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Preface

Human resource management is the process of acquiring, training, appraising, 
and compensating employees while attending to their labor relations, their health, 
safety, and equity concerns. Minding fairness in the process is part of successful 
human resource management.

This book, “Career Development and Job Satisfaction”, not only looks at how 
employees can develop their careers and create career paths that are meaningful for 
their lives, it also looks at keeping employees satisfied with their jobs.

This book also focuses on careers and career development in the management 
of human resources. It also gives a practical perspective on how managers apply 
non-human resource personal competencies such as ethical decision making and 
business knowledge when carrying out personnel tasks such as developing careers 
and making sure employees are satisfied.

Reading this book will provide you with skills to use in your management career. 
It will highlight working with the millennial generation and how to motivate them 
and guide them through their careers. It presents case studies on satisfaction and 
career planning.

I am indebted to many people for their assistance in making this project happen.

I appreciate the hard work and suggestions from the reviewers, in addition I am 
grateful to my research assistant Ms. Lynn Chahine for doing the work I can hardly 
find time to finish and the Author Service Manager Mr. Mateo Pulko. I am also 
grateful to all the authors who contributed their work and knowledge to make this 
book exceptional; namely Wen-Rou Huang, Mitashree Tripathy, Ratna Sinha, John 
Burgess, Alan Nankervis, Verma Prikshat, Mirsad Bahtic and Kenneth Kponou. The 
cooperation of all made the project a success.

Josiane Fahed-Sreih
Lebanese American University,

Lebanon
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Chapter 1

Introductory Chapter:  
Job Satisfaction and Career 
Development
Josiane Fahed-Sreih

1. Job satisfaction and employee engagement

Job satisfaction is considered as the amount or degree of gratification and 
contentment that an employee fosters towards his/her overall job, factoring into 
that equation his/her satisfaction with the job itself, the peers at the job, the super-
visors, and the policies at work [1]. Various research studies have highlighted the 
importance of focusing on the issue of employee job satisfaction, as it plays a critical 
role in overall firm success or demise. Additionally, the importance of employee 
job satisfaction has been largely emphasized in the literature because of its positive 
affect on employee job performance. The productivity of the work force, in any 
organization, is a major driver which leads to achieving organizational goals. This 
stresses on the importance of further focusing on job satisfaction as an essential 
concern for family firms and large corporations equally [2].

Recently, organizations have focused on maximizing productivity in order to 
maintain their competitive stance and better deal with emerging trends such as 
globalization. Nowadays, the general direction which firms take when expanding 
is into international markets that reveal potentially rewarding new opportunities. 
However, whether it is answering to customer needs or developing and growing on 
its own, a company needs to ensure that its workforce is as productive as possible, 
and in order for the workforce to perform at its utmost productivity, employees 
must feel a satisfaction relating to the nature of the work they are performing.

In order to achieve this ultimate productivity, it is suggested that organizations 
should define major issues that might actually affect the level of employee job 
satisfaction and attempt to tackle these occurrences which hinder an employee’s 
level of satisfaction at work. For instance, Inuwa [2] discusses in his writings how 
job satisfaction is related to performance. The results of his analyses showed how 
an employee’s motivation towards being productive at work will increase the more 
the employee is satisfied with the job, leading to the achievement of the overall 
organizational goals. If not, the employee will be demotivated, and in turn, this will 
impact the overall achievement of the predetermined organizational goals.

Furthermore, whenever the factors in the organizations that affect employee’s 
motivation are managed, better employee outcomes and performance are created. 
Therefore, the more the employee motivation, the better the outcome of employee 
performance. This sheds light on the highlighted relationship between job satisfac-
tion and employee engagement. Results of multiple studies show that the more 
engaged the employees are, the higher their job satisfaction is. This is due to the fact 
that employees who feel engaged at work will have better, more efficient, and more 
productive working behaviors, attitudes, and motivations [3, 4]. On the other hand, 
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job dissatisfaction can have serious consequences on the productivity of the firm, 
one of which is employee turnover. Turnover is when the employee decides to leave 
the organization [5].

Job satisfaction is important for employees to stay in the organization. 
Understanding generational differences among different generations and their 
perception of job satisfaction is of huge and utmost importance [6]. Organizations 
must know what actually satisfies a person to stay in the organization, since a 
satisfied employee will work for the interest of the organization, which in turn leads 
to better overall work performance. Moreover, based on the findings of a research 
study conducted by Acharrya [7], there are four aspects which contribute to the 
satisfaction of millennials: training, commitment of the organization to developing 
employees, career development, and career opportunities.

2. Job satisfaction and career development

Companies must also consider career development as a new key to retain their 
employees especially that in the next 10 years, millennials would be representing 
the bulk of the workforce. Career development is the ongoing process of learning, 
developing, and moving towards one’s goals. Moreover, career development has 
its own advantages, one of which is the fact that it reduces turnover and increases 
employee motivation. Career development is in the interest of all generations, yet 
it is mostly sought after by the millennials, and thus, it plays a major factor in their 
job satisfaction. Career development includes extensive training, in specific, with 
respect to the areas the employee wants to develop. Having mentioned job satisfac-
tion and career development and the importance of the effect of one on the other, it 
is time to discuss the relationship between these two variables.

Career development contains structured, dignified, and deliberate exertion of 
effort, in order to accomplish a state of evenness between the organization’s objec-
tives and strategies and the employee’s career goals as well as the progress that he/
she seeks [8]. The proper career preparation and career supervision will lead to 
the best results of career development. McDaniels and Gysbers [9] mention that 
career development is the collection of mental, sociological, informative, corporal, 
financial, and unplanned factors that are shared to form the career of any targeted 
employee.

Career development depends on the organization’s decision to transfer employ-
ees from their traditional work, and the tasks that are common to them, to more 
challenging work that is enriched with initiatives for self-development and organi-
zational effectiveness. An effective career development plan helps the organization 
to benefit from its internal talent by corresponding the experience and skills gained 
by the employees and linking them to the organization’s needs, while also moti-
vating and engaging the employees to give more effort by the compensation and 
succession plans given for the sake career development [10].

Lee [11] mentions that companies who participates in career management are 
going to enhance their employees’ job satisfaction. Gregson [12] mentions that job 
satisfaction is the state of emotion that the employee feels fulfillment in after his 
performance management review and experience in the organization. Chay and 
Bruvold [13] state that job satisfaction is the positive reaction of the employee to 
different phases of the job. Job satisfaction happens after the employee experiences 
emotions of self-actualization in his/her career [14].

Career development programs were found to have a positive inspiration on 
job satisfaction, professional development, and productivity in a research con-
ducted by Chen, Chang, and Yeh [15]. Moreover, in a research study conducted by 
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Schein [16], it was found that career development plays a major role in employee 
effectiveness and creativity over the long term. Moreover, a well-organized career 
development will allow employees to pursue improvements in their career that will 
actually lead to the employees’ job satisfaction [16]. Moreover, Schein [16] adds 
that employees will have different career developments according to their prefer-
ences, goals, and, most importantly, the external factors such as global business 
changes. Schein [17] elaborates more to state that employees have different work 
needs at each stage of their career path and organizations should take into con-
sideration the career needs of their employees in each stage to satisfy their career 
development and increase the organizational effectiveness and cope with its needs 
as well. Each specific stage of career development has different goals and different 
mission from the next one [18].

Furthermore, organizations should be responsive and open to career develop-
ments of their employees because modernization and improvement is the field 
where each company differentiates itself from its competitors and, at the end, it is 
the responsibility of the employee to gain the knowledge through his/her experi-
ence when everything is provided to him/her by the organization [19]. Although 
the managers with the guidance of the human resources departments set the 
career development plan for the employee, each employee enters the company 
with a career development plan in his/her mind that he/she wishes to obtain 
through his/her experiences within the organization. In fact, many career plans 
suggested by the employees are considered by the managers and are accepted to be 
beneficial for them [20].

Additionally, any company that implements career development plans for its 
employees will, in fact, reduce its employees’ turnover rate [20]. Hoon [19] men-
tions that career planning, management, and development that are respective 
with human resources guidance influence employees’ job satisfaction. Robbin [21] 
mentions that if there exist a gap in the career needs of the employee there will 
be stress and anger between coworkers, which in fact impacts the job satisfaction 
level in employees. Chen, Chang, and Yeh [15] study in their research the relation-
ship between job satisfaction and the gap that exists between career development 
programs and career needs. In the case of Taiwan, where organizations are working 
to increase their competitiveness and become more involved in high tech produc-
tion and development, the gaps existed between career development programs 
and expected career needs of production, and development has improved the job 
satisfaction in R&D employees [15]. However, widening the gaps between career 
development plans and employee career needs will lower job satisfaction in R&D 
employees [15]. Moreover, the gap changes in each career stage influences the job 
satisfaction differently [15]. In addition, as the gap widens, employees that are on 
the establishment stage of their career will get lower job satisfaction, and those that 
are on the maintenance stage will get higher job satisfaction than those on any other 
career stage [15].

Several changes in the company such as downsizing, rightsizing, and flatten-
ing affect the career development of employees in the company for the future. 
Moreover, employees are more satisfied with their jobs and give it their best when 
they sense well-organized developmental career plans that support their develop-
ment and advancement to reach high levels and learn more through this career path 
[22]. In addition, career development for employees aids in the competitiveness of 
the company in the market by addressing the organizational needs of employees 
when developing them [22]. Companies that implement a person-environment 
theory tend to have the best career development of their employees and foresee 
employees’ needs as much more important in order to know how to improve the 
interaction of the employee with his work environment [23, 24].
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Potgieter, Coetzee, and Ferreira [25] mention in that the person-environment fit 
is essential for the sake of a workers’ job embeddedness and career. Moreover, the 
person-environment fit is determined by the employee satisfaction with his position 
in the company, culture, and work environment. Also, it is determined by the career 
development and employee expectations [22, 23]. The authors Potgieter, Coetzee, 
and Ferreira [25] mention that the result of their research that is facilitated by the 
person-environment fit theory is the embeddedness of employees in their career 
development, which will help the employee to acquire job satisfaction of his posi-
tion and career. Thus, accomplishing employees’ career needs to develop will play a 
huge role in the job satisfaction of the employee [25].

Furthermore, hopes for improvements in jobs were increased by 20% when the 
term career development was initiated [26]. There are specific career counselors in 
many organizations that are known for career development; now career counselors 
are included in the tasks of the human resources development department [27]. 
The importance of the link between career development and job satisfaction was 
attracting the researchers [26]; a link between the two conducts was first detected 
by Gregson [12]. The results of the research conducted by Pearson and Ananthram 
[28] are that those organizations that fail to accomplish employee satisfaction will 
experience a nonstop of employee crisis. Moreover, employees retained in organiza-
tions that gave them the opportunity to be engaged in their career development 
plan. Most importantly is that young employees doing their job and attaining 
career development make their job more than just a job [28]. Career development 
boosts the young employees’ efforts in the organization and makes them stick to 
the company. The authors highlighted on the importance of the link between job 
satisfaction and career development in increasing job retention and boosting effort 
of employees [28]. Career development will result in job satisfaction and especially 
in younger employees [28].

© 2020 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms 
of the Creative Commons Attribution License (http://creativecommons.org/licenses/
by/3.0), which permits unrestricted use, distribution, and reproduction in any medium, 
provided the original work is properly cited. 
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Career Development: An Enabler 
for Job Satisfaction
Ratna Sinha

Abstract

Successful organizations exist because of a competitive edge in the global 
economy. In order to maintain the status, firms need talented and engaged employ-
ees. The endeavour for human resources function is to have practices which have an 
impact and make a positive difference in the lives of employees. An important prac-
tice is career development. Career development programmes enable HR managers, 
managers and their stakeholders to work together to plan, organize, formalize, lead 
and monitor career programmes to develop not only employees’ jobs but the whole 
stage process, attitude, behaviour and state of affairs relating to employees’ work 
life. Employee satisfaction can be achieved by making a good career development 
system and giving an understanding of how important the system is that is designed 
by the company for managerial and professional employees.

Keywords: career development, job satisfaction, career development programmes, 
employee satisfaction, human resource

1. Introduction

Successful organizations exist because of a competitive edge in the global 
economy. In order to maintain the status, firms need talented and engaged 
employees [1–3]. Several recent research studies have focussed on the impor-
tance of retaining valuable human capital in today’s competitive world of work 
[4–7]. The endeavour of human resources is to have impactful human resources 
practices which make a positive difference in the lives of employees. An impor-
tant practice is career development. The extant literature suggests that there is 
a widespread acceptance of the value of career development activities and that, 
in the years to come, more and more organizations will be required by various 
internal and external pressures to develop and expand career development 
services [8].

2. Importance and relevance of career development

Career development is a significant path of knowledge management, effort, 
freedom and evolution to move towards a personally resolute and developing 
preferred future. Leibowitz and Lea [9] described career development systems as 
integrated services and procedures that meet the needs of both individuals and 
organizations.
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Chang et al. [10] posit that career development programmes enable HR manag-
ers, managers, and their stakeholders to work together to plan, organize, formalize, 
lead and monitor career programmes to develop not only employees’ jobs but the 
whole stage process, attitude, behaviour and state of affairs relating to employees’ 
work life.

Job satisfaction is influenced by people, supervisors and co-workers in the 
workplace, compensation and the work environment [11]. Locke [12] defined job 
satisfaction as the pleasurable or positive emotional state resulting from the overall 
evaluation of one’s job or job experiences.

Employee satisfaction can be achieved by making a good career development 
system and giving an understanding of how important the system is that is designed 
by the company for managerial and professional employees [3, 13].

We all know that businesses exist to attain high productivity in their working 
styles and produce a competitive edge in the global economy. To achieve this edge 
and high efficiency, firms need talented and engaged employees. The role of human 
resources management becomes even more important than ever in this competitive 
era. An approach, which is a panacea to this managerial need, is the implementation 
of career development process [14].

Career development is one such significant practice which enhances the level 
of employee engagement, which in turn subsequently increases the organizational 
effectiveness. The purpose of career development is to match the employees’ aspira-
tions with the firm’s challenges that could result in organizational effectiveness. 
Organizations that want to attract, motivate and retain employees need to show 
concern towards employee career development. Abdelnour and Hall [15] stated 
that organizations can no longer afford to squander valuable human resource assets 
because employee development leads to corporate development. That the talent 
generates a lot of company performance and is a source of a competitive advantage, 
it is important to create conditions for intra-organization movements (internal job 
posting) and to offer many career management practices such as succession plan-
ning, coaching, mentoring, rotation, development plans, individual information on 
opportunities for career development and others [16].

In order to understand the implementation of career development programmes, 
it is essential to run a survey on the kind of audit to be carried out. This will 
help in estimating the career development needs of the organization (Figure 1). 
Organization’s need cannot be satisfied without satisfying individual needs [17]. 
Understanding the organizational culture and context with defined roles of those 
implementing needs to be well defined and articulated.

Each individual is different. He/she has different personalities, abilities, needs 
and desires. Therefore, career planning programmes should be based on the seg-
mentation of employees, grouping them more by their needs, rather than hierarchi-
cal levels. Managers should create several different career development programmes 
customized for each segmented group and provide development programmes based 
on the assessment of the potential and performance of the employees, keeping in 
mind the needs and mission of the organization.

Having the right resources and support systems would enable in making the 
process effective based on the outcome of the need and the strategy built. There 
are a number of initiatives and practices which could give the perspective on the 
resources and supports.

One of the ways which can help is counselling. Counseling sessions are of great 
help to develop themselves because it provides a path towards achieving career 
goals. If an employee is in a state of not being able to choose from the options, 
counseling perhaps would show a positive path. Herr and Cramer [18] suggested 
that counsellors may be involved in team building; consultation with managers; 
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psychological crisis consultations; training in negotiating skills; assessing needs; 
training trainers; evaluating outside programmes; designing, presenting and 
evaluating training programmes; and interviewer training.

One-to-one talk brings in a conversation which is even more transparent and can 
come up sharing more openly especially those who keep to themselves and slowly 
lose interest and move out of the organization in time to come if they are not tapped 
at the right time and a chord is struck in a positive way.

In similar lines, mentoring programmes give that support which an employee 
looks towards to discuss and share with his mentor who is a friend, philosopher and 
guide. Corporate mentoring programmes reveal much benefit in days to come for 
the employee. Mentors provide a perspective of leadership. External mentors and so 
does a coach provide a constructive feedback.

According to Savickas and Baker [19], career psychology is in need of rein-
vigoration to respond to the challenges of rapid transformation in a postmod-
ern world.

Leibowitz and Lea [9] and Brown and Brooks [20] suggested that more research 
in the area of career development may result in more organizational support. 
Comparatively the number of career development services available, there is very 
little research published on their effectiveness [21].

