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Abstract

In this study the relevance of personality traits in the development of job attitudes was

investigated. A review of the psychological literature gave us reason to advance our thesis

that personality traits as predispositions of job attitudes are wrongly neglected in favour of

job characteristics. A model is presented consisting of hypothesized structural relationships

between job attitudes (satisfaction, job tension, intention to turnover and self-appraisal) on

the one hand and personality traits (sensation seeking, emotional stability, fear of failure and

need for achievement) and job characteristics (skill variety, autonomy and feedback) on the

other hand. Besides, the model includes structural relationships between the different types

of job attitudes. In a longitudinal study the model was tested with LISREL. The discrepancy

of the model with the data was insignificant (X~ - 30.5; p-.14; N- 160). The fit with

the data could be improved by two modifications: adding a path from 'skill variety' to 'self-

appraisal' and deleting a path from 'self-appraisal' to 'satisfaction'. Although the personality

traits were assessed 1'fz - 2 years before the job attitudes, in contrast with the job characte-

ristics being assessed simultaneously, the predictive power of the personality traits showed to

be as powerful. The results confirmed the general hypothesis of this study that personality

traits are relevant in the development of job attitudes.
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Introduction

At first sight it seems evident that the attitudes of an employee toward his job are mainly

determined by job factors. As a result, the influence of personality traits has been neglected.

Thís situation was changed by the longitudinal study made by Staw and Ross (1985) in a

sample of over 5,000 employees. Results indicated that attitudes were stable over a five-year

period, and that they were consistent across situations (e.g., when individuals changed

employers or occupations). As Davis-Blake and Pfeffer (1989) stated, to examine the relative

contributions of dispositions and situations to job attitudes, it is necessary to develop and test

a model of job attitudes that includes both dispositional and nondispositional factors. This

has been done in this sh~dy.

Using job attitudes as criteria means a new approach in studies of the predictive validity of

personality traits. Because personality questionnaires belong to the most frequently used

devices in personnel selection (Altink, Roe 8r. Greuter, 1991), their predictive power has

been studied often. Personality is clearly considered as an important factor in job success.

However, the results of ineta-analyses in this field are disappointing (Schmitt, Gooding, Noe

8r. Kirsch, 1984; Barrick 8r. Mount, 1991; Tett, Jackson and Rothstein, 1992). A critical

discussion of these studies was written by Van den Berg (1992). In summary, personality

traits and criteria have been combined wrongly, different types of jobs have been grouped

together, situation characteristics have been neglected, and job attitudes have not been used

as criteria. These comments are in accordance with the general critical remarks of Algera,

Jansen, Roe and Vijn (1984) on the validity generalization procedure. In a research design

taking some of these issues into account, the predictive validity of some personality

measures turned out to be good (Van den Berg and Feij, 1993). Besides, Tett et al. (1991)

mentioned an encouraging result. In seven confirmatory studies based on personality-

oriented job analyses, the mean validity of personality measures (corrected for the unreliabi-

lity of the criteria) was .34. From these results, it can be concluded that the use of persona-

lity questionnaires in personnel selection requires firm hypotheses about the relevance of the

traits for the criteria measured. The same conclusion can be drawn from the meta-analyses

made by Robertson and Kinder (1993), in which hypotheses concerning specific personality-

job competence relationships have been tested.
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The discussions about the predictive validity of personality questionnaires are part of the

person-situation debate. This debate has a long history. Many discussions on this issue can

be found in the psychology literature from 1930 onwards (Pervin, 1989). In general,

personality theorists emphasized the individual differences in explaining behavior, while

behaviorist pointed at the impact of environmental factors. The debate came to a climax with

Mischel's (1968) attack on the trait theory. This attack can be summarized as follows. In

Mischel's view traits are broad personality characteristics with a general influence on

behavior: 'data that demonstrate strong generality in the behavior of the same person across

many situations are critical for trait and state personality theories; the construct of personali-

ty itself rests on the belief that individual behaviour consistencies exist widely and account

for a lot of variance in behavior' (Micchel, 1968, p.13). 1`:ext, iriisc}-iei reviewed studies on

the relationship between personality traits and criterion behavior and pointed out that the

correlation is mostly not higher than .30. These results led him to the conclusion that the

predictive power of personality traits is negligible. Besides, he described many studies which

indicated that the consistency in the behavior of the same individuals in different situations is

low and the consistency in the behavior of different individuals in the same situation is high,

which confirms the view of the situationists. Because of the methodological weakness of

these studies, Mischel's conclusions are too strong (Roe, 1984).

