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Achievement and Social Relations Values as 
Conditions of the Importance of Work Aspects 

and Job Satisfaction

Anna M. Zalewska

University of Lodz, Poland

One hundred and sixty-nine bank employees were investigated with the 
Orientation to Work Values Inventory by Seifert and Bergmann (values; Seifert 
& Bergmann, 1983), and the Work Description Inventory by Neuberger and 
Allerbeck (importance and satisfaction with work aspects, overall job satisfaction; 
Neuberger & Allerbeck, 1978). The data show complex connections between 
values and the perceived importance of work aspects and job satisfaction. The 
results indicate that (a) the importance of achievement and social relations 
values influences the importance of aspects of work, (b) overall job satisfaction 
depends on social relations value and satisfaction with some aspects depends 
on this value or on interactions of both of the values, (c) predicting overall job 
satisfaction from satisfaction with aspects of work is modified by the interaction 
of the values. However, the hypothesis that overall job satisfaction can be 
predicted from satisfaction with most important aspects of work is not 
confirm ed by the data.

values im portance of work aspects job satisfaction

1. INTRODUCTION

Overall jo b  satisfaction is one o f the m ajor com ponents o f overall 
satisfaction with life or a cognitive appraisal o f subjective well-being 
(Lewinsohn, Redner, & Seeley, 1991; Zalewska, 1996a, 1996b). Job 
satisfaction refers to the question o f how m uch a person likes his or her
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396 A.M. ZALEWSKA

w ork or how a person thinks about the fulfilment of his or her needs 
and aspirations at work.

The interest in job  satisfaction appeared in the 1920s as a result of 
the developm ent of the H um an Relations approach in m anagem ent. At 
the beginning it was assumed tha t high job  satisfaction was m ainly 
a consequence o f the fulfilment o f social needs and it was a path  to 
a high level o f job  perform ance. Results o f research conducted by E lton 
M ayo and his group at H aw thorne already show tha t the assum ptions 
were simplified (M ayo, 1945). F urther studies in this field prove tha t 
link*; between job  satisfaction and a level o f job  perform ance are complex 
and depend on other factors (Schwab & Cummings, 1970), bu t job  
satisfaction can lead (directly or indirectly) to m any other consequences 
for individuals and organizations (Fraser, 1987; Herzberg, M ausner, 
& Snyderm an, 1959). Theoretical considerations and empirical da ta  also 
indicate tha t job  satisfaction depends on m any variables (not only on 
fulfilment of social needs) and we can also talk  about satisfaction with
various aspects of work.

The problem  of job  satisfaction was extensively investigated in the 
1960s and 1970s. A fter this boom , this area was a bit neglected, bu t it 
seems to  rem ain very im portan t as results o f m any studies show that 
overall job  satisfaction is closely connected with various aspects of 
a person’s functioning. This is related to the quality o f life, stress, 
accidents at w ork (Fraser, 1987), health in a broad  and narrow  sense, 
absenteeism (Fraser, 1987; Herzberg et al., 1959; M cDonald & Gunderson, 
1974), and turnover (Herzberg et al., 1959; M ikes & H ulin, 1968). The 
results o f a 15-year study of ageing conducted by Lehm ann show that 
w ork satisfaction is the single best predictor of a long life (Fraser, 1987). 
In  some conditions overall job  satisfaction is also strongly and positively 
correlated with the level o f job  perform ance (M cD onald & G underson, 
1974; R ichard & Lawler, 1971) as well as job  involvement (Brown,
1996). In this context, job  satisfaction seems to be im portant from  the 
perspective of a person who is in an organization and from  the 
perspective o f this organization. T hat is noticed in a m odel o f hum an 
resource m anagem ent (Stoner & W ankel, 1986) and in a New W ave 
of system approach in m anagem ent (Fraser, 1987; Peters & W aterm an, 
1984), where the hum an subsystem is treated as a crucial com ponent of
the organization system.

W hat are the m ain determ inants o f job  satisfaction? In  general, three 
sources of job  satisfaction can be distinguished (Furnham, 1991): individual
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VALUES AS CONDITIONS OF ... JOB SATISFACTION 397

characteristics, external environm ent including context and contents 
characteristics of job , and person-environm ent fit. A uthors o f various 
theories em phasize different sources and different mechanisms leading to 
satisfaction with a job . On the basis o f M aslow ’s needs theory (M aslow, 
1954), M cGregor (1960) and W ebber (1990) stress the role of predominant 
needs (their gratification or deprivation) for obtaining w ork satisfaction. 
A ccording to M cClelland (1961), P ro testan t W ork E thic ideas and 
values determ ine strong achievement m otivation and they both  (values 
and m otive) lead to  high efficiency and high job  satisfaction. Needs or 
motives are also treated  as crucial for job  satisfaction by Alderfer 
(1971).

