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Factors Effecting Job Satisfaction of Employees in Pakistani Banking Sector

Abstract

The job satisfaction has got tremendous attention in organizational research. The focus
of this study is to determine the impact of various human resource management
practices like job autonomy, team work environment and leadership behavior on job
satisfaction. It also investigates the major determinants of job satisfaction in Pakistani
banking sector. This study further evaluates the level of difference in job satisfaction
among male and female employees. The sample of the study consisted of 450
employees working in different banks of Rawalpindi, Islamabad and Lahore through the
guestionnaire, of which 295 were returned and processed. SPSS was used to analyze
the data, using Independent Sample T Test, Correlation and regression analysis. There
is a positive and significant link between job satisfaction and human recourse
management practices like team work environment, job autonomy and behavior of
leadership. From the findings of the study, it is also inferred that male and female

workers have significantly different level of job satisfaction.
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Introduction

The issue of Job satisfaction is widely discussed in the literature on organizational
behavior. There is a lot of work on the issue of job satisfaction which reveals it reduces
the rate of absenteeism and turnover. Various dimensions and determinants of the
issue are discussed in the literature. A large number of practitioners, academicians and
researchers are agreed on several important determinants of job satisfaction like team
work environment, job autonomy, behavior of leadership, organizational commitment,
and nature of work. But they are not sure about the impact of each of these
determinants in different conditions and environments.

Investment in technology, accumulation of capital and other resources, or changes in
strategies are some of the ways used to increase productivity. Better human resource
management (HRM) practices also play a central role in enhancement of productivity of
an organization (Bloom & Van Reenen, 2007). HRM practices may also affect employee
turnover and productivity may increase (Sels et al., 2006). Petrescu & Simmons (2008)
find that HRM practices increase satisfaction with pay and their overall job satisfaction.
However, these effects are almost insignificant for union members. Workers satisfaction
with leadership behavior and with pay is more where performance based pay and
seniority related reward systems are practiced.

Ivancevich et al. (1997) defined job satisfaction as feeling and perception of a worker
regarding his/her work and how he or she feels himself well in an organization.
According to Davis & Newstrom (1999) job satisfaction is an experience which has

various aspects. The most significant aspects are those which are relevant to working



conditions and the nature of work. Low job autonomy, low job security, low wages and
lack of expectation for promotion negatively affect job satisfaction of employees (Guest,
2004 and Silla et al., 2005).

Garrido et al. (2005) conducted the research to discover the factors that determine the
job satisfaction of sales managers. The effect of HRM practices is analyzed by using
the model which was already employed by an empirical study on Spanish industrial
firms. The study concludes that human resource management practices based on
compensation type, compensation level and job design in terms of autonomy and
resources are the essential determinants of sales managers’ job satisfaction.

Teams are performing, improving their own value added work and ability directed by
their own plan without traditional direct enforcement. A team or group of people in work
area (Dunkerley, 1975) direction is provided by top management and alignment with
customers also. Dynamic changes in a company are only possible with complete
understanding of management. An effective management has capability to understand
failure in a team work.

The concept autonomy has its roots in political, bio-ethical and moral attitude. Having
this background, it represents the capacity to make an unforced and informed decision
by a rational individual. In the literature of political and moral philosophy, autonomy is
considered as a foundation for determination of moral responsibility for an individual’s
actions. This term also refers to state of the self-governing of the people (Smith, 1993).
Leadership create the eagerness for improvement in productivity, growth and abilities of
workers by building perception of organization based on the principles of love, sincerity

and care to achieve the objective of loyalty of workers with organizations (Aydin &



Ceylan, 2009). Business or political leadership is considered as a formal aspect of
leadership while leadership among the friends is its informal aspect. The term
leadership normally refers that the person who is entitled to lead has some
competencies or ‘leadership skills’ (Gill et al., 2010).