Secondly, company’s leadership programmes chalk out career development plans 
for an employee. There could be action learning projects chalked out as a career 
development plan which accelerates his growth and development and at the same 
time plugs his gaps by working as a member of the project team. Self-directed work-
book aimed at guiding career planning and analysis of the individual gives a record 
and shows a document of progress keeping an individual spirited on his journey of 
career development. The primary aim of the career planning programme is not to 
help employees lay out a career plan per se but to help employees in being focussed 
to acquire skills essential for planning their own career.

Figure 1. 
Flow and implementation process of career development programme.
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Group workshop is another way which could help employees evaluate their 
skills, abilities and interests and to formulate development plans.

If the organizations arrange training sessions by investing in their employees’ 
career, then the organizations in return acquire the most talented and satisfied 
workforce [22]. It is a continuous process that gives an employee the set of new skills 
and sharpens the existing ones.

In addition, succession plans and job rotations vertical or horizontal enable 
an employee to see these as opportunities. It is seen as one of the career develop-
ment activities which is useful in enhancing their knowledge, skills and abilities to 
improve job performance and adding value to current and future jobs bringing in a 
sense of fulfillment and value. Career development should be implemented effec-
tively because it can affect the sustainability of the company [23].

There are even apps today which work on career development. One would say 
it a ‘cool tool’. ‘Whatfix’ is an electronic performance support platform that can 
provide in-app guidance within business applications. Using this platform, talent 
development professionals can train and support employees at their point of need. 
However, the contact on a person-to-person keeps an exchange of mind and gives a 
support to the emotional self.

Yet another platform which enables an employee visibility especially more so 
in large organizations is featuring an employee in company’s in-house newsletter. 
This kind of platform creates an image and gives connection in organizations on the 
availability of a profile which could fit in other engaging roles.

The social exchange theory primarily dwells upon feelings of personal obliga-
tion, gratitude, and trust [24]. Social exchange theory [24] can be used to predict 
the outcomes of different management practices.

Career development programmes provide stimulation and fulfillment at numer-
ous phases of employee development, proactively finding capacity in advance and 
granting prospects for learning. Tziner [25] defines job satisfaction as the extent to 
which individual needs are met in the work setting.

Employee satisfaction can be achieved by making a good career development 
system and giving an understanding of how important the system is that is designed 
by the company for managerial and professional employees [3, 13]. Investing in pro-
fessional development of employees allows differentiation and gaining competitive 
advantage, as it also increases the level of abilities and knowledge the organization 
can use to achieve organizational goals [26].

However, good career development can be manifested when it is actualized in 
day-to-day behaviour by all in the organization [27]. Meta-analytic support also 
exists for the positive relationship between individual career management behav-
iors and career satisfactions [28].

Today, employees are more conscious about their professional and personal 
growth. Organizations that do not align themselves to this thought process eventu-
ally lose their talented workforce.

Traditionally career was considered to be confined to professionals or those who 
advanced through organizational hierarchy; in terms of today ‘career’, it is more 
appropriately meant to be the lifelong sequence of the role-related experiences of 
individuals [29].

Employees of today know that they could be out of date if they do not enhance 
their knowledge and skill. They too would look out for opportunities to upgrade; 
therefore companies providing that support of career development programmes make 
a huge difference in their engagement and satisfaction in their career life. The flip side 
is that too much of raising expectations and there being not enough roles could lead to 
dissatisfaction, and one would then go beyond the frontiers of their own organization. 
Being straightforward about career options builds trust and rests no false notions.
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Super [30] referred to the specific stages of ‘exploration’, ‘establishment’, ‘main-
tenance’ and ‘disengagement’, noting that individuals have different career develop-
ment tasks and characteristics at different stages of their careers [31].

Yu [32] affirms that studies on workplace career programmes highlight the fact 
that the ability of the management to properly plan and manage career programmes 
for employees who work in different job categories may have a significant impact on 
employee outcomes, especially job satisfaction.

It is essential that the practices as per the strategy need to be piloted before we 
move forth into a full implementation.

One looks at career as a life’s fulfilling journey. The employee is more concerned 
about his/her career and personal development and transformation throughout his 
work life.

Ismail et al. [33] correlate on career development and job satisfaction, as the 
readiness of management to appropriately plan and manage career programmes 
adequately which assists employees to develop career paths and, as a result, may 
lead to higher job satisfaction in the organization. Employees need the encourage-
ment, resources, tools and support to envision their futures. It is not necessary 
that organizations need to provide new app or programme, but they do need 
conversations with managers, coaches or mentors. Even if the salaries are not high, 
corporates with career development programme and experience of job satisfaction 
exist [34].

3. Limitations

This study concludes with suggestions for future research. First of all, this 
study is a more qualitative study of career needs. Future studies could include data 
through surveys or through longitudinal studies which could result in promising 
outcomes. In addition it is also foreseen that the development of valid and reliable 
measures of career needs is one of the primary challenges for those researchers 
interested in taking this aspect forwards.

4. Practical implications and conclusion

Grappling with situations and circumstances in the journey of the future of 
work, change is inevitable and can influence numerous events inside and outside 
an organization. Seen through the theoretical lens and on ground practices, the 
findings added new insights into the circumstances under which employee can work 
in the process flow articulated implemented by the organization which would influ-
ence positively employee satisfaction with organizational retention practices.

The contrasting attitudes of acceptance and resistance to change are an increas-
ingly interesting topic in today’s global, ever-changing and competitive environ-
ment. Career development truly forms an enabler to job satisfaction. If one hops 
in the bandwagon, the feeling could be comforting in the beginning. One needs to 
filter the popular demand and peer pressure, rather than to think objectively and 
assess his own competency, skill and passion, and then take a call.

The implication is that individuals will then find their jobs to be more mean-
ingful and enjoyable. It plays a pivotal role in the ecosystem of the entire gamut 
of development-related processes. Managers should ensure that they frequently 
review employees’ career concerns through formal career discussion and have 
conversations. It requires alignment of human resource systems like performance 
management, career development and succession planning. In addition, it involves 
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establishing an integrated career development system to support current and future 
business needs with continuous development and upgrade of people.

Career development programmes should be flexible in order to adapt to the 
changing economic scenario.

The readiness of individuals within organizations and their ability to make 
an edge are the factors which influence the opportunities in career development. 
Having career conversations and advancements will enable an employee to be 
satisfied, will keep them engaged and give them a sense of fulfillment in the journey 
of employment and work life. It is trusted that this research will inspire further 
research on the topic, which will align organizational and employee needs.
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Chapter 3

Significance of Soft Skills in 
Career Development
Mitashree Tripathy

Abstract

Over the years, the world has come closer, and workplaces have developed 
aggressively because of globalization. It has been critically vital and mandatory to 
deliver an advanced level of workplace excellence. Fast-paced competition is evi-
dent everywhere especially at workplaces. Many business organizations have called 
for survival of the fittest which is not only essential but also the key constraint 
today by business organizations. At this explicative point, the question arises is how 
to stay ahead of competition, concurrent to this speedy development, and how to 
survive and sustain this competition. Studies argue that employees at workplaces 
must acquire skill sets besides their domain skills that can intervene in their career 
growth and help them grow. This paper examines the significance of soft skills at 
workplaces and typically focuses on selected soft skills like positive attitude, com-
munication skills, maintaining work ethics, teamwork abilities, and time manage-
ment skills to be surpassingly requisite to enhance career perspectives.

Keywords: soft skills, communication skills, positive attitude, teamwork,  
strong work ethics, time management skills

1. Introduction

We all might have encountered employees at workplaces who drop in every now 
and then to their fellow colleagues chamber to gossip, or who absolutely have no 
sense to dress formally or during occasions, or who have always been pessimistic 
in their approach toward a solution, or who always communicate aggressively 
with peers and others depicted through verbal or nonverbal means, or who keep 
waiting for the deadlines to approach and then begin their work given, or who use 
unethical means to achieve success faster. These are just the examples of some poor 
soft skills basically witnessed at workplaces. Thus if we considered the opposite of 
these examples, we are actually talking about skills and abilities that refer to as soft 
skills. These skills are essential to focus for both individual and career development. 
Literature does not provide any concrete definition of soft skills; rather it offers 
a list of examples of soft skills for the readers so that they can frame their own 
interpretation. To create an understanding of soft skills, it must first be accepted 
that soft skills are commonly used interchangeably with life skills, people skills, 
interpersonal skills, communication skills, workplace skills, cultural skills, manage-
ment skills, and employability skills. “Whatever the name, it is almost essential that 
you have to communicate or interact in public at some point or the other. Whether 
it is presenting your project work, interacting with your bosses, clients or teachers, 
appearing for group discussions or job interviews, or excelling in the real world, 
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survive and sustain this competition. Studies argue that employees at workplaces 
must acquire skill sets besides their domain skills that can intervene in their career 
growth and help them grow. This paper examines the significance of soft skills at 
workplaces and typically focuses on selected soft skills like positive attitude, com-
munication skills, maintaining work ethics, teamwork abilities, and time manage-
ment skills to be surpassingly requisite to enhance career perspectives.
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1. Introduction

We all might have encountered employees at workplaces who drop in every now 
and then to their fellow colleagues chamber to gossip, or who absolutely have no 
sense to dress formally or during occasions, or who have always been pessimistic 
in their approach toward a solution, or who always communicate aggressively 
with peers and others depicted through verbal or nonverbal means, or who keep 
waiting for the deadlines to approach and then begin their work given, or who use 
unethical means to achieve success faster. These are just the examples of some poor 
soft skills basically witnessed at workplaces. Thus if we considered the opposite of 
these examples, we are actually talking about skills and abilities that refer to as soft 
skills. These skills are essential to focus for both individual and career development. 
Literature does not provide any concrete definition of soft skills; rather it offers 
a list of examples of soft skills for the readers so that they can frame their own 
interpretation. To create an understanding of soft skills, it must first be accepted 
that soft skills are commonly used interchangeably with life skills, people skills, 
interpersonal skills, communication skills, workplace skills, cultural skills, manage-
ment skills, and employability skills. “Whatever the name, it is almost essential that 
you have to communicate or interact in public at some point or the other. Whether 
it is presenting your project work, interacting with your bosses, clients or teachers, 
appearing for group discussions or job interviews, or excelling in the real world, 
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people from all streams need the all important soft skills” [1]. Thus, soft skills can 
be very much related with personality traits including social and emotional intelli-
gence that directly or indirectly affects our behavior in either developing or decay-
ing relationships. Recent studies claim that soft skills are considered to be one of 
the most emerging studies in the recent decades and are exceptionally prerequisite 
chiefly in the domain of workplaces.

2. Literature review

The concept of soft skills originated way back in 1918 when Charles Riborg 
Mann in a bulletin of A Study of Engineering Education issued along with other 
representatives of Carnegie Foundation for the Advancement of Teaching men-
tioned about the first meeting of the Joint Committee of the National Engineering 
Studies. In the meeting, many engineers were interrogated pertaining to their 
skills and abilities considered that are potential in ascertaining success in building 
engineering profession. Further analysis stated that personal qualities like com-
mon sense, ethics, self-competence, and emotional intelligence are universally 
recognized as being equally important to a professional engineer as are technical 
knowledge and skill.

Later, it was viewed that soft skill as a study is not restricted to only the engi-
neering field. Emerging studies found the relevance of soft skills appeared in 
various domains like management, IT, education, administration, hospitality, 
medical, and pharmacy. Trading the application of soft skills at workplaces has 
gained enough attention, and the need to inculcate these skills into one’s personality 
has become a necessity. “Whether you work in the IT industry or manufacturing 
industry, whether you work in a family business or a multinational corporation, 
soft skills are those skills that are absolutely essential for success” [2]. Furthermore, 
the significance of soft skills in various areas have also emphasized that there are 
various kinds of soft skills highly vital and valuable at workplaces. Every day, count-
less meetings, trainings, and business dealings are carried out at workplaces where 
people from diverse backgrounds work together for a common purpose through 
execution of ideas and information in the best possible manner. The role of soft 
skills at this expository situation carries enormous value.

Many authors studying soft skills state that these “are essentially people skills-
the non-technical, intangible, personality-specific skills that determine one’s 
strengths as a leader, listener, negotiator, and conflict mediator” [3]. Alex further 
elucidates that there is another set of skill known as hard skills that are associated 
with domain skills or technical skills and that they are way different from soft skills. 
He clarifies that hard skills “are more along the lines of what might appear on one’s 
resume- your education, experience and level of expertise” [3]. In other words hard 
skills are the technical abilities that are earned through education, training, and 
practice in the name of a degree. But a degree is simply not enough today to ensure a 
successful career. Recruiters today are seeking for work-ready candidates possessing 
a number of skills required specifically for specific job roles. Hence, it is true that 
since the growing importance of soft skills is largely accepted, “hard skills alone 
might not be sufficient in order to survive successfully” [4]. But the fact that both 
hard skills and soft skills complement each other is also not false.

Soft skills are in fact healthy supporters of communication and performance. 
They are recognized as connectors that build the gap and bridge relationships 
among the people at the workplace, leading to better productivity and performance. 
Soft skills reduce the gaps across various departments in an organization, thus pro-
moting effective communication and performance. Globalization has augmented 
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the changing environment at workplaces that significantly stipulate soft skills; 
otherwise surviving and sustaining would remain just a distant dream far from 
reality.

Although there are many business guides like Simplicable that distinguishes 
around 87 soft skills under various other subskills like leadership, communication, 
personal skills, interpersonal skills, and many more, this paper deals with the study 
of selected soft skills which are critical and must haves by the employees at work-
places to develop their career.

3. Soft skills at workplaces

Soft skills are familiar terms in the everyday life, in preserving interpersonal 
relationships, in shaping activities, and in building strategies for success; its 
insinuation is predominantly found at workplaces. However, for many leaders at the 
workplace, soft skills are believed to be unnecessary as they follow a common belief 
that when people are paid for their work, gratitude does not carry any stance. They 
fail to understand that lack of appreciation and gratitude signifies lack of skills in an 
employee and that lack of skills results to lack of motivation to develop personality 
and career at the workplace. To grow professionally in one’s related field and also 
professionally, it is very much essential to create healthy workplace relationships 
with peers, clients, customers, and others who are associated with the workplace. 
Career development can be blocked by the lack of ability to gel up with people. 
Employees might be at the peak of their careers, but if they show lack of essential 
soft skills, they may very much land on to the bottom from where they had begun. 
Incorporating soft skills at the workplace helps employees discover what they lack 
and own, their strengths and weaknesses, and how they can use it to deal with those 
infinite challenges and accomplish achievements that come their way during career 
advancement. Soft skills thus offer essential factors to influence success to the 
employees in reaching their career plateau. It would also be apt to mention here that 
a healthy mindset is very much essential to gain influence in growing. Cultivated 
by emotional balance, the healthy mindset is in fact the key motivator to either 
progress or procrastinate in career advancement. “Happiness and emotional balance 
influence your career. Balanced people get more things done in higher quality. If 
you are lacking emotional balance, most of career strategies may not work for you” 
[5]. Studies conducted by “National Business Survey” from the Canadian Education 
and Research Institute for Counseling (CERIC) on 500 employers based on the 
requirement of soft skills at workplaces suggest a number of soft skills on the basis 
of occupation and profession and conclude that positive attitude, communication 
skills, teamwork skills, and strong work ethics are few among the many skills that 
employers consider important [6]. This paper studies in detail and describes the 
aspects of selected soft skills for career development. This paper includes positive 
attitude, communication skills, maintaining strong work ethics, teamwork, and 
time management skills to ensure a successful career development.

4. Positive attitude

Positive attitude toward work recognizes an employee’s attitude toward work. It 
lets the employee hold a higher degree of competence and distinction toward work. 
Positive attitude in other words is an expression that seeks personal fulfillment 
through reflecting and determining accomplishments. “A positive attitude is one 
of the most important factors that influence a person’s success” [7]. As it is positive 
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attitude that determines how committed and diligent an employee is toward work, 
an employer would see this as helpful in career augmentation. Executed by posi-
tive thinking, positive attitude develops enthusiasm, willingness to learn, and as a 
result greater appreciation of results at work. This is contagious as it influences and 
spreads positive energy for igniting a winning spirit for all the members in a team in 
particular and organization as a whole. Although knowledge and talent are essential 
factors to succeed, attitude interlinks both factors and enhances connectivity both 
with people and work. Positive thinking “begins with having confidence in oneself. 
Confidence reinforces ability, doubles energy, buttresses mental faculties, and 
increases power” [8].