H erzberg et al. (1959) as well as W arr (1987) indicate features o f the 
w orking environm ent as conditions of job  satisfaction, although the 
form er consider them  from  the employees’ subjective perspective using 
the critical incident m ethod whereas W arr analyses them from an objective 
point o f view. According to his “ vitamin m odel,” various aspects o f work 
influence overall job  satisfaction and m ental health like vitamins act on 
physical health: Their low level or absence tends tow ards im pairm ent of 
m ental health, bu t their presence beyond a required level does not yield 
fu rther benefit or even becomes harm ful. According to the tw o-factor 
theory (Herzberg et al., 1959, pp. 80-82), there are two sets of conditions. 
One of them—called hygiene factors (work conditions, salary, organization 
and m anagem ent, interpersonal relations)—is responsible for job  dissa
tisfaction: Fulfilm ent o f hygiene needs leads to elimination o f dissatis
faction, bu t does not result in jo b  satisfaction. The other set— called 
m otivators (contents o f work, responsibility, possibility of personal 
developm ent)— is responsible for job  satisfaction, though its insufficient 
fulfilment can also cause job  dissatisfaction (boredom , fatigue). Results 
o f m any studies do not confirm  existence o f two independent factors 
responsible separately for job  satisfaction or dissatisfaction (D unnette, 
Cam pbell, & H akel, 1967; K ing, 1970). However, some o f them  dem on
strate tha t m otivators influence both  satisfaction and dissatisfaction with 
w ork stronger than  hygiene factors (Ewen, Smith, H ulin, & Locke, 
1966; H ulin & Smith, 1967; H ulin & W aters, 1971).

The th ird  standpoint stresses tha t a job  has different m eanings for 
different individuals, so jo b  satisfaction and conditions of this satisfaction 
depend on individual expectations (Fraser, 1962; Vroom , 1964). Porter 
and Lawler (1968) and R ichard and Lawler (1971) indicate tha t job  
satisfaction and the level o f perform ance are caused by a fit between
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398 A.M. ZALEWSKA

higher needs and perceived job  characteristics. B randstaetter (1991, in 
press), C aplan (1983), F urnham  (1991), H arrison (1978) as well as 
H olland (1973) pay attention to  the role o f both motivational fit (between 
needs or m otives o f a person and environm ental offers to  gratify them ) 
and instrum ental fit (between abilities or skills of a person and environ
m ental dem ands) for job  satisfaction. Locke (1976) in his com parison 
theory considers the im pact of a com parison between what persons w ant 
or value in their work and w hat they find in it even though the 
outcom es and the level of need gratification are the same, w orkers may 
differ in job  satisfaction to  the extent tha t their values differ. H ulin and 
Blood (1968) and R ichard and Lawler (1971) indicate that links between 
job  satisfaction and perceived job  characteristics are stronger in small 
than  in big environm ent settings, and attribute this to differences in the 
value o f P ro testan t W ork Ethic, tha t is assumed to be m ore im portan t 
in small than  in big settings.

In this study two kinds of sources are taken into account: personal 
properties and perceived features o f work (im portance of various aspects 
o f w ork and satisfaction with them). According to  the th ird  standpoint, 
the following general assum ptions can be made:

A ssum ption A l. Individual properties influence the im portance of 
some aspects o f work.

A ssum ption A2. The level o f satisfaction with w ork (overall and with 
its various aspects) does not depend on individual 
properties (this is probably mainly determ ined by the 
motivational and instrumental person-environment fit). 

A ssum ption A3. Overall job satisfaction is especially connected with 
satisfaction with those aspects of work tha t are m ost 
im portan t for a person.

A ssum ption A4. Connections between overall job  satisfaction and 
satisfaction w ith aspects o f w ork are m odified by 
individual properties, if these properties differentiate 
the im portance of those aspects.

The aim  of the current analysis has been to  verify the assum ptions 
with reference to two kinds of personal values: achievement and social 
relations. On a m ore specific level this aim has been to answer w hether 
achievem ent and social relations values influence (a) the im portance of 
various aspects o f w ork (A l), (b) satisfaction with work (with various 
aspects and overall, A2), (c) prediction of overall job  satisfaction from

D
ow

nl
oa

de
d 

by
 [

18
5.

55
.6

4.
22

6]
 a

t 2
3:

01
 1

3 
M

ar
ch

 2
01

5 



satisfaction with aspects o f work (A4). A com parison o f the m ost 
im portan t aspects o f work with the best predictors o f overall job  
satisfaction allows to verify A ssum ption A 3 .

