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Abstract

There is limited research relate to the current phenomenon of organizational

culture divergence, job burnout and job satisfaction precisely relate to the Hong Kong

construction professionals. The relationships between organizational culture, job

burnout and job satisfaction have been mentioned by different studies, but their

relationships have not yet been statistically examined within the context of the Hong

Kong construction professionals. This study is conducted so as to fill the gaps of

existing research.

The quantitative questionnaire study is conducted for providing statistical data

for examining the relationship between organizational culture divergence, job burnout

and job satisfaction. The results of the questionnaire study are further explained by

two qualitative follow-up interviews.

There are significant effects of some demographic variables, such as gender, on

organizational culture divergence, job burnout and job satisfaction which indicate the

reality that particular groups of respondents suffer from significantly higher level of

organizational culture divergence, job burnout but lower level of job satisfaction.

The relationship between organizational culture divergence and job burnout and

the relationship between organizational culture divergence and job satisfaction do not

show the significant correlation as hypothesized. The significant negative relationship

il



between job satisfaction and the total job satisfaction is verified in the research

findings. When these three concepts are further divided and the relationships of their

elements are examined, several elements show significant correlations between them.

v
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Chapter 1 Introduction

1.1 Development of research rationale

The research is developed by conducting literature review about the organizational
culture, job burnout and job satisfaction. The literature review provides an insight into
the previous studies. It can help us understand the existing findings on these three

concepts and identify any research gaps that can be fulfilled by this research.

Theoretical and empirical perspectives on organizational culture

There is still no comprised definition about organizational culture as different
scholars have various opinions on this concept (E.g. Hofstede et al., 1990; Oney-Yazic
et al, 2007; Beyler, et al., 1988; Chapin and Noel, 2000; Arogyaswamy and Beyles,
1987 and Shockley-Zalabak and Morley, 1989). Organizational culture differences
exist in every organization because of the national differences, occupational
differences and organizational characteristics (Tata and Prasad, 1998; Westwood,
1992; Hofstede, 2001, Moore, 2000, Kiefer et al, 2005 and Oney-Yazic et al., 2007).

Several organizational cultures are reviewed to understand the dimensions of
organizational culture established by different previous studies. The complexity of

organizational culture is revealed and contingency approach and best-fit approach can



be adopted for identifying the appropriate organizational culture (Arogyaswamy and

Byles, 1987; Shockley-Zalabak and Morley, 1989 and O’Reilly et al., 1991).

Organizational culture can cause many effects to both individuals and

organizations. For individuals, organizational culture can affect psychological

condition, such as job burnout, job satisfaction and commitment (Larsson et al., 2007;

Thomsen et al., 1999; Kleinman et al., 2002 and Lahiry, 1994). Organizational culture

can also affect the performance of individual, such as productivity, which can be

viewed as effects to organizations as a whole (Pugh, 1983). Organizational culture can

also determine the success and survival ability of organizations (Ali, 2006;

Oney-Yazic et al., 2007).

Theoretical and empirical perspectives on job burnout and job satisfaction

Similar to organizational culture, there are different versions of definitions about

job burnout and job satisfaction. Abundant literature has suggested job burnout and

job satisfaction are relevant concepts (Maslach, 1996; Franzcp, 2008 and Chan, 1995).

They can be affected by organizational culture, working characteristics, contact and

social factors, demographic factor and individual characteristics (E.g. Chiu, 2005;

Nelson, 2005, Leiter and Mashlach, 1988; Wofford, 2003 and Rees, 1995). Several

theories and instruments of job burnout and job satisfaction are reviewed so as to



understand these two concepts better.

Job burnout and job satisfaction can cause impact on both individuals and

organizations. If individuals suffer from high burnout and low satisfaction, they would

have negative attitudinal reactions, such as reduced commitment (E.g. Moore, 1997).

High burnout and low job satisfaction of individuals can affect the whole

organizations as they can act as mediator between variables of workplace and

resultant outcomes (Huang and Chuang, 2003 and Moore, 2000). It shows that job

burnout and job satisfaction affects organizations indirectly but significantly, such as

organizational success and profit (Zhang and Liu, 2003).

Previous research related to the Hong Kong construction industry

Few researches relate to the organizational culture, job burnout and job

satisfaction of the Hong Kong construction industry (Yip, 2007) as most research

relate to other occupations and other locations (E.g. Kent, 1991 and Zhao et al., 1999).

The occupational characteristics explain the complexity of organizational culture

in the construction industry (E.g. Nummelin et al., 2005). Previous studies have

revealed the current phenomenon about the organizational culture within the

construction industry. However, no conclusion about the best organizational culture

has been made (E.g. Phua and Rowlinson, 2003 and Liu, et al., 2006). Instead,



contingency approach and the best-fit approach explain the complex reality of the

Hong Kong construction organizational culture (Nummelin et al., 2005; Serpell and

Rodriguez, 2002; Liu et al, 2006).

Previous studies on job burnout support the phenomenon of construction

employees suffering from high burnout. They examine the effects of various

individual and situational factors affecting job burnout and job satisfaction (E.g.

Lingard, 2003 and Ruthankoon and Ogunlana, 2003). Several issues have been

identified, such as gender difference, work-life balance and work-family conflict

which relate to the job burnout and job satisfaction of the Hong Kong construction

professionals (E.g. Lingard and Francis, 2004 and Turner, et al., 2009).

1.2 Research aims and objectives

This research aims to fill the existing research gaps. Due to the limited number of

studies relate to the comprehensive picture about the relationship between

organizational culture, job burnout and job satisfaction of the Hong Kong construction

professionals. Therefore, this research aims to provide an insight about the current

phenomenon of these concepts.

The previous studies establish the importance of using contingency approach in

explaining organizational culture. Therefore, this research provides a breakthrough



from previous studies. It adopts the concept of best-fit organizational culture to focus

on the organizational culture divergence of the existing organizational culture and the

ideal organizational culture. Handy (1993)’s Organizational Culture Questionnaire is

used as it can measure not only the dominant cultural type but also the perception

divergence of organizational culture.

Mashlach Burnout Inventory — General Survey (Mashlach et al., 1996) and Job

Satisfaction Survey (Spector, 1985) are choosen to measure the job burnout and job

satisfaction of the Hong Kong construction professionals respectively. Mashlach

Burnout Inventory has been well tested in the studies relate to the Hong Kong

construction professionals (Yip, 2007) and the Hong Kong architectural students (Jia,

2009). Job Satisfaction Survey has also been tested in different samples involving

large sample sizes and it is developed based on the previous instrument — Job

Descriptive Index (JDI) and new elements are added into it to make the instrument

become more comprehensive.

Analysis of Variance (ANOVA) and t-test are used to analyze any significant

results of demographic variables on organizational culture divergence, job burnout

and job satisfaction that should pay more attention to them. Correlation is used to

analyze the relationship of organizational culture divergence and job burnout and the

relationship of organizational culture divergence and job satisfaction. The relationship



of job burnout and job satisfaction is also to be examined in this research as there is

limited research examining the relationship of job burnout and job satisfaction

scientifically. Strategies are to be suggested to reduce organizational culture

divergence, job burnout and increase job satisfaction.

1.3 Research strategy and methodology

In order to achieve the research aim mentioned above, this research adopts both

quantitative and qualitative analyses to examine the relationship among organizational

cultural divergence, job burnout and job satisfaction. The questionnaire survey is used

for verifying the quantitative study and the quantitative study can be divided into

Stage 1 and Stage II. The follow-up post survey interviewees are used as qualitative

study.

Stage I — Pilot survey

Pilot survey is conducted in order to identify any problem exists in the

questionnaire.

The comments from the pilot survey respondents are used for revising the

questionnaire into a better one. The results from them are analyzed using correlation

to provide a basic idea about the relationship between organization cultural



divergence, job burnout and job satisfaction.

Stage Il — Main survey

After revising the questionnaire, construction professionals are invited to

participate in the questionnaire survey. The questionnaires are sent to different

companies and different types of construction professionals as they may have

different levels of job burnout and job satisfaction.

The questionnaire consists of six parts and they are: 1. background, 2.

organizational culture, 3. job burnout, 4. job satisfaction, 5. personal background and

6. comments and follow-ups. Respondents can write down their comments about the

phenomenon and indicate whether they are willing to participate in the follow-up

interviews in part 6. Statistical Package for the Social Sciences (SPSS) is used to

examine the data collected from the main survey. The results are analyzed and they

can be used in post survey interviewees.

Stage Il — Post survey interviews

The results from the main survey are analyzed by SPSS. The major aim of post

survey interviews is to confirm the results from the main survey by the interviewees.

They can express their views on the questionnaire results, i.e. whether they agree to



the results or not. They can also share their opinions on current phenomenon of

organizational cultural divergence, job burnout and job satisfaction of the Hong Kong

construction professionals.

1.4 Expected outcomes and significance

It is expected that the findings will show that there is high level of organizational

cultural divergence, high level of job burnout and low level of job satisfaction. The

research is also expected to show the hypothesized relationships supported by the

previous studies.

The findings are expected to have significant effects of demographic variables on

organizational cultural divergence, job burnout and job satisfaction. The

organizational cultural divergence will be significantly and positively correlated with

job burnout while the organizational cultural divergence will be significantly and

negatively correlated with job satisfaction. The job burnout will be significantly and

negatively correlated with job satisfaction.

The research provides a systematic analysis about the relationship of

organizational culture, job burnout and job satisfaction. By establishing these

relationships firmly, it can raise the concern about the importance of organizational

culture in the Hong Kong construction organizations.



In addition, it can encourage the construction professionals and policy makers to

pay more attention on the job burnout and job satisfaction by revealing the current

condition of job burnout and job satisfaction. Strategies are suggested to cast light on

the problem of organizational cultural divergence, job burnout and job satisfaction.

This research can be a guideline for the policy makers of the construction

organizations. Construction professionals and management level can also refer to this

research for a better understanding of the current phenomenon, themselves, their

colleagues and subordinates.



Chapter 2 Theoretical and Empirical Perspectives on Organizational

Culture

Over many years, there is numerous research on topics of organization. Among
all, organizational culture can be viewed as one of the most common topics. However,
despite the great effort spent, there is still no consensus in the term ‘organizational
culture’. ‘Organizational culture’ can simply be interpreted as the ‘culture’ in
organizations but ‘culture’ is such a broad term that it has various definitions and it
can be applied to different scenarios and environment (Ali, 2006). The following parts
follow a surface to deep approach that definitions and of cultures and other relevant
concepts are introduced first, then the concept of organizational culture is deeply
explained, from the definition, causes and effects (significance) to various analyses

and theories of it.

10



2.1 Definition of culture and organizational culture

PLACE OF
LEVEL SOCIALIZATION
Nation Family
VALUES
Occupation School
PRACTICES
Organization Workplace

Figure 1 Cultural differences: national, occupational and organizational level
(Hofstede et al., 1990, p 312)

Figure 1 shows the explanation from Hofstede et al (1990) about the whole

picture about the progress of human acquiring values, different levels of values they

acquire, namely nation, occupation and organization and the magnitude of how they

apply those values and beliefs. The explanation of can be summarized as follows:

During the youth, people acquire values of national level from their family but they

seldom practice it. Then, they acquire occupational values from school and

organizational values from workplace. Their application of their acquired values

increases with their growth.

Oney-Yazic et al (2007, p 519) states that organizational culture “is the shared

assumptions, beliefs and ‘normal behaviors’ (norms) present in organization”.

11



Mckinnon et al (2003) summarizes the meaning of various definitions about
organizational culture that they involve combinations of assumptions, values, norms,
beliefs and ways of thinking and acting that are shared by organizational members.
Ooi et al (2007, p 67) quoted Yusof and Ali (2000), ‘organizational culture is not only
able to determine behavior of the individual but also give significant contributions to
organizations by influencing the feelings, reactions and interaction within the
organization.’".

The characteristics of organizational culture are “holistic, historically determined,
related to anthropological concepts, socially constructed, soft and difficult to change”
(Hofstede et al, 1990, p 286). Oney-Yazic et al. (2007) suggest that there are two ways
of linking culture and organization — on one hand, culture is treated as an independent
variable affecting organizations; on the other hand, organizations can be viewed as
culture producers.

Organizational culture, values and beliefs are relevant concepts (Oney-Yazic et al,
2007). Arogyaswamy and Byles (1987) distinguish between values and culture by
reviewing various definitions established by scholars. For instance, they adopted the
definition by Deal and Kennedy (1982) that “values are at the core of a culture and

they can be classified as a rationalized normative system of preferences for certain

! Yusof and Ali, 2000, as quoted by Ooi et al., 2007, p 67.

12



courses of action or certain outcomes”.” They also adopt Sathe’s definition (1983)
that culture is the important shared understandings of beliefs and values” .
Shockley-Zalabak and Morley (1989) quote Hall’s (1959) definition of culture as
“communication and communication is culture”.*

Some scholars have also suggested another concept called organizational
ideology (Beyler, et al., 1988 and Chapin and Noel, 2000).They define ideology as

ways or methods of understanding that are based on shared values and beliefs.

2.2 The Occurrence of Organizational Culture Differences

Every organization can be said to have different organizational cultures with
others. From the literature, we can see that there are many factors affecting
organizational culture that cause the cultural differences in organizations. In the
following paragraphs, it illustrates the factors that contribute the formation of
organizational culture and they can be classified into various levels or categories,
ranging from macro to micro level.
2.2.1 National Cultural Differences

Tata and Prasad (1998) suggest that national culture or the shared values of a

society or country influences organizational culture. This explains why organizational

% Deal and Kennedy, 1982, as quoted by Arogyasamy and Byles, 1987, p 648.
3 Sathe, 1983, as quoted by Arogyasamy and Byles, 1987, p 648.
* Hall, 1959, as quoted by Shockley-Zalabak and Morley, 1989, p 483.

13



culture is so different within the same enterprise. They summarize the relationship of

national culture and organizational culture as the following diagram:

Organizational culture
MNational culture

I structure
High power distance Control-oriented
High uncertainty culture
avoidance *  Mechanistic structure

»

Flexibility-oriente

Low power distanc
culture

»

Low uncertainty
avoidance

Organic structure

Figure 2 A model of relationships between national culture, organizational
culture/structure (adopted from Tata and Prasad, 1998, p 708)

Figure 2 shows the organizational culture follows the trend of the national

culture of a place. They explain that if the national culture of a place is high power

distance and high uncertainty avoidance, the organizational culture of organizations

within that place is generally control-oriented culture and mechanistic structure.

Westwood (1992) provides some interesting analysis about cultural differences in

some transnational enterprises: the sub-organizations in various countries of one

14



transnational enterprise should implement very similar management style and working

characteristics within the whole enterprises in various locations but different national

cultural contexts turn the similar organizational cultures into different styles in

practice (Westwood, 1992).

Hofstede (2001) establishes five national culture dimensions as follows:

1. Individualism-collectivism

People concern their own interest when individualism dominates. In contrast,

people concern interest of the group as a whole when collectivism dominates.

2. Power distance

The distribution of the power of people represents the differences between

people who have power and those without.

3. Uncertainty Avoidance

The way a society does to avoid uncertainty. Societies which are high uncertainty

avoidance construct systems and structures to avoid risk and uncertainty.

4. Masculinity — Femininity

It can be interpreted apparently as the sex role within a society, i.e. what should

men and women do. It also represents the characteristics or ‘personality’ of a society,

such as a masculine society is more competitive in nature than a feminine society.

5. Long- Versus Short-term Orientation

15



This dimension is relatively new. It means the persistence and thrift to personal

stability and respect for tradition.

Among the five dimensions of national culture, individualism-collectivism is

even interpreted as the explanation of organizational culture in studies conducted by

various scholars. The review about the investigation of individualism-collectivism of

employees of different nationalities in construction organizations is explored in

Chapter 4.

2.2.2 Occupational characteristics

It is found that different occupations have different working environment and

characteristics which can form the specific culture for their own. We can try to apply

the rationale of Figure 2 as each occupation has their own style; as a result, different

occupational cultures are formed among different industries and this condition

therefore affects the organizations within it. For instance, the culture between

technology industry and health care sector can have a great difference as the two

industries have various ways of business and operations. (Moore (2000) and

Kiefer et al (2005)).

2.2.3 Organizational characteristics

Although every organization is under the influence of national culture in a macro

way, it has own characteristics and management style and therefore its own type of

16



organizational culture (Tata and Prasad, 1998). Cultural differences at organizational

level in terms of firm type, size, and age has been occurred in construction companies

(Oney-Yazic et al., 2007).

2.3 Dimensions of organizational culture

Due to the importance of organizational culture to the whole organization,

numerous investigations are conducted and many scholars have established

organizational culture theories according to their research results in order that people

can use them to classify and analyze their own organizational culture to understand

their organizations better. The rationale of reviewing several theories about

organizational culture is to identify the common important issues for paying special

attention into them.

2.3.1 Manifestations of Culture

Hofstede et al (1990) illustrate how organization cultures manifest our own ideas.

They classify manifestations of culture ranging from shallow to deep: Symbols are

objects that carry a cultural meaning while heroes mean who are classified as the

behavior model of culture. Rituals are collective activities that are socially essential.

They can be subsumed as ‘practice’. The core of culture is values that cannot be felt

but can be manifested in behavior.
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2.3.2 Schein’s (1985) model and Cultural Dynamic Model (Hatch, 1993)

Hatch (1993) explains the theory of Schein (1985) in his journal article. The
theory of Schein consists of three components, namely artifacts, values and
assumptions. These components can be ranged from surface to core. Assumptions
represent basic human beliefs while values represent social goals and standard, such
as ethnics. Artifacts are the visible results of activities grounded in values and

assumptions.’

Artifacts

|

Values

Assumptions

Figure 3 Schein’s (1985) model (adopted from Hatch, 1993, p 659)

Hatch (1993) adds the forth component ‘Symbols’ into the model and he explains
the relationships between those components. There are interactive processes between
them which are supported by the concept called cultural dynamics which refers to the

formation of cultures. The model is summarized as Figure 4.

3 Schein, 1985, explained by Hatch, 1993 and further summarized by the author.
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Note: Arrow in clockwise — proactive; Arrow in anti-clockwise — retroactive
Figure 4 The cultural dynamics model (Hatch, 1993, at p 660)

Figure 4 shows that there are proactive and retroactive flows between two

components. Proactive manifestation translates assumptions into tangible values

whereas retroactive manifestation maintains or alters existing assumptions.

Realization brings the values into ‘real’. Symbolization links artifacts with meanings

whereas interpretation establishes the meaning of an experience. This model explains

the complex ‘interaction’ between components.

2.3.3 Profile of Organizational Characteristics (POC) (1967)

Likert (1967) developed Profile of Organizational Characteristics (POC) to

19



measure what are the present characteristics of organizations and what is the ideal

organizational culture. He introduced 4 systems of organization culture and 8

operating characteristics to investigate what are the productivity and labour relations

under different systems. The model is summarized in Table 1.

Table 1 Abstract of organizational and performance characteristics measurement
(summarizing the idea of Likert (1967))

System of organization

Operating Authoritative Participative

characteristics < >
Exploitive Benevolent Consultative | Participative
authoritative | authoritative group
System 1 System 2 System 3 System 4

1. Leadership

2. Motivations

3. Communication

4. Interaction

5. Decision

Making

6. Goal Setting

7. Control

8. Performance

Total

Vallen (1991) conducts a study relating to POC, explaining four systems and the

probable outcomes of them:

System 1— adopts tighter hierarchical controls and pressure.

System 2 — weaker version of System 1, less control but still primarily downward

communication with little employee input in decision-making, a fairly resistive
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informal organization.

System 3 — weaker version of System 4 and employees can moderately take part

in communication and decision making.

System 4 — the ideal scenario and they encourage the participation of employees

in decision making.

He proposed that job satisfaction is negatively associated with System 1 and

System 2 while positively associated with System 4 and System 3.

2.3.4 Organizational culture profile (OCP)

Organizational culture profile (OCP) is developed by Mckinnon, et al (2003) for

measuring the divergence between desirable culture for employees and the existing

organizational culture. The instrument comprises 54 values statement that form seven

measurement dimensions: Respect for People, Team Orientation, Attention to Detail,

Stability, Innovation, Outcome Orientation, and Aggressiveness. The divergence level

is measured by asking individuals and managers (key informants of organizations) to

range the statements into the required pattern from the least desirable to the most

desirable: 2-4-6-9-12-9-6-4-2.

2.3.5 Competing Values approach

Quinn and Rohrbaugh (1983) introduce Competing Values Approach for

evaluating the performance of organizations. The approach consists of 4 models,
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namely Human Relations Model, Open System Model, Internal Process Model and

Rational Goal Model. The means refer to the ways to achieve the particular culture

whereas the ends refer to the outcome when the particular culture is achieved. The

model is summarized in Figure 5:

Flexibility

Human Relations Model

Means: cohesion, marale

Ends: human resource
development

Internal +

b

0

Qutput

Open System Model

Means: flexihility, readiness

Ends: growth, resource
acouisition

» External

Quality

Means: information management,
communication

Ends: Stability, contral

Internal Process Model

r

Means: Flanning, goal setting

Ends: Productivity, efficiency

Rational Goal Model

Control

Figure 5 Competing Values Approach (Quinn and Rohrbaugh, 1983)

The four models comprise the overall framework for an effective organization

that it needs to perform well on all four models although they may contradictory to

each other. The ideal organization is to strike a balance (equilibrium) between the

conflicting values according to its own nature, such as the control required in rational
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goal model is contradicted to the flexibility required in open system model (Quinn and

Rohrbaugh, 1983). This approach is commonly used to examine the organizational

culture of construction organizations and please refer to Chapter 4 for further review

of Competing Values Approach.

2.3.6 Organizational Culture theory

Harrison (1972) suggests that an organization’s ideology affects the behavior and

interest of its people and the way they cope with external environment. Harrison

(1972) illustrates four orientations of organization ideologies, namely power, role,

task and person as follows: People who have power can have absolute control over

subordinates in power orientated organizations. Role orientated organizations aim to

act rationally and orderly. Organizations focus on the achievement of a superordinate

goal in task-orientated. Person orientation focuses on serving the needs of its

members.

Handy (1993, 1995) conducted his studies following the theory established by

Harrison (1972) to explain the organizational culture. The explanation of Handy (1993,

1995) 1s basically similar with Harrison (1972) but provides more detailed explanation

and a representing figure illustrating each type of culture.

23



i

A
Na

Figure 6a A web — power culture Figure 6b A Greek temple — role culture

Figure 6¢ A net — task culture Figure 6d A cluster — person culture

Table 2 and 3 explains the interests of people and organization respectively and
the capability to fulfill those interests by each ideological orientation, each type of
orientation contribute to different level of various interests of people and interests of

organizations as each orientation has different characteristics (Harrison, 1972).

Table 2 Interests of people under four orientations (summarized from Harrison, 1972,
at 127)

People | Security of economic, Voluntary commitment to | Own development and
interest | political and worthwhile goals growth (independent
Culture type psychological aspect from organization goals)
Power Low Low Low
Role High Low Low
Task Moderate High Low
Person High High High
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Table 3 Interests of the organization under four orientations (Harrison, 1972 p 127)

Organization | Effectiveness of dealing Effectiveness of dealing Internal team integration
Interest | with dangerous with environmental and coordination of effort
Culture type environments complexity and change than individual needs
Power High Moderate to low High
Role Moderate to low Low High
Task Moderate to high High Moderate
Person Low High Low

Conflict appears where there is divergence between the interest of people and the

interest of an organization. Therefore, striking a balance between interests of

organization and interests of people is essential to reduce the conflict occur in

organizations (Harrison, 1972 at p 127). Handy (1995) suggests that more than one

type of culture can exist at the same time, i.e. mixture of culture types.

