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A CROSS-CULTURAL COMPARISON OF THE 
FACTOR STRUCTURE OF THE JOB DESCRIPTIVE INDEX

by AM Viviers*

ABSTRACT
  
This paper reports the results of a cross-cultural factor analytic study done
on the subscales of the Job Descriptive Index (JDI). The subjects, who
consisted of 731 white and 203 black students from the University of South
Africa (a distance teaching university whose students are mainly in full-time
employment), represented a broad spectrum of working positions.
Exploratory factor analyses with oblique rotation of solutions were performed
on the responses to the items of five subscales. Factor analyses were
performed separately for each of the two groups and the various factor
solutions were interpreted for meaningfulness and similarity in meaning
across the two groups. The two groups were compared and blacks were
found to have scored lower on the subscales 'Salary', 'Supervision' and
'People'. These findings could impact on labour relations agreements and
current practices in organisations, and companies should therefore take note
of such perspectives when implementing accelerated interventions. 

 
1 INTRODUCTION

The changes taking place in South Africa are particularly relevant to the labour
market. South African companies have experienced dramatic shifts in
regulations and policies leading to restructuring and affirmative action, while
employees have experienced a new wave of work expectations, with possibly
a major impact on job satisfaction. Since 1994 these changes and policies
affecting South African companies have changed the perspectives of most
employees. But to what extent have these new possibilities and hopes for a
better future impacted on the work or job satisfaction of the labour force? 

The concept of job satisfaction is not new, and much research, based on
numerous theories, has been conducted using a variety of questionnaires
(Cook, Hepworth, Wall & Warr 1981; Day & Bedeian 1991; Ross & Reskin 1992;
Scarpello  & Vandenberg 1992; Spector & Wimalasiri 1986).  Three  of  the
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most frequently used questionnaires are Porter's (1961; 1962) Need Satisfaction
Questionnaire, Hackman and Oldham's (1975) Job Diagnostic Survey and
Weiss, Dawis, England and Lofquist's (1967) Minnesota Satisfaction
Questionnaire, as published by Cook et al (1981:12). 

Many recent job satisfaction questionnaires are also available. The Internet
provides many newly developed questionnaires published by consultants,
companies and academics (Internet search done on 12 February 2003). Many
of these freely available questionnaires claim face validity, but hardly any
academic research results are available on their reliability and validity.  

The well-researched perspectives of Smith, Kendall and Hulin (1969) on job
satisfaction were found to be particularly relevant for this research. The aim of
this research was not only to investigate a specific aspect of job satisfaction, but
also to explore the general satisfaction experienced by employees regarding job
specific dimensions, for different cultural groups. Smith, Kendall and Hulin's
(1969:83) Job Descriptive Index (JDI) is reported to be one of the most
frequently used job satisfaction questionnaires by Watson, Watson and Stowe
(1985:241), who quote Yeager's (1981) claim that at least 50% of research
utilises the JDI. More up-to-date statistics could not be found. 

Smith et al (1969:6,12) define job satisfaction as the feelings a worker has about
his/her job. They are of the opinion that there are different feelings
corresponding to different aspects of the job. They identify some of the
conditions that they feel exert major influences on feelings of satisfaction. First,
they refer to specific aspects of the job - the nature of the work itself, the
remuneration details, the nature of promotion opportunities, the characteristics
of supervision, and the attributes of co-workers on the job - all of which may be
considered sources of satisfaction or dissatisfaction. Job satisfaction is therefore
a function of the perceived characteristics of the job in relation to an individual's
frame of reference (Smith et al, 1969:6,12).

Smith et al. (1969:26) refer to studies on the problem of the dimensionality of job
satisfaction. These generally indicate that job satisfaction comprises at least five
and possibly more factors, which have in some studies been subsumed under
the label of job satisfaction. Smith et al (1969:149) outline a research strategy;
present a model of the measurement of satisfaction; and demonstrate that the
five aspects of job satisfaction, namely satisfaction with the work itself,
satisfaction with salary, satisfaction with promotion, satisfaction with supervision
and satisfaction with people, are conceptually different. Furthermore, they found
that the JDI as a questionnaire, and some measures of each aspect, show
convergent and discriminant validity.
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The JDI was chosen for this research because (a) it has been successfully used
in many psychometric studies, and (b) it has been found to be reliable and valid
in a variety of instances. In 1981 Cook et al concluded that the JDI had earned
its place as an instrument for measuring job satisfaction.