VALUES AS CONDITIONS OF ... JOB SATISFACTION 399

2. HYPOTHESES

In  this study, values are understood as preferences o f end states or ways 
o f behavior expressed in relatively stable and general beliefs (Rokeach, 
1973). They are assumed to induce im portance and valences (subjective 
values) o f events and objects (see Feather, 1990), assign desirable states 
and ways o f achieving them, com pose criteria o f choices and estim ations 
as well as organize experience and behavior (C onnor & Becker, 1979; 
Epstein, 1989; Feather, 1990; Rokeach, 1973). Em pirical data  confirm  
the assum ptions about regulative functions of values only to a m oderate 
degree. Schwartz and Bilsky (1990) suggest tha t the general dim ensions 
o f values allow to  predict and explain individual ways o f thinking and 
behavior better than  specific values. Schwartz and Bilsky (1990) also 
claim correspondence between the im portance o f values and the im por
tance o f m otivation dom ains. Taking into account those premises in the 
present study I decided to  consider two dimensions o f personal values: 
achievem ent and social relations. There are data  tha t they are com m on 
in the hum an world (Schwartz & Bilsky, 1990) and especially im portant 
in industrial society (K ohn, 1969). So, I assume that they are also very 
im portan t am ong workers. M oreover, I suppose that persons who differ 
in the assessment o f the im portance o f these values, differ in the 
strength o f the need for achievement (growth needs) and the need for 
affiliation (social needs), respectively. F rom  the regulative functions of 
values one can infer tha t the im portance o f a person’s values influences 
the a ttribu ted  im portance o f various aspects o f work. So, I expect that 
persons who have m ore appreciation for the value of social relations 
have stronger social needs, and interpersonal relations at w ork (with 
colleagues or superiors) are m ore im portan t for them  than  for persons 
who appreciate this value less. I also assume tha t persons for whom the 
achievem ent value is m ore im portant have stronger grow th needs and 
for them  the possibility o f personal development and contents o f work
are m ore im portan t than  for persons who do not appreciate this value 
so m uch.
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400 A.M. ZALEWSKA

H ypothesis 1. R elations with colleagues and superiors are m ore im por
tan t aspects of w ork for persons who appreciate the 
social relations value than  for those who do not appreci

ate it.
H ypothesis 2. C ontents of work and personal development are m ore 

im portan t aspects of w ork for employees who appreciate 
the achievement value than for those who do not.

As we can hardly infer about person-environm ent fit on the basis of 
personal beliefs, and empirical data  regarding the im pact o f personal 
beliefs on work satisfaction are inconsistent (Furnham, 1991), it is an open 
question w hether the im portance of values influences work satisfaction 
(overall and with work aspects). However, it seems w orth testing the 

following hypotheses:

H ypothesis 3. Overall job  satisfaction can be predicted from  satisfaction 
with those aspects of work tha t are the m ost im portant. 

H ypothesis 4. Predicting overall job  satisfaction from  satisfaction with 
aspects o f w ork is modified by the im portance of the 
considered values.

3. MATERIALS AND METHODS

3.1. Participants and Procedure

One hundred and sixty-nine bank  employees, 120 women and 49 men 
(aged 20-55) were involved. They w orked in different posts (apart from  
unskilled w orkers like cleaners, alm ost all bank  employee categories 
were represented: from  cashier to  principal director). All o f them  had  at 
least secondary education and 34.3% were university graduates. They 
had  various experience in their posts: for 74.3% their length of em ploy
m ent was shorter than  6 m onths, and for 4.7%  it was longer than
5 years. Sixty persons (35.5% ) who had been w orking 1-3 m onths in 
their posts were examined with the Time Sampling D iary (TSD) by 
B randstaetter (1991) during their adaptation to a new w orkplace and for 
them  the study lasted 6 m onths (Zalewska, 1997). F or the others, who 
were co-workers of the form er (superiors, inferiors, colleagues) and who 
were not exposed to  the TSD, the study lasted about 2 m onths. A part 
from  the following, m any other techniques were used in the study (e.g.,
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VALUES AS CONDITIONS OF ... JOB SATISFACTION 401

A chievem ent M otivation  Test, R aven’s Progressive M atrices, Somatic 
Sym ptom  List, Strelau Tem peram ent Inventory-Revised, W ork C harac
teristics and W ork Expectations Q uestionnaires, V ocational Interests 
S tructure Test; see Zalewska, 1996a, 1997). A fter obtaining a bank 
principal d irector’s perm ission for research, nam es o f new w orkers and 
their three co-workers were assigned. They were asked to participate in 
the study. A nonym ity was guaranteed by the option o f signing answers 
in all techniques with a code word. The employees were asked to 
com plete questionnaires at home. The questionnaires were divided into 
four sets and  were given between the four periods o f self-observation 
with the TSD  to the “new w orkers” and to  co-workers successively 
every week or every 10 days. A t the end the participants were exposed 
to the Biographic Inventory and R aven’s Progressive M atrices at the 
w orkplace. The O rientation to W ork Values Inventory was adm inistered 
in the first set and the W ork D escription Inventory in the third set of 
techniques. These data were collected in several Polish banks in 1992-1993. 
As no t all employees agreed to take p a rt in the research and some 
resigned during the study only 169 o f the 240 participants approached 
completed the questionnaires. U nfortunately not all participants answered 
all questions. T hat is why the sample in these analyses is even lower 
(160 or 152).

3.2. Instruments

Im portance o f values was assessed with the O rientation to W ork Values 
Inventory  (OW VI) m odeled upon Super’s W ork Values Inventory 
(Seifert & Bergm ann, 1983). It comprises 16 specific values. C om pared 
to Super’s technique there is one m odified value— “ orientation tow ards 
leisure time instead o f “ style of life”— and one additional value—  

possibility o f p rom otion .” Each value is described by three statem ents 
provided with a 5-point scale from  5 (very important) to 1 (not im por
tant). F o r example, one o f the three statem ents for the achievement 
value is “ F o r me in m y professional job , the realization that I have done 
som ething very well is...” .