The beneficial impact of displaying positive attitude at the workplace has 
innumerable advantages of uplifting new possibilities and opportunities in terms of 
power and position. The right attitude consistently creates big differences, generat-
ing fine relationships which further generate better work culture and achieving 
goals. Right attitude is an attitude that tends to “focus on the positive, are willing 
to work as part of a team, and strive to be a can do person” [9]. A positive-spirited 
environment constructs high morale and result-driven teamwork. Feeling positive 
and confident on both positive and negative thoughts occupy a similar space in 
mind. Thinking negative would result in negative feelings with obviously negative 
results. But practicing positive thoughts will develop a strong sense of competence 
that regardless of what difficulties may arise, one will be able to defeat them. Hence 
it is entirely on the thoughts that control attitude.

5. Communication skills

Career development begins with good communication skills. The ability to 
communicate is one among the many steps to succeed in a career. Without sufficient 
skills to communicate, it becomes difficult to gain, hold, or enlarge interpersonal 
relationships especially at workplaces. Communication is the very lifeline of work-
places that involves a large number of people associated both internally and exter-
nally with an organization. Communication binds them all. Studies believe “there 
is considerable evidence to suggest that those who lack a range of well-developed 
communication skills find it difficult to advance their careers” [10]. Good com-
munication delivers messages with clarity and responsibility to the receiver without 
any distortion or confusion. Hence, it is of utmost importance that the message 
transmitted must be efficiently spoken and fittingly listened and comprehended. 
Besides speaking and listening, reading and writing too are essential components of 
communication skills.

Communication cultivates motivation. Researches claim “communication 
should be regarded as a transaction in which participants create meaning together 
in an atmosphere of trust” [11]. Communication should be such that clarifies 
instructions, suggestions, ideas, information, and persuasions, keeping in view 
that the receiver understands it. When communication is clear, employees get to 
know what is to be done and what more can be done to improve their performance. 
The goals get stimulated by desired behavior through motivation. In fact, “because 
motivation theory is so difficult to implement, more and more companies are 
seeing that the link between motivation and performance improvement is commu-
nication” [12]. Communication also happens to be the main procedure to encourage 
and assess decision-making. Viable communication, henceforth, is a craftsmanship 
and thus should be incorporated at working environments for fine outcomes and 
achievements of objectives. Effective communication generally corrects mistake 
if any and provides predominant holding among everybody in the working 
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environment and resolves clashes. Studies recommend that more than encoding, 
decoding the correct message is of prime significance to proceed with the commu-
nication procedure.

Besides verbal method, communication can also take place nonverbally that is 
without words. According to Susanne Jones, Associate Professor of Communication 
Studies at the University of Minnesota, “about 65 to 75 percent of all communica-
tion is nonverbal in nature” [13] which is why “non verbal communication forms 
an essential component in building successful interactions with people. One of the 
distinct features of non verbal communication is that it is preeminent than verbal 
communication” [14].

Body language like posture, gesture, facial expression, and appearance while 
interacting or not interacting becomes largely pivotal during communication espe-
cially at workplaces. Let us take, for example, if someone tends to avoid eye contact 
or maintains physical distance, it may clearly signify avoidance. However, it may 
not as well be true. There is a possibility that he/she may be an introvert. Hence in 
this situation the case is highly misjudged. Apart from body language, paralinguistic 
features like pitch, voice, tone, and pace also matter. A rough tone may indicate 
rudeness or arrogance even though not intending to. A soft voice indicates polite-
ness, while a deep voice suggests dominance and so on.

Apart from nonverbal aspects that form an essential part of communication, 
another essential component is assertiveness that is the result of a positive flow 
in our thought process to communicate well with others. Assertiveness is being 
responsible. Sources claim that “assertive people take responsibility for expressing 
their opinions, and make every effort to communicate successfully even when their 
ideas or wishes are in conflict with the ideas of others” [15]. In fact, communication 
appears miniscule but is in fact a herculean task just as it has been ascertained that 
“taking responsibility for each other’s communication is a big task which embodies 
many aspects like emotions, moods, interpersonal skills and many more into its 
circumference. Communication becomes spontaneous and the quality and mode 
alter at one point. Assertiveness holds consistency and never allows any fissure in 
communication” [16].

6. Maintaining strong work ethics

Understanding ethics at the most radical level means following workplace rules 
that further signifies “working hard, following healthy and safety rules, maintain-
ing a clean and orderly work area and being punctual and reliable” [17]. It is of 
prime importance to maintain a greater level of ethics in order to grow profession-
ally. There are instances where many people imply unethical means to get success. 
However, success earned through unethical means is short-lived. Being honest; 
stabilizing integrity, loyalty, and trust; and practicing mutual respect add value 
to workplace relationships and help in effective decision-making process during 
crucial times. Hence, ethics are mostly based on virtues and virtue ethics focused 
primarily on virtues or the goodness or the rightness of things, ideas, concepts, 
theories, or principles [18].

Strong work ethics makes workplaces act within persistent goals, set as profes-
sional standards for behavior concerned with the welfare of the organization and 
also of the society. Hence, abiding by the ethical codes encourages efficient work, 
inspires everyone to maintain self-control, motivates employees to remain loyal 
to their organization, and improves quality of work. Career advancement largely 
depends on ascertaining core values and moving ahead to work toward a coopera-
tive and respected culture.
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7. Teamwork

An efficient team is an asset to an organization. In fact, “effective team has the 
ability to take more complex tasks and smoothes the progress of communication by 
providing better space for open discussion and cooperation among team members 
further maximizing the productivity of not only the team but also of the organiza-
tion as a whole” [19]. Teamwork is working with people by offering the best of 
attitude, knowledge, and skills to other members of a team. While at the workplace, 
a team becomes an important place as it is a mixed bag of varying cultural back-
grounds, varying perceptions, and differing ideas and opinions, but still it tends to 
bind its constituents together to work for a common purpose. While trying to fit in 
a team is a challenging task for many, it is also one of the inescapable situations at 
the workplace. What is even a more challenging task is failing to use team members 
effectively that “one can end career by ignoring the need for team development 
and camaraderie” [20]. Further, each member in a team is responsible to be able to 
carry, coordinate, and cooperate their duties along with others because teamwork is 
not a group skill rather a responsibility of each individual. Authors assertively state 
“team work is about cooperating with co-workers” [21]. Apparently, being a good 
team leader or team member both can have enormous benefits for career advance-
ment. Better job performance by the team would lead to better job performance of 
the whole organization, and “the more competitive the organization, the better the 
chances are for job security, career advancement, salary increments, and bonuses 
for employees” [22].

8. Time management

Managing time has become one of the most important soft skills for career 
success and advancement. One needs to accept, grow, and go with it. There is so 
much to do at work like meeting deadlines, achieving targets, delivering results, 
and finishing assignments, all within a time period. Hence one has to manage time 
to create competence and efficacy in a way that maximizes profit, minimizes stress 
and frustration, and makes achieve targets more easily. In order to make a career 
growth, one has to sincerely make growth happen. “Good, effective time manage-
ment is a core skill, a career skill that we all need both to make us able to perform 
in a current job and to enhance our career prospects” [23]. Time management 
involves some great techniques that enable one to utilize time effectively and per-
form well in career success. Tracy surmises that knowing the value of something 
facilitates good time managing capability. He provides example of the executives 
who experience stress and get annoyed with the work given to them or with their 
performance. However, there are executives of other kind who “put their whole 
heart into their work because it is a reflection of their values, seldom experience 
stress or burn out of any kind” [24]. With values, there emerges an intention and 
that keeps the employees motivated; there is a continuous flow of energy, active-
ness, eagerness, and innovation in doing work, and the work flows automatically 
within the time frame.

Effective time management enables to make good decisions and increases job 
satisfaction. Hence in order to practice good time management skills and to experi-
ence paramount adequacy during career growth, business organizations strictly 
emphasize on effective time management ability that is a way to develop and use 
processes and tools for maximum efficiency, effectiveness, and productivity. It 
involves mastery of a set of skills like setting goals and planning and also its effec-
tive use of time to achieve desired results. The main objective of time management 
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is to enable an individual in remaining absorbed on the activities that are important 
first and that matter more than other things or activities, thus helping an individual 
being “aware of how to use time as one resource in organizing, prioritizing, and 
succeeding in a business in the context of all the competing activities of start-ups 
and new ventures” [25].

9. Conclusion

This paper is an attempt to study in detail few among the many soft skills and 
their significance in career development. Inculcating soft skills has become the 
need of the hour for working better, maximizing job performance, and improving 
one’s career. Developing soft skills help turn adversities into opportunities that 
further lead to career success. Although goals may be seen harder to achieve in 
the beginning, through soft skills discussed in the paper, one may try to gradually 
overcome barriers that are responsible for career downfall. Through changing one’s 
personality and perceptions toward work, people, and situations, one may be able 
to stand out from the crowd to grow in his/her success. A positive attitude, good 
communication skills, strong work ethics, and teamwork and time management 
skills, however, are not the only skills that soft skills restrict to. The present paper 
manifests the significance of selected soft skills in advancing a career and succeed-
ing in this highly competitive world. The paper in a way proposes ways and manners 
for employees at workplaces to value the need to think positive, communicate well, 
rely on core values and ethics, work in team, and manage time to deal with difficult 
people and situations, ultimately giving them a roadmap to do well in their career. 
Mastering soft skills in this highly competitive world will not only help an employee 
stand out from the crowd but also augment wonders on relationships, job perfor-
mances, and career advancement.

© 2020 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms 
of the Creative Commons Attribution License (http://creativecommons.org/licenses/
by/3.0), which permits unrestricted use, distribution, and reproduction in any medium, 
provided the original work is properly cited. 
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Chapter 4

Job Training Satisfaction, Job 
Satisfaction, and Job Performance
Wen-Rou Huang

Abstract

Training is an important ongoing investment in human assets to assist employ-
ees in learning skills and acquiring knowledge to achieve organizational goals. 
To maximize training effectiveness, three major activities of needs assessment, 
program design and delivery, and training evaluation need to be well-prepared to 
make trainees be satisfied with the training. Job training satisfaction proposed by 
Schmidt in 2007 was defined as how people feel about the aspects of the job training 
they receive in the workplace. Research has shown that well-designed and prepared 
training activities in a training program will result in job training satisfaction (JTS), 
which then influences employee’s work-related attitudes such as job satisfaction 
(JS). This will further affect their intentions of turnover and job performance. 
Thus, in this chapter, the fundamental concepts of training, job satisfaction, and 
job training satisfaction will be introduced. The key factors and models to develop 
successful training programs will be presented. The relationships between training, 
job training satisfaction, job satisfaction, and job performance will be elaborated. 
The purpose of this chapter elucidates the importance of JTS, which human 
resource practitioners should always bear in mind when designing and delivering a 
training program.

Keywords: training, training effectiveness, job training satisfaction, job satisfaction, 
job performance

1. Introduction

Nowadays, organizations are facing a lot of challenges when competing in vari-
ous sectors of the global market such as economics, technology, and labor. One of 
the crucial strategies for an organization to gain competitive advantage is exploita-
tion of training. In particular, training is an important function for an organization 
to cultivate employees’ explicit and implicit knowledge, skills, and abilities and 
transfer employees into the valuable resources of an organization. This function 
is not only linked to improvement of business performance but also an effective 
determinant in shaping employee attitudes, which are critical variables to influence 
job performance [1]. According to the literature, job satisfaction is defined as “a 
pleasurable emotional state resulting from the appraisal of one’s job or job experi-
ences” ([2], p. 94). It is one of the major job attitudes to affect employees’ behaviors 
and shows a strong relationship with other affective outcomes such as learning 
motivation, turnover rate, and firm performance [3].
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Since training and job satisfaction are two important variables which individu-
ally produces impacts on firm performance, this chapter aims to elaborate training 
in organization toward job satisfaction. This chapter is organized in four sections. 
The first section describes how to plan and carry out an effective training program. 
It begins by discussing the definition of training and the meaning of learning. Next, 
a training effectiveness model is constructed to present a whole picture about the 
factors which influence the training outcomes. Elucidation will be provided for each 
part of the model which includes individual characteristics, organizational charac-
teristics, and task characteristics, followed by needs assessment, training design, 
and training evaluation. The second section focuses on job satisfaction in which the 
fundamental concepts are introduced. This is followed by discussion of the impacts 
of job satisfaction on job performance. The third section describes job training 
satisfaction and how it contributes to job satisfaction, job performance, and other 
work-related attitudes. The final section is Conclusions.

2. Training

2.1 Training and learning

What is training? Training refers to “a planned effort by a company to facilitate 
employees’ learning of job-related competencies” ([4], p. 5). It is also defined as “a 
planned and systematic effort to modify or develop knowledge, skills and attitudes 
through learning experiences to achieve effective performance in an activity or a 
range of activities” ([5], p. 41). Training is the major means to be used by organiza-
tions to cultivate employee competence to reach the appropriate required levels. It is 
also an important business strategy for organizations to cope with a variety of forces 
affecting the workplace [6, 7]. It is stated that training is organized and used by an 
organization as a business strategy to help employees develop and acquire compe-
tence, which includes knowledge, skills, behaviors, and attitudes that are critical for 
successful job performance. Typically, training can be distinguished by two basic 
types of locations where it is conducted, i.e., off-the-job and on-the-job. Off-the-job 
training provides learning opportunities on a variety of topics at a site other than 
where the work is actually done, whereas on-the-job training (OJT) occurs in the 
work setting itself [6]. With the assistance of modern technology, online training 
can be realized as well [8]. No matter which sites or ways the training is conducted, 
the key to effective training is to activate learning to occur.

In most of the textbooks, learning is defined as an effect of experience on 
behavior [9]. It is related to a process of change in behavior that is due to experience. 
Actually, all learning involves two processes: one is an external interaction process 
between the learner and his or her social, cultural, and material environment, 
and the other is an internal psychological process of elaboration and acquisition in 
which new impulses are connected with the results of prior learning [10]. However, 
if the outputs of learning process (either through external or internal) only produce 
change in people’s behavior, such a definition cannot be satisfied by many research-
ers [9]. Therefore, learning has also been defined as “a relatively permanent change 
in human capabilities that is not a result of growth processes” ([4], p. 140). Based 
on this definition, learning can bring out three different outcomes. The first one is 
the content dimension, which refers to knowledge, understanding, skills, abilities, 
and attitudes. The second one is the incentive dimension which includes emotion, 
feelings, motivation, and volition. The final one is the social dimension, which 
involves interaction, communication, and cooperation [10]. Learning, thus, can be 
further referred to as a process that is “seen” through changes in knowledge, skills, 
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attitudes, behaviors, emotion managing ability, communication style, and more 
during training and generalization to the transfer context.

Traditionally, in the workplace, learning occurs through formal training and 
development. All formal learning activities are designed with specific learning 
objectives to cultivate employees in lifelong processes for ongoing development 
and acquisition of competencies to meet the challenges that the organization 
faces from its internal and external environment [8]. Typically, such learning is 
activated through direct instruction, which engage learners in lectures, discus-
sions, simulations, role-plays, and other structured activities [11]. With tech-
nological advancement and intense competition, training scholars have claimed 
that employees must extend their learning outside the formal classroom or work 
settings to ensure competencies are maximized [12]. Thus, informal learning 
becomes important because it represents the most part of learning occurring in 
organizations. Watkins and Marsick characterized informal learning as a process 
“based on learning from experience, embedded in the organizational context, 
oriented to a focus on action; governed by non-routine conditions; concerned 
with tacit dimensions that must be made explicit; delimited by the nature of the 
task, the way in which the problems are framed, and the work capacity of the 
individual underlying the task; and enhanced by proactivity, critical reflectivity, 
and creativity” ([13], p. 287). It is unstructured and occurs outside a learning 
institution [11].

Figure 1 shows the relationships between training and learning. Training, either 
off-the-job, on-the-job, or online, involves transferring expertise and knowledge 
from experts who have it to novices who need it [14]. Both training and learn-
ing activities consist of a process of knowledge sharing, which is an element of 
reciprocity and is a giving-taking exchange process of information or assistance 
to others [15]. Knowledge sharing between employees and across teams allows an 
organization to exploit existing knowledge-based resources and has been identified 
as a positive force in creating innovative organizations [15–17].

2.2 Model of training effectiveness

In a competitive environment, while employee training and learning have 
become an increasingly important strategic issue for organizations [8], the core 
concern is how to help the company and trainees receive benefits from the train-
ing activities? The related questions include “what kind of factors that may affect 
the success and effectiveness of training” and “what/how trainers can do to make 
training program effective?” Training effectiveness, according to Noe ([4], p. 216), 
refers to “the benefits that the company and trainees receive from training.” It 
focuses on understanding the whole learning system to determine why learners 
learn or do not. It also explains why the learning results happen and assists training 

Figure 1. 
The relationships between training and learning.
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Figure 1. 
The relationships between training and learning.
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designers to make troubleshooting to improve training [18]. Thus, theoretically, 
training effectiveness is the study of the individual, training, and organizational 
characteristics that influence the training process before, during, and after training 
[18]. Training effectiveness differs from the training evaluation. Training effective-
ness is a theoretical approach to understand learning outcomes, whereas training 
evaluation is a methodological approach to measure these learning outcomes [18]. A 
summarized model of training effectiveness is presented in Figure 2 [19]. Figure 2 
shows the factors that impact the training outcomes and job performance and the 
relationships between them. Three major topics will be discussed, that is, needs 
assessment before training (shaded with gray color), program design and delivery 
during training (shaded with orange color), and training evaluation after training 
(shaded with pink color).