Besides, Mischel clearly makes some mistakes. 'Trait psychologists do not suggest that

people will behave the same way in all situations' (Pervin, 1985). For example, when

somebody is called friendly, we do not mean that this person behaves in a friendly manner

all day, as smiling, irrespective of the situation. He would irritate us greatly. This misrepre-

sentation is referred to as'absolute consistency' (Weiss and Adler, 1984). A friendly person

is expected to communicate generally in a more positive way than other people. In other

words, we assume a'relative consistency' in behavioral differences. Nobody denies that

situations, for example a car-driving situation versus a lecture-giving situation, strongly

influence behavior at a particular point of time, Nevertheless, individual differences always

exist and are of interest for many personality psychologists. So, there is no real controversy

between personal and environmental factors, but only a difference in emphasis among

researchers.
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The positive effect of Mischel's critique is the aclcnowledgement among researchers that

human behavior can only be explained by complex interactions between the person and the

environment. This has led to an interactional approach of personality as described by

Magnusson and Endler (1977). We need no more discussions between the dispositionalists

and the situationalists about the relative influence of the person and the environment, but an

integrative model consisting of causal relationships between the personality traits and

environment characteristics on the one hand and human behavior on the other. In this paper

such a model will be described and tested.

Most of the research in interactional psychology relates to statistic interactions e.g.,

interactio~ts Uelwee(1 person and environment variabies expiaining the dependent variables.

But significant interactions of this type are seldom found (see O'Brien, 1986). As Pervin

(1989) indicated, we need dynamic process models on the development of behavior over

time. The reliability of the temporal dimension has been shown in several empirícal studies.

For example, in predicting the sales results and the survival of life insurance agents, ability

as measured by standardized tests is significant in determining early success, but interests

and personality factors play a more important role later on (Ferguson, 1960). In general,

predictors show decreasing validities for the prediction of temporally more remote perfor-

mance assessments (Hulin, Henry 8c Noon, 1990). In a process model a sequential, causal

order between phenomena is assumed. Such a model does not relate to statistic interactions,

but transactional interactions describing reciprocal influences between the person and the

environment.

In another line of research personality traits have been used as predictors of withdrawal

behavior, such as turnover, absenteeism, and lateness. In their review of the turnover

literature Porter and Steers (1973) found weak-to-moderate correlations for such factors as

achievement orientation, anxiety, independence and self-confidence. And Mowday and

Spencer (1981) reported significant interactions between personality and job scope in

predicting absenteeism. Personality factors are also included in Mobley's turnover model

(Mobley, Griffeth, Hand, 8r. Meglino, 1979). They are supposed to affect individual values

and perception and to moderate the relationship between the intention to quit and the actual

turnover behavior. A problem in this type of research is that theories relating personality to
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organizational behavior are badly lacking. Research designs should be theory-oriented

(Weiss and Adler, 1984).

A model relating personality traits to job attitudes cannot lack environmental factors. Job

characteristics are powerful predictors of job attitudes. The best-known model in this area is

the Hackman and Oldham's Job Characteristics Model (1976). According to this model five

core characteristics (skill variety, task identity, task significance, autonomy and feedback)

affect some psychological states, which, in turn, are linked to such outcome variables as

intrinsic work motivation, job satisfaction, absenteeism, turnover, and work quality. The

relationships are supposed to be moderated by the growth-need strength of the individual.

iiost páiis of `u`~e modei 1'ia-ve beéïi coiiiirïnr.~i in Fried and Ferris' meta-ánaiyseS (i987), and

in those made by Loher, Noe, Moeller and Fitzgerald (1985), but the results were less

supportive for the relationships between the job characteristics and the psychological states.

