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Abstract 

Employee morale, organizational citizenship behavior and organizational learning can provide 

powerful factors for growth and satisfaction within the work place (Arumi, Aldrin, & Murti, 

2019). Despite job design dictating the technical requirements to effectively perform the job, 

there will still be a disconnect amongst employees, performance appraisals and both life and 

work satisfaction (Alfayad & Arif, 2017; Bernardin & Russell, 2013). Work culture in 

organizations go past the need to compliment the roles and responsibilities within an operation. 

Unless there is a human element in the job design, there will be only a focus on the technical 

aspect of skill and ability pushing humanity out of the occupational vocation of job satisfaction 

(Helm-Stevens & Kipley, 2018). A review of scholarly literature reveals organizations can 

potentially obtain competitive advantages when considering the human element of vocation into 

the job design. 

 Keywords: Employee Growth (EG), Job Satisfaction (JS), Organizational Citizenship 

Behavior (OCB), Organizational Diagnosis (OD), Job Characteristic Theory (JCT).  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Employee Growth and Satisfaction 

 Job design should ethically promote employee growth and satisfaction unless there is a 

purposeful choice to limit career growth. According to Quinn (2010), the negative side effects of 

removing career progression manifest in signs of employee engagement with intent to malinger 

pay check to pay check creating an atmosphere of desperation. The accumulation of negative 

OCB preludes a negative work environment and overall creates havoc on the organization’s 

purpose, value and vision statements (Harter, Schmidt, & Hayes, 2002). The incongruence in 

OCB aligning with the organizational’s goals can be a significant factor stemming from 

unengaged employees (Suhartini & Arati, 2017). A contraindication to this OD would have signs 

and symptoms of both informal and formal mentoring both laterally and horizontally within the 

chain of command (Arumi et al., 2019). When providing diversity to projects and tasks, having 

that linear career progression in the company delivers employees with acquired knowledge and 

skills as opposed creating a state of static decay (Duffy & Dilly, 2013). Job design should have 

career progression in mind as the human element allows for the opportunity of self-motivation as 

individual experience their vocation resulting in positive organizational change (Muzanenhamo, 

Allen-Ile, Adams, & Iwu, 2016). 

Job Satisfaction 

 Herzberg’s two-factor theory.An evidence-based approach is required to fully 

understand JS and the factors, which contribute. Bohm (2012) describes Herzberg’s two-factor, 

motivator-hygiene, theory as a evidence-based theoretical framework in understanding JS from a 

deeper organizational behavior design. As a manager and leader, the goal to reduce and prevent 
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dissatisfaction is to understand the hygiene factors of the theory while promote and emphasize 

the motivator factors (Bohm, 2012). Bohm (2012) reports hygiene factors include compensation, 

working conditions, job security and work relationships. Hur (2018) includes that simply 

increasing an employee’s compensation will not solely increase employee engagement; however, 

it is important to realize that employees working for less than their work demands is an important 

aspect of hygiene factors. Motivators often include high satisfaction through growth, 

achievement and recognition (Bohm, 2012). For example, a number of justice theories could 

apply for increasing satisfaction such as informative and distributive justice ideologies 

(Bernardin & Russell, 2013; Alfavad & Arif, 2017). 

 Job characteristic theory. The complementation of Herzberg’s Theory of Motivation will 

be the framework called JCT from Oldham and Hackman to better ascertain work culture 

outcomes (Spector & Jex, 1991). These outcomes can involve turnover rates, health behaviors, 

performance and rates of absenteeism (Spector & Jex, 1991). JCT can be used to adjunct 

diagnosis with job satisfaction as a mediating factor for improved cultural growth. One limitation 

is that JCT is considered a generalized theory and not a stand-alone framework; however, in this 

literature review, this will provide a deeper insight into the motivators of Herzberg’s Theory 

(Sameer, Mohamad, & Mohamed, 2019). Sultan (2012) reports motivators should focus on 

improving; perceived work importance, ownership over work responsibility, and understanding 

of performance outcomes.  These desired human resource outcomes can be positively influenced 

by these factors “Skill variety, task identity, task significance, autonomy and feedback” (Sultan, 

2012, p. 13).  
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 Dimensions of job design. Employee interest through varied skills and activities defines 

skill variety (Sultan, 2012). Feeling important within the bigger picture of the organization’s day 

to day operations is essentially task identity (Sultan, 2012). Aside from just feeling important, 

employees should feel a sense of quality control in their work, which describes task significance 

(Sultan, 2012). Job design and individual responsibility describes work autonomy as individuals 

produce their own work or assist others through a collaborative nature (Sultan, 2012). Lastly, 

feedback refers to the topic of performance improvement from supervisor, colleague or mentor to 

an individual or group of employees (Sultan, 2012; Demirkol & Nalla, 2018). 