The W ork D escription Inventory  (W DI; N euberger & Allerbeck, 
1978) developed on the basis o f the W ork D escription Index (Smith, 
K endall, & H ulin, 1969) comprises the following aspects of work: (a) 
Colleagues, (b) Superiors, (c) Contents o f work (using skills, responsibility),
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402 A.M. ZALEWSKA

(d) Conditions, (e) O rganization and M anagem ent, (f) D evelopm ent, (g) 
Salary, and (h) Job Security. It allows to  describe all the aspects with 
given ’adjectives provided w ith a 4 -point scale {yes— rather yes— rather
no__no), i t  also allows to estimate satisfaction with all the aspects of
w ork except for the last one, with the job  in general, and with life, on 
7-point scales with face symbols, which correspond to num bers from  
1 (very dissatisfied) through 4 (indifferent) to 7 (very satisfied). M oreover, 
it offers the possibility to  assess the im portance of every aspect when 
m aking a decision on taking up a job.

3.3. Measures

On the basis of factor analyses and screening tests in the G erm an 
version of OW VI, five general dom ains were revealed (Seifert & Berg- 
m ann, 1983, p. 164): (a) External Values— 15 items (20.3%), (b) Intellectual 
S tim ulation, Creativity, and A utonom y— 10 items (10.6% ), (c) Social 
R elations— 8 items (9.1% ), (d) A ltruism — 3 items (5.2% ), (e) Aesthetics 
— 5 items (3.9% ). I have included one m ore dom ain: (f) Achievement 
(3 items), because none o f the five original dom ains takes into account 
statem ents relating to this value and it seems very com m on for hum an 
natu re  (K ohn, 1969; Schwartz & Bilsky, 1990) and especially im portan t 
a t w ork. Results of factor analysis com prising 16 values and six 
dom ains (Principal-Com ponents with Eigenvalue >  1, Y arim ax ro tation , 
K aiser N orm alization) on students’ and workers scores (N  =  211) 
confirm  six assumed dom ains. However, for Polish population the order 
o f the dom ains is changed: I. Social Relations (32.4%); II. Intellectual 
S tim ulation, Creativity, and A utonom y (15.1%); III. External Values 
(11.9%); IV. Achievement (7.5%); V. Aesthetics (5.8%); and VI. Altruism 
(5.6% ). A to tal score for each of the six dom ains divided by the num ber 
o f statem ents m akes up the index of dom ain im portance (1-5). A list of 
specific values belonging to  the six dom ains, internal consistency (Cron- 
bach ’s alpha) of the specific values and the im portance of the dom ains, 
and the tem poral stability o f two m easures (correlation o f two m easures 
done two m onths apart) in this group are given in Table 1.

Internal consistency is com parable to  that obtained in the G erm an 
sam ple (Seifert & Bergm ann, 1983, pp. 162-165). F or achievement value 
reliability scores in Polish groups are not as high as desirable (alpha 
=  .62, stability r =  .61), bu t they are acceptable. Table 2 shows means,
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404 A.M. ZALEWSKA

standard  deviations, and correlations between the im portance o f the six 
value dom ains for the bank  employees in this study. The im portance of 
the six value dom ains is positively correlated (average correlation 
r =  39^  but the correlation between achievement and social relations
values is lower than  average (r =  .32).

TABLE 2. Means, Standard Deviations, and Correlations Between the Importance 
of the Six Value Domains Among Bank Workers (N  =  169)

Values M SD 2 3 4 5 6

1. External values 3.83 .52 .59 .35 .24 .33 .67

2. Intellectual stimulation 3.63 .54 .30 .33 .37 .62

3. Social relations 4.41 .48 .44 .46 .32

4. Altruism 3.99 .65 .32 .32

5. Aesthetics 3.08 .65 .24

6. Achievement 4.25 .56

Notes. All coefficients are significant at p =  .001

The num ber attribu ted  to a face chosen on an appropriate 7-point 
scale in the W D I was the index of satisfaction with a given aspect or the 
jo b  in general. The index of im portance of a given aspect of w ork for 
a person was the num ber of points assigned to it out of 80 points in an 
im aginary situation of w ork choice, according to the rule. The m ore 
im portan t the aspect, the m ore points it receives (the theoretical m ean of 

the im portance index is 10).

3.4. Data Analyses

Stepwise M ultiple Regression Analyses (M RA ) were used to  assess 
satisfaction o f which w ork aspects is the best predictor o f overall job  
satisfaction (H ypothesis 3) and to  answer o f w hether predicting overall 
jo b  satisfaction from  satisfaction with aspects of work is m odified by 
im portance o f values (H ypothesis 4).