2.3.7 Summary of organizational culture dimensions

From the above theories, we can classify them as inductive theory. Inductive

theory is the opposite approach from the deductive one. The difference between them

is that inductive starts from observing from the real world first, then generalizing the

pattern and finally categorizing into the theory while deductive starts from

establishing the theory first, then applying it into the real world (Burney, 2008).

Those culture theories can provide a general approach for people understanding their

organizational culture.

Scholars have developed various organizational culture theoretical models,

which can be roughly classified into two types. One type is to establish the
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relationship between relevant concepts of organization. The other one is to provide

classifications of culture types.

2.4 Organizational culture: best-fit approach

Although many studies have been conducted, it only can be certain that each

organization has its own organizational culture and each type of organizational culture

have specific focus, such as power or task. No best organizational culture can be

found out for organizations as the suitability of organizational culture is determined

by various factors such as occupational characteristics (Arogyaswamy and Byles,

1987). Therefore, they illustrate the concept of best-fit with contingency driven.

As shown in the Figure 7, Arogyaswamy and Byles (1987) suggest that the

organizational culture needs to be both internal fit (cohesion and consistency) and

external fit over different time and circumstances in order to be appropriate to

organizations.
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Strategy

External fit

Organizational culture

Internal fit

Performance

Value and
Ideology
Cohesion

Value and
Ideology
Consistency

Figure 7 External fit, internal fit, and performance (Arogyaswamy and Byles, 1987 at

p 653)

Shockley-Zalabak and Morley (1989) analyze the interaction between individual

values and organizational culture. Those relationships can be summarized as below:

Firstly, each employee has his own values and beliefs of his job and organization.

Secondly, both thematic rules and communication activities are determined by

organizational culture to a certain extent. Individual values and organizational culture

work together to produce organizational outcomes (Figure 8).
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Employees’ value Organizational culture

|

Thematic rules

Communication

| |

Organizational outcomes

Figure 8§ Interactions of individual value and organizational culture

(summarizing the model conclusion of Shockley-Zalabak and Morley (1989))

Arogyaswamy and Byles (1987) suggest that in addition to the organization-

environment fit in terms of culture, the fit of culture between the individual and the

organization 1is also important. This explains the phenomenon that certain

organizational culture is suitable for some employees while not suitable for others.

O’ Reilly et al (1991) classify ‘fit’ into two main categories, namely

person-situation fit and person-culture fit. Person-situation fit means the magnitude of

how individuals fit their own job characteristics and job requirement. They suggest

that person-culture fit is more relevant to organizational culture as it explores the

relationship between the relationship between each employee and the magnitude of

individuals fitting into the culture of organizations they belong to.

The divergence between an individual’s and organization’s values may be at the

crux of person-culture fit as each person has his/her own values or perception of their
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organizations which are different from other employees and the organizations (O’

Reilly et al., 1991). O’ Reilly et al (1991) also adopt the view of Lofquist and Dawis

(1969): ‘satisfaction results from a harmonious relationship between the individual

and his environment’.®

2.5 Effects of Organizational Culture

Organizational outcomes cannot be ignored as they consist of various aspects.

Mckinnon et al (2003) suggests that organizational culture has the potential to affect a

range of organizationally and individually desired outcomes.

Organizational outcomes become most negative when there is high divergence

between individual values and organizational culture and the communication activities

are poor in performance Handy (1995). He suggests that a perfect match between an

individual’s preferences and his organization’s cultures would suggest a perfectly

fitting psychological contract.

2.5.1 Effects of Organizational Culture to individuals

Organizational culture can cause both positive and negative impact on different

level of employees working in organizations. The impact of organizational culture on

employee is great as they spend a lot of time in organizations every day.

6 Lofquist and Dawis, 1969, referred by O’ Reilly, Chatman and Caldwell , 1991, p 489.
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On one hand, organizational culture can contribute in several ways to higher

performance, such as greater motivation, more positive views of the organization, and

higher retention (Larsson et al., 2007). Organizational culture can associate with

greater job satisfaction if there is enough support for work-related problems, a

positive view of leadership and having a sense of participation in the organization

(Thomsen et al., 1999). On the other hand, it may cause increased role, stress, job

burnout, loss of commitment to the organization, intention to leave and diminished

job satisfaction (Kleinman et al., 2002).

Lahiry (1994) explains the building of commitment through organizational

culture as defines organizational commitment as the psychological strength of

employees to attach to organizations and subdivides into affective, continuance and

normative commitment. Generally speaking, higher commitment, better performance

they achieve; however, if employees have high continuance commitment that the cost

of leaving is high; so they are ‘forced’ to remain, they have poor performance (Lahiry,

1994).

Table 4 Components of commitment (summarized from Lahiry, 1994)

Component Definition

Affective Emotional attachment of employees to their organizations
Continuance Costs for employees to leave the organization

Normative Feelings of obligation for employees to stay at their organizations
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2.5.2 Effects of Organizational Culture to organizations

Oney-Yazic et al (2007) quote the explanation of Schein (1992) that

“Organizational culture is extreme important for understanding how to run and

»7 More importantly, it has a powerful effect on the

improve organizations
performance and long-term effectiveness of organizations. Ali (2006) suggests that
organizational culture determines the ability of organizations surviving in and
adapting to the external environment.

Mckinnon et al (2003) express that organizational culture can not only affect
individual outcomes but also organizational outcomes. About the organizational
outcomes, they can be divided into various aspects. From the earlier theories of
management and organization, the focus is productivity and performance; so
companies always put first priority on these outcomes as they are essential to the
profit and growth of organizations (Pugh, 1983)

In recent years, there are increasing discussions about another aspect — people
(employees) in organizations. The reason is that organizational culture that causes
impacts to individuals can be linked to the impacts to the whole organization. For

example, the increased intention to leave for employees will inevitably increase the

training cost for training new joining staff (Kleinman et al., 2002).

7 Schein, 1992, quoted by Ela el at, 2007, p 519.
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Tata and Prasad (1998) explain connections between national culture,

organizational culture and the success of Total Quality Management implementation.

Their result shows that organic structures and flexibility-oriented cultures are more

conducive to the success of the implementation when compared to control-oriented

cultures and mechanistic structures.

Therefore, it shows that there is complicated interaction between the effects on

individual and on organizations that the culture can have direct effects on individuals

(e.g. commitment) causing indirect effects on organizations, such as higher turnover

rate while the culture can also have direct effects on organizations’ success, such as

productivity as a whole.
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2.6 Summary of Chapter 2

This chapter critically reviewed the theoretical and empirical findings about

organizational culture. From the review, the definition of organizational culture is

deeply investigated. Different types of organizational culture theories are reviewed

and the critical issues can be discovered is that there is no best approach for any one

of the organizations and the success depends on person-culture-fit. The significance of

organizational culture to both organizational level and individual level are

investigated. By understanding the relevant concepts of organizational culture, it helps

establish the hypotheses for the research — the relationship between organizational

culture, job burnout and job satisfaction.

33



Chapter 3 Theoretical and Empirical Perspectives on Job Burnout

and Job Satisfaction

From the discovered outcomes of organizational culture, we can see that it
actually affects the hard side and soft side of organizations. For example, the hard side
of outcomes includes productivity and profit while the soft side of outcomes means
the psychological effects to individuals.

For instance, job burnout, and job satisfaction address to psychological aspect. It
seems that psychological health conditions of employees only causes direct impact on
individual employees but not on organizations. However, many scholars have
revealed the significance impacts of psychological health conditions of employees on
organizations. Therefore, there are increasing discussions about psychological health
of employees in organizations.

In the followings, the theoretical frameworks about job burnout and job
satisfaction are explored. The rationale of explaining job burnout and job satisfaction
within the same chapter is that many scholars have established their views that both of
them are relevant concepts and they normally discuss these concepts together; so it is

much ideal and effective to explain them for comparison and understanding
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3.1 Definition of Job Burnout

Among the topics of psychological health of employees, many scholars have
investigated job burnout and job satisfaction and their impacts on both individuals and
organizations. In order to investigate the job burnout, the definition of it should be
well understood first.

Job burnout is negative mental feelings to the job, such as boredom, and physical
exhaustion generating helplessness (Poe and Scheer, 1981 and Sloan, 1982). Franzcp
(2008) explains the relationship between them by referring to the studies of Farber
(1983): ‘Burnout is the consequence of being stressed at work over a protracted
period’.® Cordes and Dougherty (1993) have similar definition about job burnout and
job stress that job burnout is a unique type of stress syndrome. There is a cause and
effect relationship between stress and job burnout.

The well-recognized definition of job burnout comes from Maslach et al (2001, p
416) explain burnout as engagement erosion: “important, meaningful, and challenging
work becomes unpleasant, unfulfilling, and meaningless, energy turns into exhaustion,
involvement turns into cynicism, and efficacy turns into ineffectiveness”.

Maslach et al (1996) also establishes the relationship between exhaustion,

cynicism and professional efficacy. Exhaustion are suggested to be positively related

¥ Farber , 1983, quoted by Franzcp, 2008, p 17.
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with each other and job burnout while professional efficacy should be negatively

related with exhaustion, cynicism and job burnout, i.e. when there are higher scores

for questions relating to professional efficacy, the job burnout level should be lower.

Likert and Maslach (1988, at p 306) provide a comprehensive analysis about the

three stages of burnout: “high levels of exhaustion cause depersonalization; if

depersonalization continues, the feelings of accomplishment would then be reduced.”

Although there are various definitions about job burnout, they provide similar

explanation that job burnout can be generalized as the negetative emotional responses

to the job.

3.2 Definition of job satisfaction

When compared to job burnout, job satisfaction, however, has much complex

relationship with its causes and effects.

Job satisfaction is usually considered to be an attitude and it is based partially on

what one feels and partially on what one thinks (Wright and Cropanzano, 1996).

On the meanwhile, Cranny et al (1992) defines job satisfaction as an affective

reaction to the comparison between desired outcomes and actual outcomes of the job.

Maslach et al (2001) suggest that job satisfaction can be viewed as the feeling of

fulfillment from the job.

Herzberg et al (1959) developed the theory of high-order needs and lower-order
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needs — motivation and hygiene factors (intrinsic and extrinsic satisfiers): Hygiene

factors consist of company policy, supervision, and relationship with supervisors,

work conditions, relationship with peers, salary, personal life, relationship with

subordinates, status, and job security whilst motivation factors consist of achievement

recognition, work itself, responsibility, advancement, and possibility of growth;

Hygiene factors can be viewed as ‘basic’ factors to each employee. They do not

contribute to job satisfaction but contribute to job dissatisfaction without it and

motivation factors are rightly opposite to the hygiene factors that they only contribute

to job satisfaction and do not contribute to job dissatisfaction without it.

The major rationale of this theory is that extrinsic satisfiers do not necessarily

lead to job satisfaction as intrinsic satisfiers are required altogether, but absence of

them can lead to job dissatisfaction (Herzberg et al., 1959).

Several scholars (e.g. Ruthankoon and Ogunlana, 2003 and Sachau, 2007, etc.)

try to find out whether Herzberg’s theory is applicable in organizations of various

industries nowadays. Ruthankoon and Ogunlana (2003) investigate the applicability

of the two-factor theory on Thai constriction industry and his results show that the

theory is not entirely applicable in the Thai construction industry that some factors are

bi-polar factor can affect both job satisfaction and job dissatisfaction. Please refer to

Chapter 4 for the comparison of the two-factor theory and the findings of Ruthankoon
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and Ogunlana (2003).

From the various definitions mentioned above, the job satisfaction can be viewed

as a positive emotional response of employees to their work.

3.3 The relationship between job burnout and job satisfaction

Job satisfaction can be generally defined as the degree to which individuals have

a positive emotional response towards employment in an organization while job

burnout can be viewed as negetative emotional response. As a result, this raises a

problem to many scholars: what is the actual relationship between job burnout and job

satisfaction. There are very few studies that examine and link these two concepts

together. Most of them focus on either one.

There are mainly two types of theories that are related to the cause-and-effect

relationship between job burnout and job satisfaction - one theory suggests that job

stress affects job satisfaction while another theory is exactly opposite: job satisfaction

affects job stress. Although the cause-and-effect relationship has not formally been

examined, the negative relationships between job burnout and job satisfaction are

supported by many scholars, i.e. when job burnout is increased, then job satisfaction is

decreased.

Burnout is the syndrome of job stress and it can not only have physiological or
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behavioral effects on people, but also decreases job satisfaction (Maslach et al, 1996).
Franzcp (2008) also tries to clarify the key concepts about job satisfaction, job stress
and job burnout: Dissatisfaction of work is likely to increase job stress and cumulative
exposure to work stress causes burnout. However, it is difficult to determine the
causality direction between job satisfaction and burnout: whether people score low job
satisfaction scores because of burnout or they have high burnout because of low job
satisfaction (Franzcp, 2008).

Although the literature review above shows mostly adverse effects of stress and
job burnout to organizational outcomes for both individual employees and
organizations, the positive effects of stress on job satisfaction and job performance
cannot be ignored. Chan (1995) adopts the study of Rees (1989) suggesting that
‘stress, if at suitable magnitude, can enhance job performance and job satisfaction’.”

Figure 9 shows that job satisfaction and job performance stays at low level when
the stress suffered is low. The job satisfaction and job performance increases to a
certain level when more stress is suffered. However, the job satisfaction and job
performance declines when stress continues to arise and becomes distress. This proves
that stress can have positive effects and the crux of job stress is its magnitude to

become ‘suitable’.

’ Rees, 1989, quoted by Chan, 1995, p 6.
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Figure 9 The relationship between pressure, job satisfaction and performance (Rees,
1989, quoted by Chan, 1995, p 7)

3.4 Factors affecting job burnout and job satisfaction

Previous research suggests that many factors contribute to the magnitude

difference of the impacts of job burnout and job satisfaction on employees. Those

factors can either moderate or enhance the experience of stress, such as personality,

socio-demographic factors and coping strategies that the employees adopt (Rees,

1995). Maslach (2003) suggests that burnout is affected by both the factors relating to

person and work environment; so researches should ignore neither one of it in order to

understand the comprehensive picture about job burnout.

From the above sections, it proves that job burnout and job satisfaction are

relevant concepts; so we cannot totally differentiate the factors affecting job burnout

and those affecting job satisfaction. Therefore, the following paragraphs in this
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section explain those relevant factors for both job burnout and job satisfaction.

3.4.1 Organizational culture

The explanation in section 2.5.1.about the effects of organizational culture

to individuals can be used to illustrate why organizational culture is one of the major

factors that affects job burnout and job satisfaction of employees working in

organizations.

Among various aspects of organizational culture, goal setting, work motivation,

team building and organizational commitment of organizations affect the job

performance (Chiu, 2005). High job performance includes increased employees’

satisfaction, team effectiveness and productivity (Chiu, 2005). The research of

Crosbie (2007) suggests that leadership, role autonomy and participation in decision

making have impacts on the job effectiveness and satisfaction of employees (level of

staff(s) happiness).

It 1s difficult to determine which type of organizational culture causes the

greatest job satisfaction. Therefore, contingency approach should be adopted when

analyzing its fitness to organizations as a whole and individuals working in them.

Therefore, the key of maintaining job burnout and job satisfaction at satisfactory level

is to handle the conflict and strike a balance of organizational culture.
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3.4.2 Working characteristics

Nelson (2005) suggests that workplace dimensions such as workload, control and

reward and recognition, constituting the psycho-social workplace environment that is

able of achievement the highest job engagement.

Anderson (2001) suggests that management can affect workplace stress

depending on its ability to conduct proper job design, ongoing communication and

team building while Heyer (1982) investigates the job burnout of data processing

personnel and found that they experience less job burnout and greater job satisfaction

when the manager allows a flexible and unstructured work schedule.

3.4.3 Contact and social factors

As mentioned in section 3.4.2, ongoing communication can relieve job

burnout and improve job satisfaction. Mentoring, peer relationship and team

participation are found to be significantly correlated with attitudinal outcomes, such

as role stress, job burnout and job satisfaction, organizational commitment, turnover

intention and teamwork orientation (Lankau, 1996).

Ford (1985) suggests that structural, informational and emotional support from

managers and supervisors can have positive effects on job satisfaction. Among them,

emotional support is the most effective in improving work outcomes. Insufficient
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support leads to role stress or job stress, which cause frustration and job burnout

among employees.

(a) Social contacts

The findings of Leiter (1988) suggest the importance of social contacts as the

factor affecting both job burnout and job satisfaction. Social contacts can be divided

into work-oriented interactions and informal contacts. Both types of contacts have a

positive effect on job satisfaction, but they are differently correlated with job burnout.

Formal contact is related to increasing personal accomplishment (lower level of job

burnout) but also increasing emotional exhaustion. Informal contact is positively

correlated with personal accomplishment only (Leiter, 1988). Depersonalization can

be reduced by informal contact. The relationship of depersonalization with job

satisfaction is indirect: “Unsatisfied workers would depersonalize only if they were

exhausted”. (Leiter, 1988, p 116).

Figure 10 shows the findings about the relationship of social contacts, job

burnout and job satisfaction.
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Figure 10 The relationship between communication, job burnout and job satisfaction
(Leiter, 1998, p 116) Note: Arrow in red: positive relationship; arrow in blue: negative

relationship

Leiter and Maslach (1988) investigate the relationship of supervisor contacts and

coworker contact with job burnout and find that exhaustion is more related to role

conflict and unpleasant supervisor contacts while decreasing depersonalization and

increasing personal accomplishment are related to pleasant coworker contacts.

Unpleasant supervisor contacts are associated with unclear job instructions to

employees and too high job demand (role conflict).

(b) Social support

Baruch-Feldman and Schwartz (2002) conduct a study about the relationship

between social support, burnout, job satisfaction and productivity. They classify social

support into three major types, namely family support, coworker support, and

immediate supervisor and unit supervisor. The latter two can be viewed as factors
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relevant to organizational behavior while family support is a concept that relates to

individual work/family conflict.

They find that family support has a stronger association with was more closely

associated with burnout than coworker and supervisor support do, whereas supervisor

support was related to satisfaction and productivity in a sample from education sector.

The overall result provides the evidence that social support has negative relationship

with job burnout and positive relationship with job satisfaction and productivity.

3.4.4 Demographic factor

Wofford (2003) found that demographic factors are related to the magnitude of

job satisfaction of employees in construction organizations, such as age, gender,

tenure and job position. The relationship of age and job position with job satisfaction

can be shown in Figure 11:

Job satisfaction

A
Management position

Non-management position

> Age and tenure

Figure 11 Comparison of job satisfaction of employees in different position (Wofford,
2003)

Wofford (2003) also suggests that gender does not cause significance effect on job
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satisfaction. Similarly, Koehn and Pratt (1985) have found significant differences

between the perceptions of middle and upper management as they have different

perceptions about their work.

Another piece of research conducted by Aziz and Cunningham (2009) supports

the findings of Wofford (2003) that gender does not mediate the relationship between

workholism (addiction to work) with work stress and work-life imbalance. The result

implies that traditional role difference between men and women may not explain the

work stress and work-life imbalance in modern society since women may become

more career-oriented while men may become more family-oriented.

On the contrary, gender is found to be a factor associated with job burnout by

other studies. Greenglass (1991) suggests that work is the sole source of job burnout

for male while work-family conflict is the sources affecting job burnout for female.

Female, has higher emotional exhaustion but lower depersonalization than male,

having “greater interpersonal skills and social competence.” (Greenglass, 1991, p 570).

The association between gender and job burnout, between gender and job satisfaction

is a controversial topic in the population of the construction industry. This will be

discussed in more detail in Chapter 4.

Zhou (2005) suggests that motivation, work experience and education affect the

performance of construction management professionals. Schaeffer (1982) suggest that
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the length of employees working for organizations can affect the level of burnout as

an employee suffers from great burnout if he / she has been working the same job for

3 to 5 years, has heavy workloads and deadlines and need to be competitive and

aggressive. This can be explained as employees are bored by the working

environment, co-workers and job tasks that they are repeatedly faced with every day.

3.4.5 Individual characteristics

Job burnout is also affected by individual difference, such as having different

emotional feelings and psychological condition; so that individuals they suffer from

various level of “burnout” even they are at the same position within an organization.

Individual characteristics include (1) self-esteem, (2) locus of control, (3) communal

orientation and (4) negative affectivity (Caudill, 1996). Caudill (1996) suggests that

negative affectivity was the strongest personality predictor of emotional exhaustion

and depersonalization while communal orientation was the strongest personality

predictor of personal accomplishment.

Rees (1995) suggests that stress is moderated or enhanced by individual

characteristics of personality. Personality includes perceived locus of control and type

A behavior pattern. Employees who perceive they have control over a situation can

withstand the effects of stress better that those who believe that they have little control.

Employees who have Type A characteristics (competitive, ambitious, excessively
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time-conscious) will suffer from higher job stress as they have more pessimistic

attitude.

3.5 Theories and instruments about job burnout

Previous research of job burnout and job satisfaction is mainly conducted in the

health service and educational sector (E.g. Rees, 1995; Maslach et al, 1996). Rees

(1995) suggests that health professional face on occupational stressor which is caused

by the special characteristics of the industries itself and is not part of most other

professions. Therefore, the researches may not totally be applicable in the Hong Kong

construction industry.

Maslach et al (1996) based on her research findings and developed Maslach Job

Burnout Inventory (MBI). The original MBI consists of 22 items: Emotional

Exhaustion (9 items), Depersonalization (5 items) and Personal Accomplishment (8

items). In order that burnout of employees in organizations from different occupations

can be measured in a reliable and valid fashion, there are three versions of the

instrument, namely MBI-HSS, MBI-ES and MEI-GS and the original MBI belongs to

MBI-HSS as the initial propose of MBI is to identify the job burnout of employees in

health services sector. MBI-ES is developed specifically for education sector while

MBI-GS is developed generally for normal sector and industries that are not so clearly
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people-oriented (Maslach et al, 1996, 1997, 2001).

The rationale for them is basically the same despite few variations of the

measurement dimensions of job burnout. The comparison of MBI-HSS and MBI-GS

is shown as follows:

Table 5 Comparison of the components forming MBI-HSS and MBI-GS

Component Definition (Maslach et al, 1996; Maslach et al, 1997)

® Emotional Feeling emotionally drained by one’s contact with other
Exhaustion people
(MBI-HSS)

® Emotional Refers to both emotional and physical fatigue and it is
Exhaustion generic, without the MBI-HSS’s emphasis on emotions and
(MBI-GS) direct reference to clients

® Depersonalization | Negative feelings and cynical attitudes toward the recipients
(MBI-HSS) of one’s service or care

® (Cynicism Indifference or a distant attitude toward work
(MBI-GS)

® Personal A tendency to evaluate negatively one’s own work
Accomplishment
(MBI-HSS)

® Professional Social and nonsocial aspects of occupational
Efficacy accomplishments (an individual’s expectations of continued
(MBI-GS) effectiveness at work)

Despite the fact the MBI is almost the most well known instrument of measuring

job burnout, Schaufeli and Salanova (2007) conduct a research showing that the third

element of Maslach Burnout Inventory General Survey — professional efficacy should

be changed into professional inefficacy with a view to increasing the correlation with

the other two components, namely exhaustion and cynicism.

49




3.6 Theories and instruments about job satisfaction

3.6.1 Theories of job satisfaction

There are several theories explain the whole picture of the concept of job

satisfaction. The job satisfaction theory developed by Herzberg et al (1959) is

mentioned in Section 3.2. It introduces the motivation factors which cause job

satisfaction and hygiene factors which cause job dissatisfaction.

Hackman and Oldham (1975) developed Job Characteristics Model for

explaining the whole process of how the job dimensions affect critical psychological

states and finally cause impact on personal and work outcomes, such as job

satisfaction. Figure 12 shows the flow of the model.