The growing complex and volatile business environment, rapid technological change
and increasing competition require that the organization should use their resources
efficiently to get the competitive edge. Being an essential part of an organization, skilled
workers are significant and reliable source of competitiveness. Loyal and committed
workers are the key source of success of a business. Job satisfaction is an important
determinant of worker performance at the workplace. For more than a decade banking
sector in Pakistan is experiencing a remarkable growth. The firms involve in the banking
business are faced with growing competition due to entry of new firms. In order to
survive in the competitive market, the firms have to focus on the provision of enhanced
qguality banking services at cheaper prices. In such competitive environment, the
retention of well trained and skilled workforce is the major issue of the banking sector in
the country.  Different human resource practices are being adopted to retain their
human resources.

The focus of this study is to determine the impact of various human resource
management practices like job autonomy, team work environment and leadership
behavior on employee job satisfaction. It also investigates the major determinants of job
satisfaction in Pakistani banking sector. This study further evaluates the level

differences in job satisfaction between male and female employees.



Research Theory

Impact of different factors on job satisfaction has been analyzed in the literature. Some
studies focus on demographic determinants of workers job satisfaction but, the others
relate it with nature of work and working conditions at the workplace. Similarly, fair
promotion system in the organization, job autonomy, leadership behaviour, social
relations and the job itself are also among the important factors of job satisfaction
(Dawson, 1987).

The effect of rank, age, gender and length of service on job satisfaction of employees
was studied by Oshagbemi (2003) for the universities in United Kingdom (UK). The
study found individual's rank within the organization as a major predictor of job
satisfaction and there was positive and strong correlation between the two. Similarly the
length of service was significantly and negatively correlated to the job satisfaction. But
the relationship between job satisfaction and age and gender was found to be
insignificant for employees of the UK universities.

There is a lot of discussion in literature on the role of gender in job satisfaction but,
there is a great controversy in the findings of different studies. Some studies found that
women employees are more satisfied with their jobs than men employees but, the other
studies on the gender issue prove the opposite (Weaver, 1974; Shaprio & Stern, 1975;
Forgionne & Peters, 1982; Clark, 1997 and Ward & Sloane, 1998). While discussing
the gender aspect of job satisfaction, Cambell et al. (1976) argued that there is a

difference between the expectations of men and women regarding their jobs. According



to him this difference in expectation may be the cause of difference in the level of job
satisfaction between women and men.

According to Lee & Ho (1989) participation of employees in decision making process
adds positively in employee’s job satisfaction. Wilkinson (1996) also noticed that
involvement of employees in decision making process is essential in order to get new
ideas that come into the minds of active workers. Job satisfaction and work motivation
among the managers of Chinese restaurant in Hong Kong was studied by Lam et al.
(2001). The result of the study showed that the job itself, work environment and rewards
are the important determinants of job satisfaction in that industry. They found that
turnover intentions have a significant relation with job satisfaction.

According to Tanke (1990) unpleasant behaviour of supervisor, dissatisfaction with
compensation system and disagreement with human resource practices make
employees willing to leave the organization. Using the longitudinal data, Nguyen et al.
(2003) studied the determinants of job satisfaction by including personal traits, job
autonomy, working hours, leadership behavior, actual pay and relative.

There are three types of teams in organizations that are termed as quality circles,
employee involvement teams, and self-directed work teams. According to Eason (1989)
lack of training, insufficient support of top management and workers union and non-
supportive behaviour of supervisors are major impediments in building empowered
teams.

Despite prevalence of out dated system in an organization empowered work teams may
work and flourish, but ultimately it will require the revision to improve the organization’s

system (Emery, 1992). Improper planning is among the biggest mistakes made at the



time of team building and attractive reward system is the easiest thing to forget. For the
prosperity and survival of self directed teams, intrinsic as well as extrinsic reward
systems play a vital role (Hackman, 1990). Chow & Luk (1996) identified good working
relationships with supervisors. It is very important to look into the factors behind the
declining job satisfaction. Satisfaction level of the employees working as a team is very
important because it directly affects their performance on the job. Identification of these
factors accurately becomes the key to retain and raise the satisfaction level of the
employees (James, 1996).