Tw o-factor M A N O Y A s were designed for assessing the im pact of 
social relations and achievement values on the im portance o f work 
aspects and on satisfaction (with work aspects and the job  in general). 
Then, on the basis of the mean o f the im portance of the social relations 
value, participants were divided into two dichotom ic groups. One 
consisted o f persons for whom social relations value was im portant
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VALUES AS CONDITIONS OF ... JOB SATISFACTION 405

(scores above the mean: SR), the other of persons for whom this value 
was no t im portan t (scores below the mean: sr). Analogically, persons for 
w hom  achievement value was im portan t (ACH) or not im portan t (ach) 
were distinguished.

4. RESULTS

4.1. Importance of Work Aspects Related to Achievement and 
Social Relations Values

Basic statistical param eters for the im portance of various w ork aspects 
are given in Table 3.

TABLE 3. Means, Standard Deviations, Kurtosis (K), Skewness (S), Minimum, and
Maximum for Importance of Work Aspects (N  =  152)

Variable M SD K S Minimum Maximum

Colleagues 9.81 5.23 .34 .46 0 25
Superiors 8.49 4.07 .69 .24 0 20
Contents 10.56 5.96 2.79 1.06 0 35
Conditions 7.24 3.76 .76 .03 0 20
Organization and Management 8.10 4.68 5.42 1.40 0 30
Development 9.10 4.80 .66 .43 0 25
Salary 17.20 12.26 2.44 1.73 0 60
Job Security 10.09 6.63 1.93 1.08 0 35

The indices of kurtosis and skewness show that the distribution of 
the im portance o f four aspects (Colleagues, Superiors, Conditions, 
D evelopm ent) is close to norm al. F o r the other aspects (Contents, 
M anagem ent, Salary, and Job Security), scores are m ore concentrated 
around the m ean than  in norm al distribution and the score given m ost 
often is lower than the average (right-skewed distribution). Salary is the 
m ost im portan t aspect for the whole group and it is m uch m ore 
im portan t than  the others. The scores slightly above the theoretical 
m ean (10) appear for two aspects: Contents o f work and Job Security. 
Conditions o f work are least im portan t for the whole group.

D ata  collected in Table 4 indicate tha t the whole structure o f the 
im portance o f w ork aspects and especially the im portance of Colleagues, 
Contents o f work, Organization and M anagem ent, and Superiors (a tend-
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406 A.M. ZALEWSKA

TABLE 4. Effects of Achievement Value (Ach), Social Relations Value (Sr), and 
Their Interaction (Sr x Ach) on the Importance of Various Work Aspects (Synthetic 
Results of a Two-Factor MANOVA)

« =  152 Colleagues Superiors Contents Conditions O&M Development Salary Job Security MANOVA

16.4403 2.523° 9.8272 0.036 5.964’ 0.218 0.371 0.416 4.9733

Fsr 16.8603 7.1692 10.9823 1.096 2.075 1.524 2.270 0.093 4.4033

F st x Ach 0.101 0.623 1.120 0.402 0.001 0.012 0.469 0.060 0.498

Notes. 0__p sj .10, 1— p <  .05, 2— p <  .01, 3— p <  .001, O&M— Organization and Management.

□  sr/ach (57) ■  sr/ACH (13)

□  SR/ach (43) □  SR/ACH (39)

Aspects of Work

Figure 1. Importance of various work aspects among persons for whom the social 
relations value is important (SR) or not important (sr) and achievement value is 
important (ACH) or not (ach). Notes. 08M — Organization and Management. The 
number of participants is shown in parentheses.

ency) is differentiated by the im portance of the achievement value. F o r 
persons who appreciate achievement (ACH) Contents is m ore im portant, 
bu t Colleagues, Superiors, O rganization and M anagem ent are less im 
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VALUES AS CONDITIONS OF ... JOB SATISFACTION 407

p o rtan t in com parison to  those workers who do not appreciate the 
achievem ent value (ach, see Figure 1). The whole structure o f the 
im portance o f w ork aspects and especially the im portance of Colleagues, 
Superiors, and C ontents of work is also differentiated by the im portance 
o f the social relations value (Table 4). In this case, regularities are 
reverse. F o r persons who appreciate this value (SR), Colleagues and 
Superiors are m ore im portant, bu t Contents is less im portan t than  for 
those who do not appreciate the social relations value (sr, see F igure 1). 
The interaction of these values has no significant im pact on the 
im portance o f particu lar work aspects nor on their structure. As a result 
o f adding the effects o f both  values we can see (Figure 1) tha t the 
biggest differences occur between employees who appreciate one value 
and do not appreciate the other (between sr/A CH  and SR/ach groups). 
A lthough Salary is m ost im portan t for both  of them, these groups also 
differ in the ranks of the im portance of the aspects: A m ong the sr/A CH  
group C ontents has rank  2, D e v e lo p m e n t^ ,  and Colleagues— 8, but 
am ong the SR /ach group Contents has rank  6 , Developm ent— 7, and 
Colleagues 2. It can be seen tha t the average im portance o f particu lar 
aspects is m ore differentiated am ong the individuals who appreciate 
achievem ent and do no t appreciate social relations value (sr/A CH: from  
5.2 for Colleagues to  19.0 for Salary) than  am ong the w orkers with 
reverse preferences (SR/ach: from  7.4 for Conditions to 14.1 for Salary). 
Persons who appreciate both  values or do not appreciate any o f them  
have similar and close to average scores.