Various researchers have conducted numerous studies using the JDI at six
South African universities (Viviers 1996). Most of these studies investigated job
satisfaction among different vocational groups. In the present study the
emphasis is on cultural groups in a variety of vocational settings in the South
African labour market.

2 OBJECTIVE

The objective of this investigation is to establish whether a single factor structure
suffices for each of the subscales of job satisfaction in two culturally different
groups for lower level jobs in a variety of organisations. This will explain possible
similarities and differences in job satisfaction between the two cultural groups,
irrespective of socioeconomic class, and will shed some light on how the
changing South Africa has influenced people's experience of job satisfaction. 

3 METHOD

3.1 Participants
  
Questionnaires were distributed to a total of 1 983 Industrial/Organisational
Psychology first-year students at the University of South Africa (Unisa). As a
distance teaching university, Unisa offers tertiary education to mostly South
African students, but also to a number of foreign students from across the globe.
This particular population was chosen for this research because it is an
accessible target group that reflects diverse views and not only comes from  a
broad geographical sector but also represents different companies in the South
African labour market.  Apart from being part-time students (studying evenings
and weekends), the majority of these respondents were full-time employees
employed by a variety of business enterprises/sectors in the South African
labour market. Those students not employed at the time of the study gave their
views with reference to previous working experience, or gave views based on
information contributed by working people they know very well. As students
engaged in working life, it was envisaged that they would be able to contribute
significantly to a broad view of job satisfaction as experienced in a diverse range
of organisations. These students were studying towards their bachelor's
degrees, and as such did not occupy senior or high-level positions within
organisations. Views expressed in these findings would therefore be those of
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employees on a lower hierarchical level in organisations.  

In total, 934 students returned the questionnaire (response rate = 50,27%). The
sample was then divided into two working samples, namely a 'whites' group (n
= 731) and a 'blacks' group (n = 203). The term 'blacks' was chosen, as it is the
government's generic term of reference for diverse cultural populations of
Africans, coloureds and Indians (Employment Equity Act 55 of 1998). The
proportions of coloureds and Indians were insignificant compared with the
number of blacks. The difference in sample sizes approximately reflects the
proportional enrolments among white and black students for the course. The
sample was clustered according to cultural grouping only, without taking any
other factors into account, as that would have complicated the research.  

The ages of the subjects ranged from 20 to 40 years. Gender was more or less
equally represented (men = 53,68% and women = 46,32%). All participants hold
high school certificates (Grade 12) and have passed the entry-level course in
Industrial/Organisational Psychology. All students were expected to be proficient
in either of the two languages used in the questionnaire, namely English and
Afrikaans, as they are enrolled at a university offering tuition in those languages
only.
  
3.2 Measures
  
Smith, Kendall and Hulin's (1969) Job Satisfaction Questionnaire was translated
into Afrikaans and a panel of four academics verified the accuracy of the
translation. A questionnaire booklet containing the English and the Afrikaans
version was then distributed to each student.

  
3.3 Predictions
  
This study expected the following results:

! Each of the five job satisfaction dimensions of the JDI questionnaire would
show reasonably similar factor structures across the cultures, namely
'whites' and 'blacks'.

! The internal consistency reliability of scales would be acceptable.
! When the two cultural groups were compared regarding their mean scores

on the various job satisfaction dimensions, differences would be found.