2.2.1 Before the training: needs assessment

Effective training practices involving the use of a training design process begin 
with a needs assessment [4, 8, 18]. A need is a measureable gap between two 
conditions—what currently is and what should be [20]. In order to define the gap of 
need in training, a complete assessment process should be conducted to figure out 
problem areas, issues, or difficulties that should be resolved [20]. Thus, a train-
ing needs assessment refers to the process used to determine whether training is 
necessary and why specific training activities are required [4, 8]. In most contexts, 
a needs assessment focuses on gaps rather than solutions [20]. Theoretically, it 
involves three levels of analysis: organizational analysis, person analysis, and task 
analysis. Organizational characteristics, individual characteristics, and task char-
acteristics are factors to be considered for three levels of analysis in the beginning 
of training design. The purpose of these levels of analysis is to realize the gaps in 
current training programs and further to collect information for program design 
and problem-solving [4, 8].

In Figure 2, the first factor is organizational characteristics. Organizational 
characteristics include organizational structure, business strategies, support of 
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managers for training activities, training resources, organizational procedures, 
reward systems, culture, and climate [4, 8, 18, 21]. Each variable plays a very 
critical role to impact training effectiveness. For example, Facteau et al. [22] 
found that intrinsic and compliance incentives, organizational commitment, and 
social support for training are able to predict trainees’ pretraining motivation. 
Motivation is the key determinant of the choices individuals make to engage in, 
attend to, and persist in learning activities, which will affect learning perfor-
mance [3]. Because organizational analysis is concerned with identifying whether 
(1) training fits the company’s strategic objectives; (2) training supports the 
company’s culture, climate, and policies; and (3) the company has the budget, 
time, and expertise to carry out training, this analysis is usually conducted in the 
first place [4]. Several major questions will be assessed in this analysis: “How does 
the training relate to business objectives?” “How does training support business 
strategy?” “What are the threats to the talent base?” “How does the training 
impact day-to-day workplace dynamics?” “What are the costs and expected 
benefits of the training?” [4, 8].

Another factor, individual characteristics, includes cognitive ability, attitudes, 
locus of control, personality, anxiety, age, self-efficacy, expectations, job involve-
ment, pretraining motivation, need for achievement, independence, and more 
[18, 19, 23]. A large number of studies have been demonstrating how individual 
differences influence transfer of learning and learning performance, which further 
impacts on training effectiveness [7, 24]. For example, Noe showed that individu-
als with an internal locus of control had more positive attitudes toward training 
since they viewed training as a means to help them receive tangible benefits [25]. 
Mathieu et al. proposed that trainees with high achievement motivation were more 
motivated to learn and perform well in the training program [26]. Klein et al. found 
that the learners with high learning goal orientation (LGO) would be significantly 
related to the factor of motivation to learn [27]. Macey and Schneider claimed that 
four individual characteristics like positive affectivity, proactive personality, consci-
entiousness, and autotelic personality were more likely to have greater psychological 
availability to learn and also perceived learning activities being more meaningful 
such that they are likely to participate actively in the training activities [28]. In addi-
tion, many researches have suggested that learning is negatively related to aging 
[24]. Also, three of the big five factors—conscientiousness, neuroticism (emotional 
stability), and openness to experience—significantly impact learning, training, 
and transfer outcomes [29]. Since employees’ individual characteristics make huge 
impacts on learning performance, personal analysis helps to identify employees’ 
characteristics and readiness for training and recognize who needs training and 
who will perform well in the training program.

The third factor, task characteristics, consists of the knowledge, skills, and 
abilities required to complete the tasks, the equipment, and environment that the 
employee works in, time constraints for a task, safety considerations, or perfor-
mance standards [4]. Thus, for task-level assessment, it involves checking specific 
duties and responsibilities assigned to various jobs and the types of skills and 
knowledge needed to perform each task [8]. In other words, the major purpose 
of task analysis is to collect job-related information to identify the task and the 
training that employees will require in terms knowledge, skills, and abilities. This 
analysis should be conducted only after the organizational analysis because it is a 
time-consuming process to gather and summarize data from persons in different 
layers of the company [4]. Several questions will be addressed in this analysis. For 
example, what kinds of responsibilities are to be assigned to the job? What are the 
skills or knowledge needed for successful performance? What are the implications 
of mistakes? What tasks should employees be trained [4, 8]?
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2.2.2 During the training: training design and delivery

After identifying the gaps and training objectives through the needs assess-
ment, the next step is the design and delivery of the training itself [8]. Program 
design is rooted in learning theories and refers to “the organization and coordina-
tion of the training program” ([4], p. 172). More specifically, “it is a process for 
helping to create effective training in an efficient manner. It is a system that helps 
designers ask the right questions, make the right decision, and produce a useful 
and useable product as the situation requires and allows” [30]. Thus, the purpose 
of a program design is to make learning occur and training effective. Research has 
indicated that each element of training design process is related to the quality of 
training. Researchers such as Baldwin et al. and Klein et al. presented that training 
design with organizational characteristics and individual characteristics together 
influences trainees’ motivation to learn and, motivation to transfer, and real train-
ing transfer [27, 31]. Latif presented a model of training effectiveness which points 
out that training satisfaction comes from trainees’ feeling of satisfaction with 
training session, training content, trainers, and learning transfer [1]. Noe et al. also 
showed that technology-based and face-to-face learning methods and contextual 
factors such as organizational climate, interpersonal dynamics, and individual 
differences are able to promote psychological engagement in learning, which is a 
crucial factor to enhance the effectiveness of training, development, and related 
learning activities [7].

Training methodology was also found to be an important factor in the equation 
of job training satisfaction [32]. Compared to other training methods, on-the-job 
training is one of the oldest, most widely used training methods in the workplace. 
It can be useful for training newly hired employees, orienting promoted or trans-
ferred employees to the new job positions, upgrading employees’ competencies 
when new technology is used, and delivering cross-culture training to employees 
who are assigned to work overseas [4]. Since OJT occurs at or near the workplace 
using actual equipment and tools, most of the time, trainees are highly motivated 
to learn and can be customized to the experiences and abilities [4]. Although there 
are many advantages, OJT is informal or unstructured in nature and has received 
serious criticism such as incomplete and unpredictable [33]. Thus, structured 
on-the-job training (S-OJT) was proposed by Jacobs and McGiffin [34]. In contrast 
to informal and unstructured OJT, structured OJT adopts a planned approach to 
train and develop employees’ competencies [33]. Many research results indicated 
that S-OJT is superior to unstructured on-the-job training in terms of having lower 
training cost, enhancing skills acquisition, and removing learning anxieties [6].

In the past, a large portion of the research in program design has paid great 
attention to traditional instructional design (ISD) model, which includes conduct-
ing a needs assessment, setting the objectives of training, identifying evaluation 
criteria, selecting appropriate trainers and training methods, making meaningful 
materials, and properly coordinating and arranging training delivery. In addition, 
it involves ensuring training transfer, offering a good training site, and providing 
opportunities for practice and feedback [4, 7]. Although the traditional instruc-
tional design brings a lot of benefits to enhance training effectiveness, it is more 
instructor-oriented where lecture proceeds with adding sophisticated elements 
and feedback loop with interaction and communication [35]. Some scholars have 
recently claimed that instructor-oriented design is deemed to be disadvantageous 
for effective learning. They argued that the learners in instructor-centered program 
may be passive in learning activities and seldom grasp the significance or realize 
the intricacies of the model from the instructors during the training [16, 35]. Thus, 
it has been claimed that the instructional design model needs to be modified or 
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adapted to better fit the learner-centered learning, particularly technology-based 
learning [16, 36].

What is learner-centered learning? Learner-centered learning involves the 
balance between instructor and learner shifting the roles, so that the learners take 
on the responsibility to learn and the instructor becomes more of a facilitator 
[37, 38]. In this learning paradigm, instead of transferring factual knowledge to 
the learners, the instructor focuses more on creating a learning environment and 
providing learning opportunities that empower learners to construct knowledge for 
themselves [39]. Attention, in this paradigm, is given not only to what the learners 
learn but also to how they learn and whether they are able to retain and apply the 
knowledge or not [36]. More specifically, the instructor with the role of facilitator 
utilizes multiple teaching methods beyond traditional lecturing to help the learners 
actively participate in learning [35].

Thus, several tips for delivering the training with the learner-centered approach 
are described as follows [36]. First, at the beginning of the training, the trainer 
involves learners into decision-making process for choosing the course textbook. 
Second, after choosing the textbooks, the trainer invites learners to pick up the top-
ics which they are interested in and also fit personal needs. In this way, the learners 
would take responsibility for learning by themselves. Third, the class will be run like 
a discussion session. The trainer gives training materials before the class and asks 
them to read in advance. Following the Shor’s suggestion that the trainer controls 
his/her “authoritative academic voice” [40], the trainer says as little as necessary 
and focuses on determining what they are interested in, what they have troubles 
with and what they want to talk about. The trainer offers questions, comments, 
structures, and academic knowledge while patiently listening to trainees’ thoughts 
and ideas. The trainer and the learners learn from each other through interac-
tion. Fourth, Weimer suggested that the careful design of assignments which help 
students effectively use the power they are given is the key component of sharing 
power to the learners [41]. Thus, the trainer needs to structure the assignments well 
and allows the trainees to make choices about the ways to complete the projects, for 
example, by conducting interview or submitting a real lesson activity.

Three critical issues must be considered in the designing and delivering stage 
[8]. The first one is interference. Interference occurs “when prior training, learning, 
or established habits act as block or obstacle in the learning process” ([8], p. 391). 
That is, someone who has more experience in behaving in a certain way will have 
more difficulties in changing the way he/she responds when encountering a situa-
tion. Therefore, when designing the training, the trainers need to be aware of this 
issue. The second one is transfer design [8]. Transfer refers to whether the trainee 
or learner can actually perform the new skills or use the new knowledge on the job 
[4]. Transfer design, thus, is defined as the ability to transfer learning to the job 
and to which the training instruction matches the job requirements [42]. In order 
to ensure that the organizations are able to receive benefit from training, Lim and 
Johnson suggested that training design, content, and instructional strategies must 
be related to the objective of transfer, whether near or far transfer [43]. In other 
words, transfer mechanisms such as climate for transfer, management and peer 
support, opportunity to perform, training awareness, and using self-management 
strategies need to be included in the design of a training program for maximizing 
transfer [4, 21, 44]. The third one is the needs of adult learners. It is said that the 
ways of children’s learning are different from those of adults. Several assumptions 
were proposed by Malcolm Knowles [45]: (1) adults have the need to know why they 
learn, (2) adults have the need to be self-managed, (3) adults bring more work-
related experiences into the learning context than children or teenagers, (4) adults 
learn with a problem-centered approach, and (5) adults are motivated to learn by 
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getting both extrinsic and intrinsic motivators. Since most of the job-related train-
ing is targeted for employees whose age is over 18, the training program must meet 
the needs of these adult learners in order to enhance training effectiveness.

2.2.3 After the training: training evaluation

Evaluation is an integral part and the final stage of most instructional design 
(ID) models [46]. Theoretically, it is a systematic process of collecting data in 
an effort to measure and determine success or failure of a training program with 
regard to content and design [18, 47]. Two questions intend to be answered in 
the evaluation process, that is, whether (1) training objectives are achieved in the 
learning process and (2) accomplishment of those objectives results in enhanced 
job performance [48]. Thus, evaluation can be divided into two categories, forma-
tive evaluation and summative evaluation [46, 49, 50]. Formative evaluation is an 
evaluation with the purpose to improve design and development to enhance learn-
ing, whereas summative evaluation is intended to determine whether the training 
program is worthy or effective [51, 52]. Besides, Campbell stressed that the most 
important and fundamental thing is whether trainees have learned the materials 
covered in training or not [53].

Traditionally, Kirkpatrick’s model was one of the first efforts to create a 
framework for training evaluation. It is also the simplest method to understand 
training effectiveness [18, 54]. According to Kirkpatrick, training can be evalu-
ated at four levels. Level 1 is the “reactions” criteria, which evaluates trainees’ 
affective and attitudinal perceptions to a training program, including facilities, 
trainers, and content. For the “reactions” criteria, evaluation is performed via 
a questionnaire completed by trainees or self-reported regarding perceived 
learning gains [55]. Level 2 is the “learning” criteria, which evaluates the extent 
to which trainees have learned the training materials covered in training and 
acquired knowledge, skills, attitudes, and behavior from a training program. 
Learning outcomes are typically measured by using various forms of knowledge 
tests such as pencil-and-paper test or by immediate post-training measures of 
performance and skill demonstration in the training context [56]. Level 3 is the 
“behavior” criteria. It refers to as transfer criteria and evaluates the extent to 
which trainees have applied the learned competencies on the job. For behavioral 
criteria, evaluation is assessed by self-ratings, supervisor ratings, or objective 
performance indicators [56–58]. Level 4 is the “results” criteria, which evaluates 
the extent to which the training program has improved business outcomes and 
to increase organizational-level profits [47]. Although this kind of assessment 
is the most difficult to be obtained, it is highly desirable for the organizations. 
Most of the time, “results” are operationalized by productivity gains, reduced 
costs related to employee turnover, increased customer satisfaction, enhancing 
employee commitment, or increase in profitability [57, 58].

Although Kirkpatrick’s framework is the most accepted approach for training 
evaluation, it has been criticized by many scholars. One of the criticisms is that the 
criteria used for evaluation in Kirkpatrick’s framework do not relate to the training 
needs, the learning objectives, and strategic goals of the organizations [4]. The 
second one is the lack of relationship between reaction, learning, behavior, and 
results’ criteria [55]. As a result, both training practitioners and academic research-
ers have developed a more comprehensive model for training criteria. For example, 
Kraiger et al. attempted to expand the original Kirkpatrick model by linking the 
learning outcomes with training evaluation [48]. Based on Kraiger et al.’s proposi-
tion, three categories of learning outcomes, that is, cognitive, skill-based, and 
affective outcomes, should be included in evaluation [48, 59]. Specifically, cognitive 
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outcomes are used to determine the degree to which trainees are familiar with 
principles, facts, techniques, procedures, or processes emphasized in the training 
program. It includes verbal knowledge, knowledge organization, and cognitive 
strategies. Skill-based outcomes, including skill learning and skill transfer, are used 
to assess the level of technical or motor skills and behaviors. Affective outcomes 
include both attitudinal and motivational change, which also involves disposition, 
motivation to learn, self-efficacy, tolerance for diversity, safety attitudes, customer 
service orientation, and goal setting [4, 48].

Among three categories of learning outcomes, affective outcomes have attracted 
a lot of attentions in different research areas such as education, psychology, and 
organizational behavior. The scholars are particularly interested in the issue regard-
ing whether self-efficacy or motivation to learn can be changed through training 
and how different training methods impact self-efficacy and motivation to learn. 
For example, Gist found that a training method comprising cognitive model-
ing with practice and reinforcement generated significantly higher participant 
self-efficacy than a method involving only lecture and practice [60]. Torkzadeh 
and Dyke suggested that training significantly improved Internet self-efficacy for 
trainees, both males and females [61]. Combs and Luthans stated that the diversity 
training enhanced trainees’ diversity self-efficacy [62]. Huang and Jacobs claimed 
that structured on-the-job training could generate higher self-efficacy to achieve 
training outcomes than classroom training with lecture only, especially for trainees 
with lower general self-efficacy (GSE) [63]. Huang and Jao reported that structured 
on-the-job training could generate higher trainees’ motivation to learn than class-
room training [64].

3. Job satisfaction and job training satisfaction

3.1 The definition of job satisfaction

Among thousands of attitudes, job satisfaction is one of important work-
related attitudes in the work environment [3]. Specifically, job satisfaction refers 
to the degree to which the feeling of satisfaction is derived from the employees’ 
perceptions toward different facets of their tasks or jobs [65, 66]. In other words, 
job satisfaction is a pleasurable or positive emotional state emerging as the result 
of appraising one’s job or job experiences and as the fulfillment or gratification 
of certain needs that are associated with one’s work [3, 67, 68]. Simply put, job 
satisfaction is the combination of feelings, beliefs, and behavioral intentions that 
workers hold a relation to their current jobs [3, 69]. The employees’ job satisfaction 
is measurable and can be changed [3]. A popular way to explain job satisfaction has 
been the person-environment fit paradigm, which suggests that the more a person’s 
work environment is fulfilling one’s needs, personality, values, or personal charac-
teristics, the greater the degree of job satisfaction is [70].