The controversy in the literature, regarding the relationship between level of job
satisfaction and gender, leads the following hypothesis:

HO:  There is no significant difference between men and women’ job satisfaction level
H1l: There is a significant difference between men and women job satisfaction level
H2:  Autonomy has significant impact on Job Satisfaction

Garrido et al. (2005) studied the factors that determine the job satisfaction of sales
managers. The study concludes that human resource management practices based
compensation type, compensation level and job design in terms of autonomy and

resources are the essential determinants of sales managers’ job satisfaction.

H3: Leadership behavior has significant impact on job satisfaction

Markow & Klenke (2005) and Milliman et al. (2003) documented that leadership
spiritually is a major determinant to enhance the employees’ efficiency, job satisfaction,
and loyalty coupled with a decrease in employees’ turnover intentions. According to

Hackman and Oldham (1980) job satisfaction is a multifaceted phenomenon that



consists of factor such as supervision at work, work itself, compensation and benefits,

promotion policies of organization, appraisal and coworkers’ attitude. People are much

concern about pay and leadership behavior.

H4: Team work environment has significant impact on job satisfaction

Patel & Cardon (2010) suggest that having a group culture is a key factor in the extent

to which leadership behavior is adopted, as well as how effective adopting HRM

practices are for increasing labor productivity and job satisfaction. Gogoi (2005) find that

the importance of work spiritually is consistently growing as the spiritual cause leads to

strategic benefits to the business unit and due to the significant contribution of team

work spiritually.
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The sample of the study was consisted of 450 employees working in the banking sector

in Rawalpindi, Islamabad and Lahore, of which 295 were returned and processed, a 65



percent response rate was achieved. The survey was completed within two and half
months from 4™ of January to 15™ March, 2010. Potential respondents were both men

and women aged between 20 to more than 35 years.

Measurement

This study examines the relationship between job satisfaction and human resource
management practices like job autonomy, leadership behavior and team work
environment in Pakistani banking sector by questionnaire. This questionnaire consisted
of two parts; the first part consisted of demographic characteristics of employees
whereas, the second part measured the job satisfaction. Likert scale ranking (5-Point
likert scale) was used where 5 is the highest degree of agreement and 1 is least degree
of agreement. The statistical package social sciences program (SPSS) was used for the
analyses. Regression, Correlation and Independent Sample T-Test are applied for
analysis in this study. The survey includes instrument to measure the relationship
between job satisfaction and human resource practices, divide into four parts, job
satisfaction (six items), job autonomy (three items), leadership behavior (five items) and
team work (seven items), where job satisfaction is a dependent variable and remaining
three are independent variables. The method of elementary and hierarchical linkage
analysis developed by Emery (1997) and further adopted by Wiliams (1998) to
determine the order of association between survey items and job satisfaction in teams,
and in the present study same scale was taken from existing study (Williams, 1998) and
Job autonomy was measured with three items adapted from Hackman & Oldham

(1980). A lot of work has been done regarding to job satisfaction, Garrido et al. (2005)
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studied the determinants of job satisfaction of sales managers in Spanish industrial
firms. Lam et al. (2001) studied the managerial job satisfaction in Hong Kong’s Chinese
restaurants and Oshagbemi (1997) analyzed the job satisfaction levels of teaching staff

in universities.

Procedure

This study was based on primary data. The questionnaire was self-administered and
was distributed among the 450 respondents. Before giving the questionnaires, all
guestions were explained to the participants so they can easily complete the
guestionnaire and the relevant results. Only one questionnaire was given to each

respondent. The convenient sampling technique was followed for data collection.