4 STATISTICAL ANALYSIS

The first step was to capture the responses to individual items on computer. The
usual scale categories provided with each item, namely 'Yes', 'No' and '?', were
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coded as '3', '1' and '2' respectively. Items with a 'Yes' response (which indicates
'low satisfaction') were reverse coded so that all 'Yes' responses reflect job
satisfaction. Maximum likelihood factor analyses (Mulaik 1972) were then
computed (SAS 1990) for each of five job dimensions (for 'whites' and 'blacks'
separately). To help choose the number of factors to extract, the eigenvalues
of possible factors were plotted against the factor numbers. When studying the
shape of the graph it was often found that the graph levelled off (the differences
between consecutive eigenvalues became small) after the first or second factor.
The factor number at which this happens often indicates the number of factors
to extract. (See the "Scree" test in Stevens 1992.) The Kaiser-Guttman criterion
(Stevens 1992) was also kept in mind and the researcher was hesitant about
extracting factors with an associated eigenvalue smaller than 1.0. Factor
solutions were rotated obliquely according to the promax criterion (Cureton &
Mulaik 1975) in order to achieve interpretable solutions. The 'factor structure
solutions' (which consist of standardised regression coefficients) are reported,
followed by the internal consistency reliability of each scale and finally a t-test
comparison of the two cultural groups regarding their mean levels on the various
scales (Kerlinger 1986; Kim & Mueller 1978; Morrison 1967; Winer 1971).

New variables on the basis of the factor solutions were created as the mean of
the items with a high loading on the same factor. These new variables became
the variables with respect to which the two cultural groups were compared by
means of t-tests for differences between means (t-test for independent
measures).

  
5 RESULTS
  
The 'factor structure solutions' (which consist of standardised regression
coefficients) are reported below, followed by the internal consistency reliability
of each scale and finally a t-test comparison of the two cultural groups regarding
their mean levels on the various scales. 

5.1 The factor structure of the subdimension 'The nature of the work
itself' 

  
The eigenvalues associated with each possible factor underlying the 18 items
of this subscale were computed and plotted in figure 1 for each of the two
cultural groups. 
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FIGURE 1: EIGENVALUES FOR THE JOB SATISFACTION DIMENSION
'WORK'

From figure 1 it was decided to extract a single and a two-factor solution from
the data and the resultant rotated factor structures are given in table 1.

From table 1 it would appear that a second factor, as a factor common to
both cultural groups, is difficult to justify. It was therefore decided to accept
a single factor solution for both groups and to define a single factor scale as
the mean score of those items with a highlighted loading in both the cultural
groups.
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TABLE 1: FACTOR STRUCTURES OF THE 'WORK SATISFACTION'
SUBSCALE: PROMAX-ROTATED SINGLE AND TWO-
FACTOR SOLUTIONS FOR THE WHITES (N = 728) AND
BLACKS (N = 203) SAMPLES SEPARATELY

Items
Single Factor

Solution
Two-Factor Solution

Whites Blacks Whites Blacks
Factor 1 Factor 2 Factor 1 Factor 2

Item 3: Satisfying
Item 16: Sense of accom-

plishment
Item 12: Challenging
Item 5: Good
Item 1: Fascinating
Item 6: Creative
Item 8: Pleasant
Item 7: Respected
Item 9: Useful
Item 2: Routine
Item 14: Simple
Item 11: Healthful
Item 4: Boring
Item 10: Tiresome
Item 15: Endless
Item 13: Frustrating
Item 18: Physically