This implies that the model is suitable to predict the effects of work redesign, but that the

process leading to the outcomes is not fully understood.

The hypothesized model

The general hypothesis in this study is that job attitudes are affected both by personality

factors and by job characteristics. The specific hypotheses about the relationships between

the different types of variables are summarized in the model shown in Figure 1.
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In this model personality trait and job characteristics are independent variables supposed to

influence job attitudes. Besides, some causal relationships between different types of job

attitudes aze hypothesized too. Some of the relationships aze derived from the psychological

literature, others are newly formulated:

1. A high level of sensation-seeking will cause a high propensity to look for another

job, because 'the sensation-seeking tendency is defined as the need for varied, novel

and complex sensations and experiences and the willingness to take physical and

social risks for the sake of such experience' (Zuckerman, 1979, p. 10) and a new

job can provide these experiences.

2. The stress experienced at work stems partly from rhP pPrconaljry stn,;cfi„ie oF ul;e

employee. The personality trait involved is called emotional stability. This relations-

hip has been found in many studies (see Firth-Cozens, 1992).

3. Need for achievement has a positive influence on self-efficacy. The relationship

between the need for achievement and job performance is often studied. For

example, Stahl ( 1983) found managerial performance to be related to need for

achievement. But the results of the studies are not consistent (Fineman, 1975).

Because the employees knows best what they want to achieve, it is hypothesized that

more clear results will be obtained, if self-appraised performance is used as a

criterion.

4. Fear of failure has a negative influence on self-efficacy. The disturbing effect of fear

of failure on school achievement is well known. The impact on job performance is

still unknown. A bad performance is supposed to undermine the self-efficacy.

5. Job tension stimulates the propensity to leave the job. This hypothesis follows from

Sheridan's (1983) catastrophe model of employee turnover and is in conformity with

Parasuraman's (1982) multivariate analysis of turnover intentions.

6. People with a high level of self-efficacy experience much satisfaction, because their

need to give a good performance is satisfied. Reviewing a large number of studies,

Vroom (1964) found a mean correlation between these variables of .13.

7. Job satisfaction affects the propensity to leave negatively. Seashore, Lawler, Mirvis

and Cammann (1982) reported a correlation of -.58 between the scores on the scales

Overall Job Satisfaction and Intention to Turn Over.

7



8, 9 and

10. The job characteristics skill variety, autonomy and feedback have a positive influen-

ce on job satisfaction. These hypotheses are derived from the Hackman and

Oldham's (1976) Job Characteristics Model. Only three of the five core job characte-

ristics are included in the model, for the sake of economy. Both in the meta-analyses

made by Fried and Ferris (1987) and Loher e.a. (1985) the sample-weighted

correlations of these job characteristics with job satisfaction were highest.

Method

Sample

The data were collected in a medium-sized Dutch staffing organization. In autumn 1987, 441

applicants for various jobs completed the personality questionnaires. One and a half year

later, a follow-up study was done by sending the questionnaires described below to 432

former applicants. In order to get a representative sample of the applicants examined by the

sta~ng all applicants were included in the study. Nevertheless, some restriction of range

might have occurred, since the contracted applicants were somewhat overrepresented among

the respondents (39~o vers. 30~0). Twenty-nine envelopes were sent back undelivered. A

hundred and eighty-one completed questionnaires were returned yielding a response rate of

45 qo . Twenty-five of the respondents were women and 137 men. The average age was 32

(sd - 7). The jobs held show a large diversity. Detailed information about the jobs and the

educational background was given by Van den Berg (1992).

Instruments

Three types of instruments were used in this study. During the psychological assessment

procedure some personality questionnaires were administered. The instruments of the follow-

up study were a job characteristics rating scale and a questionnaire for the assessment of job

attitudes.
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Personality traits

The sensation seel.zng tendency was assessed by the Spanningsbehoeftelijst-selectieversie

(SBL-s; Van den Berg 8c Feij, 1988). This is a special modification of the Dutch Sensation

Seeking Scale (SBL; Feij, Van Zuilen, 8c Gazendam, 1982) for use in personnel selection,

which was constructed after the model of Zuckerman's (1979) Sensation Seeking Scales. The

SBL-s consists of the following scales: Thrill Seeking, Experience Seeking, Boredom

Susceptibility and Disinhibition. The standardized scale scores were added.