Results and Discussion
The main objective of the study is to analyze the relationship of Human resource
management practice (autonomy, leadership behavior, team work etc) with job
satisfaction. Several tests have been utilized for this analysis and summery of results
are given below:

Table 1: Level of Job Satisfaction between Male and Female Employees

(Independent Sample T-Test)

Group Mean Std Dev P-Value
Level of Job

Male 3.5271 0.47041 0.030
Satisfaction
Female 3.2015 0.48656
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After the getting confirmation about the assumption of equal variances (p>0.05), T-Test
is used to estimate the difference in level of job satisfaction level between male and
female workers. The result of T-Test indicates that the responses of two groups are
significantly different (p<0.05). The average value of male respondents is greater than
female respondents i.e. 3.5271 which are closer to 5 “very satisfied”. It is indicating that
male employees are more satisfied with their jobs as compared to female employees.
The results of the study have supported in literature and represent almost true
socioeconomic values and norms which are dominant in the Pakistan. Women in
Pakistan are faced with the problem of less job opportunities as compare to male.
Women consider every job opportunity, available to them, a blessing and are accepted
whatever they get. Due to these reasons our results seem to be consistent with the real
situation prevailing in Pakistan. This description of the social norms and values help us
to understand the reasons behind the finding of the study that female employees have

lower level of job satisfaction as compare to male employees.
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Table 2: Correlation Matrix of Job Satisfaction, Job Autonomy, Leadership

Behavior and Team Work

Correlations

Job Leadership
satisfaction ~ Job Autonomy Behavior (Min Team Work
(Min1, Max5) (Min 1, Max5) 1, Max 2) (Min 1, Max 2)

Job satisfaction  Pearson

Correlation

Sig. (2-tailed)

N 295
Job Autonomy Pearson

) 377(*%)

Correlation

Sig. (2-tailed) .000

N 295 295
Leadership Pearson

) ) AT6(**) .257(*%)

Behavior Correlation

Sig. (2-tailed) .000 .000

N 295 295 295
Team Work Pearson

) .518(**) .365(**) A33(*)

Correlation

Sig. (2-tailed) .000 .000 .000

N 295 295 295 295

** Correlation is significant at the 0.01 level (2-tailed).

The results reported in Table 2 represent the significant correlation among all variables

by summarizing the values of Pearson’s correlation coefficient. It is clear from the result

that at 5% level of significance job satisfaction is positively correlated with autonomy as

the value of the correlation coefficient 0.377. Leadership behavior is also positively

linked with job satisfaction and has statistically significant correlation coefficient 0.476 at

5% level of significance. Value of Pearson Correlation Coefficient is 0.518 which shows



that team work and job satisfaction are highly positively correlated. Their relationship is
significant as at 5% level of significance. Finally, we can say that job satisfaction is
positively and significantly correlated with all three independent variables. Employees
are not only more aware but they also have more job opportunities due to expansion of
the banking sector. The job satisfaction is no more attached only to autonomy it is also

accompanied by leadership behavior and team work environment.

Table: 3 Multiple Regression Coefficients, Standard Errors in parentheses, t-

values in brackets and p-values in italics

Dependent Constant Autonomy Leadership Team R- F
Variable Behavior Work Square Statistic
0.782 0.124 0.245 0.265 0.356 53.720
Job
(0.196) (0.032) (0.042) (0.051)
Satisfaction
[3.999] [3.857] [5.769] [5.197]
.000 .000 .000 .000 0.000

The results of regression analysis for job satisfaction are presented in Table 3. The
value of R-Square and the value of F-statistic, which are 0.356 and 53.720 respectively,
show that the model is significant at the 5% level of significance (p<0.05) and results
further show that there is a positive relationship between dependent and independent
variables. At 5% level of significance, the individual coefficients of independent

variables are significant. The coefficient of Autonomy is 0.124 that can change the job
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satisfaction 12 percent approximately. A leadership behavior coefficient is significant at
5% level and it contributes 0.245 or 25% approximately in job satisfaction. A team work
coefficient is significant at 5% level and it contributes 27% in job satisfaction. The
overall Model is significant at 5% level. ALL significant variables having varying degrees
have their own empirical importance for job satisfaction. As a result of expansion in the
banking sector, the employees working in this sector are getting more opportunities and
reward. Although team work is the most important factor affecting job satisfaction,
employees give substantial importance to job autonomy and leadership behavior as
well.