Core job dimensions

Y

Critical psychological

states
o . .
| Skill variety | Experienced meaningfulness of
! ! the Work
i Task Tdentity !
i Task Significance i

Autonomy

Feedbaclk

L J

L 4

Experienced responsibility for
outcomes of the Worle

Encowledge of the actual results
of the wortlc activities

Emplovee growth
need strength

Y

Personal and work outcomes

High internal work motivation

High quality wotk performance

High satizfaction with the worl

Low absenteeism and turnover

Figure 12 Job Characteristics Model (Hackman and Oldham, 1975 at p 161)
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3.6.2 Instruments of job satisfaction
There is no major dominate instrument for job satisfaction as scholars employ

different instruments. Over many years, scholars argue on whether we should use
single-item or multi-item for measuring job satisfaction is better. Dunham et al (1977)
quote the statement of Smith et al (1969) about what good measures of job
satisfaction that the measures should be able to identify various aspects of satisfaction,
be applied into different situation and compared with relevant measures and short,
understandable, efficient for administration that saves the cost and time'’.
(1) Single-dimensional approach

Kiefer et al (2005) suggest that single item measurement can be used for
measuring job satisfaction of employees as they believe that job satisfaction is a
general, overall emotional response to a person’s current work situation, so the job
satisfaction can be measured by asking respondents point out their job satisfaction
level (from no job satisfaction at all to the greatest job satisfaction).

Nagy (2002) compares the results of using a single-item approach with
multi-item approach. The multiple-item questions in a facet scale contain several
‘sub-facets’; so the results come from the sum up of the sub-facets. He uses Job

Descriptive Index (JDI) as the comparable of the research. His investigation provides

10 Smith et al , 1969, quoted by Dunham et al, 1977, p 421, summarized by the author.
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evidence for the viability of adapting the single-item approach to the measurement of

facet satisfaction showing that the single-item facet measure was significantly

correlated with each of the JDI facets (correlation ranges from .60 to .72). Therefore,

it approves that it is sufficient to know the level of job satisfaction of employees by

asking them about how satisfied you are. The advantages of using a single-item

approach include the time and resource required and contain more face validity.

(2) Multi-dimensional approach

Other scholars have developed several theories about the components of working

characteristics and other conditions that affect the level of job satisfaction of

employees. They believe that by including the possible dimensions about job

satisfaction, the measurement of job satisfaction can understand not only the overall

job satisfaction of employees, but also any particular aspects that contribute to good /

poor level of job satisfaction.

JDI (Cranny et al., 1969) 1s comprised of five dimensions, namely, satisfaction

with the work itself, supervision, co-workers, promotion opportunities, and pay.

Spector (1985) bases on the rationale of JDI and adds four other items (fringe benefits,

contingent rewards, operating and communication) into it and become Job

Satisfaction Survey (JSS). After the establishment of JSS, there are are 136 research

using JSS for measuring job satisfaction of employees from various sectors in

52



different place involving a very large total sample size of 36380 (Spector, 2008). The

detailed explanation of JSS is illustrated in Chapter 5- research hypotheses, strategy

and methodology.

3.7 Impact of job burnout and job satisfaction

The significance of job burnout and job satisfaction cannot be ignored because

previous research has found that there are great impacts of job burnout and job

satisfaction, ranging from individual level to organizational level.

3.7.1 Impact of job burnout and job satisfaction on employees

Employees suffering from job burnout exhibits attitudinal reactions, such as

reduced organizational commitment, diminished self-esteem and higher turnover

intention, etc. (Moore, 1997). Leiter and Maslach (1988) also suggest that job burnout

decrease the organizational commitment of employees. The consequences of burnout

include: employee either quitting or being fired (Caudill, 1996).

Job satisfaction can not only affect the psychological health of employees, but

also affect their physical health. Four work compatibility variables, namely work

environment, physical task, performance and job satisfaction, are significantly related

with musculoskeletal / stress symptoms, so physical and psychological factors can

play a significant role in the health and safety of construction workers (Sobeih, 2006).
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3.7.2 Impact of job burnout and job satisfaction on organizations

Job burnout and job satisfaction can cause direct effects on individuals first and

then indirect effects on organizations.

Job burnout can act as mediator between variables of workplace and resultant

outcomes, organizational politics and resultant outcomes, such as turnover (Huang

and Chuang, 2003 and Moore, 2000). Variables of workplace and organizational

policies contribute to job burnout of employees in organizations and higher turnover

rate is resulted from high level of job burnout (Moore, 2000).

Zhang and Liu (2003) contribute meaningfully explaining the overall relationship

of the motivation theory as follows: People do what they do to satisfy their needs.

Their actions are motivated by extrinsic rewards and intrinsic rewards. Job

satisfaction is an example of intrinsic reward. The performance of organizational

members affects themselves and they can achieve higher level of job satisfaction. It

also affects the whole organization, such as the profit of the organization. Their model

can be summarized into the following figure:
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Figure 13 Performance and effectiveness outcome (Zhang and Liu, 2003)

For individuals, job burnout reduces an employee’s job performance, causes

increased absenteeism and negatively affects personal life (Poe and Scheer, 1981).

Therefore, job burnout implies high physical and financial costs for the organization.

3.8 Summary of Chapter 3

The concepts of job burnout and job satisfaction are critically reviewed in this

chapter. It is found that organizational culture can affect job burnout and job

satisfaction. However, the instruments are then reviewed and found that most of them

have not investigated the effects of organizational culture on job burnout and job

satisfaction. Job burnout and job satisfaction are currently viewed as relevant concepts

as a whole only, so their in-depth relationships can be further investigated. For

instance, whether any aspects of job burnout have significant relationship with
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particular aspects of job satisfaction can be examined. Therefore, the research gap can

be identified and hypotheses for this relationship can be established.
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Chapter 4 Previous research related to the Hong Kong construction

industry

From the previous chapters, existing studies and theories about organizational
culture, job burnout and job satisfaction are illustrated. However, there are only few
studies investigating the job burnout and job satisfaction of construction professionals
in Hong Kong. Nowadays, most research relate to other occupations and other
locations, such as employees of hospitals in USA (Kent, 1991) and the police in USA
(Zhao et al, 1999).

As the focus of this research is on the Hong Kong construction industry, the
findings may not totally be applied for investigation as it is suggest that there are
national and occupational differences that affect the situation among various
occupations in difference places. Therefore, this chapter is to explain the specific
studies and findings concerning what happen in the Hong Kong construction industry

nowadays based on the review in previous chapters.

4.1 Occupational characteristics in the construction industry
The occupational characteristics in the construction industry should be

understood before explaining the organizational culture of construction organizations.
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It is because those unique features make the construction industry distinct from other
sectors and affect the organizational culture of construction organizations.

Lingard (2000) conducted a study about the effect of work conditions on the
family life, well-being and performance of white collar employees in the construction
industry, he describes the industry as a demanding work environment and makes a
contribution by summarizing the working characteristics of the construction industry
that are discovered by previous studies. Those characteristics include: ‘long and
irregular working hours (Aldous et al 1979; White and Keith 1990), job insecurity
(Larson et al 1994) and frequent re-location’'’. They help us understand what the
nature of the construction industry is.

However, we should pay special attention to the form of business in the
construction industry as the whole industries are supported by project-based
organizations. Due to the project-based nature of work and the uncertainty associated
with competitive tendering, construction employees suffering job insecurity and
frequent re-location to ensure continuity of employment (Lingard and Francis, 2004).
The construction industry is hyper-turbulent and fragmented in nature, many parties
and stakeholders are involved in projects (Oney-Yazic et al, 2006).

These unique occupational characteristics imply the reason why the

" Aldous et al, 1979, White and Keith, 1990 and Larson et al, 1994, quoted by Lingard, 2000, p 1.
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organizational culture in construction industry is a complex concept to be illustrated.

4.2 Organizational culture in the construction industry

Putting the organizational culture into the context of the construction industry,

scholars have investigated the importance of organizational culture to construction

firms and employees although the industry gives people a perception that it mainly

about the technologies and products.

Chapin and Noel (2000) agrees that running an engineering firm is not all about

engineering and the success of any company relies on sound business philosophies

shared at all levels of the organization. Company should firmly include values like

integrity, leadership, dedication and service as a foundation for culture developing

positive at all levels.

The complex occupational characteristics mentioned in Section 4.1 make the

organizational culture of construction organizations complex. Nummelin et al (2005)

point out that multinational project must successfully face the challenges and conflict

arise because of people having different cultural and institutional backgrounds.

It shows the complexity to handle the cultural conflicts in the construction

industry despite the fact that most construction projects in Hong Kong are local in

nature. Cultural differences and conflict are become more popular due to the
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occupational characteristics of the construction industry, especially the increasing

number of multinational construction projects with various parties involving into

them.

Cultural issue places an extremely important role on affecting the cooperation of

people involved in construction projects which is critical for determining the project

success (Phua and Rowlinson, 2004a; Phua and Rowlinson, 2004b). The reason is that

people are required to form into different working groups according to project

requirements over time in the construction industry; as a result, cooperation in the

construction industry indicates that the cooperation with people within the same

organization and even outside companies (Phua and Rowlinson, 2004b). It can

explain why the cultural conflict happens easily during the construction project.

The fourth dimension (individualism-collectivism) of Hofstede’s cultural

dimension (2001) can be used to explain the term ‘cooperation’. Phua and Rowlinson

(2003) proposes a theoretical framework based on social identify theory to compare

cooperation behavior of the senior construction project mangers of different

nationalities from the same or different construction organizations and project success

(Figure 14):
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Figure 14 Theoretical framework (adopted from Phua and Rowlinson, 2003)

The general idea of the model is about the relationship between group identity,

cooperation behavior and project success. Cooperation is predicted by

in-group/out-group differentiation, which is moderated by individualism-collectivism;

and cooperation is associated with project success. The model is tested among Hong

Kong construction professionals. The proposed relationship of the model is

significantly proven in the two other studies (Phua and Rowlinson, 2004a and Phua

and Rowlinson, 2004b)

Cheung and Rowlinson (2005) investigate the mismatch between the dominant

existing organizational culture and the ideal organizational culture of construction

employees using Handy organizational culture questionnaire. The results suggest that

the role culture is the dominant existing organizational culture and the task culture is

the ideal organizational culture. They explain that the long term mismatch exists and it

can affect the organization and the employees’ job satisfaction which is a difficult task
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for construction organizations.

It is important for construction professionals to reduce the cultural conflicts

between their own construction organizations and outsiders, so construction

organizations need to maintain the balance of appropriate culture type. In addition, we

also need to understand and manage organizational culture because strong and

balanced cultures are effective for responding to the environment (Nummelin et al.,

2005). In addition, the performance and effectiveness of an organization can be

improved if the culture and organizational design is appropriate (Liu, et al., 2006).

The authors suggest that organizations are effective when both their goals and

constraints can be achieved and solved.

It 1s complex to determine whether the organization is effective. We can adopt

organizational effectiveness indicators as criteria for deciding whether the

organization is effective within the culture it adopts (Liu et al., 2006). The indicators

can be shown as Table 6:

Table 6 Effectiveness indicators for cultural system (Liu, et al., 2006)

Culture system (Cameron and | Effectiveness indicators (Liu et al., 2006)

Quinn, 1999)

Human relations system Employee satisfaction

Open system Quality of construction projects

Internal process system Timely completion of construction projects
Rational goal system Productivity and profitability
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Rowlinson (2001) reported significant association between organizational

structure, culture and commitment in a study investigating the impact of changing

organization structure of a governmental department. The government department

changes from functional organization to a matrix organization requiring task culture

and more participative leadership style within the organization.

Rowlinson (2001, p 670) refer to Knight (1976) about the definition of matrix

organization: “it is a vertical functional hierarchy overlain by lateral authority,

influence or communication.”!?

He measured the commitment level after the change
of organizational structure and organizational culture. He found that the mismatch of
the existing and the ideal organization culture cause low affective and normative
commitment and high continuance commitment indicating that employees stay in the
organization only due to the cost of leaving is high, such as high salary, stable
working hours. The mismatch can be explained by the concept of ‘face’ and
deep-rooted, traditional cultural values of employees hold in the organization.

From the existing studies, most researches about the organizational culture in the
construction industry adopt the Organizational Culture Assessment Instrument (OCAI)

developed by Cameron and Quinn as the instrument for measuring the organizational

culture that construction companies belong to. The following chart summarizes the

12 Knight, 1976, as referred by Rowlinson, 2001, p 670.
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findings from the literature review about the organizational culture of construction

companies over different places:

Table 7 Summary of the previous studies using OCAI

Author Location Summary of the findings
(year) investigated (target
group)
Oney-Yazic | US (construction | Dominated by a strong clan culture
et al (2006) | companies)
Oney-Yazic | Turkey (construction | The Turkish construction industry is mostly a
et al (2007) | companies) mixture of clan and hierarchy cultures
Zhang and | Chinese Hierarchy type and clan type are stronger than
Liu (2003) | (Contractors) market and adhocracy
Liu et al | Chinese Hierarchy culture in dominant in Beijing,
(2006) (Construction Langfang, Tianjin and Shantou except Shantou.
enterprise)

From the above, we can see that the construction industry is such a ‘complex’

industry when compared to others concerning the working environment and

organizational culture. Serpell and Rodriguez (2002, p 77) adopted the contingency

approach suggests by Luhmann (1984) that can be applied to various industries

especially for the construction industry as it is so unique in nature: “Culture is

contingent and each cultural element refers to social solutions peculiar to problems

derived from the man’s coexistence with others. Different cultures can be interpreted

64




as different means of solutions.” The findings of OCAI support this view as it can
hardly be determined which culture type is the most suitable to particular type of
construction enterprise, only current situations about organizational culture type are
reflected.

Liu et al (2006) support the use of the contingency approach in explaining
‘organizational culture’ that there is no ‘best way of organizing’; instead, some forms
of organizing are more appropriate and effective than others in certain cultural context.
It shows that contingency approach can be illustrated together with the best-fit
approach mentioned in Chapter 2. It proves the fact that we cannot straightly
determine what kinds of culture are most suitable for construction enterprises having

different involved parties and facing various circumstances.

4.3 Job burnout in the construction industry

Lingard (2003) investigated the causes of burnout of civil engineers in Australia
and identified the complex interaction between individual and situational factors
affecting job burnout of civil engineers in Australia. She found that job characteristics
are more significant in predicting burnout when compared to individual characteristics,

i.e. personality. Therefore, she concludes job re-design is an effective intervention

" Luhmann, 1984, quoted by Serpell and Rodriguez, 2002, p 77.
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strategy. Among three aspects of burnout, higher professional efficacy can be

identified as engineers have high level of social worth and confidence. Meanwhile,

emotional exhaustion and cynicism can be adopted to predict engineers’ intention to

leave their jobs, turnover rate and associated costs in Australia.

Lingard and Francis (2004) investigate the magnitude difference of burnout of

employees with different gender and work location in the Australian construction

industry. It is found that site-based construction employees, especially male, suffer

more level of work-life imbalance and burnout. However, their studies also find that

when compared to men, female employees suffer less level of burnout but there is no

significantly difference between site-based and office-based female employees as

women may normally be underrepresented in roles demanding highest level of time

demands and work pressures. It provides a new and complex insight about gender and

working locations difference on affecting burnout of employees in the construction

industry.

Job burnout of construction employees is not only result from the daily work of

employees, but also from the conflict between their work, family and life. For

example, Lingard and Francis (2005) suggest that the construction industry has high

work-schedule demand, such as job schedule irregularity and hours worked per work.

They find that WFC has a meditating effect on job schedule demands and job burnout
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they suffer; so they recommended that organizations should examine ways to reduced

WEFC in a view to reducing burnout and improve employees’ wellbeing.

They then examine the importance of organizational support (POS) and support

from supervisors and co-workers in 2006. The findings show that POS has a main

effect on burnout and also moderates the relationship between WFC and burnout. In

comparison, emotional support and practical support should be provided at the same

time for compensating each other as the emotional support causes effect on burnout

while the practical support solely has a moderating effect.

After identifying the significance of work-life balance on job burnout and

employee’s well-being, Turner, et al (2009) investigate the supports and barriers of

work-life balance (WLB) (or WFC) in a construction project in Australia. Although it

solely focuses on white collar workers from one construction project, we can make a

reference to the result to some extent when investigating the condition of Hong Kong

construction professionals. They have found that project culture, project resourcing

and the schedule demands of the construction stages are identified as barriers for

WLB, while “project alliance” delivery model, flexibility of working hours and the

project management team’s support can be identified as supports for WLB. The

contribution of this research is that they investigate various factors during both design

and construction stage. The investigation of the whole life cycle process of the project
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can understand the significance of factors throughout different stages.

As mentioned above, locational differences of culture occur and this concept can

be applied in explaining job burnout which is supported by the research findings of

Lingard, et al (2007). In the research, it is suggest that Australian students report

higher level of cynicism than Hong Kong students although both of them report high

level of personal efficacy than non-construction students in Spain. The result implies

job burnout condition is a complicated task as not only numerous situational factors

and personality factors can affect the magnitude of job burnout of people but also

cultural diversity can also be included as one of the factors explaining job burnout.

Yip (2007) investigates the job burnout of the Hong Kong construction

professionals, the effects of job stressors on job burnout and the effects of job burnout:

Role workload, long working hours, heavy workload, role conflict, role ambiguity,

lack of autonomy and job insecurity can explain why there is high level of job burnout

among construction professionals. Job burnout shows significant adverse impact on

organisational commitment and intention to turnover.

Yip et al (2008) conducted a research relating to the modeling rule of coping

strategies for relieving job burnout among construction professionals in Hong Kong.

They used the Ways of Coping Questionnaire (WCQ) and the strategies are

restructured into four categories, namely rational problem solving, resigned distancing,
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seeking support / ventilation and passive wishful thinking. The result shows that

rational problem solving is the most popular strategy and then seeking support /

ventilation, passive wishful thinking and then resigned distancing. They suggest that

this research focus on the popularity of different types of coping strategies and the

effectiveness of the coping strategies can be investigated in future studies.

4.4 Job satisfaction in the construction industry

Love and Edwards (2005) define job satisfaction as ‘a function of the match

between the rewards offered by the work environment and preferences for those

rewards of individuals’.

The studies conducted by Ruthankoon and Ogunlana (2003) show impressing

result relating to Herzberg’s two-factor theory (1959). They applied the theory in

investigating the construction workers in Thailand. The result shows that the theory

cannot entirely be applied to the industry there as there is different constitution about

motivation factors and hygiene factor. In addition, some factors are bi-polar in nature

(such as achievement for foremen) which is contradict to the theory that motivation

factors can only increase job satisfaction but not increase job dissatisfaction, vice

versa for hygiene factors. However, bi-polar factors can affect both job satisfaction

and job dissatisfaction. The result also reveals the reality that contingency approach
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should be adopted as the factors cause different effects to various categories of

workers. For instance, achievement is only a motivation factor to engineers while it is

a bi-polar factor to foremen. It proves the existence of the locational difference about

the job satisfaction of employees in various places because they may work and live in

different environment. Therefore, it explains the importance of conducting a research

to investigate the situation of the Hong Kong construction industry.

Bowen and Cattell (2008) conduct a study to investigate the factors affecting job

satisfaction of South African quantity surveyors. They summarized the relevant

studies and classify those factors into two main categories personal characteristics and

the working characteristics. In their study, they examine most possible variables that

can be divided into four aspects, namely, demographic factors, workplace factors,

career choice issues, and gender and race discrimination. The summary of the result

can be shown as follows:

One special contribution of this research is its findings about demographic

factors and gender and race discrimination make the result regarding the construction

industry diminishing from other industries. It suggests that gender, race and

discrimination on the basis of gender and religious affiliation are significantly related

to job satisfaction.

Some other researches also investigate the gender issue discovered in the
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construction industry. For instance, when comparing female and male, women’s

employment is lower than male. Although it has increased in the labour market

nowadays, they have still been concentrated in traditional female fields such as health

and education (Arslan and Kivrak, 2004). Organizations with relatively few women in

positions of power are experienced as less hospitable to women and less accepting of

attitudes, values and behaviors typically associated with women (Ely, 1994).

Fielden et al (2001) explores the barriers to women’s entry and participation in

the construction industry from four main perspectives: building contractors, housing

associations, change agents (e.g. Equal Opportunities Commission) and relevant

construction organizations (e.g. Construction Industry Training Board). The focus

groups identified a number of issues in education and training; recruitment and

retention that they felt were the main barriers to female.

Davidson and Burke (1994) suggests that organizations which are successful in

developing practices and policies that support the career aspirations for their

managerial and professional women can help them gain certain competitive

advantages, such as achieve better quality of management, attract the best talent,

optimize potential and productivity, retain the investment, attract and retain clients.

Therefore, supportive policies not only have positive impacts on women professionals

themselves, but also organizations. Therefore, these studies support the idea about the
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gender difference of job burnout in the construction industry.

Love and Edwards (2005) explore the relationship between the full job strain
model (JSM) and psychological wellbeing (health and job satisfaction) of construction
project managers. The findings show that the social support within JSM (other
components include job demand, job control) have a significant positive relationship
with psychological wellbeing (health and job satisfaction) and non-work-related
support has even more significant result than work-related support. Therefore, the
result provides an important idea that psychological wellbeing can be greatly affected
by totally ‘soft’ and ‘subjective’ psychological factors.

Similar to other industries, the negative relationship between job stress, job
satisfaction in the construction industry and their possible outcomes such as anxiety
can be supported by previous studies. Love and Edwards (2005) adopting the idea of
Theorell (1976): the high level of job stress can be linked with low level of

satisfaction and therefore high level of adverse possible outcomes, vice versa'®.

'* Theorell, 1976, quoted by Love and Edwards, 2005, p 92.
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4.5 Summary of Chapter 4

The relevant theoretical and empirical studies about organization culture, job

burnout and job satisfaction in the construction industry are critically reviewed. This

chapter not only provides insights about the related current phenomenon, but also

discussed more relevant findings, such as the effects of demographic variables in the

construction industry for this research. It shows that more studies about these concepts

in the Hong Kong construction industry could be conducted in future since there are

still few studies investigating the current condition of the Hong Kong construction

industry.
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Chapter 5 Research Hypotheses, Strategy and Methodology

In this part, the whole process development of research hypotheses is illustrated.
The rationale of it is corroborating the existing findings from literature review and
identifying the possible research gaps. Then, research hypotheses and model are
constructed for investigation. The methodology and research design is explained in

Section 5.3.

5.1 Development of research model and hypotheses
5.1.1 Synthesis of existing findings: gap and the aim of this study

From the literature review, the relationship between organizational culture, job
burnout and job satisfaction has been established but have yet to be empirically tested
in the Hong Kong construction industry. A majority of studies concentrate on other
industries that require interaction with other people. Therefore, only few studies relate
to the Hong Kong construction industry.

Most previous studies concentrate on investigating other factors affecting job
burnout and job satisfaction, such as working characteristics, coping strategies. There
are only some explanations about the concepts of job burnout and job satisfaction.

The general explanation about their relationship has not yet been examined.
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Noting the gap, this study aims to investigating the relationship between

organizational culture, job burnout and job satisfaction of the Hong Kong construction

professionals.

5.1.2 Research Model

H1 Job Burnout

A

. H3
Organizational Culture

\ 4

Job Satisfaction

H2

Figure 15 Research model

Hypothesis 1: Divergence of various aspects concerning the organizational

culture between the existing reality and the ideal of employees in organizations are

expected to contribute to the positive relationship with job burnout, i.e. employees

who have the higher cultural divergence level would have higher level of job burnout.

Therefore, the 15 organizational culture aspects are expected to have positively

relationship with exhaustion and cynicism while they are expected to have negatively

relationship with professional efficacy.