To assess emotional stability two questionnaires were administered; the Amsterdamse

Biografische Vragenlijst (ABV; Wilde, 1971), a modification of the Eysenck Personality

Questionnaire, and the Guilford LTP Temperament Survey (GLTS; Buijk, 1976), a Dutch

Ver~lon vf tuiC Giiiilvrd-ZiliiiTieïi7ian Ten-lpera111Cn1 Survey. Emotionaï Stabillty was deflned

by the standardized scores of the scale Neuroticism (neg.) of the ABV and the scales

Emotionality (neg.) and Carefreeness (pos.) of the GLTS.

The fourth personality questionnaire administered was the Prestatie Motivatie Test (PMT;

Hermans, 1976). This questionnaire contains scales measuring the needfor achievement and

the (negative) fear offailure.

Job characteristics

In an earlier study Van den Berg (1989) developed a rating scale measuring 15 job characte-

ristics. The scales used in this study are: variation of duties, variation of problems,

decisions, influence, prescriptions and feedback. To improve the ratings, well-known jobs

were used as anchors to indicate different levels on the scales. These levels were derived

from the ratings of seven psychologists in a sta~ng organization.

Skill variety was defined by 'variation of duties' and 'variation of problems', autonomy by

'decisions', 'influence' and 'prescriptions' (neg.) and feedback by the last scale mentioned.

Job attitudes

Job Satisfaction. A 14-item questionnaire was developed in this study (a - .90; N- 180)

to measure the degree of job satisfaction.

Job Tension. Job-induced Tension scale of the Anxiety-Stress Questionnaire (House 8t

Rizzo, 1973) was translated into Dutch (a -.74; N- 181). Six of the seven original items

were retained.
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Intention to Turnover. The 3-item scale Intention to Turn Over from the Michigan Organiza-

tional Assessment Questionnaire (Seashore, Lawler, Mirvis 8c Cammann, 1982) was

translated (a - .87; N - 181).

Self-e,,~`'icacy. Self-efficacy is conceiveà a job attitude, an evaluation of one's own perform-

ance (Bandura, 1986). A scale was constructed consisting of 12 items measuring the

following aspects: adaptability, resolution, daring, initiative, cooperation, stress tolerance,

zest for work, independence, sensitivity, creativity, quality of output and pace of work (a -

.81; N- 177). Subjects were asked to rate themselves and to indicate whether each aspect

was important in his or her job. The scores on the impoRant aspects were added correcting

for the number of items.

Statistical analysis

The hypothesized model was tested by means of LISREL 8(Jdreskog 8c Sdrbom, 1993).

LISREL can do a normal path analysis resulting in path coefficients corrected for other

paths, but as a special feature of LISREL latent variables can be constructed. LISREL can

test if a series of hypothesized causal relations fit with the data. The program gives

suggestions for modifications modified to get an optimal fit with the data.

In this study, corrections for attenuation were made by fixing each observed dependent

variable (job attitudes) to a latent variable and setting the standardized error variance to the

value of 1- a(the proportion of unreliable variance of the scale). This was not done for the

independent variables, because the use of the instruments in personnel selection or other

practical settings implies some unreliability of the instruments.

Some items of the scale Job-induced Tension are related to job satisfaction, for example the

item 'I have felt fidgety or nervous as a result of my job'. Therefore the program was

instructed to let the errors of 'job tension' and 'satisfaction' correlate.
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Results

The correlations between the job attitudes, the personality traits and the job characteristics

are presented in Table 1 (see, Appendix). Because hypotheses were formulated about the

sign of the correlations, they were tested one-tailed. To test the model shown in Figure 1,

the matrix was input for LISREL 8. The XZ with 23 degrees of freedom was 30.5 with a

significance of .14. This means that the discrepancy between the model and the data was

insignificant. The goodness of fit index adjusted for the degrees of freedom was .91

indicating a good fit of the model with the data. Only the path from 'self-efficacy' to

'satisfaction' was insignificant ( li -.13; t- 1.71). Besides, the model could be improved

by adding a path from 'skill variety' to 'self-effcacy'. BQra„se e,,,ployees ,,aing ;~;any skills

have more opportunity to learn, it makes sense to add this path. These modifications resulted

in the model shown in Figure 2.
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The X~ of this model was 23.4 (p -.44). The adjusted goodness of fit index was .93.