4.2. Satisfaction With Work Aspects and the Job in General 
Related to Achievement and Social Relations Values

Basic statistical param eters for satisfaction with work aspects and overall 
jo b  satisfaction are given in Table 5.

Table 5 shows tha t participants tend to answer tow ards the positive 
pool regarding overall job  satisfaction and four aspects of work (Col
leagues, Superiors, Contents, Conditions). F or two aspects (Colleagues, 
C ontents) and for the Job in General, nobody is very dissatisfied. The 
indices o f kurtosis for all variables except for satisfaction with Salary 
are satisfactory. F or Salary, the distribution o f satisfaction scores is 
flatter than  for other aspects and in norm al distribution. Only for Salary 
did employees m anifest average dissatisfaction (3.56 <  4).
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408 A.M. ZALEWSKA

TABLE 5. Means, Standard Deviations, Kurtosis (K), Skewness (S), Minimum, and 
Maximum for Satisfaction With Job and With Aspects of Work (N  =  163)

Variable M SD K S Minimum Maximum

Colleagues 5.75 1.04 .68 - .7 8  2 7

Superiors 5.30 1.45 - .5 2  - .5 7  1 7

Contents 5.24 1.28 - .0 2  - .6 5  2 7

Conditions 5.14 1.47 .11 -.8 1  1 7

Management 4.34 1.44 - .6 4  - .0 7  1 7

Development 4.50 1.44 -  .05 -  .40 1 7

Salary 3.56 1.76 -1 .2 9  .07 1 7

Job in general 4.91 1.15 .01 - .6 3  2 7

TABLE 6. Effects of Achievement Value (Ach), Social Relations Value (Sr) and
Their Interaction (Sr x  Ach) on Satisfaction With Work Aspects and 
General— Synthetic Results of Two-Factor MANOVA

the Job in

N=  160 Colleagues Superiors Contents Conditions O&M Development Salary Job in General MANOVA

FActl 1.111 0.116 0.503 2.383 2.058 0.022 0.552 0.898 1.049

Fs, 11.2583 1.534 1.529 4.634' 0.692 1.615 1.772 4.103’ 1.937°

FsrxAct, 3.983' 0.193 0.132 1.523 2.064 2.419 4.6511 2.125 1.529

/V0fes. °— p <  .10, p <  .05, 2— p <  .01, 3— p <  .001, O&M— Organization and Management.

The whole structure of w ork satisfaction is differentiated by the 
social relations value (trend: F  = 1-937, p  = .058). Significant effects of 
this value on satisfaction with two work aspects (Colleagues and 
Conditions) and with the Job in General are evident (Table 6). Persons 
who appreciate this value (SR) are m ore satisfied with their job  and 
w ith those two aspects than  persons who do not appreciate the social 
relations value (sr, see Figure 2). Table 6 also indicates tha t the 
achievem ent value does no t influence w ork satisfaction on its own, bu t 
the im pact of the interaction o f bo th  values on satisfaction with 
Colleagues and with Salary is visible. In  Figure 2, we can see tha t 
employees who appreciate the achievement value and at the same time 
do not appreciate the social relations value (sr/A CH ) manifest the 
lowest satisfaction with bo th  Colleagues and Salary in com parison to 
the other groups. W orkers who appreciate both  considered values 
(SR /A C H ) tend to  be m ore satisfied with those two aspects than  the 
o ther groups. Persons who do not appreciate the achievement value 
regardless o f the im portance o f the social relations value for them  (sr/ach 
and SR/ach), manifest similar scores o f satisfaction with Colleagues and 
with Salary, which are close to average.
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VALUES AS CONDITIONS OF ... JOB SATISFACTION 409

co
o
G3

05
CO

-Qo~3

Q sr/ach (57) ■  sr/ACH (18)

□  SR/ach (44) □  SR/ACH (41)

CO

Aspects of Work

Figure 2. Satisfaction with various aspects of work and the job in general among 
persons for whom the social relations value is important (SR) or not important (sr) 
and achievement value is important (ACH) or not (ach). Notes. 08M — Organization 
and Management. The number of participants is shown in parentheses.

4.3. Satisfaction With Various Aspects of Work as a Predictor of 
Job Satisfaction Related to Achievement and Social Relations 
Values

Results in Table 7 indicate that satisfaction with four aspects (D evelop
m ent, Conditions, Superiors and Contents) together account for over 
43%  of the variance o f overall jo b  satisfaction (the higher satisfaction 
with them, the higher job  satisfaction). Satisfaction with the possibility 
o f personal developm ent at work is the best predictor (Developm ent 
-  Beta =  .298 and partial correlation =  .230). It is interesting tha t 
am ong the best predictors are aspects tha t have quite different ranks in 
im portance ranking (Developm ent— 5, Conditions— 8, Superiors— 6 , 
C ontents— 2) and the m ost im portan t aspect (Salary) is not included in 
the equation of regression.
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410 A.M. ZALEWSKA