Hypothesis 1.1: The divergence of the perception about a good boss is positively

correlated with burnout.
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Hypothesis 1.2:

Hypothesis 1.3:

Hypothesis 1.4:

Hypothesis 1.5:

Hypothesis 1.6:

Hypothesis 1.7:

Hypothesis 1.8:

Hypothesis 1.9:

The divergence of the perception about a good subordinate is

positively correlated with burnout.

The divergence of the perception about what a good member of the

organization gives first priority to is positively correlated with

burnout.

The divergence of the perception about who do well in the

organization is positively correlated with burnout.

The divergence of the perception about how the organization treats

the individual is positively correlated with burnout.

The divergence of the perception about how people are controlled and

influenced is positively correlated with burnout.

The divergence of the perception about the situation that one person

to control another’s activities is legitimate is positively correlated

with burnout.

The divergence of the perception about the basis of task assignment is

positively correlated with burnout.

The divergence of the perception about how work is performed is

positively correlated with burnout.

Hypothesis 1.10: The divergence of the perception about how people work together
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is positively correlated with burnout.

Hypothesis 1.11: The divergence of the perception about competition in organization

is positively correlated with burnout.

Hypothesis 1.12: The divergence of the perception about conflict in organization is

positively correlated with burnout.

Hypothesis 1.13: The divergence of the perception about decisions in organization is

positively correlated with burnout.

Hypothesis 1.14: The divergence of the perception about the appropriate control and

communication structure is positively correlated with burnout.

Hypothesis 1.15: The divergence of the perception about how the environment

responds is positively correlated with burnout.

Hypothesis 2: Appropriate organizational culture is expected to have positive

relationship with job satisfaction. Therefore, the divergence of organizational culture

between the existing reality and the ideal of employees in organizations are expected

to contribute to be negatively correlated with job satisfaction; so the 15 cultural

divergence elements are expected to be negatively correlated with 9 aspects of job

satisfaction and total job satisfaction.

Hypothesis 2.1: The divergence of the perception about a good boss is negatively

correlated with job satisfaction.
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Hypothesis 2.2:

Hypothesis 2.3:

The divergence of the perception about a good subordinate is

negatively correlated with job satisfaction.

The divergence of the perception about what a good member of the

organization gives first priority to is negatively correlated with job

satisfaction.

Hypothesis 2.4:

Hypothesis 2.5:

Hypothesis 2.6:

Hypothesis 2.7:

Hypothesis 2.8:

Hypothesis 2.9:

The divergence of the perception about who do well in the

organization is negatively correlated with job satisfaction.

The divergence of the perception about how the organization treats

the individual is negatively correlated with job satisfaction.

The divergence of the perception about how people are controlled and

influenced is negatively correlated with job satisfaction.

The divergence of the perception about the situation that one person

to control another’s activities is legitimate is negatively correlated

with job satisfaction.

The divergence of the perception about the basis of task assignment is

negatively correlated with job satisfaction.

The divergence of the perception about how work is performed is

negatively correlated with job satisfaction.

Hypothesis 2.10: The divergence of the perception about how people work together
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is negatively correlated with job satisfaction.

Hypothesis 2.11:

Hypothesis 2.12:

Hypothesis 2.13:

Hypothesis 2.14:

Hypothesis 2.15:

The divergence of the perception about competition in organization

1s negatively correlated with job satisfaction.

The divergence of the perception about conflict in organization is

negatively correlated with job satisfaction.

The divergence of the perception about decisions in organization is

negatively correlated with job satisfaction.

The divergence of the perception about the appropriate control and

communication structure 1is negatively correlated with job

satisfaction.

The divergence of the perception about how the environment

responds is negatively correlated with job satisfaction.

Hypothesis 3: Among three aspects of job burnout, exhaustion and cynicism are

expected to be negatively correlated with 9 aspects of job satisfaction and total job

satisfaction while professional efficacy is expected to be positively correlated with

them.

Hypothesis 3.1: Total job satisfaction is negatively correlated with job burnout.

In hypotheses 1.1-1.16, organizational culture divergence is hypothesized to have
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significant positive relationship with exhaustion and cynicism and negative

relationship with professional efficacy.

The rationale of hypotheses 2 is basically similar to hypothesis 1, that is, to

investigate the relationship between organizational culture divergence and job

satisfaction. The divergence of the perception about various aspects of organizational

culture is used for providing comprehensive result about the significance of particular

aspects of organizational culture. In hypothesis 3, the relationship between job

burnout and job satisfaction is examined and employees who suffer from job burnout

are expected to have lower level of job satisfaction, vice versa.

5.2 Measures of variables

As mentioned before, the aim of this research is to identify the impact of

organizational culture divergence on job burnout and job satisfaction and the

relationship between them. From the literature review, we can find that organizational

culture is a major factor affecting job burnout and job satisfaction. In order to validity

the result of the questionnaire survey, other demographic variables are for exploring

the result.
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5.2.1 Demographic variables

From the literature review, it is identified that there are several variables, apart

from organizational culture, affects the magnitude of job burnout and job satisfaction

of employees in Hong Kong construction companies. In the research, those variables

are identified by requiring the respondents to answer them first and analyze the

correlation of them with job burnout and job satisfaction. After that, they are

examined their impacts on organizational culture, job burnout and job satisfaction as

suggested by the research hypotheses.

(1) Demographic information

The literature review reveals the reality that demographic factor can affect a

person’s job burnout and job satisfaction level when holding other factors, such as the

divergence of organizational culture constant. Therefore, correspondents are invited to

provide their demographic information, namely years working in the construction

industry, age, education level, marital status and gender for result analysis in the

“Personal Background” part.

(2) Job nature and position

The construction industry is complex that many parties are involved. For instance,

for a construction project, government officer, developer, architect, consultant,

contractor, engineer, sub-contractor, etc. participate throughout the project

81



(Oney-Yazic et al, 2006). The role the people play can differentiate their working

condition from others. Apart from the role, what kinds of company they work for may

imply different working environment for them. For instance, working in public sector

may have huge difference with those working in private sector (Ng et al, 2005).

Therefore, respondents are invited to fill in what the organization they work for

and what the profession they are in the “Background” part of the questionnaire. They

can tick the box which represents their present organization and profession type.

In this research, Statistical Package for the Social Sciences (SPSS) is used to

analyze to see whether there are any effects caused by demographic variables.

ANOVA and t-test are proposed to carry out whether there are any divergence results

among those demographic variables. It hopes providing meaningful data for

understanding the psychological health condition of construction professionals in

Hong Kong.

5.2.2 Organizational culture

From the literature review, we can see that there are many types of theories about

the organizational culture. The review also reveals the complex reality about the

organizations in the construction industry because of its project-team-oriented

structure. In order to clarify the scope of investigation in this research, permanent

based company organizations in Hong Kong are as bases of the research and
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employees working within them are investigated of their job burnout and job

satisfaction.

The instrument used in this research is the Organizational Culture Questionnaire

developed by Handy (1993). According to Handy (1995) and Harrison (1972), the

organizational cultures consist of four major types, namely club, role, task and

existential. The questionnaire has 15 questions representing 15 aspects of

organizational culture and each question is comprised of four sets of statements

describing the above mentioned four cultures. The 15 aspects can be summarized as: 1.

perception of a good boss; 2. perception of a good subordinate; 3. what a good

member of the organization gives first priority to; 4. what kind of people is viewed as

do well in the organization; 5. how the organization treats the individual; 6. how

people are controlled and influenced by; 7. perception of exercising legitimate control

on others activities; 8. the basis of task assignment; 9. how the work is performed; 10.

how people work together; 11. competition; 12. conflict resolution; 13. decision

making; 14. appropriate control and communication structure; 15. the organizational

environment.

The respondents are required to rank the four statements from 1 (dominant view)

to 4 (the least dominant view). They need to rank according to the existing

organizational culture and their ideal perception about culture.
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There are two major reasons of choosing this instrument is because of the limited

previous researches about organizational culture in the Hong Kong construction

industry. In addition, based on the findings of literature review, the construction

industry is very complex that it involves different parties and professional, such as

architects, surveyors, contractors, government departments, etc. Therefore, by

combining the occupational characteristics and contingency approach altogether, it

shows that it is difficult for us to identify the best type of organizational culture for

different kinds of construction companies. As a result, Handy (1993)’s questionnaire

has been choosen with a view to give in-depth analysis about organizational cultures

of construction companies in Hong Kong.

The analysis of cultural divergence can be divided into three stages: First, it

provides insight about what the dominant cultural type and ideal cultural type are

(Handy, 1993). The existing cultural type which has the lowest among the four

cultural types represents the dominant existing type as the score “1” means the

dominant view. The logic applies to the ideal cultural type. Mixture of culture exists if

two cultural types have the same total score (Handy, 1995).

Second, the relationship with the existence of cultural divergence can be

examined by coding the cultural compliance as 0 and the cultural divergence as 1

(Bourantas, et al, 1990). Third, the cultural divergence can be quantified by
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calculating the rank difference between the existing and ideal culture as this method

can also focus on the effects of overall cultural divergence other than solely the

dominant cultural type (Bignardi, 1996). He suggests that if the power culture in the

existing culture about the perception of a good boss is ranked as 1 and it is ranked as 4

in the ideal culture. Then, “3” represents the magnitude of cultural divergence of that

element. The difference of each row is added up for each aspect (15 aspects in total)

and the score for 15 aspects are added up as a total number representing total cultural

divergence that correspondents suffer. In order to prevent confusion, the term “culture

divergence” is used for explaining the second method. The term “total divergence” is

used for explaining the quantifying method.

The perfect match between an individual’s preferences and his organization’s

cultures then is to be investigated as it would suggest a perfectly fitting psychological

contact (Handy, 1993). Therefore, it is hypothesized that the higher divergence

between the ideal and the current situation of organizational culture, the higher job

burnout and lower job satisfaction construction professionals suffer from their jobs.

The rationale of the hypothesis when there is discrepancy between one person’s

ideal and actual perception, conflicts between project participants may also occur as

each of them have their own ideal perception about organizational culture which is

different from actual organizational culture in construction organizations; so they may
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have different style to work and relationship with the other colleagues and

organization (Ankrah and Langford, 2005).

5.2.3 Job burnout

For investigating job burnout of employees in the Hong Kong construction

industry, the Maslach Burnout Inventory-General Survey (MBI-GS) should be chosen

as the main role of construction practitioners are service providers and the clients are

not the direct product recipients (Maslach et al, 1996). The reason of choosing this

instrument is due to its popularity in measuring job burnout. It has been used in

examining the Hong Kong construction professionals (Yip, 2007) and the Hong Kong

construction and architect students (Jia, 2009).

Although the tasks of their job are usually required to communicate with other

involved parties, such as sub-contractors, foreman, etc., they do not have tight

relationship with other people.

The MBI-GS consists of 16 items: Emotional Exhaustion (5 items), Cynicism (5

items) and Professional Efficacy (6 items) and a 7-point Likert scale is used to rate

those items, from ‘never in the past year’ (0) to ‘every day’ (6) (Maslach et al., 1996).

The higher the emotional exhaustion and depersonalization scores and the lower

the personal accomplishment scores, the more the person would be suffering from

burnout (Prosser et al., 1999). Experiencing any one of these three symptoms is
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manageable to some extent; however, when individuals begin to exhibit all three

symptoms, they have reached burnout (Koesten, 2005).

The three elements cannot of job burnout cannot be combined into one total

score of job burnout as suggested by Maslach et al (1997) that professional efficacy is

independent of exhaustion and cynicism; so it cannot be assumed as the totally

opposite of exhaustion and cynicism as the correlations of it with exhaustion and

cynicism is low. Apart from this, the exhaustion and cynicism representing different

characteristics of job burnout that cannot be combined into the total scores; therefore,

the three elements should be measured and analyzed separately.

5.2.4 Job satisfaction

Job Satisfaction Survey (JSS) is newly developed instrument when compared to

others such as Job Diagnostic Survey (JDS) and Job Descriptive Index (JDI). The

justification of using this instrument is that Spector (1985) has made reference to

those previous researches, especially JDS and added in his own research findings into

the questionnaires. Therefore, JSS may provide some innovation findings about the

job satisfaction of the Hong Kong construction professionals.

Spector (208) suggest that JSS can measure the satisfaction of nine dimensions,

namely, pay (pay and remuneration), promotion, supervision, coworkers, nature of

work (job tasks), fringe benefits (both monetary and non-monetary), contingent
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rewards (appreciation, recognition, and rewards for good work), operating conditions

(policies and procedures) and communication.

The first five dimensions are basically similar to the dimensions of JDS and

Specter (1985) added the latter four dimension that show significant influence on job

satisfaction of employees. Each dimension is comprised of four questions; so JSS has

altogether 36 questions in total. Similar to MBI, JSS adopts Likert scale of

measurement from 1 (strongly disagree) to 6 (strongly agree). Spector suggests that

the negatively worded items should be reverse scored and negatively worded items

are 2,4, 6, 8,10, 12, 14, 16, 18, 19, 21, 23, 24, 26, 29, 31, 32, 34, 36.

The calculated scores can be analyzed by one of the below methods: normative

approach and absolute approach. Spector (2008) explains the use of normative

approach is to compare the score with the norms as JSS has been used for

investigating the job satisfaction of various factors while the absolute approach is to

analyze the score directly that possible scores of JSS range from 36 to 216:

Table 8 Explanation of JSS scores (Spector, 2008)

Scores Explanation
36-108 Dissatisfaction
108-144 Ambivalent
144-216 Job satisfaction
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It is suggest that absolute approach should be adopted as the norms are mainly

based on USA and Canada that they may different from the condition of the Hong

Kong construction industry. The reason is that the literature reviews that the culture of

enterprises of different locations are affected by their own national culture, therefore,

it may not suitable to compare the scores with the norms directly. By adopting

absolute approach, the data can be collected for understanding the seriousness of job

dissatisfaction of construction employees in Hong Kong before the relationship

between organizational culture, job burnout and it can be examined.

5.3 Research design

It is proposed to conducted both quantitative and qualitative study in this

research. The quantitative study acts as a snapshot of the current situation about

significance level of the relationship between organizational culture, job burnout and

job satisfaction and the psychological health condition of construction professionals in

Hong Kong. The qualitative study, meanwhile, dig-deep into the issue to confirm the

importance of organizational culture to job burnout and job satisfaction and identify

factors, strategies and other issues relating to job burnout and job satisfaction. It

hopefully gives a broad picture about the overall analysis of the psychological health

condition of the Hong Kong construction industry.
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The methodology used for quantitative study is the questionnaire survey as

mentioned before whereas a follow-up semi-structure interview is conducted for

qualitative study. The aim of use the two studies are to compensate the findings from

each study and come up with the most possible compensative findings for the research.

The research flow can be summarized as follows:

A Y A

Pilot study
(Aug. 09) N =4

Main survey
(Sep. 09-Nov. 09)

N=139 Data Analysis Follow-up
(Dec. 10-Jan. 10)  interview
(Feb. 09)

N=2

»
>

Figure 16 Research flow
5.3.1 Stage I — Pilot study

The aim of the pilot study is the initial test of the questionnaire. At the beginning
of the pilot survey, four participants are first invited to complete the questionnaire in
order to collect feedback about the questionnaire items. Among four correspondents,
one participant is engineer and three are QS. Their nationality is different: one is
British and three are local Hong Kong resident.

Their results provided good indication for the questionnaire survey. After
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completing the questionnaire, they reported a great difficult time spent. This might be

explained by different reading speed. However, the time required should be much

longer at around 45-60 minutes. They both commented that the questionnaire does not

have any major problems, instead, some minor errors, such as formatting and typos.

However, some misunderstandings of the questionnaire requirement were

reported by the local participants. This problem occurs especially in the part of Handy

Organizational Culture Questionnaire. In the questionnaire, participants are required

to rank the four statements from one to four while three participants misunderstood it

as rating i.e. one (strongly disagree), 4 (strongly agree) which is the common way of

filling normal questionnaire. All local participants (totally 3) suggest that a Chinese

version of questionnaire should be provided for reference in order to minimize

misunderstanding and shorten the time spent in completing the questionnaire.

The minor mistakes and typos in the questionnaire are corrected. In addition, a

Chinese version of questionnaire is produced. The translation of the questionnaire is

conducted by the author and double checked by a bilingual degree holder. After the

improvement of the questionnaire, the two local participants who misinterpreted some

items in the questionnaire previously were invited to complete the questionnaire again.

They reported the questionnaire is much more user-friendly and the required time can

be reduced to less than 45 minutes by referring to the Chinese questionnaire.
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Statistical Package for the Social Sciences (SPSS) is used to analyze the result of

the pilot study. The statistics provide some basic indications about the relationship

between the organizational culture, job burnout and job satisfaction. In the pilot

survey, the results of four respondents were input into SPSS in order for testing the

validity of hypotheses. The correlations of them are investigated so that we can have

basic idea of the relationship between cultural divergences, job burnout and job

satisfaction of construction professionals in Hong Kong. However, t-test is unable to

be conducted for analyzing the result differences among different target groups due to

the limited number of correspondents involved in the pilot survey.

Table 9 Pilot survey: the relationship between total cultural divergence and job

burnout
Correlations
Total Professional
divergence Exhaustion Cynicism Efficacy

I'-I'otal_divergence Pearson 1 0.654 0.604 ~0.645|

Correlation

Sig. (2-tailed) 0.346 0.396 0.355

N 4 4 4 4

*. Correlation is significant at the 0.05 level (2-tailed).

Table 10 Pilot Survey: the relationship between total cultural divergence and total job

satisfaction

Correlations

Total_divergence

Total_job_satisfaction

N

| n -
Total_divergence Pearson
Correlation

Sig. (2-tailed)

-0.194

0.806)
4
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Table 11 Pilot survey: the relationship between job burnout and total job satisfaction

Correlations
Total job
satisfaction

Exhaustion Fearson -0.753

Correlation

Sig. (2-tailed) 0247

M 4
Cynicism Fearson -0.6TH

Correlation

Sig. (2-tailed) 0.3245

] 4
Prof_Efficacy Pearson -0.62

Carrelation

Sig. (2-tailed) 0.38

M 4
Total job Fearson 1
satisfaction Carrelation

Sig. (2-tailed)

] 4
* Coarrelation is significant atthe 0.05 level
(2-tailed).

Table 9 to Table 11 do not show the significant relationship between

organizational culture, job burnout and job satisfaction. Table 9 and 10 only show the

same direction about the hypothesized relationship between organizational culture and

job burnout, organizational culture and job satisfaction respectively whereas Table 11

shows the same direction of hypothesized relationship between exhaustion, cynicism

and job satisfaction.

In pilot survey, only the same directions about the relationships are shown but

the not significant relationships. They should be further analyzed in the main survey
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by using more results from correspondents in a view to getting more validated result.

5.3.2. Main Survey

After the completion of pilot survey, the main survey was then conducted. Due to

the time limitation for BSc dissertation, the author sends out the questionnaire via

email (a hard copy is made for correspondents filling out the questionnaire using

Microsoft word) and some hard copies of the questionnaire to her friends and

colleagues and invite them to forward the question to those people they know. An

invitation letter is attached with the questionnaire stating the focus of the

questionnaire and the methods of questionnaire submission (Please refer to Appendix

for the sample letter). The completed questionnaires can either be returned by email or

by hardcopy.

There are 39 questionnaires returned to the author finally. They have all been

completed but three of correspondents miss to fill in one demographic item (i.e. one

misses the age while the remaining two miss the years they have entered into the

industry). The details of the results please refer to Chapter 6. None of them has

provided any additional comments in the last page of the questionnaire. Among 39

correspondents who return the questionnaire to the author, two of them indicate their

interest in participating the follow-up interview. Finding of the main survey are

reported in Chapter 6.
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5.3.3 Follow-up interview

For the two interviewees, one correspondent is a female QS working in main

contractor while another is a male land surveyor working in a government department.

The interviews were to be conducted in coffee shops after the working hour in

weekend. During interviews, the ethical issues were explained to them before the

interviews actually started. The author first conducted a briefing to them regarding the

findings in the questionnaire survey. They were then invited to share their opinion

about the survey results and relevant issues. The role of author is mainly to ask some

questions and invite them to answer instead of ‘discussing’ the issue. The length of

interviews is around 30 minutes.

The interviews were conducted in Cantonese while English is used for specific

technical terms, e.g. cultural divergence, job burnout and job satisfaction, etc to keep

the original meeting be accurate. Since the mother tongues of them are Cantonese, it

i1s more convenient for them to express their views. Notes were taken in during the

interview and organized at the same day of the interview.

Interviewees were assured that their personal information will not be disclosed.

The results of the interviews are organized and presented in Chapter 6 and they are

analyzed using relevant concepts and theories in Chapter 7.
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5.4 Summary of Chapter 5

The whole progress of developing the research hypotheses, strategy and

methodology are illustrated. The explanation includes the process of formulating

research problem from the existing research gap, developing the research model — the

rationale of choosing the instruments, the measurement of variables in this research to

the research progress (i.e. the research flow). This chapter links Chapter 2, 3 and 4

together and develops them into a valid research model and testable hypotheses.
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Chapter 6 Results and analysis

This chapter consists of two major parts. The first part is to provide quantitative
analysis of the questionnaire data gathered and statistical examination of the
hypotheses by using SPSS while the second part is to provide qualitative affirmation

of quantitative results from the interviews conducted.

6.1 Factor analysis

The measures are validated by Explanatory Factor Analysis. Principle
Component Analysis and Varimax rotation are used to examine the relationships
between the variables and provide a suggestion of restructuring the variables.

Cronbach’s alpha is used to test the reliability of the scale ().

6.1.1 Organizational culture

The respondents are invited to answer one question about each aspect of
organizational culture perception. Therefore, there are 15 questions altogether
representing the 15 aspects of organizational culture. A forced three-factor structure is
selected among various factor structures as it yields marginal validity and good

reliability.
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Based on the nature of the factors, the three factors are given new names

representing them. They are 1.procedural structure, 2.environment and 3.problem

solving. Item loading below than .40 is suppressed and only equal to or above .40 is

shown in Table 12. The Kaiser-Meyer-Olkin (KMO) is 0.693, reflecting a marginal

acceptability of factor analysis (Field, 2005). The total variance of the force

three-factor solution is 64.141%. For reliability, the Cronbach’s Alpha (a) is .891,

which is above 0.7 minimum requirement (Field, 2005).

Table 12 Factor analysis of organizational culture divergence

Rotated Component Matrix®

Component
1 2 3

boss A good boss a77
subordinate A good subordinate 717|  .563
priority A good member of the organization gives priority to 773
do_well People who do well in the organization .536

treat_individual The organization treats the individual .809| .308
influenced People are controlled and influenced by .702 487
legitimate_control It is legitimate for one people to control another's 4101  .477] 433
task_basis The basis of task assignment is .786
work_performed Work is performed out of .518| .628
work_together People work together .538| .640
competition Competition .592

conflict Conflict .675
decisions Decisions 474 528
structure The appropriate control and communication structure 419  .659
environment_response | The environment is responded to as though it were .855

Extraction Method: Principal Component Analysis. [Rotation Method: Varimax with Kaiser Normalization.
a. Rotation converged in 6 iterations.

98




6.1.2 Job burnout

The respondents are invited to answer five questions for exhaustion, five

questions for cynicism and six questions for professional efficacy. A forced

three-factor structure is used for yielding marginal validity and good reliability. The

three factors roughly have a similar structure from the original three aspects although

the combination of cynicism and exhaustion are different from proposed.