3.2 Factors to influence job satisfaction

While tackling the issue of job satisfaction, some typical questions were raised 
by researchers. For example, why are some employees more satisfied than oth-
ers? What kinds of work tasks are especially satisfying? How to design a task to 
make employees feel satisfied? Colquitt et al. claimed that values play a key role in 
explaining job satisfaction [2]. What is value? Values are “the things that people 
consciously or unconsciously want to seek or attain” ([2], p. 94). Thus, value-per-
cept theory argues that “job satisfaction depends on whether the employee perceives 
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getting both extrinsic and intrinsic motivators. Since most of the job-related train-
ing is targeted for employees whose age is over 18, the training program must meet 
the needs of these adult learners in order to enhance training effectiveness.

2.2.3 After the training: training evaluation
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ated at four levels. Level 1 is the “reactions” criteria, which evaluates trainees’ 
affective and attitudinal perceptions to a training program, including facilities, 
trainers, and content. For the “reactions” criteria, evaluation is performed via 
a questionnaire completed by trainees or self-reported regarding perceived 
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criteria, evaluation is assessed by self-ratings, supervisor ratings, or objective 
performance indicators [56–58]. Level 4 is the “results” criteria, which evaluates 
the extent to which the training program has improved business outcomes and 
to increase organizational-level profits [47]. Although this kind of assessment 
is the most difficult to be obtained, it is highly desirable for the organizations. 
Most of the time, “results” are operationalized by productivity gains, reduced 
costs related to employee turnover, increased customer satisfaction, enhancing 
employee commitment, or increase in profitability [57, 58].

Although Kirkpatrick’s framework is the most accepted approach for training 
evaluation, it has been criticized by many scholars. One of the criticisms is that the 
criteria used for evaluation in Kirkpatrick’s framework do not relate to the training 
needs, the learning objectives, and strategic goals of the organizations [4]. The 
second one is the lack of relationship between reaction, learning, behavior, and 
results’ criteria [55]. As a result, both training practitioners and academic research-
ers have developed a more comprehensive model for training criteria. For example, 
Kraiger et al. attempted to expand the original Kirkpatrick model by linking the 
learning outcomes with training evaluation [48]. Based on Kraiger et al.’s proposi-
tion, three categories of learning outcomes, that is, cognitive, skill-based, and 
affective outcomes, should be included in evaluation [48, 59]. Specifically, cognitive 
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outcomes are used to determine the degree to which trainees are familiar with 
principles, facts, techniques, procedures, or processes emphasized in the training 
program. It includes verbal knowledge, knowledge organization, and cognitive 
strategies. Skill-based outcomes, including skill learning and skill transfer, are used 
to assess the level of technical or motor skills and behaviors. Affective outcomes 
include both attitudinal and motivational change, which also involves disposition, 
motivation to learn, self-efficacy, tolerance for diversity, safety attitudes, customer 
service orientation, and goal setting [4, 48].

Among three categories of learning outcomes, affective outcomes have attracted 
a lot of attentions in different research areas such as education, psychology, and 
organizational behavior. The scholars are particularly interested in the issue regard-
ing whether self-efficacy or motivation to learn can be changed through training 
and how different training methods impact self-efficacy and motivation to learn. 
For example, Gist found that a training method comprising cognitive model-
ing with practice and reinforcement generated significantly higher participant 
self-efficacy than a method involving only lecture and practice [60]. Torkzadeh 
and Dyke suggested that training significantly improved Internet self-efficacy for 
trainees, both males and females [61]. Combs and Luthans stated that the diversity 
training enhanced trainees’ diversity self-efficacy [62]. Huang and Jacobs claimed 
that structured on-the-job training could generate higher self-efficacy to achieve 
training outcomes than classroom training with lecture only, especially for trainees 
with lower general self-efficacy (GSE) [63]. Huang and Jao reported that structured 
on-the-job training could generate higher trainees’ motivation to learn than class-
room training [64].

3. Job satisfaction and job training satisfaction

3.1 The definition of job satisfaction

Among thousands of attitudes, job satisfaction is one of important work-
related attitudes in the work environment [3]. Specifically, job satisfaction refers 
to the degree to which the feeling of satisfaction is derived from the employees’ 
perceptions toward different facets of their tasks or jobs [65, 66]. In other words, 
job satisfaction is a pleasurable or positive emotional state emerging as the result 
of appraising one’s job or job experiences and as the fulfillment or gratification 
of certain needs that are associated with one’s work [3, 67, 68]. Simply put, job 
satisfaction is the combination of feelings, beliefs, and behavioral intentions that 
workers hold a relation to their current jobs [3, 69]. The employees’ job satisfaction 
is measurable and can be changed [3]. A popular way to explain job satisfaction has 
been the person-environment fit paradigm, which suggests that the more a person’s 
work environment is fulfilling one’s needs, personality, values, or personal charac-
teristics, the greater the degree of job satisfaction is [70].

3.2 Factors to influence job satisfaction

While tackling the issue of job satisfaction, some typical questions were raised 
by researchers. For example, why are some employees more satisfied than oth-
ers? What kinds of work tasks are especially satisfying? How to design a task to 
make employees feel satisfied? Colquitt et al. claimed that values play a key role in 
explaining job satisfaction [2]. What is value? Values are “the things that people 
consciously or unconsciously want to seek or attain” ([2], p. 94). Thus, value-per-
cept theory argues that “job satisfaction depends on whether the employee perceives 
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that his or her job supplies the things that he or she values” ([2], p. 94). Based on the 
value-percept theory, the dissatisfaction of employees can be expressed as follows:

  𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽 =  ( 𝖵𝖵  𝗐𝗐𝖽𝖽𝖽𝖽𝖽𝖽   −  𝖵𝖵  𝗁𝗁𝖽𝖽𝗁𝗁𝗁𝗁  )  ×  ( 𝖵𝖵  𝖽𝖽𝗂𝗂𝗂𝗂𝖽𝖽𝗂𝗂𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝗁𝗁  )   (1)

where Vwant refers to how much of a value an employee wants, Vhave is the value 
the job supplies, and Vimportance reflects the importance of the value to the employee. 
It can be seen that, although the difference between Vwant and Vhave causes the 
dissatisfaction, it is the importance of the value that will either magnify or mini-
mize the dissatisfaction [2]. In the value-percept theory, five specific facets of 
satisfaction, i.e., pay satisfaction, promotion satisfaction, supervision satisfaction, 
coworker satisfaction, and satisfaction with the work itself, must be met in order to 
achieve overall job satisfaction.

While explaining job satisfaction from the perspective of value-percept theory, 
personal characteristics make the issue of “the things that each employee wants to 
pursue and feels important in the workplace” complicated. Personal characteristics 
include personality disposition, attitudes, self-efficacy, self-esteem, motivation, 
gender, communication style, emotions, and more [3, 71]. Since each employee is 
independent and unique, the value of things an employee wants and their impor-
tance differ from one to another. Such differences cause the variance in dissatisfac-
tion. Personal characteristics offer the explanation to the question of why some 
employees are more satisfied than others. Take personality as an example. If the 
employees’ score is high on the neuroticism scale in a personality measurement, 
they are likely to carry a rather negative view toward the world. This makes them 
more likely be nervous, anxious, depressed, and insecure in general, especially in 
the workplace. Conversely, the employees who have higher scores on the consci-
entiousness and extraversion scales tend to be responsible, organized, gregarious, 
and sociable, and it is more likely they will be satisfied with their work [3]. Hence, 
personality traits of neuroticism, extraversion, and conscientiousness displayed 
appreciable correlations with the employees’ job satisfaction [72].

Besides personal characteristics, situational characteristics also influence job 
satisfaction, which can explain what kinds of work tasks are especially satisfying. 
The situational factors include pay, opportunities for promotion, administration 
style, coworker, and working conditions [73]. For employees, a job is not “just a 
job.” Instead, it is a collection of tasks, relationships, and rewards. Any job-related 
conditions happened in the workplace may influence their emotion, which further 
impacts how they judge and perceive toward their job [3]. Therefore, in order for 
employees to have job satisfaction, the situational factors need to be carefully 
considered. For example, is the pay commensurate with the job duties? Is the pay 
secure? Are the promotions frequent, fair, and based on ability? Is the supervisor 
competent, polite, and a good communicator? Are the coworkers responsible, help-
ful, and interesting? Is the work challenging, interesting, respected? If it is yes to 
all the above questions, then it is highly possible that employees would be satisfied 
with their job [2].

The needs of employees toward the work itself can be further realized through 
job characteristic theory. In other words, this theory helps to answer the question 
of how to design a task to make employees feel satisfied. Job characteristic theory 
suggested that job dimensions such as task identify, task significance, skill variety, 
autonomy, and feedback impact employees’ satisfaction with the work itself [3, 
74]. Among these dimensions, skill variety, task identities, and task significance 
together produce a sense of meaningfulness of work, which reflects the extent the 
work tasks fit in the employees’ value and beliefs. The dimension of autonomy 
allows employees to experience the responsibility for outcomes of the work. 
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Responsibility for outcomes refers to the extent the employees feel that they are 
responsible for the quality of the work. Providing either positive or negative feed-
back to employees make them have the opportunities to know the actual results of 
the work activities. Knowledge of results means that employees know how well or 
poorly they are doing. Thus, research suggests that the higher the three psychologi-
cal states, the higher the working motivation, which leads to higher job satisfaction. 
An employee who has a high level of job satisfaction holds positive feelings toward 
his or her job, while he/she may hold negative feelings if he/she has a low level of job 
satisfaction [3].

3.3 How important is job satisfaction?

The next question to be answered is “does job satisfaction really matter?” This 
question can be answered through elaborating the relationship between job satisfac-
tion and job performance, job commitment, organizational citizenship behavior 
(OCB), absenteeism, and turnover.

First, a number of researchers have been curious about the relationships between 
job satisfaction and job performance. For this question, many people may intui-
tively believe that job satisfaction is an important factor to impact job performance. 
Their presumption is that happy workers are more likely to be productive workers. 
However, at the early stage, the results indicated that job satisfaction was not mean-
ingfully associated with job performance [75]. Till recently, studies showed that job 
satisfaction was moderately correlated with task performance. In other words, job 
satisfaction did predict job performance [2]. The satisfied employees who held posi-
tive feelings toward their work did a better job to fulfill the duties [76], to increase 
creativity in job [77], to enhance decision-making and problem-solving ability [78], 
and furthermore, to strengthen the memory and recall ability [79].

Second, job satisfaction is interrelated to job commitment. Commitment is 
defined as that an employee identifies with a particular organization and its goals 
and wishes to remain as a member [3]. Commitment can be divided into three 
types, i.e., affective commitment, continuance commitment, and normative com-
mitment, which are emotional-based, cost-based, and obligation-based, respec-
tively [2]. Research found that job satisfaction was strongly correlated with affective 
and normative commitment but not correlated with continuance commitment [80]. 
Thus, the employees who have positively affective reaction to their jobs will be com-
mitted to their job and feel an obligation to remain in the organization [80–84].

Third, job satisfaction is moderately positive related to organizational citizen-
ship behavior [2, 85]. OCB has been defined as “individual behavior that is discre-
tionary, not directly or explicitly recognized by the formal reward system, and that 
in the aggregate promotes the effective functioning of the organization” ([86, 87], 
p. 4). Williams and Anderson found that the cognitive component of job satisfac-
tion predicted the emergence of OCB [88], which was also supported by Moorman’s 
study [89]. Therefore, the satisfied employees would like to engage in more work-
related behaviors to offer help to coworkers and increase desire to interact with 
others. OCB is extremely important for the employees to contact with the customers 
since it leads to improved customer evaluation of service quality [90].

Finally, job satisfaction reduces job turnover and absenteeism [91, 92]. Turnover 
refers to “…the voluntary and involuntary permanent withdrawal from an organiza-
tion” ([93], p. 72). Since actual turnover behavior is difficult to measure, Lingard 
suggested using turnover intention as a predictor of actual turnover behavior [94]. 
Karatepe et al. found that job satisfaction was a negative association with turnover 
intention [95]. As to absenteeism, it refers to “unscheduled employee absences 
from the workplace” ([96], p. 144). Vroom found that low levels of job satisfaction 
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that his or her job supplies the things that he or she values” ([2], p. 94). Based on the 
value-percept theory, the dissatisfaction of employees can be expressed as follows:

  𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽 =  ( 𝖵𝖵  𝗐𝗐𝖽𝖽𝖽𝖽𝖽𝖽   −  𝖵𝖵  𝗁𝗁𝖽𝖽𝗁𝗁𝗁𝗁  )  ×  ( 𝖵𝖵  𝖽𝖽𝗂𝗂𝗂𝗂𝖽𝖽𝗂𝗂𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝖽𝗁𝗁  )   (1)

where Vwant refers to how much of a value an employee wants, Vhave is the value 
the job supplies, and Vimportance reflects the importance of the value to the employee. 
It can be seen that, although the difference between Vwant and Vhave causes the 
dissatisfaction, it is the importance of the value that will either magnify or mini-
mize the dissatisfaction [2]. In the value-percept theory, five specific facets of 
satisfaction, i.e., pay satisfaction, promotion satisfaction, supervision satisfaction, 
coworker satisfaction, and satisfaction with the work itself, must be met in order to 
achieve overall job satisfaction.

While explaining job satisfaction from the perspective of value-percept theory, 
personal characteristics make the issue of “the things that each employee wants to 
pursue and feels important in the workplace” complicated. Personal characteristics 
include personality disposition, attitudes, self-efficacy, self-esteem, motivation, 
gender, communication style, emotions, and more [3, 71]. Since each employee is 
independent and unique, the value of things an employee wants and their impor-
tance differ from one to another. Such differences cause the variance in dissatisfac-
tion. Personal characteristics offer the explanation to the question of why some 
employees are more satisfied than others. Take personality as an example. If the 
employees’ score is high on the neuroticism scale in a personality measurement, 
they are likely to carry a rather negative view toward the world. This makes them 
more likely be nervous, anxious, depressed, and insecure in general, especially in 
the workplace. Conversely, the employees who have higher scores on the consci-
entiousness and extraversion scales tend to be responsible, organized, gregarious, 
and sociable, and it is more likely they will be satisfied with their work [3]. Hence, 
personality traits of neuroticism, extraversion, and conscientiousness displayed 
appreciable correlations with the employees’ job satisfaction [72].

Besides personal characteristics, situational characteristics also influence job 
satisfaction, which can explain what kinds of work tasks are especially satisfying. 
The situational factors include pay, opportunities for promotion, administration 
style, coworker, and working conditions [73]. For employees, a job is not “just a 
job.” Instead, it is a collection of tasks, relationships, and rewards. Any job-related 
conditions happened in the workplace may influence their emotion, which further 
impacts how they judge and perceive toward their job [3]. Therefore, in order for 
employees to have job satisfaction, the situational factors need to be carefully 
considered. For example, is the pay commensurate with the job duties? Is the pay 
secure? Are the promotions frequent, fair, and based on ability? Is the supervisor 
competent, polite, and a good communicator? Are the coworkers responsible, help-
ful, and interesting? Is the work challenging, interesting, respected? If it is yes to 
all the above questions, then it is highly possible that employees would be satisfied 
with their job [2].

The needs of employees toward the work itself can be further realized through 
job characteristic theory. In other words, this theory helps to answer the question 
of how to design a task to make employees feel satisfied. Job characteristic theory 
suggested that job dimensions such as task identify, task significance, skill variety, 
autonomy, and feedback impact employees’ satisfaction with the work itself [3, 
74]. Among these dimensions, skill variety, task identities, and task significance 
together produce a sense of meaningfulness of work, which reflects the extent the 
work tasks fit in the employees’ value and beliefs. The dimension of autonomy 
allows employees to experience the responsibility for outcomes of the work. 
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Responsibility for outcomes refers to the extent the employees feel that they are 
responsible for the quality of the work. Providing either positive or negative feed-
back to employees make them have the opportunities to know the actual results of 
the work activities. Knowledge of results means that employees know how well or 
poorly they are doing. Thus, research suggests that the higher the three psychologi-
cal states, the higher the working motivation, which leads to higher job satisfaction. 
An employee who has a high level of job satisfaction holds positive feelings toward 
his or her job, while he/she may hold negative feelings if he/she has a low level of job 
satisfaction [3].

3.3 How important is job satisfaction?

The next question to be answered is “does job satisfaction really matter?” This 
question can be answered through elaborating the relationship between job satisfac-
tion and job performance, job commitment, organizational citizenship behavior 
(OCB), absenteeism, and turnover.