TABLE 7. Job Satisfaction as a Function of Normalized Scores of Satisfaction With 
Work Aspects, Achievement (Ach), and Social Relations (Sr) Values as Well as of 
Their Interactions (Results of Stepwise MRA With 31 Independent Variables)

N =  160 R2 cha Beta Cor Part. Cor T Significance

Development .315 .298 .561 .230 3.838 .0002
Conditions .059 .189 .449 .167 2.786 .0060

Superiors .039 .203 .393 .181 3.022 .0029

Contents .020 .204 .531 .152 2.538 .0122
Superiors * Ach * Sr .016 -.132 -.067 -.127 -2.127 .0350

Notes. Multiple R =  .6702; f l 2 =  .4492; F  (5, 154) =  25.115; p  =  .0000; f l 2 c h a - th e  proportion of 
variance accounted by a given aspect; Beta— standardized regression coefficient, Cor—coefficient 
of correlation between job satisfaction and satisfaction with a given aspect, Part. Cor— coefficient 
of partial correlation between job satisfaction and satisfaction with a given aspect; the regression 
equation =  .365 * Development +  .241 * Conditions +  .255 * Superiors +  .255 * Contents -  .230 

* Superiors * Ach * Sr +  4.979.

The significant effect o f interaction between satisfaction with Su
periors and im portance of bo th  values explains additional 1.6 % of the 
variance of jo b  satisfaction. A minus sign indicates tha t higher satisfac
tion w ith Superiors favours higher job  satisfaction especially when one 
of those values is im portan t whereas the other is not. The correlations 
between job  satisfaction and satisfaction with Superiors, com puted 
separately am ong the four groups different in respect of the im portance 
o f values illustrate this regularity. Am ong individuals who appreciate 
bo th  values (SR/A CH : r =  .28) or do not appreciate either o f them  
(sr/ach: r = .36) correlations are lower than am ong individuals who 
appreciate only one o f those values (SR/ach: r =  .41 and sr/A CH: 
r =  .54).

5. CONCLUSIONS AND DISCUSSION

5.1. Importance of Work Aspects With Regard to Considered 
Values

The results fully confirm  H ypothesis 1 tha t relations with colleagues and 
superiors are m ore im portan t for persons who appreciate the value of 
social relations than  for those who do not appreciate tha t value. 
A dditionally, they indicate tha t contents of work is less im portan t for 
the form er than  for the latter.
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VALUES AS CONDITIONS OF ... JOB SATISFACTION 411

H ypothesis 2 states tha t contents o f work and personal development 
are m ore im portan t aspects o f w ork for employees who appreciate the 
achievement value in com parison to  those who do not. This is confirmed 
regarding contents. The im portance o f development does no t depend on 
the im portance o f the achievement value. However, for individuals who 
appreciate achievement, colleagues, superiors, and organization and 
m anagem ent are less im portan t than  for those do not appreciate tha t 
value. I t is visible tha t in spite o f the positive correlation between the 
im portance o f the values (Table 2), their im pact on the im portance of 
w ork aspects is antagonistic. As a result, strongest differences occur 
between individuals who appreciate only one value, achievement or 
social relations, bu t they disappear for persons who appreciate bo th  
values or do not appreciate either.

The obtained data  provide powerful confirm ation for the general 
A ssum ption A l tha t personal properties influence the im portance of 
w ork aspects. They show tha t the whole structure of the im portance of 
w ork aspects depends on each o f the considered values, although salary 
is the m ost im portan t aspect am ong all the distinguished groups. T hat 
m eans tha t employers should use other incentives when interviewing 
persons with different attitudes tow ards the im portance of achievement 
and social relations values, because they consider different w ork aspects 
when taking up a job. A part from  Salary, the m ost im portan t aspects 
(with the m ean above 10) considered then are interpersonal relations 
(Colleagues, Superiors) am ong those who appreciate social relations and 
do not appreciate achievement (SR/ach); contents o f w ork am ong the 
o ther groups, bu t especially am ong those with the reverse pattern  
(sr/A C H ), and job  security am ong those who appreciate at least one of 
the exam ined values.

5.2. Satisfaction With Work Aspects and With Job Regarding the 
Examined Values

Satisfaction with two w ork aspects (Colleagues and C onditions) and 
w ith the job  in general as well as the whole structure of satisfaction 
depends on the im portance o f the social relations value. Employees who 
appreciate this value are m ore satisfied with w ork and its aspects than  
those who do not. However, such regularity for Colleagues and addition
ally for Salary occurs m ostly am ong individuals who appreciate the 
achievem ent value.
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412 A.M. ZALEWSKA

These results are inconsistent with the general A ssum ption A2 that 
satisfaction does not depend on personal properties. They show tha t 
some personal properties like the social relations value can influence job  
satisfaction, although the im portance of achievement value considered 
separately has no significant effect on job  satisfaction. These da ta  are 
also inconsistent with expectation that great importance of the achievement 
value and “higher needs” are connected with high job  satisfaction 
(Alderfer, 1971; M cClelland, 1961). But in this regard they are consistent
with V room ’s (1964) theses.