uncomfortable
Item 17: Well-defined

duties

0,76
0,75

0,73
0,64
0,52
0,52
0,50
0,46
0,45
0,36
0,28
0,25
0,11
0,10
0,09
0,07
0,03

-0,13

0,77
0,76

0,69
0,77
0,54
0,71
0,60
0,60
0,50
0,11
0,02
0,31
0,02
-0,03
-0,18
-0,01
-0,10

0,33

0,74
0,73

0,74
0,60
0,57
0,57
0,43
0,48
0,44
0,30
0,22
0,30
-0,02
0,01
-0,03
-0,08
-0,01

-0,13

0,05
0,05

-0,03
0,11
-0,13
-0,13
0,19
-0,03
0,01
0,16
0,20
-0,15
0,43
0,26
0,38
0,46
0,15

0,01

0,77
0,76

0,69
0,77
0,53
0,71
0,59
0,62
0,52
0,11
0,02
0,32
0,01
-0,04
-0,18
-0,02
-0,12

0,34

0,10
-0,02

0,14
0,04
0,21
0,07
0,05
-0,19
-0,30
0,22
0,08
-0,16
0,30
0,35
0,05
0,46
0,46

-0,27

5.2 The factor structure of the subdimension 'Present salary'

From the eigenvalues in figure 2, a single and two-factor solution appears
to be indicated in the case of both cultural groups. None of the eigenvalues
beyond that of the first factor is larger than 1.0, although the graph slopes
considerably. 
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FIGURE 2: EIGENVALUES FOR THE JOB SATISFACTION DIMENSION
'SALARY'

From figure 2 it was decided to extract a single and a two-factor solution
from the data and the resultant rotated factor structures are given in table 2.

In table 2 it is interesting to note that in the case of the two-factor solution,
the so-called 'negative' items make up factor 1, whereas factor 2 consists of
the 'positive' items. One would expect 'negative' and 'positive' items to define
the two poles of a single bipolar factor. The fit between the two cultures in
respect of the two-factor solution is so strong, however, that it was decided
to accept the two-factor solution as a basis for further analysis. For instance,
two separate factor scales were computed, consisting of the items that have
significant (bold) loadings in the case of both cultural groups in table 2.
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TABLE 2: FACTOR STRUCTURES OF THE 'SALARY SATISFACTION'
SUBSCALE: PROMAX-ROTATED SINGLE AND TWO-
FACTOR SOLUTIONS FOR THE WHITES (N =728) AND
BLACKS (N=203) SAMPLES SEPARATELY

Items Single Factor
Solution

Two-Factor Solution

Whites Blacks Whites Blacks
Factor 1Factor 2Factor 1Factor 2

Item 24: Underpaid
Item 22: Less than I

deserve
Item 19: Income adequate
Item 21: Bad
Item 27: Not enough

increases
Item 26: Unfair
Item 20: Satisfactory profit

share 
Item 23: Highly paid
Item 25: Above average for

job

6e+25 0,83
0,69

0,25

0,25
0,25

0,51
0,06

-0,04
0,00

0,53
0,49

0,31

0,53
0,36

0,49
0,00

-0,05
-0,04

0,09
0,08

0,35

-0,13
0,06

-0,16
0,46

0,48
0,44

0,81
0,73

0,17

0,26
0,22

0,50
-0,00

-0,13
-0,05

-0,00
-0,10

0,53

-0,04
0,22

0,06
0,40

0,40
0,28

5.3 The factor structure of the subdimension 'Opportunities for
promotion'

  
From the eigenvalues in figure 3, a single and a two-factor solution appears
to be indicated in the case of both cultural groups. None of the eigenvalues
beyond that of the first factor is larger than 1.0. 
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FIGURE 3: EIGENVALUES FOR THE JOB SATISFACTION DIMENSION
'PROMOTION'

It was decided to extract a single and a two-factor solution and the results
are given in table 3. 

The two-factor structure does not appear to be similar for the two cultures.
However, there is great similarity as far as a single factor structure is
concerned, even if nearly half of the items are not being used. It was decided
to create a single factor as the mean of the highlighted items in the single
factor solution of both cultures.
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TABLE 3: FACTOR STRUCTURES OF THE 'PROMOTION SATIS-
FACTION' SUB-CALE: PROMAX-ROTATED SINGLE AND
TWO-FACTOR SOLUTIONS FOR THE WHITES (N =728) AND
BLACKS (N=203) SAMPLES SEPARATELY