First, a number of researchers have been curious about the relationships between 
job satisfaction and job performance. For this question, many people may intui-
tively believe that job satisfaction is an important factor to impact job performance. 
Their presumption is that happy workers are more likely to be productive workers. 
However, at the early stage, the results indicated that job satisfaction was not mean-
ingfully associated with job performance [75]. Till recently, studies showed that job 
satisfaction was moderately correlated with task performance. In other words, job 
satisfaction did predict job performance [2]. The satisfied employees who held posi-
tive feelings toward their work did a better job to fulfill the duties [76], to increase 
creativity in job [77], to enhance decision-making and problem-solving ability [78], 
and furthermore, to strengthen the memory and recall ability [79].

Second, job satisfaction is interrelated to job commitment. Commitment is 
defined as that an employee identifies with a particular organization and its goals 
and wishes to remain as a member [3]. Commitment can be divided into three 
types, i.e., affective commitment, continuance commitment, and normative com-
mitment, which are emotional-based, cost-based, and obligation-based, respec-
tively [2]. Research found that job satisfaction was strongly correlated with affective 
and normative commitment but not correlated with continuance commitment [80]. 
Thus, the employees who have positively affective reaction to their jobs will be com-
mitted to their job and feel an obligation to remain in the organization [80–84].

Third, job satisfaction is moderately positive related to organizational citizen-
ship behavior [2, 85]. OCB has been defined as “individual behavior that is discre-
tionary, not directly or explicitly recognized by the formal reward system, and that 
in the aggregate promotes the effective functioning of the organization” ([86, 87], 
p. 4). Williams and Anderson found that the cognitive component of job satisfac-
tion predicted the emergence of OCB [88], which was also supported by Moorman’s 
study [89]. Therefore, the satisfied employees would like to engage in more work-
related behaviors to offer help to coworkers and increase desire to interact with 
others. OCB is extremely important for the employees to contact with the customers 
since it leads to improved customer evaluation of service quality [90].

Finally, job satisfaction reduces job turnover and absenteeism [91, 92]. Turnover 
refers to “…the voluntary and involuntary permanent withdrawal from an organiza-
tion” ([93], p. 72). Since actual turnover behavior is difficult to measure, Lingard 
suggested using turnover intention as a predictor of actual turnover behavior [94]. 
Karatepe et al. found that job satisfaction was a negative association with turnover 
intention [95]. As to absenteeism, it refers to “unscheduled employee absences 
from the workplace” ([96], p. 144). Vroom found that low levels of job satisfaction 
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contributed to higher absenteeism rates [97], and such a finding was confirmed 
by Clegg [98]. In addition, Drago and Wooden conducted a survey of 601 workers 
from Australia, New Zealand, Canada, and the USA and found that absentee-
ism was lower while employees’ job satisfaction was high [99]. The relationship 
between job satisfaction and turnover was stronger than between satisfaction and 
absenteeism [3].

4. Job training satisfaction

4.1 The definition of job training satisfaction

The concept of job training satisfaction was proposed by Schmidt [32]. He 
combined the definitions of job training and job satisfaction into one of the affec-
tive outcomes, called job training satisfaction (JTS). As mentioned above, training 
involves employees acquiring knowledge and learning skills that they will be able 
to apply on the job immediately [8]. Job satisfaction involves how an employee feels 
and what he/she thinks about the job [2]. Job training satisfaction, thus, is defined 
as “…how people feel about aspects of the job training they receive. Job training 
satisfaction is the extent to which people like or dislike the set of planned activities 
or dislike the set of planned activities organized to develop the knowledge, skills, 
and attitudes required to effectively a given tasks or job” ([32], p. 483). According 
to Schmidt, the definition of job training satisfaction has several key components 
[100]. First, the focus of evaluation is on-the-job training as a whole, rather than 
on a single part of training activities such as a training course, trainers, facilities, 
or training content. Second, it refers to a pleasurable or positive emotional state 
resulting from each element and the whole process before and after the job training, 
such as fulfillment of needs, enhancing motivation to learn, or satisfied with the 
transferring the learned competencies to the job. Third, the subjects of evaluation 
target on the trainees where formal or planned training activities are offered by the 
organization rather than the informal learning effort endeavors by the employees 
themselves. When measuring job training satisfaction, not only the employees’ 
feelings about the job training are measured but also the training activities offered 
by the organization are examined [32, 101].

4.2 The relationship between job training satisfaction, job satisfaction, and 
other work-related attitudes

In the past, the impact of training on job satisfaction was not emphasized until 
it was found that job satisfaction tended to be higher where workplace training was 
held in organizations [102]. In order to explore the relationships between these two 
variables, Schmidt conducted a survey of job training and satisfaction for employ-
ees in customer and technical service department in nine major organizations in the 
USA and Canada to address how job training satisfaction impacts on job satisfaction 
[32]. According to his findings, job training satisfaction was not only highly corre-
lated with job satisfaction but also significantly related to the time spent in training, 
training methodology, and content. However, it was not related to age, gender, and 
race/ethnicity. Extended researches have been carried out to explore the impact of 
job training satisfaction on other work attitudes. Huang and Su found that there is 
a negative relationship between job training satisfaction and turnover intentions 
[103]. It is stated that, when employees are satisfied with job training, they are more 
likely to stay in the organization and have lower turnover intentions. The research 
results have also indicated that the relationship between job training satisfaction 
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and turnover intentions can be mediated by job satisfaction. Mansour et al. showed 
that there is a positive relation between job training satisfaction and normative 
commitment [100]. Moreover, job training satisfaction was found to be positively 
related to organizational citizenship behavior [104, 105], organizational commit-
ment (OC), and job involvement (JI) [105]. The relationship between JTS and OCB 
can also be partially mediated by OC and JI [105]. From these research results, job 
training satisfaction is found to be able to enhance employees’ work attitudes such 
as job satisfaction, commitment, job involvement, and organizational citizenship 
behavior, which leads to the increase of job performance.

Based on the above discussion, a revised comprehensive model of training effec-
tiveness is proposed and shown in Figure 3. According to Schmidt’s definition, job 
training satisfaction measures the employees’ feelings about the whole job training 
activities such as identifying the training needs, designing the training program, 
delivering training contents, activating learning occurring, and assessing training 
evaluation. Thus, different from the original model shown in Figure 2, the variable 
of job training satisfaction was inserted after the variable of training transfer to 
influence job satisfaction and job performance. That is, if the learners are able to 
perceive positively toward training program, to learn the job required knowledge, 
skill, abilities, and attitudes through training, and to succeed in transferring the 
learned competencies to real workplace, their satisfaction level toward training 
program must be high. For instance, on-the-job training, especially structured OJT, 
has been perceived as an effective training approach to achieve transfer of training 
owing to its occurrence at or near the workplace using actual facilities, enhancing 
skills acquisition, and removing learning anxieties [6, 33]. This allows the employ-
ees to be able to perform the job well and, in turn, feel satisfied with the training. 
Such high satisfaction toward job training leads to high level of job satisfaction and 
further results in high job performance but low turnover intention. These findings 
are interesting and valuable. Jones et al. ever mentioned that training can have an 
indirect effect on performance if it increases job satisfaction by making it easier for 
employees to perform the job or feel more valued [96]. From a series of studies, the 

Figure 3. 
The revised comprehensive model of training effectiveness with insertion of job training satisfaction and job 
satisfaction.
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contributed to higher absenteeism rates [97], and such a finding was confirmed 
by Clegg [98]. In addition, Drago and Wooden conducted a survey of 601 workers 
from Australia, New Zealand, Canada, and the USA and found that absentee-
ism was lower while employees’ job satisfaction was high [99]. The relationship 
between job satisfaction and turnover was stronger than between satisfaction and 
absenteeism [3].

4. Job training satisfaction

4.1 The definition of job training satisfaction

The concept of job training satisfaction was proposed by Schmidt [32]. He 
combined the definitions of job training and job satisfaction into one of the affec-
tive outcomes, called job training satisfaction (JTS). As mentioned above, training 
involves employees acquiring knowledge and learning skills that they will be able 
to apply on the job immediately [8]. Job satisfaction involves how an employee feels 
and what he/she thinks about the job [2]. Job training satisfaction, thus, is defined 
as “…how people feel about aspects of the job training they receive. Job training 
satisfaction is the extent to which people like or dislike the set of planned activities 
or dislike the set of planned activities organized to develop the knowledge, skills, 
and attitudes required to effectively a given tasks or job” ([32], p. 483). According 
to Schmidt, the definition of job training satisfaction has several key components 
[100]. First, the focus of evaluation is on-the-job training as a whole, rather than 
on a single part of training activities such as a training course, trainers, facilities, 
or training content. Second, it refers to a pleasurable or positive emotional state 
resulting from each element and the whole process before and after the job training, 
such as fulfillment of needs, enhancing motivation to learn, or satisfied with the 
transferring the learned competencies to the job. Third, the subjects of evaluation 
target on the trainees where formal or planned training activities are offered by the 
organization rather than the informal learning effort endeavors by the employees 
themselves. When measuring job training satisfaction, not only the employees’ 
feelings about the job training are measured but also the training activities offered 
by the organization are examined [32, 101].

4.2 The relationship between job training satisfaction, job satisfaction, and 
other work-related attitudes

In the past, the impact of training on job satisfaction was not emphasized until 
it was found that job satisfaction tended to be higher where workplace training was 
held in organizations [102]. In order to explore the relationships between these two 
variables, Schmidt conducted a survey of job training and satisfaction for employ-
ees in customer and technical service department in nine major organizations in the 
USA and Canada to address how job training satisfaction impacts on job satisfaction 
[32]. According to his findings, job training satisfaction was not only highly corre-
lated with job satisfaction but also significantly related to the time spent in training, 
training methodology, and content. However, it was not related to age, gender, and 
race/ethnicity. Extended researches have been carried out to explore the impact of 
job training satisfaction on other work attitudes. Huang and Su found that there is 
a negative relationship between job training satisfaction and turnover intentions 
[103]. It is stated that, when employees are satisfied with job training, they are more 
likely to stay in the organization and have lower turnover intentions. The research 
results have also indicated that the relationship between job training satisfaction 
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and turnover intentions can be mediated by job satisfaction. Mansour et al. showed 
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can also be partially mediated by OC and JI [105]. From these research results, job 
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Based on the above discussion, a revised comprehensive model of training effec-
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activities such as identifying the training needs, designing the training program, 
delivering training contents, activating learning occurring, and assessing training 
evaluation. Thus, different from the original model shown in Figure 2, the variable 
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owing to its occurrence at or near the workplace using actual facilities, enhancing 
skills acquisition, and removing learning anxieties [6, 33]. This allows the employ-
ees to be able to perform the job well and, in turn, feel satisfied with the training. 
Such high satisfaction toward job training leads to high level of job satisfaction and 
further results in high job performance but low turnover intention. These findings 
are interesting and valuable. Jones et al. ever mentioned that training can have an 
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impact of training on job satisfaction, job performance, and turnover intention has 
been confirmed. The variable of job training satisfaction can serve as a predictor to 
the employees’ job satisfaction, job performance, and turnover intentions.

5. Conclusions

The central thesis of this chapter is to present how job training plays a role 
in influencing the employees’ job training satisfaction, which then impacts job 
satisfaction and subsequently affects job performance and turnover intentions. 
Although training is a critical strategy to help organizations gain competitive 
advantages and its purpose is to help employees learn job-related competencies, 
job training satisfaction cannot be achieved without a well-prepared and designed 
training program. That is, at the beginning of the training program design, it is nec-
essary to carry out a needs assessment to make the learning occur, which consists of 
organizational analysis, person analysis, and task analysis. While conducting train-
ing design and delivery during training, the learner-centered learning paradigm 
which has been emphasized recently may be considered as a preferred approach 
owing to its increasing learners’ learning motivation and learning engagement. 
After training, the training effectiveness is evaluated by assessing not only learn-
ing performance of knowledge, skills, and job-related behaviors but also affective 
outcomes such as self-efficacy, attitude, and motivation. Research has indicated 
that possessing a pleasurable or positive emotional state with the whole job training 
program, employees will have higher job satisfaction and job performance. Other 
job attitudes such as organizational citizenship behavior, affective commitment, 
and normative commitment will increase, while turnover intention and absentee-
ism will decrease. In this chapter, the comprehensive model of training effective-
ness was modified by inserting the job training satisfaction after training transfer. 
This not only better elaborate the relationship among training, job satisfaction, and 
job performance but also serves as a reminder for the human resource practitioners 
who should always bear in mind how to make the trainees satisfied with the training 
when designing and delivering a training program.
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been confirmed. The variable of job training satisfaction can serve as a predictor to 
the employees’ job satisfaction, job performance, and turnover intentions.

5. Conclusions

The central thesis of this chapter is to present how job training plays a role 
in influencing the employees’ job training satisfaction, which then impacts job 
satisfaction and subsequently affects job performance and turnover intentions. 
Although training is a critical strategy to help organizations gain competitive 
advantages and its purpose is to help employees learn job-related competencies, 
job training satisfaction cannot be achieved without a well-prepared and designed 
training program. That is, at the beginning of the training program design, it is nec-
essary to carry out a needs assessment to make the learning occur, which consists of 
organizational analysis, person analysis, and task analysis. While conducting train-
ing design and delivery during training, the learner-centered learning paradigm 
which has been emphasized recently may be considered as a preferred approach 
owing to its increasing learners’ learning motivation and learning engagement. 
After training, the training effectiveness is evaluated by assessing not only learn-
ing performance of knowledge, skills, and job-related behaviors but also affective 
outcomes such as self-efficacy, attitude, and motivation. Research has indicated 
that possessing a pleasurable or positive emotional state with the whole job training 
program, employees will have higher job satisfaction and job performance. Other 
job attitudes such as organizational citizenship behavior, affective commitment, 
and normative commitment will increase, while turnover intention and absentee-
ism will decrease. In this chapter, the comprehensive model of training effective-
ness was modified by inserting the job training satisfaction after training transfer. 
This not only better elaborate the relationship among training, job satisfaction, and 
job performance but also serves as a reminder for the human resource practitioners 
who should always bear in mind how to make the trainees satisfied with the training 
when designing and delivering a training program.
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Chapter 5

Maintaining Positive Employee 
Relations: Does It Apply to 
Millennials?
Josiane Fahed-Sreih

Abstract

Recruitment, selection, employee appraisal, performance management, com-
pensation, training, and development are all human resource functions that experts 
are always studying and are considered at the heart of human resource management; 
however, employees expect more than that. They expect to have a safe work environ-
ment, they expect to be treated fairly, and they expect to grow and be recognized 
in their organizations. Anyone suffering from unfair treatment at work knows how 
demoralizing this can be and how this can poison trust and reduce employee morale 
and negatively impact employee relations and performance. When an abusive behav-
ior is observed, this would trigger adverse reactions in addition to further unethical 
behavior, even if the abusive behavior is hitting a co-worker not the employee himself. 
When management and employees report a fair treatment, this means that employees 
are treated with respect and fairly and have demonstrated concrete actions towards 
fairness and respect. This chapter will highlight the millennials’ behavior as related to 
HR and will identify how the company can keep a positive environment and positive 
employee relations yet better productivity in the presence of millennials.

Keywords: positive employee relations, human resource development, millennials at 
the workplace, generation Y, motivation, employee attitude

1. Introduction

Millennials are also referred to as generation Y. They are born between 1980 
and 2000 (or 1979 & 1994). They represent a sizable population cohort; they are 
the first generation to have been born into households with computers and to have 
grown up surrounded by digital media. They are heavy media consumers, creators 
of personal content on the web, and always described as the “look at me” genera-
tion. Needless to say that they are better educated. Since baby boomers are gradually 
phasing out of the current workforce, millennials are replacing them in order for 
businesses to continue operating [1, 2].

For this reason, it is important to understand the characteristics of this genera-
tion as well as what satisfies it on the job and what bothers it. For example, a study 
conducted on 148 millennials claimed that males are more satisfied on the job than 
are females, while females are more committed to the organization than males are 
[3]. Moreover, millennials who proceed to get a graduate degree are found to be more 
loyal to the company than those who did not earn a graduate degree [2] (Table 1).
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2. How are millennials influencing organizations?

Millennials are influencing the organization with their individualistic traits. They 
have a positive self-esteem and assertiveness. They also have negative narcissism. For 
millennials, these increased self-esteem and assertiveness support their belief in the 
right of individuals to succeed and contribute in the workplace regardless of their 
background (e.g., the number of years they have spent performing a certain job) and 
in their right to be treated as an individual entity on the job and not as a part of a larger 
group. Nevertheless, these characteristics might also be the reason behind their quick 
exasperation and lack of determination. When independence begins to influence 
the degree of an individual’s narcissistic traits, this could lead the individual to feel 
entitled, thus fueling their incessant need to gain instant recognition and attention.