The 3 factors are 1.professional efficacy, 2.cynicism and 3.exhaustion. The KMO

1s .611, reflecting a marginal acceptability of factor analysis. The total variance of the

force three-factor solution is 61.711%. For reliability, the Cronbach’s Alpha of the

whole scale 1s .769, which is above 0.7 minimum requirement.
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Table 13 Factor analysis of job burnout

Rotated Component Matrix®

Component
1 2 3
E1 | feel emotionally drained from my work. .743
E2 | feel used up at the end of the workday. .760
E3 | feel tired when | get up in the morning and have to 725
face another day on the job.
E4 Working all day is really a strain for me. .693
ES | have accomplished many worthwhile things in this .604 419
job.
C1 | have become less interested in my work since | -.418
started this job.
Cc2 | have become less enthusiastic about my work. .798
C3 | just want to do my job and not be bothered. 407
C4 | have become more cynical about whether my work 462 .720
contributes anything.
C5 | doubt the significance of my work. .738
PE1 | can effectively solve the problems that arise in my 877
work.
PE2 |l feel | am making an effective contribution to what .558
this organization does.
PE3 |In my opinion, | am good at my job. 914
PE4 |l feel exhilarated when | accomplish something at .796
work.
PES |l feel burned out from my work. 443 .604
PE6 At my work, | feel confident that | am effective at 912
getting things done.

Extraction Method: Principal Component Analysis. [Rotation Method: Varimax with Kaiser Normalization.
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6.1.3. Job satisfaction

The respondents are invited to answer four questions for each aspect. The factor

analysis of the 9 aspect is conducted. Eigenvalues over 1 are extracted. The factor

analysis provides a seven-factor solution. Items on pay, fringe benefits and coworkers

are combined to be one factor. Supervision and coworkers are combined to be one

factor. The other factors roughly remain as proposed.

The seven factors are 1. benefits and coworkers, 2.interpersonal relationship,

3.operating, 4.work nature, 5.promotion, 6.communication and 7.contingent rewards.

The KMO is .504, reflecting a marginal acceptability of factor analysis. The total

variance of the seven-factor solution is 82.925%. For reliability, the Cronbach’s Alpha

1s .944, which is well above 0.7 minimum requirement.
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Table 14 Factor analysis of job satisfaction

Rotated Component Matrix®

Component
1 2 3 4 5 6 7
Pay1 | feel | am being paid a fair amount for the work | do. .574 .555
Pay2 Raises are too few and far between. .607
Pay3 | feel unappreciated by the organization when | think about .629 421
what they pay me.
Pay4 | feel satisfied with my chances for salary increases. .598 444 400
Promotion1 There is really too little chance for promotion on my job. .886
Promotion2 Those who do well on th job stand a fair chance of being .853
Promotion3 People get ahead as fast here as they do in other places. .868
Promotion4 | am satisfied with my chances for promotion. .769
Supervision1 My supervisor is quite competent in doing his/her job. .848
Supervision2  [My supervisor is unfair to me. .890
Supervision3 My supervisor shows too little interest in the feelings of .885
Supervision4 | like my supervisor. 874
Fringe1 | am not satisfied with the benefits | receive. .806
Fringe2 The benefits we receive are as good as most other .728
Fringe3 The benefit package we have is equitable. .879
Fringe4 There are benefits we do not have which we should have. .825
Contingent1 When | do a good job, | receive the recognition for it that | .871
Contingent2 ]I do not feel that the work | do is appreciated. .763
Contingent3 There are few rewards for those who work here. 411 535
Contingent4 | don't feel my efforts are rewarded the way they should be. .596
Operating1 Many of our roles and procedures make doing a good job .858
Operating2 My efforts to do a good job are seldom blocked by red tape. .897
Operating3 I have too much to do at work. .871
Operating4 | have too much paperwork. 782
Coworkers 1 | like the people | work with. .665| .517
Coworkers2 | find | have to work harder at my job because of the .617] .469 408
incompetence of people | work with.
Coworkers3 ]I enjoy my coworkers. .601| .521
Coworkers4 There is too much bickering and fighting at work. .644| .552
Work_nature1 || sometimes feel my job is meaningless. 778
Work_nature2 ]I like doing the things | do at work. .901
Work_nature3 1 feel a sense of price in doing my job. 779
Work_nature4 [My job is enjoyable. 823
Communication |Communications seem good within this organization. .798
Communication |The goals of this organization are not clear to me. 456 .725
Communication |I often feel that | do not know what is going on with the .902
Communication [Work assignments are not fully explained. .854

Extraction Method: Principal Component Analysis. [Rotation Method: Varimax with Kaiser Normalization.
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The above factor analyses provide solutions about the restructuring of the

variables and the reduction of variables for result analysis. However, the original

scales are used in result analysis in this research. There are several reasons supporting

this decision. First of all, the original scale are well-tested by other researches. For

instance, Mashlach et al (1996) have used the MBI instruments for measuring the job

burnout of employees from different industries. Yip (2007) and Jia (2009) have

conducted studies on the job burnout level of construction professionals and

construction students in Hong Kong. Their studies involve large sample size and their

factor analyses support adopting the structure of job burnout.

For JSS, Spector (2008) has also examined the instrument with large sample size.

Therefore, these instruments are well-tested by previous researches. Due to the small

sample size in this research, it is more appropriate to apply the original scale in result

analysis.

In addition, the result analysis in this research adopts the original scale so as to

separate the factors to discover any significant results and interesting issues in this

research. The original scale can indicate more details about which certain factors have

significant relationship with others. For example, 15 original factors are kept in the

result analysis, so we can have better understandings about the significance of those

factors of their relationship with job burnout and job satisfaction.
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6.2 Quantitative results and analyses

There are 39 questionnaires returned. Most of them entirely completed except

two miss number of years entering into the industry; one misses his/her age. Therefore,

39 data can be used to analyze the relationship between cultural divergence, job

burnout and job satisfaction and those missing data are excluded when the

relationship of demographic variables, cultural divergence, job burnout and

satisfaction is examined.

6.2.1 Demographic variables

From the literature review, demographic variables in the questionnaire include

organization type, profession type (occupation), years of working in the industry, age,

education level, marital status and gender can contribute to the result difference of job

burnout and job satisfaction; therefore, they are classified as demographic variables.

The frequency distribution and proportions of those demographic variables of the

correspondents in the main survey are shown as the below figures.

O Main Contractor
B Government

[ Consultant

O Developer

Figure 17 Frequency distribution by organizations
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Figure 18 Frequency distribution by occupation

HQS

@ BEnginer

O Finence

O Lend Surveyor

O Works Supervisor
O Project Maneger
B GP

O<5

M 5<10
010-<15
015<20

W 20-<25
025 or above

Figure 19 Frequency distribution by years working in the industry

Figure 20 Frequency distribution by the age of correspondents
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O Bdow undergradude
B Undergradugte
@ Above undergradudte|

Figure 21 Frequency distributions by education level

@ Single
B Maried
O Divoroed

Figure 22 Frequency Distribution by martial status

Figure 23 Frequency Distribution by gender
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From the above charts, a majority of correspondents (51.28%) are from main

contractor followed by 30.77% of correspondents work in government departments

while the remaining 17.95% correspondents are comprised of consultant and

developer. The occupations of them are quite diverse forming 7 categories and 41%

correspondents work as QS from contractor and consultant followed by 25.64% land

surveyor and other occupations, such as engineer, etc.

The frequency distribution of years correspondents working in the construction

industry is shown as Figure 19. The correspondents working in the industry within 20

years form the majority of 75% and near one third of them (28.95%) are now 30-35 at

the time they fill out the questionnaire. The education level of correspondents quite

evenly distributed among three categories; around 35% below undergraduate, 44%

undergraduate and 21% above undergraduate.

64% correspondents have got married and 31% are single while the remaining

5% are divorced. The correspondents are mainly male (77%) and the female

correspondent only amounts to about 23%.

The above paragraphs show the frequency distribution of demographic details of

the 39 respondents. Their relationships with organizational culture, job burnout and

job satisfaction are going to be explored in section 6.1.3.
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6.2.2 Organizational culture

Section 5.2.2 explains how the scores are computed and how the dominant

cultural type identified. Figure 24 shows the frequencies distribution of the perception

about existing types of organization cultures. About the existing culture,

correspondents suggest that most of them are working in organisations adopting role

culture followed by adopting power culture while one correspondent working in

mixture of power and role culture. The remaining one correspondent work in task

culture.

O Power
B Role
O Task
O Mixed

Figure 24 Frequency distribution by existing culture of organizations correspondents

Figure 25 shows the frequency distribution of the perception of respondents

about the ideal culture. Most respondents (41%) desire task culture while 38% of

them desire role culture and three of them desire the mixture of role and task culture.

Only three and two correspondents desire power culture and person culture

respectively.
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O task
M role
M person
O mixed
O power

Figure 25 Frequency distribution by the ideal culture of correspondents

B No
B Yes

Figure 26 Frequency distribution of the occurrence of cultural type difference

Among 39 correspondents, 24 of them have the existence of cultural divergence

representing only 38.46% correspondents have the same culture type when compared

the existing organization culture they face and the ideal culture they preference.

However, it cannot simply be concluded that the culture divergence problem is

very serious. The reason is that Handy (1995) suggests that understanding the type of

existing and ideal cultures construction professional belong to should be the basic

only but not the conclusion since construction professionals can have more than one
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type of culture at the same time. The method of dominant type analysis limits the

investigation about the actual situation of correspondents.

As a result, in order to examine the relationship between cultural divergence, job

burnout and job satisfaction, no cultural type difference occurrence cannot simply be

coded as 0 while culture type difference occurrence cannot simply be coded as 1 and

then using Spearman Bivariate correlation test. Bignardi (1996) suggests quantifying

the cultural divergence by calculating the rank difference between the existing and

ideal culture. The total score is used to conduct Pearson correlation test during

relationship analyses.

6.2.3. Job burnout

Job burnout does not have an absolute score representing whether the

correspondents suffer from high level of burnout and Maslach et al (1996) suggests

dividing the scores into 3 levels and be labeled as low, moderate and high job burnout.

Instead, the score of each correspondent should be compared with the overall

correspondent score whereas the overall score should be compared with the norms of

other industries or other locations.

Table 15 shows the score range from this research and two other researches. One

of them is the large-scale-research conducted by Maslach et al (1996) while another is

the doctoral thesis conducted by Yip (2007). The findings from Yip (2007) is more
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relevant to this research as the focus of it is similar to this research which focuses on

the construction professionals in Hong Kong implying the same national culture,

economic environment, more similar working condition.

Table 15 Comparison of burnout levels with previous studies

—Rance of bimolt expericnce
Job Burnout | ow Average  IHigh
(owec third\i(middle thiral(1ioner third)
Exhaustion INorth American Sample (N=3727)§<2 00 201-319 232
Research of Yip (N=471) =223 224400 2401
This research (N=39) =160 161-260 261
Cynicism INorth American Sample (N=3727)1<1.00 101-219 P22
Research of Yip (N=471) <199 200320 7321
This research (N=39) =160 161-260 261
Professiond Efficacy |Narth American Sample (N=3727)1<4 401-499 |5
Research of Yip (N=471) <382 383467 468
Thisresearch (N=39) 12000 274333 3

Note: North American Sample (N=3727) (Maslach et al, 1996)
Research of Yip (N=471) (Yip, 2007)

It shows that the range of exhaustion is lower than North American sample and

Yip sample representing a lower level of job burnout as exhaustion while the range of

cynicism is higher than North American sample and Yip sample. For professional

efficacy, the range in this research is lower than the two other pieces of research

indicating a lower level of professional efficacy indicating a higher level of job

burnout.
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6.2.4 Job satisfaction

Job Satisfaction Survey (JSS) consists of nine elements and each element is

comprised of four questions. The scores of the 36 questions can be summed up as a

total to indicate if the correspondent has high level of job satisfaction.

O Job dissatifaction
B Ambivalent

B Mixture

B Job satisfaction

Figure 27 Frequency distribution by job satisfaction level

The figure above shows that a majority of 46% respondents have ambivalent

level of job satisfaction meaning they neither suffer from job dissatisfaction nor job

satisfaction. Meanwhile, 3 respondents suffer from job dissatisfaction while 12 suffer

from job satisfaction and the remaining six stand in the middle of ambivalent and job

satisfaction representing they might have job satisfaction sometimes.

The scores can also be used as a comparison with the norms of other industries

and other places. It can give us some indications about the condition of job

satisfaction in the Hong Kong construction industry although there are different
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individual factors and situational factors affecting the results of different people

located all over the world.

The comparison of job satisfaction findings in this research and the norms of

American from different industries of private and public sector, such as education,

manufacturing, medical, mental health, police, retail, social services provided by JSS

inventor Specter (2008). The norms come from previous 136 studies and total sample

size 1s 36380.

Table 16 Comparison of mean and standard deviation scores

Facet Mean Standard Mean of this Standard
Deviation research Deviation of
(Spector, (N=39) this research
2008) (Spector, 2008) (N=39)
N=36380 N=36380
Pay 12.3 2.4 14.8 3.1
Promotion 12.1 1.8 14.1 2.6
Supervision 18.8 1.7 15.0 4.9
Fringe benefits 14.6 2.1 16.4 3.0
Contingent rewards 13.8 1.8 15.3 24
Operating 13.5 2.0 13.2 24
Coworkers 17.9 1.4 17.7 3.6
Work nature 18.9 1.8 15.6 3.5
Communication 14.5 1.9 15.2 2.5
Total 138.0 21.6 137.0 18.4

Although there are variations among the nine aspects of job satisfaction in both
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the norm provided by Spector (2008) and this research, the total mean scores are

incidentally similar at around 138 which falls within the category of ambivalent which

implies a normal level of job satisfaction. In all nine aspects, the standard deviation is

higher in this research whereas the standard deviation of the total job satisfaction is

lower than Spector (2008) norm. The findings provide that the variation of results

from correspondents is higher in each aspect and it is lower in the total score meaning

the correspondents’ scores distribute more concentrated and evenly than the Spector

norm.
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6.2.5 Correlation analyses

The hypothesized relationship can be examined by analyzing their correlations.

The selection of correlation adopted affects the accuracy of the analysis. The

correlation can be divided into parametric and non-parametric test. Pearson belongs to

parametric test while Spearman and Kendall belongs to the latter one. When

compared the two non-parametric tests, Spearman is more well-known than Kendall.

Non-parametric test can be adopted to examine the correlation of variables which

are categorical in nature, i.e. the results are classified and grouped into several

categories. Therefore, Spearman correlation analysis is adopted in this research to

analyze the relationship between those demographic variables, organizational cultural

divergence, job burnout and job satisfaction as the demographic variables are to be

analyzed among different target groups meanwhile Pearson correlation is used to test

the relationship between organizational culture divergence, job burnout and job

satisfaction.

(1) Relationship between demographic variables, cultural divergence, job burnout

and job satisfaction

The table below analyzes the correlation between those demographic variables,

organizational cultural divergence, job burnout and job satisfaction in order to

examine whether they can affect the results of hypotheses within the context of the
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Hong Kong construction industry.

Both years and age shows the significant positive relationship with culture

divergence (0,1) whereas gender shows the negative significant relationship with

culture divergence. Education shows significant positive relationship with the total

culture divergence and significant negative relationship with the professional efficacy.

However, the Spearman correlation can only provides the first insight about the

relationship of demographic variables with organizational culture divergence, job

burnout and job satisfaction as it is only able to provide a general relationship analysis

but not a significance analysis of demographic variables on independent variable and

dependent variables.

Table 17 Spearman correlation analysis of demographic variables with cultural

divergence, three elements of job burnout and total job satisfaction

Nonparametric Correlations

Correlations

Culture Total Total job
divergence | divergence | Exhaustion Cynicism Efficacy satisfaction

Spearman's QOrganization Correlation .069 -.167 .070 -.003 .059 -.028
rho Sig. (2- 676 .309 .670 .984 723 .867
N 39 39 39 39 39 39

Occupation |Correlation -.012 -.116 -.025 .001 013 -.152
Sig. (2- 941 482 879 993 937 .355

N 39 39 39 39 39 39

years Correlation 409" -.102 119 137 -.007 109
Sig. (2- .012 548 482 419 .965 520

N 37 37 37 37 37 37

age Correlation 338" -.145 252 153 .106 -.045
Sig. (2- .038 .387 128 .360 525 787

N 38 38 38 38 38 38

education Correlation -181 3227 -.028 .056 -335"] 077
Sig. (2- 269 .046 .868 736 .037 .642

N 39 39 39 39 39 39

marry Correlation .050 =171 157 225 101 .040
Sig. (2- 762 297 .341 168 541 .810

N 39 39 39 39 39 39

gender Correlation -318" 203 105 .057 -.087 -.182
Sig. (2- .049 215 526 729 .600 .268

N 39 39 39 39 39 39

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

*. Correlation is significant at the 0.05 level (2-tailed).
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For examining the effects of demographic variables on organizational culture,
job burnout and job satisfaction, ANOVA and t-test is conducted is conducted for
demographic variables which have more than two groups whereas the t-test is used for
variables which have two groups only; therefore, ANOVA is used for organization,
occupation, years, age, education and martial status while t-test is used for gender
difference. For gender, T-test is used to investigate whether there is significant result
between female and male correspondents.

The following chart summarizes the results of ANOVA and t-test as follows

(please refer to Appendix 5 and 6 for complete statistical results).
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Table 18 Summary of significant effects caused by demographic variables

F=4421p =.042

Dependent factor |Demographic Significance Mean comparison within
variable the demographic variable
Cultural Years F (5,31)=5.418, p =.001 5-<10, 15-<20, 25 or abow:
divergence (0,1) M=1,SD=0)
Age F (6,31)=2.956,p =.021 25-30, 40-45, above 55
M=1,SD=0)
Gender t=2.037,p =.049 Male
(M =.70, SD = .466)
Total divergence |Occupation F (6,32)=2.986,p =.0202 |Engineer
(M =93.33, SD =27.30)
Years F (5,31)=3.798, p =.008 5-<10
(M =85.33, SD =41.10)
Age F (6,31)=8.245,p = .000 ]25-30
(M =109, SD = 4.24)
Education F(2,36)=7.397,p =.002 |above
(M = 84.50, SD = 24.97)
Exhaustion Age F (6,31)=3.926, p =.005 50-55
(M =3.11, SD =.93)
Education F(2,36)=3.575,p =.038 |below
(M =2.41, SD = 1.04)
Professional Occupation F (6,32)=4.672,p =.002  |Finance
efficacy (M =5.17, SD =.94)
Education F (2,36)=3.400,p =.044 |below
(M =4.00, SD = 1.32)
Total job Gender t=1.230,p =.226 Male
satisfaction Equality of Variances: (M =139.43, SD = 15.86)

In Levene’s Test for Equality of Variances, ‘F’ represents the variances and Sig.

represents the significance of the differences. There are significant differences of the

variances as Levene’s tests are significant (i.e. the value of Sig. is smaller than .05).

Levene’s tests conducted in total cultural divergence, the three burnout elements

(exhaustion, cynicism and professional efficacy) fulfill the null hypothesis that the

variances of the groups (male and female) are the same. However, the significant

difference is shown in total job satisfaction (Sig. .042) and reject the null hypothesis.
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The t-test shows the significant difference in culture divergence (0,1) at .049

showing that male has significantly higher level of culture divergence. Although

gender shows significant difference on total job satisfaction in equality of variances,

the significance of the test is larger than 0.05 indicating that the value of variances are

likely caused by chance. This contradicting result is worth discussing in the interview

part.

(3) Relationship between organizational culture divergence and job burnout,

organizational culture and job satisfaction

The t-test is conducted for examining whether the organizational culture

divergence (0,1) exists or not can have significant effects on the results of job burnout

and job satisfaction. The t-test suggests that both exhaustion and cynicism have

significance differences caused by the organizational culture divergence (0,1), i.e.

when the cultural divergence exists, there are significantly higher level of exhaustion

and cynicism. (Please refer to appendix 7). However, when the magnitude of

organizational culture divergence is quantified, there are more detailed results can be

found and they are shown as follows.

A. Cultural divergence and job burnout

The relationship between cultural divergence (caused by the contrast between

organization culture and employees’ ideal culture) and job burnout can be analyzed by
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using two-tailed Pearson correlation in two ways as it cannot be determined that only

cultural divergence can affect the level of job burnout but not the vice versa.
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Correlations

Table 19 Pearson correlation analysis between cultural divergence and job burnout

Professional
Exhaustion Cynicism Efficacy
boss Pearson .009 335 -.438"
Sig. (2-tailed) .958 .037 .005
N 39 39 39
subordinate Pearson -.125 -.009 .018
Sig. (2-tailed) 450 .957 913
priority Pearson 121 -.013 .108
Sig. (2-tailed) .465 .936 511
do well Pearson -.181 .050 -.241
Sig. (2-tailed) .271 762 1139
treat individual Pearson -.083 -.069 -.104
Sig. (2-tailed) 615 .676 .530
ways of being  Pearson .007 -.193 .027
influenced Sig. (2-tailed) .969 .239 872
legitimate Pearson -.004 132 -.189
control Sig. (2-tailed) .981 423 .250
task basis Pearson -.019 114 .014
Sig. (2-tailed) .907 490 .933
how work Pearson .001 125 -.038
performed Sig. (2-tailed) .996 .448 817
work together  Pearson -.153 -.098 -.252
Sig. (2-tailed) .352 .552 122
competition Pearson -.126 .181 -.230
Sig. (2-tailed) 446 .271 .159
conflict Pearson -.295 -.313 -.144
Sig. (2-tailed) .069 .052 .381
decisions Pearson ..347" -.288 -.101
Sig. (2-tailed) .030 .075 .543
structure Pearson -.265 -.187 -.101
Sig. (2-tailed) .104 .254 .541
environment Pearson -.185 .026 -.202
response Sig. (2-tailed) .261 .875 219
Total cultural Pearson =171 -.021 -.195
divergence Sig. (2-tailed) .299 .897 .234

*. Correlation is significant at the 0.05 level (2-tailed).
**, Correlation is significant at the 0.01 level (2-tailed).

It is found that the perception of boss (r=.335, p=.037) has significance positive

relationship with cynicism at the level 0.05 while boss also has significance negative

relationship with professional efficacy even at the 0.01 level (r=-.438, p=0.005). The

perception difference on decision making has significant negative relationship with
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exhaustion which is opposite to the hypothesized relationship at the 0.05 level

(r=-.347, p=.030).

Except the elements highlighted above, the remaining elements have

insignificant (either positive or negative) relationships with the three elements of job

burnout. Those relationships cannot be used to explore the validity of hypothesized as

they are happen by chance and affected by the small sample size in this research, i.e.

there can be a different result next time. Therefore, the correlation provides that boss

and decisions are the most important elements for further investigation.

Secondly, the divergence scores of each element is summed up and become the

total divergence score and its relationship with exhaustion, cynicism and professional

efficacy are examined. However, the results do not support those hypothesized

relationships between total divergence scores and the three elements of job burnout as

all the three elements of job burnout show insignificant relationship with the total

cultural divergence representing the increase of total cultural divergence score does

not necessarily affect the scores of job burnout elements.