Items Single Factor
Solution

Two-Factor Solution

Whites Blacks Whites Blacks
Factor 1Factor 2Factor 1Factor 2

Item 30: Good chance of
promotion

Item 28: Good opportunities for
promotion

Item 34: Fairly good chance of
promotion

Item 33: Regular promotion
Item 35: Clear promotion policy
Item 32: Infrequent promotion
Item 29: Dead-end job
Item 36: Non-whites have better

opportunities
Item 31: Unfair promotion policy

0,90

0,81

0,79

0,51
0,39
0,10
0,03
0,00

-0,08

0,90

0,84

0,74

0,32
0,39
0,08
0,08
0,00

0,12

0,90

0,81

0,78

0,51
0,40
0,08
0,03
-0,01

-0,13

0,03

0,09

0,02

-0,01
-0,17
0,40
0,06
0,36

0,72

0,94

0,86

0,71

0,14
0,00
0,13
0,07
0,05

0,18

0,06

-0,05

0,06

0,41
0,99
-0,10
0,01
-0,11

-0,14

5.4 The factor structure of the subdimension 'Supervision in present
job'

  
From the eigenvalues in figure 4, a single and a two-factor solution (and
even a three-factor solution) appear to be indicated in the case of both
cultural groups. None of the eigenvalues beyond that of the second factor is
larger than 1.0. However, the graph levels off after three factors. This might
indicate that a three-factor solution should be extracted. 
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FIGURE 4: EIGENVALUES FOR THE JOB SATISFACTION
DIMENSION 'SUPERVISION'

A three-factor solution was extracted but the interpretation and match
between the two cultural groups were not clear, so the three-factor solution
will not be reported here. The single and two-factor solutions are reported in
table 4.

Accepting a single factor structure consisting of the items with highlighted
loadings would lead to a high proportion of items being unused. It was
therefore decided to use the two-factor structure instead for the purposes of
subsequent analyses, even though the match of the two cultural groups does
not appear as strong as far as factor 2 is concerned. It is interesting to note
that 'positive' items (eg Creative – Item 6) tend to define factor 1 whereas the
'negative' items (eg Tiresome - Item 10) make up factor 2. Factors 1 and 2
were again computed as the mean of the items highlighted on a factor for
both cultures.
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TABLE 4: FACTOR STRUCTURES OF THE 'SUPERVISION SATIS-
FACTION' SUBSCALE: PROMAX-ROTATED SINGLE AND
TWO-FACTOR SOLUTIONS FOR THE WHITES (N = 728) AND
BLACKS (N=203) SAMPLES SEPARATELY

Items Single Factor
Solution

Two-Factor Solution

Whites Blacks Whites Blacks
Factor Factor 2Factor Factor 

2

Item 43: Up-to-date
Item 40: Praise good work
Item 41: Tactful
Item 52: Good listener 
Item 54: Keeps me informed
Item 50: Intelligent
Item 48: Knows job well
Item 45: Tells me where I

stand
Item 42: Influential
Item 37: Asks my advice
Item 47: Stubborn
Item 46: Annoying
Item 44: Quick tempered
Item 51: Has favourites
Item 38: Hard to please
Item 39: Impolite
Item 53: Unsure who super-

vises
Item 49: Bad

0,61
0,61
0,61
0,60
0,60
0,56
0,52
0,49

0,45
0,29
0,15
0,15
0,09
0,09
0,05
0,04
0,02

 -0,12

0,62
0,66
0,58
0,61
0,62
0,71
0,57
0,43

0,60
0,43
0,02
0,06
-0,00
0,11
0,11
-0,06
-0,02

0,02

0,61
0,59
0,59
0,57
0,58
0,58
0,53
0,51

0,50
0,31
0,02
0,04
-0,03
0,00
-0,04
-0,04
-0,01

-0,19

-0,00
0,06
0,08
0,11
0,06
-0,06
-0,04
-0,06

-0,17
-0,08
0,60
0,51
0,58
0,39
0,44
0,37
0,17

0,26

0,62
0,66
0,58
0,62
0,61
0,72
0,57
0,43

0,60
0,43
-0,01
0,03
-0,02
0,10
0,09
-0,09
-0,03

-0,00

0,22
0,04
-0,11
-0,06
0,05
-0,08
-0,00
0,00

-0,00
-0,00
0,62
0,53
0,29
0,16
0,37
0,54
0,20

0,50

5.5 The factor structure of the subdimension 'People in present job'
  
From the eigenvalues in figure 5, a single and a two-factor solution appears
to be indicated in the case of both cultural groups. Note that none of the
eigenvalues beyond that of the second factor is larger than 1.0 and that the
graph levels off after 2 factors. 
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FIGURE 5: EIGENVALUES FOR THE JOB SATISFACTION DIMENSION
'PEOPLE'

The single and two-factor solutions are reported in table 5.