It is clear from the above results that that job satisfaction level is significantly different
for male and female employees as ‘p’ value of T-statistic are less than 0.05. Based on
these results we may reject the null hypothesis (Ho) and can accept the alternate
hypothesis (H1) which states that the difference between men and women employees’
job satisfaction level is significant and mean value suggests that men employees are
more satisfied with their jobs than women workers.. The inferences drawn on the basis
of this hypothesis is consistent with the findings of Forgionne & Peters (1982); Weaver
(1974) and Shaprio & Stern (1975) who have concluded that men are more satisfied
than women. The findings of regression and correlation analysis indicate that job
satisfaction is positively and significantly affected with all of three independent variables
and employees of Pakistani banking sector respond the variations in these variables
significantly for determination of their level of job satisfaction. Correlation coefficients of
autonomy, leadership behavior and team work environment are around 0.5 and p

values are less than 0.05 confirm the significance of these independent variables to job
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satisfaction. The results of the study show that the remaining three hypotheses (H2, H3,
and H4) are also valid and confirm that autonomy, leadership behavior and team work
environment positively related to the level of job satisfaction. These findings are

consistent with the work of Garrido et al. (2005) and Lam et al. (2001).

Conclusion, Recommendations and Limitations

This study aims at measuring the effect of human resource management practices like
autonomy, leadership behavior and team work on job satisfaction. It attempts to
measure the importance of each factor on level of job satisfaction. It also examines the
difference of level of job satisfaction between male and female employees. Findings of
the study indicate that there is a positive relationship between autonomy, leadership
behavior and team work environment and job satisfaction. However, leadership and
teamwork environment influence more than autonomy on employees’ job satisfaction.
The results also depict a significant difference of level of job satisfaction between male
and female employees.

The banking sector in Pakistan is facing a tremendous change for several years. Not
only number of new entrants has increased competition among the banks, but economic
condition, political instability and energy crises affected on this industry which affected
banking sector. As a result, not only their transaction volume is decreasing, but the
number of the transactions is also declining. Due to this banking sector is experiencing
rapid turnover. The results of this study are not only beneficial for employers in private

banks, but are also useful for public banks. Since this study finds that employees weigh
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more to leadership behavior and team work environment, than autonomy, to enhance
their job satisfaction, so the management should focus on leadership behavior to their
employees, and should provide them with a good team work environment which will

enhance their level of job satisfaction. It will further reduce absenteeism and turnover.

The empirical analysis of this study suggests that male employees should be prioritized
when formulating human resource strategies as compared to female employees.
Human resource strategies should not be devised on gender discrimination basis but
include both categories (Male and female). This study covers the effect factors like
autonomy, leadership behavior and team work environment on job satisfaction. A future
Research could be carried out by extending the sample size on multidisplinary industry
basis and incorporating other factors (working conditions, employees’ safety and
security etc) also.

This study makes contribution in HRM literature by analyzing key factors empirically
specific to the banking sector. This study gives importance to priorities three key factor
for job satisfaction is not a single factor at all. This will enable employees to reduce the

current turnover rate and will increase the level of job satisfaction among employees.

Due to insufficiency of empirical literature, it was quite obvious to incorporate the
behavior of old workers inform of additional leaves etc. Another limitation of our study is
related to sample size selection for analysis. A more comprehensive analysis and
generalizebility of results demand that sample size should not be specific to financial

industry but it should also incorporate multidimensional industrial sample also.
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