B. Correlation between cultural divergence and job satisfaction

The relationship of the fifteen elements of cultural divergence and job

satisfaction is measured. It is hypothesized that cultural divergence elements have

significant negative relationship with job satisfaction (9 elements). The result shows
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that only a small proportion has significant negative relationship as hypothesized and

it can be summarized as the below chart:
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Table 20 Pearson correlation between cultural divergence and job satisfaction

Correlations

s | 8 = o n 5
| 5| 8| 2|8 |g|5|52|58|52
glalale|[S8]8]18 |z8|858|c%

boss Pearson -178| -.067] .171] -.016] -.070| -.251| -.065| -.312| .160] -.089
Sig. (2-tailed) .278] .685| .298| .922 .671| .123| .695| .054| .330] .589
N 39 39 39 39 39 39 39 39 39 39
subordinate Pearson -.054| -.306| -.040| .138| .066]| -347°| -.146] -.349°| -.150] -.193
Sig. (2-tailed) | .742| .058| .810| .401| .690| .030| .374| .029| .362] .238
priority Pearson .141] .093] -.070| -.069| -.065| .222| -.049]| -.109| -.057] -.010
Sig. (2-tailed) 390 .573| .674| .677| .695| .174| .766| .507| .731] .953
do well Pearson 196 -.182[ 4907 -.046] .175] 281 .169| .039] 342 276
Sig. (2-tailed) .233| .268| .002| .780( .286| .083| .304| .812| .033] .089
treat Pearson .124]_422"| -.085| -.212| -.062| .084| -.075| .094| .182] -.066
individual Sig. (2-tailed) | .450| .007| .608| .195| .706| .610| .651| .568| .267] .688
being Pearson 1194107 -.301] -.143] .084] 316 -.239] .025[ -.112] -.147
inflenced Sig. (2-tailed) | .470| .010| .063| .385| .611| .050| .143| .881| .496| .370
legitimate Pearson -.258| -.294| _370°| -.278] -.103| -.172|..532"| -.298| -.203]..455"
control Sig. (2-tailed) .113] .070] .020| .086( .533| .294| .000| .065| .215] .004
task basis Pearson .092| _ 316" -.225| -.072| .108| -.068( -319'| -.240( -.124] -.222
Sig. (2-tailed) | .576] .050| .169| .665| .512| .679| .048| .141| .452] .175
how work Pearson -173|-.549"| -.273| -.251| -.062| -.115| - 400°| -.234| -.067] - 377"
performed Sig. (2-tailed) .292| .000| .093| .123| .708| .484| .012| .152| .687] .018
work together Pearson .037] -.308] .025| -.239( .022( .038| -.139| .007| .133| -.071
Sig. (2-tailed) .825] .056| .879| .143| .893| .818| .398| .966| .420] .667
competition Pearson -.293| .011| .004| _.342°| -.027| .173| -.312| .011| -.039] -.148
Sig. (2-tailed) | .070] .948| .979| .033| .868| .292| .053| .949| .816] .367
conflict Pearson .029] -.039] .236| .117( 119 .172| .072| .078] .151] .169
Sig. (2-tailed) .860| .816| .148| .478| .471| .294| .662| .637| .358] .303
decisions Pearson -.065| -.263| -.078| .218] .175| -.221| -.146| .006| 3267 -.024
Sig. (2-tailed) | .692| .106| .637| .182| .286| .176| .376 .969| .043] .887
structure Pearson -.099(.531" .005| .064| -.029| -.158( -.066| -.114| .275] -.103
Sig. (2-tailed) | .549] .001| .974| .700| .863| .338| .689| .490| .091] .533
environment Pearson -.104] -.407°| -.014| -.305] .003| .046| -.192| .102| .114] -.127
response Sig. (2-tailed) 5271 .010] .931| .059| .985( .781| .241| .536| .490| .441
Total cultural Pearson -.052|_433"| -.065| -.153] .031| -.012| -.261| -.140| .095] -.176
divergence  Sig. (2-tailed) | .754| .006| .692| .354| .851| .940| .109| .395| .563] .283

*. Correlation is significant at the 0.05 level (2-tailed).

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

From the above, it is found that promotion is the element which can be viewed as

has the most hypothesized relationship with cultural divergence elements. It is
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significant negatively correlated with six elements of cultural divergence, namely treat

individual (r=-.422, p=.007), influenced (r=-.410, p=0.010), task basis (r=-.316,

p=.050), work performed (r=-.549, p=0), structure (r=-.531, p=.001) and environment

response (r=-.407, p=.010). It shows that task basis and environment response have

significant negative relationship with promotion at the 0.05 level while the remaining

have even more significant relationship at the 0.01 level and the Sig. for work

performed and promotion is even 0 representing the tight relationship between them,

1.e. when the divergence of work performed increased by 1, the satisfaction of

promotion will be decreased by 0.549.

Another element of job satisfaction — coworkers is negatively correlated with

both legitimate control (r=-.532, p=0), task basis (r=-.319, p=.048) and how work is

performed (r=-.400, p=.012). Task basis and how work is performed are shown to

have significant negative relationship with coworkers at the 0.05 level while

legitimate control is shown to have significant negative relationship with coworkers at

the 0.01 level.

Operating (r=-.347, p=.030) and work nature (r=-.349, p=.029) have significant

negative relationship with subordinate at the 0.05 level whereas supervision (r=-.370,

p=.020) and fringe (r=-.342, p=.033) have significant negative relationship with

legitimate control and competition at the 0.05 level respectively.
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There are also some interesting findings from the correlation analysis.

Communication have significant positive relationship at the 0.05 level with do well

(r=.342, p=.033) and decisions (=326, p=.043) which is contradict to the

hypothesized relationship. Do well also causes another contradiction with supervision

that they (r=.490, p=.002) have significant positive relationship even at the 0.01 level.

From the table above, the scores of job satisfaction from nine aspects are added

as a total job satisfaction representing the total level of job satisfaction of construction

professionals in Hong Kong. The correlations of the 15 cultural divergence elements

with the total job satisfaction level are examined. Only two of them (out of 9), namely

legitimate control (r=-.455, p=.004) and work performed (r=-.377, p=.018) show

significant negative relationship with total job satisfaction at the 0.01 level and 0.05

level respectively.

The relationship of the total cultural divergence scores and the 9 job satisfaction

elements then is to be examined. The total cultural divergence scores are shown only

having significant negative relationship with promotion (r=-.433, p=.006) at the 0.01

level.

When the correlation between total cultural divergence and total job satisfaction

is examined, it is discovered although the total cultural divergence has negative

relationship with the total job satisfaction as suggested by the hypothesis, they are
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insignificantly correlated as p is larger than 0.05 and indicating that it is happen by

chance.

(3) Relationship between job burnout and job satisfaction

Table 21 Correlations between job burnout and job satisfaction

Correlations

Professional

Exhaustion Cynicism Efficacy

Pay Pearson -.157 435" 227

Correlation

Sig. (2-tailed) .340 .006 .165

N 39 39 39
Promotion Pearson -.071 -.160 .058

Correlation

Sig. (2-tailed) .667 .331 .726
Supervision Pearson -527" -.339 -.288

Correlation

Sig. (2-tailed) .001 .035 .076
Fringe Pearson -.241 -437" .239

Correlation

Sig. (2-tailed) 140 .005 143
Contingent Pearson -.257 -.241 .299

Correlation

Sig. (2-tailed) 115 139 .064
Operating Pearson .068 -.102 -.012

Correlation

Sig. (2-tailed) .679 .538 .945
Coworkers Pearson -.404" -.463" .017

Correlation

Sig. (2-tailed) .011 .003 .918
Work nature Pearson -651" -.608" -.076

Correlation

Sig. (2-tailed) .000 .000 .647
communication Pearson -319 -471" -.069

Correlation

Sig. (2-tailed) .048 .003 .675
Total job Pearson -.486 -573" .026
satisfaction Correlation

Sig. (2-tailed) .002 .000 .874

*. Correlation is significant at the 0.05 level (2-tailed).

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

The relationship between job burnout and job satisfaction is examined by
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adopting Pearson Bivariate correlation. Exhaustion is hypothesized to have significant

negative relationship with job satisfaction. From the chart above, exhaustion is shown

to have negative relationship with all elements of job satisfaction except operating

which has insignificant positive relationship with exhaustion. Among the eight

components, coworker (r=-.404, p=0.011) and communication (r=-.319, p=0.048) has

significant relationship with exhaustion at the 0.05 level (i.e. less than 5% happen by

chance) while supervision (r=-.527, p=0.001) and work nature (r=-.651, p=0) have

significant relationship with exhaustion at 0.01 level.

The second element of burnout (cynicism) is hypothesized to have significant

negative relationship with job satisfaction. All of the 9 elements of job satisfaction are

shown to have negative relationship with cynicism. Among them, supervision

(r=-.339, p=0.035) has significant negative correlation with cynicism at the 0.05 level

and pay (r=-.435, p=0.006), fringe (r=-.437, p=0.005), coworkers (r=-.463, p=0.003),

work nature and communication (r=-.471, p=0.003) are significant negatively related

to cynicism at 0.01. Work nature (r=-.608, p=0) establish the significant negative

relationship with cynicism that it is not happen by chance.

Professional efficacy, the third element of burnout, is hypothesized to have

significant positive relationship with job satisfaction, i.e. high professional efficacy

(indicating low level of burnout) should positively related to high level of job
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satisfaction. Among 9 elements, all of them have neither significant positive

relationship with professional efficacy as hypothesized nor negative relationship

opposite to it.

When the relationships between the three elements of job burnout and total job

satisfaction scores are examined, it is found that those relationships can be supported

by the hypotheses to a large extent. Both exhaustion (r=-.486, p=.002) and cynicism

(r=-.573, p=0) show significant negative relationship with total job satisfaction at the

0.01 level while professional efficacy shows only the same hypothesized relationship

(insignificantly). It shows that the significant negative relationship is established

especially in cynicism and the total job satisfaction.

6.3 Qualitative affirmation of quantitative results

Two post-survey interviews were conducted to understand the views of

construction professionals about the current condition on this issue and their opinions

on the quantitative results. Five questions were asked during the two interviews as

follows:

1. Can you comment on the questionnaire result? Do you agree to the

questionnaire result? Why?

2. Do you have any ideas on why certain cultural divergence aspects are

129



significant correlated to certain aspects of job burnout and job satisfaction?

3. Do you have any opinion about the relationship between organizational

cultures, job burnout and job satisfaction?

4. Do you have any comments on the current situation of job burnout and job

satisfaction in the Hong Kong construction industry?

5. Do you have any additional comments?

6.3.1 Current phenomenon

(1) Organizational culture

The interviewees first expressed their views on organizational culture. Both of

them thought that the organizational culture divergence (conflict) exists in various

industries and it is not the special problem to the construction industry. They both

agree that the role-culture to be the dominant culture in the Hong Kong construction

industry as they pointed out that although their work is project-based, the construction

professionals are employed as employees within organizations; so they are

‘controlled’ by their organizations.

One interviewee shared about the personal experience of cultural conflict about

suffering about the conflict during the change of job to another organization. He/she

found that it is very difficult to adapt the organizational culture as people have already
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used to adapt the organizational culture of the previous organizations. Time is

essential for people to adapt the changes of organizational culture and handle the

conflict between the new organizational culture and their own preferred culture.

Another interviewee suggested that the ability of resolving the organizational culture

conflict is determined by the personality and characteristics of people. People who are

outgoing may solve the conflict better as they are more willing to share their opinions.

(2) Job burnout

For interviewees, the job burnout in the construction industry mainly comes from

their work. They both thought that the construction industry, as a whole, is not the

hardest industry when compared to others. They gave out some examples of industry

that are ‘hard’ to them, for instance, they know their friends need to work overnight in

accounting firms during the closing of financial year.

One interviewee suggests that they feel they are more ‘burnout’ during the

downturn of the construction industry. The downturn of the construction industry is

different from the economic downturn of Hong Kong. He/She thought that they may

even have many job opportunities during the economic downturn as government

would implement many infrastructure projects. He/She reviewed his/her previous

experience that he/she received a notification letter from belonging company that if it

cannot tender for new projects, he/she will be fired. He/She felt that he/she was more
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pressurized at that time. It is because people even need to worry about their career.

Another interviewee expressed that this kind of influence is less in government

department as the government job has long been ‘iron rice bowl’; so the employees in

government department do not need worry for being fired.

(3) Job satisfaction

Both interviewees suggested that job satisfaction comes from their work. One of them

thought that job satisfaction is even a more ideal concept to employees than job

burnout. It is because people who have low job burnout not represent them having

high level of job satisfaction. To him/her, the job satisfaction means the success in job

satisfaction while the job burnout means the failure in job satisfaction. He/She

suggested that not failing in the job does not mean that success is achieved.

6.3.2 Relationships among demographic variables, organizational culture, job

burnout and job satisfaction

The findings are explained to them first and their comment was then invited. The

two interviewees have different comments on those relationships. They think that the

significant effect of occupation on total cultural divergence may be actually caused by

the sampling differences as he/she thought that no particular occupation would have

special result of organizational culture divergence as the perception organizational

culture mainly depends on the employees themselves.
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Meanwhile, both of them pointed out several items that may also due to the

random sampling differences. They thought that age do not actually have significant

effect on culture divergence (0,1), total divergence and exhaustion as they are

normally affected by the employees themselves. In addition, years and gender do not

necessarily cause significant effects on the culture divergence (0,1).

On the contrary, one of them agreed that education level can have effect on

professional efficacy. He/She agreed to the interesting result of the significant effect

on exhaustion and professional efficacy. For exhaustion, above undergraduate and

below undergraduate have higher level of it as above undergraduate normally

involved in management role while the below undergraduate has higher level of

exhaustion as they need to do what their supervisors asked to do. Interestingly, both

above undergraduate and below undergraduate has higher professional efficacy than

undergraduate respondents as the rationale is basically the same to explain the

exhaustion situation. For above undergraduate, their efficacy can be obtained from

managing the company while they can have efficacy when they have done their jobs

well. For undergraduate, on one hand, they have some expectations on participating

the organizations; on the other hand, they only able to do their work well and also

assign the tasks to those people who have lower positions. As a result, they have lower

professional efficacy as there is distance between their expectation and reality.
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They were then shown the result that organization has significant effect on

professional efficacy. The financial employees have the highest level of professional

efficacy and the land surveyors have the second highest level of professional efficacy.

Both of them pointed out that the research result can partially reveal that people

working in government departments generally have higher level of professional

efficacy as one of the interviewees points out that the government also has the highest

mean of professional efficacy among all types of organizations.

The interviewees think that people working in government departments have a

feeling of privilege when they face the developers who need to tender the projects

from the government and their status is much higher when they get along with

contractors as their role is the client and they can give out suitable instructions for

projects they in charge.

They also agreed to the effect of the gender that female normally have lower job

satisfaction as despite the fact that they have similar working ability with male, they

often need to handle the conflict between their work and family. They suggested that

although male can also have work family conflict, female mainly suffers from it as the

normal social perception is that female should bear the role of looking after the family.

This situation is already less serious than 70-80’s. They recalled that almost very few

female would enter the construction industry as they and their family normally
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thought that female should do something that are more tender.

6.3.3 Relationships between organizational culture and job burnout

Both of them confirm the general relationships between organizational culture

and job burnout but one of them expressed that other factors, such as working

condition, can also affect the job burnout; therefore, cultural divergence can has

significant effect on employees after holding other factors contrast, such as actual

working condition.

They both thought that the boss can be the most essential factor affecting

cynicism and professional efficacy. For large companies, what employees face is not

the “big boss” of the company, instead it is the supervisor who employees view that as

their “boss”. To them, the boss can imply many things to them despite the fact that the

question of boss is mainly focus about what a good boss should be. The boss can

affect the relationships of employees with supervisor and the self-esteem of

employees as the boss often gives comments on their work.

The interviewees said that they only partly agree on the contradicting results

between the cultural divergence of decisions and exhaustion. On one hand, the

divergence of the decisions perception may cause the actual workload be lower than

expected; so their exhaustion is significantly be reduced. On the other hand, the

divergence of the decisions perception can also cause the higher exhaustion as the
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employees may think that other colleagues should be responsible for the task but not

themselves.

6.3.4 Relationships between organizational culture and job satisfaction

Both of them agreed to the overall significant relationship between

organizational culture divergence and job satisfaction. However, they have different

when the interviewees are shown the results about the detailed relationship between

organizational culture and job satisfaction. One of them suggested that what aspects of

organizational culture cause significant relationship with certain aspects of job

satisfaction cannot represent the whole picture of the Hong Kong construction

industry.

However, he/she agrees that several cultural divergences have significant

relationship with promotion as he/she thought that the cultural divergence mainly

affects the emotional feelings of employees but not actual working condition; so

cultural divergences do not much affect the operating and job nature. In addition, the

satisfaction of pay depends on the actual amount of salary.

The cultural divergences that relate to company policies may affect their

satisfaction of promotion opportunities in their organizations as the divergences make

them worry themselves not the most suitable talented in the companies. They also

pointed out that the contradicting results between the do well, supervision and
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communication, decisions and communications can reveal the reality of one side only

as the culture divergence of do well and decisions can adversely the satisfaction of

supervision and communication although both of them can be used as a positive

means of resolving the culture divergences.

6.3.5. Relationships between job burnout and job satisfaction

One interviewee suggested that there is tighter relationship between job burnout and

job satisfaction. The reason is that job burnout and job satisfaction can each by

affected by other factors (not solely affected by organizational culture) while the job

burnout and job satisfaction is the two similar kind of emotional feelings although in

opposite feelings. Both of them agreed to the significant hypothesized relationship of

total job satisfaction with both exhaustion and cynicism.

They were invited to explain the reasons why professional efficacy has any

significant relationships with any of job satisfaction. They expressed that they think

professional efficacy is mainly determined by self-esteem of construction

professionals although the job satisfaction can have effects on it but it is less sufficient

than the views and personalities of construction professionals themselves.

They were asked the reasons why pay and fringe only have significant

relationship with cynicism but not exhaustion. One interviewee explains that the

exhaustion is ‘feels being used up all the energy from the work and pay and fringe
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refers to the amount of money employees receive; so pay and fringe do not have

significant relationship with exhaustion as it does not affect the actual workload. It is

quite surprising for interviewees that the operating does not have any significant

relationships with exhaustion, cynicism and professional efficacy as they thought that

the operating, such as the amount of required procedures, can at least affect the

workload of employees and therefore affect the exhaustion of them.

For the remaining factors, both interviewees generally agree on the significant

relationships of them with job burnout.

6.4 Summary of Chapter 6

In this chapter, SPSS is used and the quantitative results are analyzed. At the

beginning, factor analysis is conducted to examine the validity of those variables to

see whether the model should be amended for better analysis. However, due to the

small sample size in this research and the model adopts well known instruments that

are well recognized; so the original form of research model is used for analysis. The

post-survey interviews are also included to affirm the quantitative results of

questionnaire survey. The interviewees give some relevant feedbacks relating to the

issues using their experience and knowledge of the Hong Kong construction industry.

Hypothesis 1 examines the relationship between organizational culture
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divergence and job burnout. Only sub-hypothesis 1.1 is verified among the 15

sub-hypotheses and sub-hypothesis 1.13 is rejected. Hypothesis 2 examines the

relationship between organizational culture divergence and job satisfaction. Only

sub-hypothesis 2.7 and 2.9 are verified. Hypothesis 3 is verified as there is significant

negative relationship between exhaustion, cynicism and total job satisfaction. For

hypothesis 1 — 3, the relationships between elements of organizational culture, job

burnout and job satisfaction are further examined for providing insight about their

in-depth correlations among elements. Those results are discussed in Chapter 7.
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Chapter 7 Discussion and Conclusion

In this chapter, the findings are discussed by relating them to previous studies
conducted by various scholars and the views of post survey interviewees about the
current situation of this issue. The chapter can be divided into five parts. The first part
is to provide insights about the current phenomenon of organizational culture
divergence, job burnout and job satisfaction of Hong Kong construction professionals.
The second part is to examine the relationship between demographic variables with
organizational culture, job burnout and job satisfaction while the third part is to
discuss the detailed relationship between organizational culture, job burnout and job
satisfaction. Then, the fourth part is to identify the limitations in this research and the
possibility of conducting relevant researches in future. Finally, a valid conclusion is

drawn to explain how the research has fulfilled its aim and objectives.

7.1 The current phenomenon
7.1.1 Organizational culture

Compared with other previous studies, this research has similar results that
culture type difference occurs in both existing culture and ideal culture of
correspondents. The cultural divergence between existing culture preferred culture is

common scenery among various occupations and locations. Despite the fact that each
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finding has more or less some variances with others, they form a common picture

about the cultural divergence. The common findings are that existing culture is mostly

the power-oriented whereas the preferred culture is mostly the task-oriented. The

example of variance is that for the preferred culture of Estonia is the mixture of

task-oriented and person-oriented (Roots, 2003).

By dividing the four types of culture into two parts, the existing culture mostly

belongs to the first end (power-oriented and role-oriented) whereas the preferred

culture belongs to the second part (task-oriented and role-oriented). The researches

conducted by Bourantas et al (1990), Bignardi (1996), Roots (2003) and Cheung and

Rowlinson (2005) support this generalization. The results of this research also prove

this as the dominant existing culture for construction professionals is role meaning

formal and rational system in organizations while the dominant preferred culture is

task meaning the expert groups focusing on task (Handy, 1995).

Employees want to have task culture instead of person culture as Lingard and

Francis (2004) suggest that the construction industry is project-based and the

construction industry is well-known to be a demanding working environment

(Lingard, 2000). As a result, employees, such as surveyors or engineers, want to form

into project teams for construction projects. It is always the practice of construction

professionals theoretically. Construction professionals, they were taught to form
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project teams in their university lectures. The formation of project teams is especially

a common thinking during the pre-construction stage; however, construction

professionals often ignore the reality of being employed by construction organizations.

Construction projects and construction professionals are profit-oriented; therefore, it

is unrealistic for construction professionals to hope for person culture because of the

reality; instead, they hope for task culture.

The phenomenon of the second preferred culture is role (different from the

generalization) can be supported by the previous studies about occupational

characteristics of the construction industry. In construction organizations, role is the

dominant existing organizational culture can be explained by Cheung and Rowlinson

(2005) that the organizations exist even after projects are finished. It may because of

higher transaction cost, more procedures would result if the whole employing

procedures for each new project and the magnitude of totally new cooperation is not

required at least within construction organizations.

Therefore, although cooperation with different outside parties are required for

each project (Oney-Yazic et al., 2007), the role culture is adopt to keep the whole

construction organizations. Due to the reality constraint of person culture,

construction professionals would rather choose the role culture as the second preferred

culture.
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The result about the dominant organizational culture complies with the concept

of no best-fit approach that task culture cannot be determined as what construction

organizations should use as employees have different preferred culture type, such as

some of them would like to have role culture, despite the fact that most of them prefer

task culture. It is because one type of organizational culture may be suitable for

certain employees only (Arogyaswamy and Byles, 1987). The reveal of organizational

culture type does not be used to encourage the organization to change the dominant

existing organizational culture to the dominant preferred organizational culture. It is

because Hofstede et al (1990) suggest that organizational culture is very difficult to be

changed. This research is to provide a general insight about the existence of

organizational culture conflict in the Hong Kong construction industry.

7.1.2 Job burnout

The results of the three elements of job burnout show differences with Maslach

et al (1996) and Yip (2007). For example, the scores of both exhaustion and

professional efficacy is the lowest among the three researches while the scores of

cynicism is located in the middle among them.

The result difference does not actually reflect any important issues as there are

national and occupational differences of correspondents; therefore, whether a

correspondent suffer from high burnout depends on his categories of scores, whether
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they fall into low third, middle third and upper third; for instance, if all of his three

scores are within the range of low third, then he suffers from low level of exhaustion,

cynicism but also low level of professional efficacy (causing high level of job burnout)

(Maslach et al, 1996).

When compared to Yip (2007), despite the fact that there are different scores due

to sampling differences, the similar conclusions could be drawn that cynicism should

be paid more attention to it when compared to exhaustion and professional efficacy. It

is because in near one-third correspondents suffer from high level of cynicism

whereas only around one-ten and one-four respondents suffer from high level of

exhaustion and low level of professional efficacy respectively.