It is clear from table 5 that a single factor solution would accommodate just
more than half of the items. The two-factor structure for the black group
appears to be very similar for both cultural groups and uses all of the items.
It was decided to accept the two-factor structure for the purpose of further
analyses. Factors 1 and 2 were therefore calculated by taking the mean of
the items that have a significant (bold) loading in table 5 for both cultural
groups.
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TABLE 5: FACTOR STRUCTURES OF THE 'PEOPLE SATISFACTION'
SUBSCALE: PROMAX-ROTATED SINGLE AND TWO-
FACTOR SOLUTIONS FOR THE WHITES (N = 728) AND
BLACKS (N=203) SAMPLES SEPARATELY

Items Single Factor
Solution

Two–Factor Solution

Whites Blacks Whites Blacks
Factor Factor 2Factor 1Factor 2

 Item 59: Responsible
 Item 65: Active
 Item 70: Helpful
 Item 71: Willing to listen 
 Item 61: Intelligent
 Item 68: Do their share
 Item 67: Work well together
 Item 60: Quick
 Item 55: Stimulating
 Item 66: Loyal
 Item 62: Easy to make

enemies 
 Item 57: Slow
 Item 63: Talk too much
 Item 69: Prejudiced 
 Item 56: Boring
 Item 72: Stubborn
 Item 58: Stupid
 Item 64: Unpleasant

0,59
0,58
0,57
0,57
0,57
0,57
0,57
0,55
0,54
0,46
-0,00

-0,00
-0,01
-0,04
-0,14
-0,18
-0,29
-0,30

0,71
0,65
0,79
0,84
0,44
0,39
0,65
0,39
0,59
0,47
0,11

-0,12
0,05
0,06
0,02
-0,16
-0,35
-0,05

0,58
0,60
0,63
0,57
0,56
0,57
0,58
0,54
0,54
0,43
0,07

0,08
0,04
0,05
-0,05
-0,09
-0,23
-0,24

-0,06
0,07
0,19
-0,00
-0,02
0,00
0,00
-0,02
0,01
-0,12
0,38

0,43
0,29
0,47
0,44
0,50
0,30
0,34

0,71
0,65
0,79
0,84
0,45
0,39
0,65
0,40
0,59
0,47
0,10

-0,13
0,04
0,05
0,01
-0,17
-0,36
-0,06

0,11
0,04
0,09
0,03
-0,18
0,09
0,00
-0,19
0,00
-0,12
0,55

0,46
0,33
0,35
0,59
0,45
0,24
0,47

5.6 Internal consistency reliability of factors 

The Cronbach Alpha coefficient (Lemke & Wiersma 1976) was calculated for
factors of each of the five subdimensions of the JDI. The results are
summarised in table 6. 
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TABLE 6: INTERNAL CONSISTENCY RELIABILITY OF JOB SATIS-
FACTION SCALES   

Dimensions of Job
Satisfaction

Items in scale Cronbach Alpha

Whites Blacks

Work: Single factor 

Salary: Factor 1
Salary: Factor 2

Supervision: Factor 1
Supervision: Factor 2

Promotion: Single factor

People: Factor 1
People: Factor 2

3, 16, 12, 5, 1, 6, 8, 7, 9, 11

24, 22, 21, 27, 26
19, 20, 23, 25

43, 40, 41, 52, 54, 50, 48, 45, 42, 37
47, 46, 44, 51, 38, 39, 53, 49

30, 28, 34, 33, 35

59, 65, 70, 71, 61, 68, 67, 60, 55, 66
62, 57, 63, 69, 56, 72, 58, 64

0,81

0,59
0,50

0,80
 0,63

0,82

0,82
0,60

8.6e+22

From table 6 it is clear that, given the small number of items in some of the
scales, the internal consistency reliabilities are acceptable (0.59) to high (0.86).
The possible exception is 'Salary' (factor 2), which shows a relatively low level
of internal consistency of 0.50 for whites and 0.42 for blacks. The reliability of
scales is as high, if not higher, in the case of blacks (from 0.62 to 0.86) as in
the case of whites (from 0.59 to 0.82), with a few exceptions.