Employee Growth 

 Naturally employees will want to grow within their respective job field as they find job 

satisfaction. It is a result of professional advancement through the acquisition of new or 

additional skills and knowledge (Hart, 1999). A factor of job satisfaction is creating a career 

progression ladder, which allows an employee the opportunity to move up within a company to 

reduce negative OCB ( Harter et al., 2002). Having opportunities for employee growth develops 

two key aspects of positive work culture, which are thriving and improving personal abilities and 

capacities (Britt, Adler, & Bartone, 2001; Spreitzer, Sutcliffe, Dutton, Sonenshein, & Grant, 

2005). Thriving is described as a psychological state that experiences a sense of vitality learning 

in the work place (Spreitzer et al., 2005). Spreitzer et al. (2005) describes vitality in this context 

as an increased positive attitude and desire to exert effort. Improving work culture by affecting 

employees through these key aspects focuses on using job satisfaction as a mediating dimension. 
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 Human resources. Increasing the statistical likelihood of thriving to occur within the 

employee population should be a goal of the organization’s management team (Luthans & 

Youssef, 2004). Designing jobs that promote the ideology of thriving can be acknowledged 

through multiple measures such as employee health, absenteeism and improved performance 

appraisals (Bernardin & Russell, 2013; Spector & Jex, 1991). Combining both conceptual 

frameworks, the mediating factors linking thriving as a end state between job design and JCT 

and Hertzberg’s Theory can be better manipulated (Spreitzer et al., 2005; Sameer et al., 2019). It 

should be the goal of management to delegate the responsibilities and job design to the 

individual employee with the correct frameworks to facilitate improved performance. 

 Conceptual application. Spreitzer et al. (2005) explains the multiple layers involving the 

JCT and how to better implement it into the critical analysis of Hertzberg’s theory. Firstly, the 

individual level is described with task focus and exploration (Spreitzer et al., 2005). Secondly, 

the next layer involves a unit-level approach that describes the work climate through trust and 

information sharing (Spreitzer et al., 2005).  Taking these layers and applying them can change 

the view of employees as individual influencers of not just performance but also organizational 

culture. Manangement will have a difficult time describing organizational culture; however, it 

will be easier to understand when relating the individual pieces, employees, to the overall 

diagnosis of the work climate. 

Organizational Application 

 There are numerous benefits too facilitating a positive work climate from increasing 

employee engagement with job satisfaction to fulfill the organization’s strategic growth. The 
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technical requirements of job design will vary amongst the different sector of business; however, 

the conceptual frameworks for job satisfaction remain the same. Having monotony within the job 

design is contraindicative of the evidence to produce employee engagement as means to 

ultimately increase employee lateral career progression. Despite the task variation being boring 

at times, the variety experienced will still stimulate interest within the employee population 

(Spreitzer et al., 2005). By manipulating the level of stress through the difficulty of job 

assignment, there can be a positive outcome with engagement and mental stimulation (Bernardin 

& Russell, 2013). 

 Autonomy & accountability. Accountability or ownership over the produced 

performance is an important aspect of employee growth and satisfaction. When comparing 

autonomy without accountability, the satisfaction of work will be lowered due to a lack of 

involvement of the organization and importance over the actions (Sultan, 2012). For example, a 

mechanic will have a high involvement in fixing the car and feel a significant contribution to the 

overall process of service and maintenance. The mechanic will not experience the same 

satisfaction when ensuring a trivial task is completed such as stocking pens. In respect to job 

design, accountability over stocking pens would provide task variation; however, it limits the 

transferable skills for acquisition for further career growth. The mechanic will continue to 

experience the same level of autonomy and accountability for servicing the vehicle and properly 

ensuring the paperwork is completed. Zhang & Bartol (2010) explains the relationship between 

autonomy and accountability within job satisfaction. In this specific event, the mechanic obtains 

the productive outcome of autonomy and accountability in the form of satisfaction through 
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seeing the importance of his utilized skill and ability (Zhang & Bartol, 2010). Keeping 

accountability in healthy doses can provide employees to do adopt self-ownership over their 

work and keep a clear picture of their importance in the organization’s missions. 

 Opportunity. By involving task variety as a means to obtain new skills and abilities, the 

employee population can experience exploration and professional growth in conjunction with 

their unique goals (Helm-Stevens & Kipley, 2018). This act within the management department 

allows for space enabling employee growth (Donnay & Borgen, 1999). From employee growth, 

a decentralized governance may be applied allowing for further employee growth as the unit 

level is influenced by increased responsibility under both autonomy and accountability (Spreitzer 

et al., 2005). It is up to the human resources risk analysis department to better determine the 

influence of a decentralized approach and the methods of application in low to moderate risk 

assessments. 

Christianity 

 As mentioned earlier, there is a needed element of humanity within the job design that can 

be often neglected as a means to avoid disparate treatment (Bernardin & Russell, 2013). 

Disparate treatment is the unintentional negligence of excluding people from a particular job 

position as a secondary effect to finding more specificity within the job design (Bernardin & 

Russell, 2013). Christianity is only one of many religions that focus on stewardship through love, 

forgiveness and grace. All levels of management may benefit from the ethical values in The 

Bible; however, The New Testament may offer a different view point compared to similar 

monotheistic religions based from The Old Testament. It is from Jesus Christ that Christians 
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seeks to apply their ethical stand point as introspective observers focused on their influence in 

the external world. 