The high level of cynicism can be supported by the fragmented features of the

construction industry discussed by various scholars. They suggest that participants in

construction project need to cooperate with other parties, such as employees of main

contractor need to cooperate with architect, consultant, government officials,

engineers, sub-contractors and this scale of cooperation is even enlarged in

multinational projects caused by globalization, implying the interacting working

environment for Hong Kong construction professionals (Oney-Yazic et al., 2007,

Nummelin, et al., 2005 and Phua and Rowlinson, 2004b). People easily suffer from

cynicism if they have difficulties in cooperation with other people involved in
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construction projects. Cynicism can be caused by the different cultural perception on

cooperation (individualism v. collectivism) and it may affect the project success (Phua

and Rowlinson, 2003).

The difference between Yip (2007) and this research is the result of exhaustion

and professional efficacy that less proportion of high exhaustion and more proportion

of low professional efficacy. The different exhaustion and professional efficacy

phenomenon can be explained by correspondents overcoming different levels of

relevant factors affecting job burnout, such as different levels of workload, etc. Post

survey interview suggests another reason — sampling differences that correspondents

from different targets groups affect the result of exhaustion and professional

exhaustion. This issue is explored in section 7.2.1 — the relationships between

demographic variables.

7.1.3 Job satisfaction

Unlike job burnout, it is easily to determine if a correspondent has job

satisfaction as the absolution scoring approach is adopted (Spector, 2008). More than

half of the correspondents suffer from ambivalent job satisfaction and job satisfaction.

It reveals the reality that construction professionals do not have satisfactory level of

job satisfaction.

When compared it to the samples mean, the score for the total job satisfaction is
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very similar. However, supervision and work nature are much lower than the samples

mean whereas the scores of total job satisfaction is almost the same. On the contrary,

the job satisfaction of salary, promotion, fringe and contingent is higher than the norm

provided by Spector (2008).

It 1s discovered that the job satisfaction which are relate to monetary terms is

higher in this research. Due to the limited number of researches relating the job

satisfaction of Hong Kong construction professionals, it is hardly to compare the

mean scores to others. The situation can be explained by the characteristics of

respondents that they are all professionals in the construction industry; therefore, their

salaries are more satisfactory as their salaries are more stable than the lower level of

construction industry, such as construction workers on site. Therefore, the scores in

those factors are higher than the sample means provided by Spector (2008). The

standard deviation is higher than Spector (2008) samples mean due to the small

sample size of this research (N=39).
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7.2 The relationships between demographic variables, organizational culture, job

burnout and job satisfaction

7.2.1 The relationships between demographic variables and organizational

culture

From ANOVA, it reveals that years, age and gender can cause significant

relationships with culture divergence (0,1). The significance of them are doubted by

the two interviewees in post survey interview.

When the magnitude of organizational culture is quantified, it shows that

organization, occupation, age and education can have significant relationship with

organizational culture. By comparing the means of the target groups of each

demographic variable, engineer (among the groups of occupation), 25-30 (age) and

above undergraduate (education level) have the highest scores of organizational

culture divergence. Although the general explanation in section 7.1.1. can be used to

explain the cultural conflict, the interviewees point out that this significant result may

due to the small number of sample size in this research.

However, the previous studies can be used to explain why respondents aged

25-30 and work for 5 to less than 10 years have higher scores of organizational culture

divergence. It is because they have already worked for the industry for some years and

they start to know well about the culture of existing construction organizations and
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they start to discover the clear conflict between their existing culture and their

preferred culture; for people who are much older, they have less cultural divergence

because they may try to work for different organizations; so their preferred culture

would change from their initial one and they would have higher adaptability of

existing culture. It is similar rationale with why people working for 3 to 5 years suffer

higher burnout but age has overall negative relationship and positive relationship with

job burnout and job satisfaction respectively (Schaeffer, 1982 and Wofford, 2003).

The reasons why people who are above undergraduate has higher level of culture

divergence can be explained by Hofstede et al (1990) that people receive higher

education acquire deeper cultural values from school; so cultural divergence is higher

for them when they work in construction organizations as what they face is totally

different from what they were taught in so many years in school.

7.2.2 The relationships between demographic variables and job burnout

It is found that not all demographic variables have significant hypothesized

relationship with job burnout. Nevertheless, those demographic variables that have

significant hypothesized relationship can be supported by the previous studies.

ANOVA suggests the age can cause significant effect on exhaustion and Spearman

correlation proves the positive significant relationship. However, this relationship is

contradictory to the previous studies conducted by Wofford (2003) that when the age
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increases, the job burnout decreases and job satisfaction increases. The reason is that

age can be viewed as a combined factors of other demographic variables, such as

marital status and years entering into the industries; people suffer higher level of

burnout when they get older as the expectation from their performance is higher as

they should be more experienced and they also need to face other sources of pressure,

such as family and financial (as they may become the financial support of the whole

family, including their retired parents and their children). Therefore, it can be

explained why Hong Kong construction professionals aged 50-55 suffer the highest

level of job burnout.

The interesting phenomenon that undergraduate respondents suffer from lower

level of job burnout than below undergraduate and above undergraduate can be

explained by the amount of daily work they need to do. For example, the respondents

from above undergraduate may work as management level of the companies while the

respondents from below undergraduate may work as the bottom hierarchy of

subordinate level. The previous may need to make many important decisions while

the latter one may need to do much daily work. For undergraduate level, their position

is lower than above undergraduate but higher than below undergraduate; so their

workload can be much less than the other two categories.
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7.2.3 The relationships between demographic variables and job satisfaction

From t-test and ANOVA, only gender shows significantly results, i.e. male has

higher job satisfaction than female. Although few studies find that there is no

significant difference between male and female, its result still complies with previous

studies.

Those studies each provide arguments from various perspectives forming a

comprehensive explanation of female suffering from lower job satisfaction. The

construction industry nowadays is still dominated by male (Bowen and Cattell, 2008).

It may because people may think the work in the construction industry requires

sufficient energy and hard work. The interviewees suggest that although stereotype

thinking is less serious in Hong Kong nowadays, people still think that female should

enter other industries instead of the construction industry. However, this situation will

soon be changed as more female start participating in this industry.

In addition to greater barrier of entry for female, their conflicting roles of family

and work, such as taking care of family and working at the same time, causes female

to have normally lower job satisfaction in the construction industry and it is also

found that WLB, WFC and support from companies can be mediating factors of job

satisfaction level of female respondents (Davidson and Burke, 1994, Ely, 1994,

Fielden, 2001). Female having low job satisfaction does not only exist in Hong Kong

150



but also complies with the findings of Bowen and Cattell (2008) about the job

satisfaction of QS in South Africa.

7.3 The relationships between organizational culture, job burnout and job

satisfaction

The aim of this research is to identify the relationships between organizational

culture divergence and job burnout and job satisfaction. All of these relationships are

two-tailed in nature as we cannot exclude the possibility of variables affecting each

other, i.e. job burnout can affect job satisfaction and affected by job satisfaction at the

same time.

7.3.1 The relationships between organizational culture and job burnout

The t-test suggests that organizational culture divergence has significant effect on

exhaustion, cynicism but not professional efficacy, i.e. there is higher level of

exhaustion and cynicism when employees have cultural divergence. The relationship

of them can be explained by previous studies. Various scholars have suggested the

significance of organizational culture as it can cause many effects on both

organizations and individuals. The job burnout relates to the effects of organizational

culture to individuals and indirect effects to organizations as the suffered employees

cause impact on organizations they work for. For instance, Thomsen et al (1999) and
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Kleinman et al (2002) both state the organizational culture can affect the job burnout

level of employees both positively and adversely.

The phenomenon of professional efficacy can be explained by Maslach et al.

(1997) that professional efficacy is independent of exhaustion and cynicism and the

correlation of it with exhaustion and cynicism is low; so it cannot be assumed that it

to have totally opposite results from exhaustion and cynicism. Schaufeli and Salanova

(2007) also suggest the possibility of chancing professional efficacy (negatively to job

burnout) to professional inefficacy (positive to exhaustion, cynicism and job burnout)

so as to increasing the correlation of the result.

When organizational culture divergence is quantified and examined, the

relationship between organizational culture and job burnout is not as significant as the

previous studies mentioned.

Among 15 organizational culture elements, only boss has significant relationship

with cynicism and professional efficacy. “boss” refers to the characteristics of a good

boss. It can be explained by both post survey interviews and previous studies

conducted by various scholars. ‘Boss’ can be interpreted as the supervisor of

employees and such relationships can be supported by the concept of social contacts

suggested by Leiter (1988) and Leiter and Maslach (1988).

It is because although the characteristics of a good boss do not necessarily lead to
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unrealistic workload for enhancing exhaustion of employees as there are often

guidelines for the work of subordinate, such as subordinate should work over time

under certain circumstances. However, they can still cause unpleasant social contacts

(Leiter, 1988 and Leiter and Maslach, 1988) to employees when there is cultural

divergence about boss exists, for example, bosses should be more generous to those

subordinates who are loyal to them than other colleagues if organizational culture of

boss is power-oriented as Handy (1995) suggested. Therefore, employees with

cultural divergence, such as having task culture would think they are not treated fairly;

as a result, increasing the cynicism of employees (they are less likely to get along well

with their colleagues, especially their “boss” and reducing the professional efficacy of

employees (i.e. the self-esteem is reduced by their “boss”); for instance, the “boss”

only focus on what the formal system needs subordinate in role-oriented but ignore

personal needs and values of others that desired by subordinate in person-oriented

(Handy, 1995).

Another element, decisions, has contradicting significant relationship with

exhaustion, the condition can be explained by the factors of job burnout suggested by

the previous researches. “Decisions” refers to the decisions should by made by whom

(Handy, 1995). It is suggest that workload is a major factor to exhaustion as

employees would feel exhausted when the workload for them is too much or
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unrealistic. Therefore, the perception divergence in decision makings is high does not

mean that there would be higher exhaustion. For example, people is expertise about

the problem and they hope decisions to be made by the persons with the most

knowledge and expertise about the problem (task orientation); however, the reality is

that decisions to be made by the person with higher power and authority (role

orientation). As a result, most workloads about decisions working would be done by

other people who have higher power but not themselves. Even employees may feel

disappointed, their workload is actually be reduced; so exhaustion is significantly

negative to decisions as the perception divergence would cause lower workloads than

expected.

The reason why only few elements have significant hypothesized relationship

can be explained by the concept of ‘fit’ suggest by Arogyaswamy and Byles (1987)

and O’ Reilly et al (1991) - the magnitude of individuals fitting into the culture of

organizations they belong to. Although the cultural divergence of each correspondent

1s measured, their adaptability and priorities of those elements are

ignored; therefore, people have higher level of cultural divergence would not totally

mean that they would have higher job burnout; in addition, the importance of each

factor to them can be different; so they may feel that factor does not matter to them

despite that the fact they have high cultural divergence on that factor. Another reason
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is that the organizational culture is perception in nature, meaning that the divergence

would affect the emotion of employees, such as feeling disappointed when the cultural

divergence exists, but it is insufficient to affect job burnout as job burnout may also be

affected by the real working condition of Hong Kong construction professionals, such

as workload, work nature, etc.

7.3.2 The relationships between organizational culture and job satisfaction

Cheung and Rowlinson (2005) have raised the concern of adopting role culture:

organizations need to find ways to deal with long term culture conflict of their

employees which can affect their job satisfaction.

The t-test is conduct to examine whether there is significant effect of cultural

divergence on total job satisfaction. It shows there is significantly higher level of total

job satisfaction if employees have the same culture type between the existing

organizational culture and their preferred culture. This can be explained by the

previous studies. For instance, Thomsen et al (1999) and Handy (1995) suggests that a

perfectly fitting psychological contract can be resulted for a perfect match between an

individual’s preferences and his organization’s cultures.

Subordinate shows significant negative relationship with job satisfaction of

operating and work nature. The relationship can be two ways. On one hand,

supervisors would have lower level satisfaction of operating and work nature if they

155



have different cultural perception about subordinate; it may imply that management

difficulties may exist during their daily work. On the other hand, if subordinate is

supervised under the different orientation than they preferred, then they will have

lower satisfaction level of operating and work nature during daily work.

The culture divergence of do well shows significant positive relationship with

both job satisfaction of supervision and communication are opposite to the

hypothesized results can be explained by previous studies. It is because their

relationships are two-tailed. Supervision and communication can be adopted as the

means of resolving the perception divergence about the ways of doing well in

organizations. Supervision and communication can be wused to clarify the

responsibilities of employees and assist the employees when they overcome any

difficulties provided that the formal work contacts with supervisors are pleasant and

communication is good. For example, if the supervisors are fair to their subordinate

and willing to communicate about the work demands, employees will be more

satisfied with their supervisor and communication. Therefore, it can explain why job

satisfaction of supervision and communication is higher even the perception

difference about the ways of doing well is increased. The concept of social

communication and contacts can be used to explain the contradicting result about the

relationship of decisions and communication. However, the cultural divergence of
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legitimate control has hypothesized significant negative relationship with supervision.

Although pleasant supervision contacts can be used to resolve the cultural

divergence of doing well, different cultural divergence on legitimate control could

cause the reduction of job satisfaction of supervision. The reason is that the nature of

doing well is more abstractive to workers as it implies what the best ways to do the

job well whereas the legitimate control is how workers to be controlled and its effect

on employees is more instant than doing well; therefore, workers would reduce the

satisfaction of supervision if they are controlled by the different ways from what they

preferred. These relationships can be explained again by unpleasant supervisor

contacts suggest by Leiter (1988) and Leiter and Maslach (1988).

In order to understand the relationship better, we need to explain why boss can

increase cynicism and reduce professional efficacy but not significantly increase or

decrease any one of job satisfaction aspects. The reason is that the perception of boss

1s an impression of good boss; so even if the cultural type is the same between the

existing and the preferred, it does not necessarily lead to the to increase of job

satisfaction which is affected by the actual work condition, such as the satisfaction of

pay is more depending on the monetary amount than the perception of boss.

Legitimate control, task basis and how work performed have significant negative

relationship with coworkers. The concept of coworker contacts can explain these
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relationships. Despite the fact that pleasant coworker contacts can be emotional

support during the work, unpleasant coworker contacts can exist within organizations.

If employees have different perception on legitimate control, task basis and how work

performed, they and their colleagues would have different ideas on their daily work,

their satisfaction of coworkers will decrease especially during the work that requires

cooperation among them. For instance, construction professionals are easily to have

disagreements with their colleagues if they have cultural divergence about how the

work performed, employees of role-oriented would not accept the ways to complete

the task by employees of task-oriented as they would think that the employees of

task-oriented do not respect and loyal to the organization (Handy, 1995). It should be

understood why the item “people who work together” not affecting the satisfaction of

coworker as interviewee suggests that the satisfaction of coworkers depends on how

well they get along in everyday work but not the cultural divergence about this item.

The satisfaction of coworkers can also be high even if employees have different

cultural perception about people work together as coworkers in organizations are

always willing to listen to others’ opinion with a view to achieving the final

harmonious compromise. To interviewees, the matching of the personality and

characteristics of employees within organizations are even more important to affect

the job satisfaction about coworkers.

158



Both the ways of treating individual, ways of being influenced, legitimate control,

task basis, ways of work performed, structure of control and communication and

environment have significant negative relationship with the job satisfaction of

promotion. This situation can be explained by the research conducted by Sheridan

(1992) that the culture values in organizations can affect their human resource

strategies and strategies can imply many things such as employment, promotion,

fringe benefits, etc. We can see that these six factors (treat individual, being

influenced, task basis, how work performed, structure and environment response) are

related to management and human resources policies.

Therefore, when applying the idea of Sheridan (1992) into this research, when

employees have cultural divergence compared to the existing organizational culture,

they would not be satisfied with the promotion policies set by human resources

department that are based on organizational culture to certain extent. For existing

organizational culture that is role-oriented, employees have task-oriented preferred

culture would have lower satisfaction as the focus of the organizations is formal roles,

system, power and loyalty; so the promotion opportunities are often to be given to

those employees are role-oriented. Therefore, employees with preferred task-oriented

culture will be less satisfied as the cultural divergence may lower the opportunities of

promotion than their colleagues.
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The reason why competition has significant negative relationship with the

satisfaction of fringe benefit is that competition implies the culture about ways how

employees compete with others. For example, the task-oriented culture for

competition is for excellence of contribution to the task while the role-oriented culture

for competition is for high-status position in the formal system. The normal operating

system for construction organizations is that they would give high amount of ‘bonus’

(money in addition to basic salary) to employees having better performance. As a

result, employees would have lower satisfaction of fringe benefits if their cultural

divergence of competition exists since they think that they have better performance

than other colleagues but finally they are able to get lower amount of fringe benefit

than other colleagues.

The total divergence has significant negative relationship with promotion

whereas legitimate control and the ways of work performed have significant negative

relationship with the total job satisfaction. The reason can be supported by the above

paragraphs, for total cultural divergence and promotion, the total cultural divergence

determines the management and human resources policies as a whole and they can

affect the promotion decisions and therefore can reduce the satisfaction of promotion

for employees who have higher total cultural divergence. For legitimate and how

work performed, it can affect the total job satisfaction as their effects on the daily
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work of employees are great and promptly when compared to other factors of cultural

divergence that they affect how workers should work directly every day.

When the relationship between organizational culture divergence and job

satisfaction is examined, it is found that the factors which are more abstractive and

impressive in nature, such as boss, priority, work together and conflict do not

significantly relate to job satisfaction as the job itself is the more important factor to

achieve job satisfaction. For job satisfaction of contingent benefits, it is surprising that

it does not have significant relationship with none of cultural divergence factors. It is

because although contingent benefits is emotion in its nature, it is more related to the

job itself, such as feeling a sense of pride in doing my job (Spector, 2008).

7.3.3 The relationships between job burnout and job satisfaction

The relationships between job burnout and job satisfaction are supported by the

findings. Six elements of job satisfaction shows the significant relationships with job

burnout. There are also significant relationships between exhaustion and total job

satisfaction; cynicism and total job satisfaction.

First of all, pay and fringe is negatively related only with cynicism, it is because

both factors would cause ‘jealous’ psychological feelings to other colleagues,

therefore, when the satisfaction of pay and fringe benefits are low for construction

professionals, they would be less willing to get along well with other colleagues.
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When compared to other factors that have significant relationship with both

exhaustion and cynicism, the satisfaction of pay and fringe does not have actual

correlation with exhaustion as exhaustion is mainly determined by their daily work.

The concepts of social contacts can be used to explain why supervision,

coworkers and communication having significant negative relationship with

exhaustion and cynicism.

The significant relationship between the job satisfaction of work nature,

exhaustion and cynicism is that is the job satisfaction of work nature is low,

employees would feel their workload is high and cause exhaustion whereas employees

would feel it is hard for them to cooperate with others because of the tight cooperation

in construction projects; therefore, they would suffer from higher burnout.

Professional efficacy only shows the hypothesized but insignificant relationship

with total job satisfaction. The explanation of the independency of professional

efficacy and its relationship with organizational culture can be applied here, the two

results of these two sections show that professional efficacy is independent from

exhaustion and cynicism and relationship with both organizational culture and job

satisfaction.
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7.4 Implication

From this research, it is shows the importance of maintaining good social

contacts suggested by Leiter (1988) and Leiter and Maslach (1988). It can be viewed

as a basic coping strategy for improving the situation of organizational culture

divergence, job burnout and job satisfaction of Hong Kong construction professionals.

By having pleasant social contacts, the problem arises in the divergence of the boss

and decisions can be relieved. If construction professionals can have the chances

expressing their views to their boss and their perceptions about decision makings, the

organization can try to adopt it to suit the need of construction employees.

Job satisfaction of construction professionals mainly come from the work itself

than the interpersonal relationship with other people working in organizations. It is

understandable that each construction organization has its own working policies and

rules controlling the work of construction professionals. However, by enhancing the

communication, the job satisfaction about the construction professionals can be

improved if the organizations can listen to their opinions relating to the work itself

and improve the working condition accordingly. Then, the job satisfaction of

employees can be improved.

In reality, it is difficult for construction organizations to listen to all suggestions

from the construction professionals and change all of them accordingly. However,

163



enhancing communication can at least understand the thinking of construction

professionals better. The organizations can adopt the critical comments to improve the

current situations.

7.5 Limitations and future research

The time is the major limitation in this research. Due to the limited time allowed

in BSc dissertation, few respondents can be invited to participate in the questionnaire

and interview. The time also limits the development of questionnaire administration

system, such as online questionnaire system which can help handle the data in a more

efficient way.

As the proportion of the respondent number and the factors to be examined is

less than 10%. Factor analysis should be conducted in order to identify any

possibilities of reorganizing the research model. However, the low respondents

number make the factor analysis much more different as the results of one respondent

already provide much influence on the result of the factor analysis. As a result, the

factor analysis generates the new components that are hardly to have common themes

among them.

The ranking and rating are different among the 3 scales of instruments, i.e.

organizational culture divergence, job burnout and job satisfaction. The methods of
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analysis need to be further verified.

In this research, the research model is able to focus solely on organizational

culture. To understand the issue of job burnout and job satisfaction better, other

relevant factors should be incorporated into the model, such as some substance factors,

such as actual workload and working hours, etc. This can be one of the directions of

the future research.

It is found that it is possible to continue this research in future in order to

understand the effects of organizational culture on job burnout and job satisfaction.

This researches use correlation as the investigation of their relationships and it does

not indicate the direction of the relationship. In future, regression model can be used

to investigate the effects of organizational culture. As mentioned above, other factors

relevant to job burnout and job satisfaction can be added into the research model in

order to identify the significance of organization culture and other factors on job

burnout and job satisfaction.

The research in future can also incorporate the final outcomes of job burnout and

job satisfaction in the research model, such as turnover rate, organizational

commitment, etc. It can provide a more comprehensive insight about the whole

picture of job burnout and job satisfaction. The scientific contribution of the future

research can be enhanced by investigated the appropriateness of different types of
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coping strategies used by Hong Kong construction professionals.

When more time is provided in future research, a longitude study can be carried

out to understand the changes of job burnout level and job satisfaction level over time,

such as the difference between pre-construction stage and the projects are completed.

If more respondents can be invited to participate in the research, the more contributing

t-test and ANOVA can be conducted with a view to discovering the particular target

groups that require special attention to their job burnout level and job satisfaction

level. For example, the comparison can be conducted to compare the results between

non-management and management level.

It is hope that this research can be expanded into a larger scale in future so that

the locational difference of the construction professionals over different countries can

be investigated.

7.6 Conclusion

The topic of organizational culture in the Hong Kong construction

organizations and its relationship with job burnout and job satisfaction is rarely be

examined by previous studies. The gap is fulfilled in this research so as to provide a

detailed exploration about the current phenomenon.

The condition of organizational culture in construction organizations is
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identified. Many employees have mismatch between their existing organizational

culture and 1ideal organizational culture. The role is the dominant existing

organizational culture whereas the task is the dominant ideal organizational culture in

construction organizations. The level of cultural divergence is quantified in order to

measure the relationship between it and job burnout, it and job satisfaction.

The job burnout situation is explored in this research. The high level of

cynicism implies the interpersonal relationship should be improved. Putting it into the

context of the construction industry, it may due to the cooperation required with other

parties involved in projects. The exhaustion is improved may be explained by the

better economic condition in the construction industry. More projects have been

started and companies have increased the number of employment.

The relationship of organizational culture divergence and job burnout is

measured. Among the 15 aspects of cultural divergence, only boss have significant

positive with cynicism and professional efficacy. It reveals the influence power of the

boss in the construction industry. The perception difference of decisions has

significant negative relationship with exhaustion. It can be explained by the different

perception between their expectation and the actual amount of workload.

Only 31% of respondents have job satisfaction showing the room of

improvement. Its relationship with organizational culture is measured. It shows that
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organizational cultural divergence aspects which are substance in nature (i.e. relate to

the real working condition) are correlated with job satisfaction. It may be concluded

that the job satisfaction comes from the job itself, such as the task nature and the

procedures. The promotion is the only factor which is significantly positively

correlated with the total job satisfaction.