Millennials are also risk averse and as such have difficulty dealing with ambiguity 
and nuance; they often require a clear path to success with clearly defined rubrics and 
well-defined expectations and constant feedback from their supervisors. According 
to [4, 5], there are several factors that influence millennials on the job, which in turn 
drive millennials to influence the organization. Such factors could be the social identi-
ties of the employees, which affect the organization in different ways depending on 
the way individuals understand and comprehend these identities [5, 6].

Millennials and older generation of workers have differences in values which is 
affecting millennials’ acceptance. When millennials communicate and act accord-
ing to their backgrounds and values, others’ assessments of them may reflect 
expectancy violations. Only when the new member is deemed valuable to the 
workgroup and organization do others reciprocate the relationship with commit-
ment. Coworkers begin to ask for the new member’s opinions, delegate significant 
tasks to the new member, and develop meaningful working relationships with the 
new member.

Traditionalists 
(1925–1945)

Baby boomers 
(1946–1964)

Gen Xers (1965–1980) Millennials (1981–2000)

• Hardworking • Hardworking • Entrepreneurial • Tech savvy

• Respectful • Idealistic • Flexible • Appreciative of 
diversity

• Value loyalty • Committed to 
harmony

• Self-reliant • Skilled in multitasking

• Conformers who 
resist to change

• Self-centered with a 
sense of entitlement

• Comfortable with 
technology

• Very short attention 
spans

• Disciplined and 
pragmatic

• Workaholics • Lazy • Not loyal to 
organization

• Work and family 
lives never coincide

• Self-motivated • Skeptical and cynical • Demand immediate 
feedback and recognition

• Dress formally • Do not appreciate 
feedback
• Dress Formally

• Question authority 
figures
• Desire work-life balance 
and flexible schedule

• Integrates technology in 
the workplace
• Expect to have many 
employers and multiple 
careers
• Work dress is whatever 
feels comfortable
• Lack basic literacy 
fundamentals

Table 1. 
Differences between generations (Positive and negative traits).
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Senior workers’ believe that millennial newcomers should have to “pay their 
dues” as they did when they were young workers.

But boomers are different than millennials; the table shows the difference 
between those generations (Table 2).

3. Millennials preference for smaller organizations

Millennials strongly prefer smaller establishments. Millennials seem to be reject-
ing the luxury offerings of large establishments, seeing instead the bureaucratic 
and impersonal environment as unappealing. Regardless of establishment size, 
co-worker support is a critical part of the work environment for millennials.

3.1 The relationship of millennials to technology

According to Pew survey, 75% of millennials are members of an online social 
network. 62% of millennials, more than any other group, connect to the Internet 
using a laptop or handheld device. 83% keep their cell phones next to them 24 h a 
day; they are always in touch if they need or want to be.

Millennials’ comfort with new media technologies suggests that they bring to the 
workplace potentially beneficial characteristics related to the use of communication 
and information technologies (CITs), such as the Web and instant messaging.

Moreover, millennials are of the generation best known for its technological 
capabilities [7, 8]. They are able to use several technological devices simultaneously 
and multitask efficiently. Millennials are also known as the .com generation, which 
explains why they are so tech savvy and efficient when using technological tools [9].

3.2 Millennials’ bad habits

Millennials have a tendency to behave in a bad manner in organizations, they 
always make demands instead of requests, they are over confident, and have a 
tendency to talk instead of listen, and they prefer the text based communication to 
the face-to-face communication. They are multitasking, knowing they are always 
plugged in, and for them assuming a certain behavior or action is always okay.

3.3 What satisfies the millennials in their job?

According to one Pew study (2007), 64% of millennials say that getting rich is 
the most important goal in life for their generation, and another 17% cite it as their 
generation’s second most important goal. They actively seek leadership opportuni-
ties where they can communicate altruistic values as they become leaders.

Boomers Millennials

Career is an essential component of their 
identities

Building a career is not a primary motivator

Sacrificed on behalf of the firm Work is to support the lifestyle they desire

Wait their turn for promotion

Resistance and lack of commitment 
perception

Interest in flexible career paths that will allow them to 
balance play with work

Table 2. 
Differences between boomers and millennials.
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Millennials’ parents were extremely concerned with their children’s image and 
also valued their children’s opinions as knowledgeable consumers, even involving 
them in grown-up purchases (from cars to family vacations).

Millennials have high expectations on personal achievement. They expect to find 
work that is well paying and meaningful, and even to become famous, according to 
the popular literature.

Millennials do not see money as their only source of happiness. Like generation 
X workers, they feel rewarded by work arrangements that offer them more flexibil-
ity and new technology. They want to make a difference in the world. If the right job 
is not available, many are volunteering for organizations such as the Peace Corps or 
AmeriCorps. Some millennials seem to be satisfied by volunteering or even working 
in jobs that do not have a high salary or wage, so long that they are able to maintain 
their living standards, by living with their guardians or parents or by being depen-
dent on their parents to cover for their necessities.

4. Relationship of millennials to their supervisors

Millennials view strong relationships with supervisors to be foundational for 
negotiating their roles initially, as well as for their long-term satisfaction in the 
organization.

For millennials to achieve higher job satisfaction, an open communication 
environment is favored.

Millennials would share information, convey bad news, evaluate job perfor-
mance regularly, create a supportive climate, solicit input, and make appropriate 
disclosures.

Millennials are unlikely to accept an organizational policy that information 
is communicated on a “need-to know basis.” Millennial employees disagree 
with their supervisors when it comes to the communication of information. 
While supervisors might refer to tell employees only the information they 
feel employees must know in order to complete a task, millennial employees 
on the other hand prefer to be included in the decision-making process or at 
least fully informed of how the process occurred. Furthermore, supervisors 
tend to feel more comfortable discussing information with other supervisors 
than with their immediate subordinates. In addition, supervisors usually also 
stress on giving their subordinates instructions that relate to the task without 
focusing much on the sociological and emotional aspect of communicating the 
information.

In addition, according to [10, 11], challenges might arise in the organization 
due to differences between generations or cohorts, and differences in the ways 
these generations prefer to be managed. If these preferences are not given the 
right amount of attention, they might grow to become large enough to be able 
to hinder organizational success. Furthermore, one of the leading reasons that 
drive employees to quit an organization is the poor management of the supervi-
sor or the supervisor’s management that is not compatible with the millennial 
employees [12].

Moreover, Ref. [13] states that supervisors belonging to the baby boomers and 
generation X generations need to take into consideration the differences between 
them and employees belonging to the millennials’ generation. Moreover, they 
should actively attempt to create an environment that fits millennials, challenges 
them, and motivates them in order to produce the best quality of work and the best 
results [13].
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5. Managing millennials

The way to manage millennials should be different from managing older genera-
tions, for that to succeed, managers should:

1. Make teamwork part of the company structure—Everyone working together 
with defined roles.

2. Take advantage of their electronic literacy—Experience and knowledge can 
help expand communication both internally and externally for your firm.

3. Embrace diversity and flexibility—Millennials are willing to stick with compa-
nies that have diverse management teams and flexible work environments.

4. Focus on results—Relax the rules to have millennials as hard workers who get 
results

5. Allow telecommuting or working remotely—To have more success attracting 
and retaining millennials.

According to [14], millennials are primarily looking for six things on the job 
from their supervisors. First, they work better with leaders not supervisors. Second, 
they want to be challenged to do better. Third, they appreciate being able to work in 
groups. Fourth, they want to enjoy the work they are doing. Fifth, they want to be 
respected, and finally, sixth, they want to have flexible options [15].

6. Why are millennials leaving?

57% of millennial workers say it is not very likely or not likely at all that they will 
stay with their current employers for the remainder of their working life. 62% of 
generation X workers will never leave their current employer. 84% of baby boomers 
expect to remain with their current employer for the rest of their working lives.

Based on this information, it is crucial for employers to understand what moti-
vates the millennial generation if they hope to retain these valuable employees.

Baby boomers often advise millennials to persist and be patient—the rewards for 
their efforts, money, status, and respect will come. However, given the individualis-
tic characteristics of millennials, such as their self-esteem, their sureness, and their 
self-absorption, together with their aversion towards risk and their incapability of 
managing vagueness, millennials may not be ready to deal with the reality of the 
workplace and its severity in certain cases.

The capabilities that enabled generations such as baby boomers to endure and 
prosper at work, such as being able to negotiate their part, being able to adapt to 
circumstances that are not ideal, and being able to persist in the face of the uncer-
tain tests which they might encounter, are not the forte of the next generations such 
as the millennials, which might explain their readiness to leave a job at any time 
and quit.

Furthermore, Ref. [16] claims that there are different reasons as to why employ-
ees leave their job, and these reasons vary based on the country. In the United 
States, the five most common reasons for a millennial to quit his/her job are negli-
gible pay increases, lack of opportunities to advance, too much overtime required, 
no room for teamwork, and an inflexible supervisor [16].
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help expand communication both internally and externally for your firm.
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nies that have diverse management teams and flexible work environments.

4. Focus on results—Relax the rules to have millennials as hard workers who get 
results

5. Allow telecommuting or working remotely—To have more success attracting 
and retaining millennials.

According to [14], millennials are primarily looking for six things on the job 
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groups. Fourth, they want to enjoy the work they are doing. Fifth, they want to be 
respected, and finally, sixth, they want to have flexible options [15].
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stay with their current employers for the remainder of their working life. 62% of 
generation X workers will never leave their current employer. 84% of baby boomers 
expect to remain with their current employer for the rest of their working lives.

Based on this information, it is crucial for employers to understand what moti-
vates the millennial generation if they hope to retain these valuable employees.

Baby boomers often advise millennials to persist and be patient—the rewards for 
their efforts, money, status, and respect will come. However, given the individualis-
tic characteristics of millennials, such as their self-esteem, their sureness, and their 
self-absorption, together with their aversion towards risk and their incapability of 
managing vagueness, millennials may not be ready to deal with the reality of the 
workplace and its severity in certain cases.

The capabilities that enabled generations such as baby boomers to endure and 
prosper at work, such as being able to negotiate their part, being able to adapt to 
circumstances that are not ideal, and being able to persist in the face of the uncer-
tain tests which they might encounter, are not the forte of the next generations such 
as the millennials, which might explain their readiness to leave a job at any time 
and quit.

Furthermore, Ref. [16] claims that there are different reasons as to why employ-
ees leave their job, and these reasons vary based on the country. In the United 
States, the five most common reasons for a millennial to quit his/her job are negli-
gible pay increases, lack of opportunities to advance, too much overtime required, 
no room for teamwork, and an inflexible supervisor [16].
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7. How to retain millennials?

Given the costs of turnover, employers have gone to great and costly lengths 
to attract and retain the millennials. To do so, businesses practices and industry 
standards must be examined. Giving millennials a bigger paycheck, or even a higher 
position with an additional increase in pay, may be the key to attract them; however, 
considering pay is of lesser importance to them with respect to other factors, using 
it as an incentive might not be sufficient to retain them.

Since having flexible working hours, known as flextime, as well as time for 
leisure, such as paid vacations or paid days off, are known to be important incen-
tives for millennials, many employers are offering these options in hopes of appeal-
ing to millennials and retaining them. Corporate surveys, such as the one conducted 
by Deloitte in 2009, as well as academic studies, such as the one conducted by [17], 
show that millennials greatly appreciate having the freedom to complete their tasks 
in whichever manner they desire, so long as the job is done.

There is no one reason for millennials to leave a job. When millennials perceive 
a certain unfairness, whether it is because of practices enforced by the employer, or 
standards brought about at the industry level, or common practices derived from 
the labor market, they are most likely to regard the situation as unreasonable and 
unsurmountable, which would cause them to quit. Through such behaviors, mil-
lennials seem to be sending a message that they do not accept the norms that were 
set by the preceding generations, specifically the ones agreed upon by the baby 
boomers, relating to considering the extended hours of work as a necessity in order 
to advance in one’s career and show commitment to one’s organization.

Considering how much millennials value the equilibrium between the time they 
spend at work and the time they spend doing leisurely activities more than the 
previous generations did, disturbances that are the result of asymmetrical schedules 
annoy millennials because they render them unable to control these disruptions or 
maneuver around them, meaning that the employee will be more likely to indulge 
in absenteeism or behaviors that are counterproductive. The supervisor or manager 
will in turn notice this.

Moreover, Ref. [18] claims that knowing or understanding the needs and wants 
of employees helps in retaining them. He mentions several ways that are effective 
in order to retain millennials in an organization, such as providing them with more 
benefits and a flexible schedule, an option to choose, better resources, and opportu-
nities for training and development [19].

8. How to fix the workplace for millennials?

Category How to handle this Reason

Environment of the work Give employees a schedule that 
is flexible and a comfortable 
workplace. Generate occasions 
to interact socially, such as get-
togethers and outdoor activities

Millennials give friendships and 
standard of living greater value than 
work. They value marriage, children, 
and family above work

Opportunities to learn 
and benefit from training

Reimburse employees on 
tuition fees as well as train them

Baby boomer parents brought up their 
children to believe that they key to 
success is a good education

Recruitment Highlight the methods in which 
the organization gives back to 
society

A big percentage of millennials claim 
that contributing to society is one of 
their top priorities
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The onboarding process Expose employees to multiple 
business units and provide 
them with intranet means that 
they could pace to their own 
comfort to help them establish 
relations with other workers

Millennials want connections, 
checkpoints, and mentoring

Ethics concerning work Millennials only consider 
their job done when they have 
tackled it in the best and most 
rapid way. This way they can 
optimize on their time and 
effort

“…when we (Baby Boomers) were 
younger, you had a piano teacher who 
expected you to practice your piano and 
work hard at it, and the parents expected 
it. Now, parents say, Have fun, learn the 
piano, and practice a little bit,” says WSJ 
columnist, Jeffrey Zaslow. Millennials 
were not brought up to think of the next 
step, their main focus was always on the 
current task

Being motivated Reward employees with time 
off that is considered paid

Millennials view their jobs as “something 
to do between the weekends”

Relationships with the 
upper managers

Win the employee over. 
However, be careful while 
doing that as the line between 
“boss as advocate” and “boss as 
friend” is thin

Millennials primarily remain in their 
job due to their loyalty towards their 
boss or supervisor. However, discontent 
with their employer or manager is 
also the number one reason why they 
leave. Millennials appreciate a close 
relationship with a caring supervisor

Management Inform them of the required 
results and let them figure out 
the means to achieve them. 
This might be their chance to 
come up with a more efficient 
process. To extract their 
best performance, link it to 
company goals and objectives, 
as well as hold them responsible 
for their mistakes and 
appreciate their achievement. 
Imposing on them one way to 
do things may drive them to 
leave

Millennials were raised and taught 
how to solve their problems on their 
own, with technology at their side, 
linking them to the rest of the world. 
For this reason, they do not cope well 
when given orders and hate being told 
what to do without explanations of the 
purpose behind the task. Despite being 
impatient, they have a thirst for learning 
and acquiring new skills. Millennials 
consider themselves able to go with the 
best offer on the table. Furthermore, the 
support of their parents allows them the 
luxury of only choosing what they please 
in terms of job acceptance

Work assignment Provide millennials with several 
things to do as well as the 
potential to interact with the 
clients. Furthermore including 
them in projects where they 
can interact with upper level 
employees

They are great multitaskers with 10 times 
the speed and technical knowledge of 
their older siblings. Although they have 
their own way of thinking, they do like 
to work as part of a team. They also value 
making an impact and challenging the 
norms

Feedback on performance Coaching sessions may be 
useful opportunities where 
millennials get to discuss their 
career paths. Moreover, regular 
evaluations and revisions will 
also shorten the feedback loop 
and provide employees with 
performance evaluations

Millennial employees feel that they 
earn and deserve a promotion quickly, 
and their performance evaluations and 
constant feedback reinforce this notion

Reducing turnover Create career paths with a 
timeframe short enough for 
them to envision. Reward small 
successes along the way

They set short-term goals and are 
resistant to paying their dues
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It is becoming more and more difficult to satisfy, motivate, and retain millen-
nials in the workplace. In addition to the explained behavior of millennials that is 
different from boomers, some employees are subject to bullying and victimiza-
tion, which makes some employees singled out and mistreated. This is a serious 
problem.

For example, one survey of 1000 employees in the United States concluded that 
about 455 said that they had worked for abusive bosses. The US government said 
most would agree that bullying involves three things:

1. Imbalance of power. This includes people who use bullying to control or harm 
others, while those who are bullied will have a hard time accepting others and 
defending themselves.