5.7 Comparison of the cultural groups regarding levels of job
satisfaction

The two cultural groups are compared in table 7 with regard to the job
satisfaction factors by means of t-tests for independent measures (Hays 1963).
As part of this statistical procedure, the assumption of homogeneity of variance
is also tested by means of Bartlet's F-test (Kirk 1968). Depending on the
outcome of this F-test, the p-values for a t-test assuming equal variances or the
p-values for a t-test (which does not assume equal variance) are reported in the
last column of table 7. 
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TABLE 7: COMPARISON OF WHITES WITH BLACKS REGARDING MEAN
JOB SATISFACTION LEVELS

Dimensions of Job
Satisfaction

Whites 
(726 # N $ 728)

Blacks
(N=203)

p-value
for 

F-test

p-value2

for 
t-test

Mean Std Mean Std

Work: Single factor 

Salary: Factor 1
Salary: Factor 2

Supervision: Factor 1
Supervision: Factor 2  

Promotion: Single factor

People: Factor 1
People: Factor 2

2,18

0,83
1,61

2,25
0,92

1,64

2,23
0,99

0,668

0,501
0,602

0,650
0,386

0,812

0,712
0,396

2,21

0,63
1,23

1,98
1,01

1,59

2,11
1,15

0,760

0,582
0,499

0,778
0,489

0,796

0,765
0,501

0,0174

0,0059
0,0014

0,0008
0,0000

0,7360

0,1977
0,0000

0,6350

0,0001
0,0001

0,0001
0,0101

0,3606

0,0403
0,0001

1p-value for F-test on test of hypothesis of equal variances

2p-value for t-test assuming equal variances if F-test is not significant at 0,05 level, but P-value
for t-test not assuming equal variances if F-test is significant

It is apparent from table 7 that blacks are significantly less satisfied with the
salary aspect of their jobs. Differences have not been found with regard to
satisfaction with 'type of work' itself or with 'promotional' aspects of the work.
Blacks show more dissatisfaction with 'supervision' (factor 1 - the so-called
'positive' items) than with the 'negative' items (factor 2), or with the 'people'
factor (factor 2).  

6 DISCUSSION

The first stage of the analyses concentrated on demonstrating that the various
sub-dimensions were indeed one-dimensional and reasonably similar for whites
and blacks. It appeared, however, that 'positive' items defined one factor
whereas the 'negative' items (although these were reverse scored) defined a
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second factor. These two sets of items do not appear to reinforce one another
in defining so-called bipolar factors. This held good for both cultural groups. One
explanation might be that some respondents were careless in answering the
questionnaire and did not recognise that the meaning of some items was
reversed. But there may be other explanations from the perspective of the black
group. One possibility is that the 'psychological spaces' of assimilation and
distancing are not opposites. From the black perspective, the psychological
process of 'agreeing with' (assimilation) as a 'positive' aspect of the job may
simply not be the opposite of 'disagreeing with' (distancing from) a 'negative'
aspect of job. Overall, similar factor structures were found for the two cultural
groups. Also, when the internal consistencies were computed for the various
subscales, similar and acceptably high reliabilities were found for both cultural
groups. 

When the two cultural groups were compared by means of t-tests in table 7,
some interesting differences were found between whites and blacks in terms of
the salary aspect of their work, the supervision factor (only the positive items
from the questionnaire) and the people factor. These differences should be
viewed against the sociopolitical backgrounds of whites and blacks, which differ
even today. In 1994 the first fully democratic elections in the history of South
Africa were held,  bringing to an end a 40-year period of 'apartheid rule'. Blacks
were historically (and still are) mostly in low-paying jobs of an intellectually
undemanding nature, while management consisted mostly of whites. Blacks
also had few opportunities for promotion. However, this is changing fast under
the new sociopolitical dispensation, but there is still an enormous backlog to be
dealt with. The number of black employees with university degrees has
increased substantially over the past few years, but the majority still lack tertiary
qualifications that would enable them to apply for more senior positions in
organisations.