The relationship of job burnout and job satisfaction is measured and verified. It is

found that six aspects of job satisfaction have the significantly negative relationship

with exhaustion and cynicism. The view of professional efficacy being independent

from exhaustion and cynicism is supported in this research. The professional efficacy

of construction professionals is mainly affected by the self esteem and confidence of

the individual itself. The total job satisfaction also has the significant negative

relationship with exhaustion and cynicism.

The ANOVA and t-test are used for identifying which particular groups should

paid attention to as they have significantly higher level of cultural divergence, job

burnout but lower level of job satisfaction. The result shows that age, years and

education level have significant result on cultural divergence, job burnout while

gender has significant result on job satisfaction. The reasons why particular groups

have higher level of culture divergence, job burnout and lower level of job satisfaction

are explored. The mean within the groups have also been compared.
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Special attention should be paid to those groups of people despite the fact that

the results may be affected by the sampling differences. For instance, more attention

should be paid to the Hong Kong female construction professionals as the findings

comply with the previous studies about the WLB and Work-family-conflict.

Although there is still no perfect solution to cure the situation for those people,

social contacts may be supported by previous studies and findings as an effective

strategies for the Hong Kong construction professionals improving their job burnout

and job satisfaction.

The research provides an insight about the current phenomenon of construction

professionals. Policy makers should pay more attention to the situation of high

cultural divergence, burnout and low job satisfaction when they design policies for

organizations. Construction professionals and management level can have a better

understanding about the condition of themselves and their colleagues by referring to

this research.
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Appendices
Appendix | Invitation letter and questionnaire
Dear Sir / Madam,

Questionnaire for Research Project

I am a final year student studying in Department of Real Estate and Construction, the
University of Hong Kong. I am writing to invite the valuable participation in my
research project. The aim of this project is to identify the impact of organizational
culture on job burnout and job satisfaction and suggest measures for improving the
psychological health of construction professionals in Hong Kong.

In order to understand the relationship between organizational culture, job burnout
and job satisfaction condition of employees deeply, members are invited to complete
the questionnaire. The content of the questionnaire is in English and Chinese script is

provided for quick reference. It can be completed normally within 30 minutes.

Your participation is greatly appreciated. Would you kindly complete the
questionnaire by filling the enclosed questionnaires and return via mail to Flat 1704,
Fu Shing House, Fung Shing Court, Sha Tin, N. T., Hong Kong or email:
adal215@hku.hk, if possible, before 30th Nov, 2009. ALL SURVEY RESULTS
WILL BE STRICTLY CONFIDENTIAL and are for research purposes only.

In addition to conducting a questionnaire survey, I would like to conduct some
follow-up interviews (either by face-to-fact or by phone) on this issue. The interview
would only last for about 30 minutes and I will always be available for conducting the
interview. Would interested participants leave your contact at the end of the
questionnaire? The opportunity to understand more opinions on the issue and learn
from your experience is greatly appreciated.

If you have any enquiries, please do not hesitate to contact me at 60946085 or email

to adal215@hku.hk. Thank you very much for your time and attention.

Yours sincerely,
Tsang Wing Chi, Ada
BSc Surveying Year 3
HKU
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The relationship between organizational culture, job burnout and job

satisfaction of construction professionals in Hong Kong

PENCHREEXAEXASTHEED, THERERZENBEE

Section One: Background (—) & =& #} (Please highlight your answer.)

1.1.  Which sector best describes your current employment?

{RIEfES M —EEE D

a

a

a

Developer % &

Consultant EER Al

Main Contractor 7§ (AH)
Sub-Contractor 7 /& (4%
Government BUFF

Other: Hith

1.2.  Which of the following construction professions best describes your

profession?

a

a

a

a

Surveyor: B 2 B
Engineer: THEEm
Architect 2 5EHT

Project Manager 18 B &I

Other: Hitb

1.3.  What is the title/position of your current job? ¥REVEE{Z &
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1.4.

1.5.

1.6.

1.7.

On what basis are you employed with your organisation? ¥RIiE 3 {& R WREH

X2
a Permanent &I
a Contract &43
a Other: Hth

Where do you spend most of your time at work? REY TYERFRE: (/NEF)

W Site: Tih
Q Office: ) 2N
(| Other: Hth

On average, how many hours per week do you work outside stipulated hours?

R ZIE B2 D /N2

How long have you been working in this industry?

REBERERANKE? (F)

Section Two: Organizational culture

(Z) ¥

Organizational Culture Questionnaire of Handy (1993) is used in this section to

investigate what kind of organization you would like to belong to and what kind of

organization you currently belong to. Please rank the following statements in order of

salience. Put 'l' against the statement which best represents the dominant view, 2' for

the next closest, and so on until ‘4’. E.g.:

EEB AT Handy (1993)M9E(LRES, BEMRFE T HIRFMEBLEND

FLANRECERNEE L zBN D Bl A 1,2,3.4 HHEMERERE. (1
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RRFIERN, 4 HHETZIERR), A

EXAMPLE

1. Agood boss HHIER

currently | would
belong to | like to
1 belong
¥E’\Jﬁ:\ to
¥t |B2E
Pl
E 3744

is strong, decisive and firm but fair. He or she is protective, 1 4

generous and indulgent to loyal subordinates.

B2, RENB2EMLA TN, ttRNeHEHATERR

2, BENERN

1s impersonal and correct, avoiding the exercise of personal 3 3

authority for personal own advantage. A good boss demands from

subordinates only that which is required by the formal system.

REGNEEN , BER2REBCNFRITEBA#E D, —ERET

HNERARAEZER TEBASHEFPTERY

is egalitarian and influenceable in matters concerning the task. He | 2 1

or she uses their authority to obtain the resources needed to get on

with the job.

HREBRTENEZEN, N EFNA B CNBE D EER

THEREBENEIR

is concerned and responsive to the personal needs and values of 4 2

others. He or she uses their position to provide satisfying and

growth stimulating work opportunities for subordinates.

BAUME B EMANERNEER LA 8 CEE
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EATEBRERENITAIRRNES

1. Agood boss HHIER

currently

belong to
RS
o3
1t

would
like to
belong
to
Ik
o\ O

E 344

is strong, decisive and firm but fair. He or she is protective,

generous and indulgent to loyal subordinates. ;=5EZHY , 5 ETFIER

EMARF, it BEN TEBRRE , REMNERN

1s impersonal and correct, avoiding the exercise of personal
authority for personal own advantage. A good boss demands from

subordinates only that which is required by the formal system.

REEBNEREN , BRARCHNEFRITEBAEL, —@EREF

MNEBAZRTBRSHEFFIERD

is egalitarian and influenceable in matters concerning the task. He

or she uses their authority to obtain the resources needed to get on

with the job. HREBRFEMELEN, RS FAEEH

BOEEMTEMENER

is concerned and responsive to the personal needs and values of
others. He or she uses their position to provide satisfying and

growth stimulating work opportunities for subordinates.

B OME B EMANZERNEER, A B CHEE

EATERERENIEIRARNES
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2. A good subordinate ¥ #9T B

is compliant, hard-working and loyal to the interests of the superior.

RE , FHTEIMBER LT (WRI) BH

is responsible and reliable, meeting the duties and responsibilities

of the job and avoiding actions which might surprise or embarrass a

superior. BREEMATREN , TR TENBEMEE , Wi %MH

T LR RERNE

1s self-motivated to contribute his or her best to the task and is open
with ideas and suggestions, but is nevertheless willing to give the

lead to others when they show greater expertise or ability.

HEREMBEC EMFER, HREBENEZRERNEE,

BEHEMARRHEESEMANEBHES, BCBEKEFES

1s vitally interested in the development of personal potentialities
and is open to learning and receiving help. He or she also respects

the needs and values of others and is willing to give help and

contribute to their development. JFEE UL EAANBRENER, HR
SBENESEYSRRNEE, ittt ST HMANETEMN

BES, TRSEPNEREELANER

3. A good member of the organization gives first priority to ¥ IiF I B E1R

currently

belong to
RS
o3
1t

would
like to
belong
to

=82
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b\ Of

E 344

the personal demands of the boss.

ERBAVEIAFTR

the duties, responsibilities and requirements of their own role, and

the customary standards of personal behavior.

BEITHEEUNEE, EENERN-—RNVEATHEE

the requirements of the task for skill, ability, energy and material

resources.

EBPRERNEREE , e , KON E

the personal needs of the individual involved.

SHENANEATE

4. People who do well in the organization £ ¥PRBIFHRER

are shrewd and competitive with a strong drive for power.

=EH, ARFINEBAKBHE

are conscientious and responsible with a strong sense of loyalty to

the organization.

RRE, AEAER, HREBFEERAUNER

3

are technically competent and effective, with a strong commitment

to getting the job done.

ERM EBENENN , EFRAUNEGRREMIFERTE

are effective and competent in personal relationships, with a strong

commitment to the growth and development of people.

EABRRERAERNNEEIN, HRANRENBERFRZ

B 68 A %
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5. The organization treats the individual ¥ MY FETE—ERE

currently

belong to
RS
o3
1t

would
like to
belong
to
Ik
Pl

E 344

as though his or her time and energy were at the disposal of the
persons higher in the hierarchy.

FEAFMHNERMEIREEERBPIESNAT L

as though his or her time and energy were available through a

contract having rights and responsibilities on both sides.

FHA SR EEMEIEAESHNENNEELP

as a co-worker who has committed his or her skills and abilities to

the common cause.

ERREER B CHRENMENRARERS

as an interesting and worthwhile person in their own right.

HRECHERNRIAEBNEEEN

6. People are controlled and influenced by & T #{t BEIRHI M E

the personal exercise of economic and political power (rewards and

punishments).

ITEEANEBNBOARED (R )

impersonal exercise of economic and political power to enforce

procedures and standards of performance.

ITEFERANEEMBOAE D ZRLBIT TERRANEF MR

s

communication and discussion of task requirements leading to
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appropriate action motivated by personal commitment to goal

achievement.

HREBBEROZARME R, MEREA L BT ER B R

intrinsic interest and enjoyment in the activities to be done; and/or

concern and caring for needs of other persons involved.

EMTENRENNBNES; M/ REOCNBBEEBERAS

MEE

7. Itis legitimate for one person to control another's activities

—EASHEIRHHE M ARNED

if that person has more authority and power in the organization.

MRZAEEBEESHERNED

if the role prescribes that they are responsible for directing the

responsible for directing the other.

MRBEREMMAEEE R HMAEEST

if he or she has more knowledge relevant to the task at hand. #15R

b= 1th 5 ME A BRI H5

if the other accepts that the first person's help or instruction can

contribute to the other's learning and growth. MR E fth A3 .

FE—EANEBHESTURERILNBEMRE

8. The basis of task assignment is T{E{E#§

currently

belong to
RS

would
like to

belong
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to
Bo®E
o\ O

E 344

the personal needs and judgment of those in authority.

A E A A TSR

the formal divisions of functions and responsibility in the system.

HEFHEXBEMBENE S

the resource and expertise requirements of the job to be done.

THAFENERMEZAZE

the personal wishes and needs for learning and growth of the

individual organization members.

B ENEABREMBEENRRNFEER

9. Work is performed out of T /=27 IN{HY Bz T HET

hope of reward, fear of punishment or personal loyalty towards a

powerful individual.

HHE—ERANA (ER), FEFIEEK , BOESHEAR

a respect for contractual obligations backed up by sanctions and

personal loyalty towards the organization or system.

HABNRBNBEANBHEFHENRBNES

satisfaction in excellence of work and achievement and/or personal

commitment to the task or goal.

R TN S BERREN/ REAEMEB R B RN LS

=1

enjoyment of the activity for its own sake and concern and respect

for the needs and values of the other persons involved.
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EXFEHAE, BUONEEHMABASNRTENEESR

10. People Work together A8 — T4

when they are required to by higher authority or believe they can

use each other for personal advantage. & /= B R B B R T~ = At 9

rom i FIBE EAB R A ZEUSE A BV TR

when co-ordination and exchange are specified by the formal
system.

EEXNHEEEZESENRR

when their joint contribution is needed to progress the task.

EEBHERFZMMANBIS IR

when the collaboration is personally satisfying, stimulating or
challenging.

ENSFETEARIAME  RAREFREME

11. Competition #HF

currently

belong to
RS
o3
1t

would
like to
belong
to
=82
Pl

E 344

is for personal power and advantages. =& 1 BAE D FES

is for high-status position in the formal system.

ATEXFEFH S

is for excellence of contribution to the task.
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A THEBHN AR

is for attention to one's own personal needs & 7 B S BIBEAFER

12. Conflict #&3e

is controlled by the intervention of higher authority and often

fostered by them to maintain their own power.

WESHERN TEZEHT , BEEBRTHMAMSEACSH

®Bh

is suppressed by reference to rules, procedures and definitions of

responsibility. #SRHF A , BEFMERNETFTNG

is resolved through full discussion of the merits of the work issues

involved. BB 7 7 515w T/EH & AU RS 2 T fF5R

is resolved by open and deep discussion of personal needs and

values involved.

BBHERAS RN EATENEERSHFRBNRAG R

13. Decisions RE

are made by the person with the higher power and authority.

EHAESEOMBERN ARE,

are made by the person whose job description carries the

responsibility. & HBBHNEEARE

are made by the persons with most knowledge and expertise about

the problem. ZH¥REER &S B EEN ARE

are made by the persons most personally involved and affected by

the outcome. RHRZHREBSHENESZTFEMN ARE
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14. The appropriate control and communication structure & i 1% & FE &

Ris

currently

belong to
RS
o3
1t

would
like to
belong
to
Ik
Pl

E 344

Command flows from the top down in a simple pyramid so that

anyone who is higher in the pyramid has authority over anyone who

is lower. Information flows up through the chain of command. @
THE-(AMENESFEALMTRY , FEUERSFERS

MUEFHATUAERANEN, EEEEEERD LRE

Directives flow from the top down and information flows upwards
within functional pyramids which meet at the top. The authority and
responsibility of a role is limited to the roles beneath it in its own

pyramid. Cross-functional exchange is constricted.

ETRELMTNEREEEETR LR A MAESFEN
HintE@, BENEIMEERBRRESFEANBLE, TEE

BRERY SR Z EI R

Information about task requirements and problems flows from the
centre of task activity upwards and outwards, with those closest to
the task determining resources and support needed from the rest of
the organization. A coordinating function may set priorities and
overall resource levels based on information from all task centres.

The structure should shift with the nature and location of the tasks.

BHZRVNBENESRABEIBNFORCAANMLEE, X
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REABRREBBENWENTENA, BRI IHEEERRTN
ERHONESMBER LR FNREERKF, FRERE

BB R BT %

Information and influence flow from person to person, based on
relationships which are voluntarily entered into for purposes of
work, learning, mutual support and enjoyment, and shared values. A
coordinating function may establish overall levels of contribution
needed for maintenance of the organization. These tasks are

assigned by mutual agreement.

ERNTEERBEI AL, 28 HEXE EXENH
HENEEBNERAAGA, HARETRILEEHELRE

BNEREKT, EBEREEFEEMDE,

15. The environment is responded to as though it were {®3¥HIRE

currently

belong to
RS
o3
1t

would
like to
belong
to
=82
Pl

E 344

a competitive jungle in which all are against all and those who do

not exploit others are themselves exploited.

RRHEFN THML F, SEARRHEIN, MRESTIA

ftb AR AR A

an orderly and rational system in which competition is limited by

law and conflicts yield to negotiation and compromise.

BRFNSENRR  ETNRERIIAENRG, XEHE
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AT Z &R

a complex of imperfect forms and systems which are to be

re-shaped and improved by the achievements of the organization.

— BB A 5T & B E ML X 2 EB AR R B E R G M

=
=]

a complex of potential threats and support. It is to be manipulated
by the organization to extract nourishment from it, pull its teeth and
use it as a play and work space for the enjoyment and growth of

members.

—EEMENBEERBEN T, REGEBRME, XWRPRER

MERD, MRACELAREEZZNBERN THEMBEETR
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Section Three: Job burnout (=) TEES

Burnout Inventory (BMI) of Maslach (1982) is used to measure your current
condition of job burnout (stress). Please read the following statements and decide if

you ever feel this way about your job. (Never 0, A few times a year or less 1, Once a

month or less 2, A few times a month 3, once a week 4. a few times a week 5.

everyday 6)
Maslach W SER( 1982 F \RARGERN BRIV I/EES(BL) ,

AR RATHNA Y XETEHRACRENBRENRZ. (RTHRE 0, —

FREBARED 1, BA-XHED2, —HARBFELKX3, —ERBLE R

4, —EHBESR 5 SARE 6)

1 | I feel emotionally drained from my work.

BESRENBREIAPREK

5 | [ feel used up at the end of the workday.
BEITHEBRRNHERESES "HAR,

3 | I feel tired when I get up in the morning and have to face another day on

the job. RER LEKEZEEHH — RN TENRESREE

4 | Working all day is really a strain for me.

BRIFEHENKRR—EED

5 | I can effectively solve the problems that arise in my work.

FRIIEEEVHEREEEC TEMNBE,

6 11 feel burned out from my work. BE TEHRIBR

7 | I feel I am making an effective contribution to what this organization

does. K BB B O eE AR AEBE L S B
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g | ['have become less interested in my work since I started this job.

Bt RFAKEND TR, RYETHFNEBRK

9 | I have become less enthusiastic about my work. 3 ¥t T /R 2GRRHE

10" 1 11 my opinion I am good at my job. FAE 1T £ 2 # T4E

11 | I feel exhilarated when I accomplish something at work.

REMFELETHER, RBRIBMHE

12 | I have accomplished many worthwhile things in this job.

BRESHIFFEXR THZHEENS

13 | Ijust want to do my job and not be bothered.

BERMBMBECHIFEMATE

14 | ['have become more cynical about whether my work contributes

anything.
RERZFECHWIEEREER

15 | I doubt the significance of my work.

BEEECIENEEH

16 | At my work, I feel confident that [ am effective at getting things done.

BEEFLBECRBMLTHIHE

Section Four: Job Satisfaction

B THERSE

Job Satisfaction Survey of Spector (1985) is adopted to find out the satisfaction level
that your job gives you. Please indicate the extent to which you agree or disagree with

the following statements in your present job. (Disagree very much 1, Disagree

moderately 2. Disagree slightly 3, Agree slightly 4, Agree moderately 5, Agree very

much 6)
EUE IR BNIERZEERE ( 1985 F ) RAHZNIERERE.,

198




A AL ERENRBEPAERE LEREFFRAEATEF. (T2 FEE

1, FRAZ2 , 2FFEE3, PEE4  BAES5, +7EE 6 )

1 | I feel I am being paid a fair amount for the work I do.
BESHSIBECHHIHNEETE

2 | There is really too little chance for promotion on my job.
BN ITHEERDNEARS

3 | My supervisor is quite competent in doing his/her job.
BH LA THENRERE

4 | I am not satisfied with the benefits I receive.
BHREMEINENLE T RE

5 | When I do a good job, I receive the recognition for it that I should receive.
ERTHSEE, REINESBHNRE

6 | Many of our rules and procedures make doing a good job difficult.
RANMEFESREMFRNTHE

7 | I'like the people I work with.
BREBNER -EZIEHA

8 | I sometimes feel my job is meaningless.
BEREEESENIHEREESR

9 | Communications seem good within this organization.
EEEBRRENES

10 | Raises are too few and far between.
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BHmEFN SEAOMMFHRBEAREAR

11 | Those who do well on the job stand a fair chance of being promoted.
THEBEFNABLATNEAKSE

12 My supervisor is unfair to me. E#) E R ¥ K I 22 F

13 | The benefits we receive are as good as most other organizations offer.
BAES/ EBRENHEMAR —RIFHEF

14 | I do not feel that the work I do is appreciated.
BATMM TEREBRmME

15 | My efforts to do a good job are seldom blocked by red tape.
B THENZ DR IET L ENEFHEE

16 | I find I have to work harder at my job because of the incompetence of
people I work with.
BELRFHHMBECH TERANME —E T/ AHEE

17 | I like doing the things I do at work.
BEBRNITERE

18 | The goals of this organization are not clear to me.
B FBREM@AR HEBENER

19 | I feel unappreciated by the organization when I think about what they pay
me. RTENERERBS B THRER/ BBME

20 | People get ahead as fast here as they do in other places.

HER T ARSI AV IR E M E bR A — &
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21 | My supervisor shows too little interest in the feelings of subordinates.
BN LRSI FEALTENRZ

22 | The benefit package we have is equitable.
BN EFZEERN

23 | There are few rewards for those who work here.
EETENARBRIVERR, R

24 | I have too much to do at work.
BEASTITHEEMN

25 | I enjoy my coworkers.
REBNRES

26 | I often feel that I do not know what is going on with the organization.
BRESESECUTFRAM MBMERENS

27 | Ifeel a sense of pride in doing my job.
BUHABCHWIERIIER

28 | I feel satisfied with my chances for salary increases.
BREEHCHNHHE

29 | There are benefits we do not have which we should have.
BMREECESNER

30 | I like my supervisor.
REBREN LT

31 | I have too much paperwork.

BARSZXHTIH
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32 | I don't feel my efforts are rewarded the way they should be.
BRESBCMAEHNS IAERBBIEEHNER

33 | [ am satisfied with my chances for promotion.
BREECHEBEAH#E

34 | There is too much bickering and fighting at work.
BIENAREERFVRE

35 | My job is enjoyable.
B THERRIRA,

36 | Work assignments are not fully explained.

REDRZSBERECHNTHEER

Section Five: Personal Background (&) AL SEH (Please highlight

your answer.)

5.1. Sex? TR

Male B Female &

5.2. Age? i

Below 25 25-30 30-35 35-40

A 25

40-45 45-50 50-55 55 above
KA 55
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5.3. Marital Status? EIEAR N

Single £ & Married 21

(Please answer 5.3.2 i@ EI & 5.3.2)

5.3.2. Do you have children? B R B &% F

Q Yes. How many? What age? & (Z2E? Fin)

Q No RE

5.4. What is the highest level of education you have obtained? 2

Higher/Professional Diploma

Certificate 28 Diploma 3 & s P Degree 24
=R OB/ B E R

Master Degree B8+ | Ph.D. =t Other: Hth

Section Six: Comments and Follow-ups (75) =R MR

6.1 Comments 2 5,
The space below had been provided for you to make additional comments if you

wish to do so. 88 NREENHNE
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6.2 Follow-ups ERiE

6.2.1 Are you interested in receiving a copy of the data analysis relating to
this survey? REREEHBRIEBHARNBERD

a Yes, please provide your contact details:

(This information will be treated with strict confidentiality.)

B/, FETROBE R EZ (EEERSBYHRE)

6.2.2.Would you like to take part in an interview relating to this survey at a
later time? #RARE EBHREITHVRESE

a Yes, please provide your contact details:

(This information will be treated with strict confidentiality.)

B, FRTROBMESE (ERENSBURE)

4 No. BB

Thank you for your participation in this survey. Your help in providing this data

is greatly appreciated.

ZHIFNEARSR NS R!
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Appendix 2 Interview questions

Name of participant:

Company:

Tel: No.: / E-mail:

Interview Date: Starting Time: Finishing Time:
Venue:

Questions:

1. Can you comment on the questionnaire result?

-Do you agree to the questionnaire result? Reason?

2. Do you have any ideas on why certain cultural divergence aspects are significant
correlated to certain aspects of job burnout and job satisfaction?

3. Do you have any opinion about the relationship between organizational cultures,
job burnout and job satisfaction?

4. Do you have any comments on the current situation of job burnout and job
satisfaction in Hong Kong construction industry?

5. What kinds of coping strategies are suitable to you? Why?

6. Do you have any additional comments?
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