Because this model was partially derived from the data of this study, it should be cross-

validated. The expected cross-validation index was .67 with a 90 percent confidence interval

from .66 to .76. Although the fit is good, most path coefficients are rather low. Only the

path from 'satisfaction' to 'intention to turnover' is strong.

Discussion

In general, the results are very encouraging: the hypothesized model showed to be signifi-
rant~ áTl(Í T111'IP nf t}~P tPn ite~ii~ }~ypv }~nenc ~~~nrn nnnfi.mn.i T2 (f ~4..~ .7 .7..1

SY ta v.J~rJ ~rlV bVllllllll`rti. LecQ~~ly LI~G llllldlfl~~ 1~~i:VC1

turns out to be a real improvement, it will be used for interpretation.

'Intention to turnover' is affected both by personality traits and by job characteristics. The

influence of 'emotional stability' is mediated by 'job tension', which is a negative type of

job experience. But 'sensation seeking' reflects a more positive motivation to look for

another job. The effects of the job characteristics are mediated by 'satisfaction', which

relates to positive job experiences, like 'opportunities for development', 'interesting work'

and 'freedom'. Perhaps negative job factors, for example stressors, can be added to the

model. 'Self-efficacy' seems to be independent of the other criteria and be influenced by

other personality traits: 'feaz of failure' and 'need for achievement'. Although these

personality traits are highly correlated (r --.62), they explain a different part of the

vaziance in 'self-efficacy'. The added path from 'skill variety' is in accordance with the Job

Characteristics Model, in which performance is one of the dependent variables.

The paths starting from the personality traits might be interpreted as causal relationships,

because they were assessed one and a half yeaz before the other variables. Although the job

chazacteristics and the job attitudes were assessed simultaneously as the assumptions about

causality can be derived from the Job Chazacteristics Model. In spite of the fact that the

personality questionnaires were administered long before the other instruments, they show

relationships to even more job attitudes than the job characteristics. Thus, this study

confirms the general hypothesis that personality traits are relevant factors in the development

of job attitudes.
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Other explanations, like reversed causal relationships and common method variance, are

unlikely.

Future studies should add more variables to the model, such as stressors and organizational

variables and, to assess the processes in the development of job attitudes, the data should be

collected at several points in time.
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A!'PENDIX

`l.'a 1~ 1 e 1
C~~r~re-i.~tions between job attiti.ides, personality traits and job characteristícs.

intention job self- satis- sensat. emot. fear of need f.to turnover tension efficacy faction seeking stabil. failure achieve. variety autonomy

joL te.nsion .40~~

self-efficacy -. 03 -.03

,~ati.:~faction - . 68~ k - . 25~ ~ . 19~~

sensat:ion Geel:ing . 25~ k . 13~ . 18~ -.02

en:utional :;tability - .17~ -.30~~ .16~ .07 -.08

fcar uf f~~ilure . 04 .14~ -. 31~~ . 00 -.09 -.62~~
necd 1'0~ achievement .O1 .11 . 23k~ .04 . 12 -.04 -.25~~
~iariet.y -. 23~~ . O1 .24~~ . 37~~ - .02 -.06 .O1 .li
autoaomy -. 25~~ . 04 .04 .40~~ . 07 .06 -.05 -. 02 .43~~
teecil~a~k -. 23k~ -.05 .06 .22~~ . 04 -.05 .00 ~ .31~~ . 09 -.11

~p ~ .05; ~~~ ~ .O1 (one-tailed}
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V~'c:~i-k anci Ca~-g~inizatic~n ReSC~trc'h C~íltrc~
~~'a~'ancíela~~n 2. P.(). 13c~x 9()1~3, ~()(}C) I.li; Till~tu'~, Th~ Netl~e~~l~~ncls
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