 Apostle leadership. It is important to note that the contextual framework of The Gospel 

was in a different era than the year of 2020; however, the generalizability of The Bible can be 

transferred to understand deeper ethical frameworks. Having grace in the biblical sense was a 

fundamental trait of Peter the Apostle whom exampled a case for servant leadership (Matthew 

18: 21-22, New International Version). When comparing cultures, Peter continued to show his 

leadership by conducting a clan culture approach when inviting the gentiles to become Christian 

as an invitation in the social context (Acts 10: 44-48). Management lessons for application may 

see an increase in the psychological contract that may reduce the stress of employees and 

improve health outcomes as an inverse relationship forms (Helm-Stevens & Kipley, 2018). Atop 

of these lessons from Peter the Apostle, the idea of influence from a non-coercive stand point 

was observed through interactions with the people as equals despite economic or political status. 

 Diversity. From The Holy Spirit, employees and employers can rejoice in that the unique 

expression of individualism is present as an expression of God ( I Corinthian 12). In handling 

team conflict from a Christian perspective, different thoughts and ideologies will contribute to 

the overall friction towards general consensus. It is through the understanding of God’s gift of 

diversity that team leaders can provide a higher sense of specificity for the team as these special 

gifts from God are assessed for the task at hand (I Corinthians 12). Taking this diagnosis tool 

based from The Bible, team leaders can examine if they are delegating team members outside of 

their unique spiritual gifts given by God, Jesus Christ and The Holy Spirit (I Corinthians 12). 
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 Fairness. Treating others fairly and justly in the ethical framework of Jesus Christ is a 

fundamental belief as Christian leaders come from a place of equality as humble servants 

(Deuteronomy 24: 13-15). It does not matter if people are workers because in the kingdom of 

God everyone is on equal footing despite economic, political and religious status. Translating 

this thought process into the secular world, this is looked at as the experience of the power 

distance in cultures. Examining organizations with formal hierarchies, and deciding too add 

informal routes of communication amongst all employees is a conceptual idea relating Christian 

hierarchy within the modernized context. Humility as servants towards God allows for a deeper 

understanding of the hierarchy design implemented for humanity towards building God’s 

kingdom as noticed in Deuteronomy 24: 13-15 and Colossians 3: 23-24. 

 Humility. When managers repent for their sins, it allows for an opportunity to grow 

spiritually and ethically because of the capacity to experience true humility (1 Samuel 15: 

24-26). To secular leaders, this same ideology is translated into the theory of emotional 

intelligence. Additionally humility is seen in the way leaders act ranging from their 

communication language to their stewardship. When leaders act falsely in the name of God, their 

intentions do not last; however, true stewards of Christ have prevailing ethical standards in both 

communications and acts (John 10: 12-13). The result of true humility is the capacity to be open 

to equality as humanity is an outward expression of sin and fault, but it is within this shared sin 

that equality is born. 

 Power. Management based in biblical teachings may have a better understanding job roles 

indicate their level of influence, power, over others. Studying Saul and his unique perspective 
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towards David after the defeat of Saul’s enemies, there is a unique choice of power use seen (1 

Samuel 18: 6-8; 1 Samuel 19: 11-13). The political power took seed in the form of jealousy only 

to sprout through actions of evil. Firstly, Saul decided to send David away with an army in hopes 

that he would die in combat (1 Samuel 18: 12-16). Secondly, Saul attempted to kill David as this 

jealousy grew through the watering of Saul’s purposeful actions (1 Samuel 19: 11-13). Principals 

of power are taught to biblical scholars because power can negatively impact people in the form 

of coercion or positively as empowerment. Had Saul been given the opportunity to study past 

scripture as the modernized leader now has, there might have been a recognition of how power 

can be turned towards evil as opposed to be used in God’s light. 

Discussion 

 Employee satisfaction and job growth should be the aim of management and consultants 

experienced in organizational behavior study designs (Bernardin & Russell, 2013). Despite ethics 

based in Christianity, there are numerous benefits to improving organizational culture through 

job satisfaction and employee growth within the context of competitive advantage. Aligning the 

organization’s culture to better predict and explain their efficacy in OCB is another reason to 

invest into developing functional work climates. Depending on the job market, vocation can be 

seen through the job design as organizations attempt to exert their value statements over the 

employee population. After the development of a functional work climate, employees may seek 

higher levels of opportunity to titrate their specificity of difficulty in job task and variety. 

 Key findings. Culture change can occur through a variety of mediating factors; however, 

employee growth and job satisfaction is only one piece of the puzzle for functional work 
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climates. Both Herzberg’s Theory and JCT, can be combined to better assess organizational 

behaviors as leaders seek to improve the motivators and reduce the hygiene factors. Despite 

employee growth and job satisfaction being two different factors, these mediating culture factors 

were similar in the methodology for organizational improvement. The Bible offers a lot of 

conceptual evidence to advocate for styles of leadership such as servant leadership and their 

systemic effect over the whole organization’s hierarchy through both direct and indirect 

influence. Organizational health can be diagnosed from both a secular and non-secular approach; 

however, both relate to the same ideologies despite different names for their frameworks. 

outcomes of that work.  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