, IIl and V over the past 12
months render certain actions plausible and open the
possibility to check other categories. This is particularly
appropriate for the categories VIII and IX that require
special attention in dealing with certain issues. There-
fore, structured corrective action plans have been pro-
posed.

However, the lack of systematic approach in deal-
ing with certain issues shall mobilise management of an
organization to devise and implement tailor-made solu-
tions. Faceted approach based on mutual comparison of
categories and their building blocks (dimensions) ena-
bles a detailed overview of job satisfaction. This in turn
provides a clear picture of the areas for improvement, as
well as the key enablers of organizational culture.

Subesquently, this paper provides a guide that can be
implemented within any organization with the aim to
address the issue of employee engagement and compare
organizational culture and climate. The statements ex-
pressing job process and employee attitudes clearly indi-
cate possible steps and measures that could improve the
overall business performances of an organisation and
lead to more favourable business outcomes.
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