Given this background, it is not surprising that blacks were significantly less
satisfied with the salary, supervisory (factor 1), and people (factor 2) aspects of
their job than whites were. It should be kept in mind that the particular sample
consisted of employees in the process of improving their level of education and
also functioning at lower levels in organisations. 

The results regarding the second factors of 'supervision' and 'people' appear to
suggest opposite conclusions. This is difficult to explain and should possibly be
deferred until future research brings clarity on the use of 'positive' as well as
'negative' items in the same scale, where these two groups of items do not
appear to define bipolar factors, but rather separate factors. One possible
explanation might be a lack of true understanding of subtleties such as positively
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and negatively framed expressions in English among the black respondents for
whom English is a second language.   

What is possibly a surprising result is the absence of a significant difference
between whites and blacks as far as the 'promotional' aspect of the job are
concerned. A possible explanation is the historical ending of one political era
and the advancement that has come with the new sociopolitical dispensation.
The rhetoric of 'reformation' and 'affirmative action' was emerging even before
the 1994 elections and has since been implemented nationwide, promising
advancements for blacks. However, the rate of transformation is not always fast
enough and may still play an important role in the general level of satisfaction
of blacks. In future it may yet impact negatively on the satisfaction of whites. 
  
Surprisingly, blacks were not notably less satisfied with the intrinsic qualities of
the work itself. A possible explanation might be that they find themselves (and
the majority still do) on a survival level as far as psychological needs are
concerned as a result of their low income levels, lack of housing, lack of
transport, etc. It can be hypothesised that as survival needs become less of an
issue, and higher level needs, such as self-actualisation, become more
important, the nature of work will eventually become more important to blacks
in the future. But of course, the nature of the work they find themselves in is also
changing fast, as a result of reformation and the affirmative action policies of the
new regime. The fact that these employees are working towards a tertiary
qualification is a clear indication that they are all striving towards a better future
in terms of employment. 

In this regard unions can play a powerful role and it is up to union leaders to
negotiate even better opportunities, especially for previously disadvantaged
employees, given that the results of this research show that blacks are not very
satisfied with a number of factors relating to their jobs. 

Union leaders can play a significant role in negotiating with management to
accelerate the development and support of previously disadvantaged groups.
The following are some suggestions: 

! Organisations should increase the number of learnerships they offer to
make more opportunities available to more employees and prospective
employees to gain the skills required for a variety of positions.

! More bursaries should be made available to students with the potential to
acquire tertiary qualifications, but such bursaries and sponsorships should
also cover any work-related studies such as short courses and
programmes.
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! In-house accelerated development programmes targeting supervision and
management skills, language proficiency and specialist knowledge should
be expanded to expose a larger number of previously disadvantaged
employees to work-related competencies. 

! Shadowing should play a more prominent role in organisations – not only
at higher managerial levels, but also at supervisory and middle
management level to give candidates sufficient opportunity to learn the
'secrets' of effective management in a safe and non-threatening
environment.

! All new employees should be assessed for learning potential and be offered
guided assistance on career-pathing.

! Companies should endeavour to become learning organisations in order to
give employees opportunities to learn, grow and develop, even if mistakes
are made in the process.

The above are some courses of action that organisations could implement to
ensure improved job satisfaction among all employees. Transformation takes
time and most companies are unfortunately slow to initiate action without
pressure from the government and the labour unions. This re-emphasises the
urgent and important role union leaders will be forced to play in the years to
come in accelerating and ensuring the ongoing implementation and expansion
of interventions. These interventions would benefit not only the previously
disadvantaged group of employees but all employees, irrespective of cultural
background. 

Future research should focus on specific levels in organisations, as this
research was limited to employees doing undergraduate studies. Different
perspectives might be reported when comparing middle with senior level
management, as these categories would reflect  the positions of successful
graduates operating at higher levels in organisations. 
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