It is w orth noticing that the im pact of values on the im portance of 
w ork aspects is different from  tha t on satisfaction with w ork aspects: 
There are differences for different aspects or for different groups. 
G reater im portance o f an aspect due to greater im portance o f a proper 
value probably makes persons try hard  to supply needs connected with it. 
As a result, they achieve more, bu t at the same time their dem ands and 
costs becom e greater, thus it does not influence satisfaction with this 
aspect directly. It is likely tha t the im portance o f the aspect determines 
the expectations and efforts of a person, but satisfaction depends on the 
fulfilment o f expectations, costs as well as on com parisons to other 
persons, so it depends on person-environm ent fit.

However, it seems possible tha t expectations connected with great 
im portance of the social relations value are easier to  meet than  those 
linked with great im portance o f the achievement value: (a) The whole 
sample manifests highest satisfaction with interpersonal relations, especially 
with Colleagues; (b) Expectations connected with contents of work are 
lower, so the same level of satisfaction can lead to higher job satisfaction, 
as suggested by Locke (1976). It looks like for bank employees a greater 
im portance o f social relations value facilitates person-environm ent fit 
and thus facilitates higher job  satisfaction. This reflection is consistent 
w ith the assum ption tha t financial institutions need to  be employee and 
custom er service oriented, so they have a hum ane orientation tow ards 
their custom ers and employees (House, Hanges, & Ruiz-Q uintanilla, 
1997). In  accordance with this interpretation, those who do not appreci
ate social relations and who appreciate the achievement value are 
especially in a danger of suffering from  person-environm ent misfit, as 
w ork dem ands at banks are inconsistent with their expectations. It is 
p robably  m ore difficult for them  to treat co-workers and custom ers as 
individuals and to  meet their preferences, so their relations with 
co-workers are worse and their work is evaluated lower or the perceived
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VALUES AS CONDITIONS OF ... JOB SATISFACTION 413

costs connected with the same w ork evaluation are higher. As a result, 
we can see tha t they show the relatively highest level o f satisfaction, but 
the lowest in com parison to other groups, for Colleagues, the least 
im portan t aspect for them. They are also less satisfied with Conditions 
and m ore dissatisfied with Salary, the m ost im portan t aspect. C om pared 
to  other groups, they m anifest the same level of satisfaction for 
C ontents, tha t is a m uch m ore im portan t aspect for them , so this level is 
p robably  not sufficient for experiencing high job  satisfaction. The 
regularities regarding satisfaction with a job  and with w ork aspects are 
p robably  not universal. However, we can expect similar results in other 
financial or hum ane oriented institutions.

5.3. Job Satisfaction Related to Satisfaction With Work Aspects 
and the Examined Values

D a ta  do not confirm  H ypothesis 3 tha t the best predictor of job  
satisfaction is satisfaction with the m ost im portan t aspects of work 
considered in the context o f taking up a job. They indicate tha t different 
aspects o f work are im portan t for taking up a job  and for satisfaction 
w ith it. It leads to  the reflection that in the examined group job  
satisfaction is no t the m ain criterion for choosing a job , as aspects 
crucial for choosing a jo b  often do not influence overall job  satisfaction 
and aspects crucial for job  satisfaction are not so im portan t when 
m aking an im aginary choice o f a job . D ata  also suggest tha t employers 
should m otivate employees in other ways during interviews and after 
taking up a job. They indicate tha t during interviews different incentives 
(besides Salary) will be attractive depending on the im portance of 
personal values. A fter taking up the job , bank employees consider 
satisfaction with personal development, with work conditions and its 
contents (regardless o f the im portance o f personal values) m ost im por
tan t for jo b  satisfaction. However, persons who differ in im portan t 
values show different levels o f satisfaction with Conditions in similar 
circum stances, so they probably  need other situations and events to  be 
similarly satisfied.

H ypothesis 4 that predicting overall job  satisfaction from  satisfaction 
with aspects o f w ork is m odified by the im portance of the considered 
values, has limited confirm ation with regard to satisfaction with superiors. 
It is surprising and difficult to explain in the context o f the da ta  tha t are
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414 A.M. ZALEWSKA

inconsistent with H ypothesis 3. Still these results can have practical 
application. A ccording to them, employers should also pay atten tion  to 
the satisfaction of employees with their superiors, especially o f those 
employees who appreciate one o f the considered value, because satisfac
tion w ith this aspect significantly facilitates their overall job  satisfaction.

The results show complex connections between the im portance o f the 
considered values and  the im portance of work aspects, satisfaction with 
them , and w ith the job  in general. Differences in the im portance of 
aspects due to the differences in the im portance of personal values are 
probably  quite com m on. But all the other regularities, including ranks 
o f the im portance o f w ork aspects considered during an im aginary 
choice o f a job  as well as predictors o f overall job  satisfaction are not 
universal (see Fraser, 1987, pp. 29-32). As bank employees only were 
studied persons, a question arises whether revealed regularities are typical 
for the Polish w orking population or are typical for bank employees.
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