2. The intent to cause harm. Those who are bullying are not doing it accidentally; 
they intend to harm others.

3. The effect of repetition. Those who engage in bullying intend to harm and 
hence keep on repeating their behavior over and over again, and this bullying 
can take many forms:

a. It could be social: Victimizing the person by spreading rumors, trying to 
leave people out on purpose, trying to break out friendships

b. It could be verbal: Through teasing and name-calling

c. It could be physical: Through hitting, punching, or shoving

d. It could be cyberbullying: Through using the Internet or using mobile 
phones or other digital technologies to harm others. Through the social 
media

There are more people who seem to be more harmed by bullying and are more 
likely to be the victims. Those who are submissive victims are more anxious, cau-
tious, quiet, and sensitive. And there are more proactive victims who show aggres-
siveness in behavior and others who are victims with low self-determination who 
leave it to others to make decisions for them. High performers in organizations can 
create more envious people around them and suffer from victimization. Building 
teams and creating cohesiveness within the team through training and social gath-
erings and friendly interteam competition can help reduce the envy and sometimes 
heal off such envy and reduce victimization.

Beyond fairness, maintaining positive employee relations requires the establish-
ment of communication programs, which would allow management to recognize 
the problems, allow employees to voice their concerns, and express their opinions 
and related issues.

Employees always feel better when the organization has communication pro-
grams put in place. Many employers though use communication programs to bolster 
their employee relations efforts. On the assumptions that employees would feel bet-
ter when they are in the knows, they would appreciate their employers much better 
when kept in the loop. Encouraging an open door policy and using the webpage 
and the Internet to keep employees knowledgeable about the company policies and 
procedures and about the events taking place in the company are all positive to keep 
employees aware of what is going on. Keeping employees informed boosts the com-
munication programs and improve communication in the company.
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The communication from bottom up is also very healthy in order to keep 
management knowledgeable about what is happening in the company and what 
is bothering employees. In order to maintain positive employee relations and in 
order to short-circuit inequitable treatment, companies are using communication 
programs such as suggestion boxes to allow employees to voice their opinions, or 
they host employees to focus groups and get their feedback. They are also connect-
ing to employees via messaging or creating web-based hot lines. Exit interviews 
are also a way to allow employees to voice their honest opinion while providing 
another opportunity for employees to sample the quality of their employee relations 
with their supervisors as well as their peers and to test the internal environment 
of the organization. Managers might also use, in addition to open doors policies, 
“management walking around” to informally get employees feedback on how are 
things going.

Similarly, employers use climate surveys and use attitude and morale surveys to 
support employee relation efforts. They use the surveys to measure the employees’ 
attitude towards a variety of organizational issues, such as safety, role clarity, 
leadership, fairness, pay, and whether they can simply improve employee rela-
tions. So conducting climate surveys helps management identify the psychological 
environment, in terms of things like concerns for employee well-being, supervisory 
behavior, flexibility, appreciation, ethics, empowerment, political behaviors, and 
rewards.

Many employers use online surveys such as “know your company” survey, in 
order to get results whether employees are proud to work in their companies, or 
surveys to assess how satisfied they are with their companies, with their jobs and 
with their supervisors, and whether the job leads to recognition and respect. Google 
for instance conducts a “Googlegeist” survey which focuses on the willingness to 
leave the company.

Providing opportunities for a two-way communication improves employee rela-
tions, especially employee recognition and award programs help achieve satisfac-
tion. Knowing that all those survey and programs need planning, 75% of companies 
have employee recognition program, and 5% are planning to have them and to 
implement them soon. When planning for such programs, one needs to develop the 
adequate criteria in order to motivate employees to work towards them and in order 
to have a rational process for actually rewarding employees and awarding recogni-
tion awards.

Another way to encourage involvement for millennials in the workplace is to 
use social media and photo sharing in order to encourage involvement. One survey 
found that just over half employers use social media tools to communicate with 
employees and to help develop a sense of community. In addition with millennials, 
one can use problem-solving teams and quality circles and later engage employees 
in self-managed teams. Another way to improve employee relations for millennials 
is to use suggestion systems, which can produce significant savings.

In conclusion, companies should develop well-planned communication pro-
grams and can make use of social media in order to engage their millennials in the 
work place.
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Chapter 6

Contract, Gender, and Job
Satisfaction: Evidence from Benin
Monsoï Kenneth Colombiano Kponou

Abstract

This study analyzes the effects of job contract and salary on job satisfaction.
Job satisfaction is measured using a subjective approach. As a result, workers
themselves have reported their satisfaction levels. The study thus pursues two
objectives: (i) to evaluate the effect of the job contract on satisfaction and (ii) to test
the existence of a differentiated satisfaction according to gender. Using the data
from the School-to-Work Transition Survey (SWTS) database conducted in Benin,
we carried out econometric analyses based on the estimation of an ordered probit
and a simple probit. Our results confirm the validity of our two hypotheses and also
show that nonwage benefits improve worker satisfaction.

Keywords: satisfaction, employment, employment contract, gender,
ordered probit
JEL codes: J28, J31, J44, J81

1. Introduction

Job quality is increasingly analyzed in the economic literature and is closely
linked to that of job satisfaction. This question goes beyond the neoclassical model
in which wages are the only variable that gives satisfaction to the worker. In other
words, the economic agent participates in the labor market because the salary pro-
vides utility and the latter increases as the salary increases. Indeed, several studies
have shown that a worker’s satisfaction does not depend only on his salary [1–5].
These authors have shown, for example, that nonmonetary factors such as holidays
with pay, vocational training, and union membership are also factors that contrib-
ute to the job quality and thus may influence the worker’s level of satisfaction.
Several measurement approaches are used to analyze job quality. Basically, these
methods can be classified into two groups. The first group offers a subjective
analysis where workers are made evaluators of their job quality levels. This method
uses the levels of satisfaction that workers report as an indicator of job quality. It is
therefore possible to directly analyze workers’ responses to questions about the
degree of importance given to safety, wages, personal fulfillment, or work sched-
ules [6]. The second group relies on the use of data to construct job quality indices
[7–9]. This approach is described as objective in the literature.

Work is a particular good that has attributes that provide different benefits to
the worker. These attributes are the type of work contract, hours of work, salary,
and extra-salary benefits. A standard employment relationship is governed by con-
tract. But in the context of developing countries where the informal sector is an
important part of economic activities, the employment contract is often nonexistent
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most of the time. And yet, the majority of benefits and job arrangements are
governed by the employment contract. It is therefore of great importance in job
satisfaction. Job satisfaction can vary significantly according to some characteristics
of the worker such as sex. By the way, several studies have concluded that women
are generally more satisfied than men [10–13]. For Lévy-Garboua et al. [14], satis-
faction expresses an experienced preference of current employment against
available job alternatives. Clark [15] suggests that women in general have fewer
requirements than men, which explains their higher level of job satisfaction.

This study takes a labor analysis approach that goes beyond the neoclassical
framework because it is based on the assumption that only salary does not provide
satisfaction. In this sense, this study examines the effect of the employment con-
tract on job satisfaction on the one hand and the effect of gender on job satisfaction
on the other hand. The rest of the study is organized in four sections. The second
section presents the review of the literature, the third presents the methodology, the
fourth presents the results and the discussions, and the last concludes the study.

2. Literature review

We summarize the literature with emphasis on three important aspects: (i) the
role of nonwage aspects in the labor supply, (ii) the relationship between work
contract and satisfaction, and (iii) the link between heterogeneity of preferences
and job satisfaction.

2.1 Beyond the neoclassical model

The salary is no longer the only element of satisfaction of the worker. The
unemployed say they are less happy than the workers, but this difference in satis-
faction is not only explainable by wages. Beyond wages, there are other attributes
that provide usefulness and satisfaction to workers.

2.1.1 The Kunze and Suppa labor supply model: the role of nonwage aspects

The model begins with the Lancaster Demand Features approach [16]. The idea
of Lancaster [17] is that it is not the goods that produce utility to the consumer but
the characteristics that the goods possess (see, e.g., the works of [18]). The good can
have more than one characteristic, and the same characteristics can be obtained
from more than one good. It is assumed that the characteristics are objective and
measurable, for example, a meal provides (i) a certain amount of calorie, (ii) a
nutritional composition, and (iii) esthetic characteristics. The technical relationship
that transforms goods into their characteristics is called consumer technology. Util-
ity or preference is supposed to classify characteristics, while all goods are only
classified indirectly using the characteristics they possess. Formally, Lancaster’s
consumer program is as follows:

Max U zð Þ (1)

z

subject to : px≤ k

with : z ¼ Φx

z, x≥0
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where U (z) is a standard neoclassical utility function defined in the feature
space (C-space). The budget constraint px ≤ k is defined on the property space
(G-space). The system of equations z = Φx represents the transformation between
C-space and G-space where the matrix Φ describes the consumption technology of
the economy. Consumer choices can be either studied in the space of goods (as in
traditional analysis) or in the space of the characteristics of goods.

To construct a model that analyzes the relationship between the characteristics
of a job and the number of hours of work chosen by the individual, we consider
N + 1 goods, that is to say x = (L1, L2, ..., Ln, ...., LN, C). C represents the
consumption of good, and each of the other N goods, Ln, represents a specific
amount of time used in the consumption of these respective goods. As a result, each
Ln is called activity in the following, and the total amount of time used for these
activities is normalized to unity. It is further assumed that each activity provides
K characteristics, while the consumption of good has a single characteristic.
Consumption technology Φ is a format matrix (K + 1) * (N + 1). The labor supply
produces any of the K activity-related characteristics, but none of these produces
the characteristics of consumption. Consequently, each element of the matrix Φ,
denoted φkn ≥ 0, determines the quantity of characteristics k provided by the use of
a unit of time for the activity n. There are therefore several activities that provide
different combinations of features. The approach developed here is based on two
activities: the work activity providing a remuneration, a certain amount of selected
characteristics; and a residual activity possibly including leisure, volunteering that
produce the same selected quantity of characteristics. From the perspective of an
empirical analysis of the couple’s labor supply, we interpret C as the consumption of
the family in the following, and we denote L1, L2, and (1-L1) and (1-L2) as the
times of each spouse in the work activity and in the residual activity. The vector x
can be written as follows:

x ¼ L1, 1� L1, L2, 1� L2, Cð Þ (2)

By limiting the theoretical analysis to a characteristic of work by spouse and
normalizing some coefficients to the unit, the consumption technology Φ is finally
of the following form:

φ1 1 0 0 0

0 0 φ2 1 0

0 0 0 0 1

0
B@

1
CA (3)

The parameters φ_i (i = 1, 2) measure the productivity of the work with respect
to the residual activity. Since (1-L1) is the combination of several distinct activities,
we assume that φi ˂ 1 (i = 1, 2). This indicates that there is at least one activity that is
more productive to achieve this characteristic. Using Eq. (3), the second constraint
of Eq. (1) can be finally written as follows:

z ¼ ΦX0 ¼
φ1L1 þ 1� L1ð Þ
φ2L2 þ 1� L2ð Þ

C

0
B@

1
CA (4)

We start from a Cobb-Douglas utility function. Here is the problem:

U zð Þ ¼ α1 ln z1ð Þ þ α2 ln z2ð Þ þ 1� α1 � α2ð Þ ln z3ð Þ (5)

subject toC ¼ w1L1 þ w2L2 þ R1 þ R2

z ¼ ΦX0
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where x and Φ are not given the previous equations. Ri (i = 1, 2) is the nonwage
exogenous income of the individual. This income alone is not important, but what is
it is the sum R = R1 + R2. The utility function is increasing in φi (i = 1, 2) which
means that Uφi

˃ 0. The implication is that an improvement in quality translates into
an increase in the utility level of the individual. Solving the problem gives:

L ∗
i ¼ 1� αi

1� φi
� αi
wi

wj

1� φj
þ R

( )
(6)

with i = 1, 2; j = 1, 2 et i 6¼ j.
Note that the labor supply function L ∗

i is decreasing with respect to the level of
nonwage income R and also in relation to the income level of spouse wj. On the
other hand, this function is increasing with respect to the level of income φi of the
individual and in relation to the level of quality of work. The main implication of
this discrete choice model is that it shows the importance of the nonpecuniary
aspects of employment. This is because the elasticities of the labor supply are
significantly different, given the characteristics of the work. This model can then be
used as a basis to show that the worker’s satisfaction goes beyond the only salary
aspect.

2.2 Hours, contract, and job satisfaction

There are several studies in the empirical literature that show that work hours
have a negative effect on the job satisfaction level [12, 13, 15]. These studies, after
controlling for work income bias, obtain negative effect of working hours on the
job satisfaction level. This result can be explained by the fact that the work is in fact
a disutility and that it is desired only for the benefits it provides. Dawson and
Veliziotis [19] found that fixed-term workers report a lower level of subjective
well-being than workers with indeterminate employment contracts. The explana-
tion of these authors is that workers who have permanent work contracts have their
state of well-being decreased mainly through their increased feeling of insecurity
at work.

This result is in line with that found by Zanden [20]. The idea is that the longer
people work in a job, the more they feel more secure and therefore postpone a
higher level of well-being. It is in this sense that Chadi and Hetschko [21] examined
the role of flexicurity with a view to compensating for job security for workers with
temporary employment contracts. Green and Heywood [22] showed that while
part-time work is an important negative determinant of job satisfaction from a
safety at work perspective, it can be a positive contributor to other dimensions of
job satisfaction. In a study of developing countries, Bóo et al. [23] showed that
women’s job satisfaction level is not related to the partial nature of employment. On
the other hand, their results indicate that part-time jobs have a negative effect on
the level of job satisfaction of men. This indicates that men have a stronger prefer-
ence for permanent jobs compared to women.

2.3 Heterogeneity of preferences and job satisfaction

Women have jobs that are, in general, less attractive than those available to men.
Better still, women are less empowered and more supervised and have little access
to career development opportunities relative to men [24, 25]. However, women
have a better attitude and appreciation of their jobs than men [12, 13, 26].
According to Hodson [10], there are two possible explanations for this paradox.
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The first is that women do not evaluate the same aspects of employment. The
second is that women see themselves more in the role of housework rather than
worker. This means that when they work outside the home, they feel extra satis-
faction. According to Clark [15], the difference in job satisfaction is due to the fact
that women generally have fewer requirements than men and therefore may have
to postpone a higher level of satisfaction than men.

3. Methodology

This study uses data from the School-to-Work Transition Survey (SWTS)
database. The survey collected data on the Beninese labor market, focusing on the
age group 15–29 in 2012. The survey is representative of the target population at
the national level.

3.1 Models of job satisfaction

This study adopted two measures of job satisfaction. The first is the level of
overall job satisfaction reported by the workers themselves, and the second is the
satisfaction of the same workers in relation to their employment contract.

3.1.1 Equation of the overall level of job satisfaction

The job satisfaction variable is multinomial and has four modalities. These terms
range from “very dissatisfied” to “very satisfied” to “somewhat dissatisfied” and
“somewhat satisfied.” A level of satisfaction reported can be considered as the
achievement of a certain random variable having a probability distribution. In this
sense, we can model the level of satisfaction as Kifle and Kler [27] did:

y ∗ ¼ xβþ μ (7)

where y* is a latent variable indicating the unobservable level of job satisfaction.
X is a matrix of sociodemographic variables, β a parameter vector, and μ the error
term. This equation cannot be estimated unless we have a categorical variable
whose terms are ordered randomly. Let y be this categorical variable with a set of
threshold points Zi. The conditional probability of any observation can be expressed
as follows:

Pr y ¼ i=x
� � ¼ Pr Zi� 1≤ xβ ˂Zið Þ

¼ Pr Zi� 1≤ y ∗ þ μ ˂Zi
� �

(8)

where i is in this case the level of job satisfaction reported on a scale of 1–4:

Pr y ¼ i=x
� � ¼ Pr Zi� 1� xβ≤ μ ˂Zi� xβð Þ
¼ Pr μ ˂Zi–xβð Þ–Pr μ≤Zi� 1–xβð Þ
¼ Φ μ ˂Zi–xβð Þ–Φ μ≤Zi� 1–xβð Þ (9)

where Φ (.) is the standard cumulative distribution function.
The probability that an employee will choose a level of satisfaction i given the

explanatory variables (x) is the difference between the cumulative distribution
function of the normal law evaluated at the point of i (Zi) minus the vector of
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The first is that women do not evaluate the same aspects of employment. The
second is that women see themselves more in the role of housework rather than
worker. This means that when they work outside the home, they feel extra satis-
faction. According to Clark [15], the difference in job satisfaction is due to the fact
that women generally have fewer requirements than men and therefore may have
to postpone a higher level of satisfaction than men.

3. Methodology

This study uses data from the School-to-Work Transition Survey (SWTS)
database. The survey collected data on the Beninese labor market, focusing on the
age group 15–29 in 2012. The survey is representative of the target population at
the national level.

3.1 Models of job satisfaction

This study adopted two measures of job satisfaction. The first is the level of
overall job satisfaction reported by the workers themselves, and the second is the
satisfaction of the same workers in relation to their employment contract.

3.1.1 Equation of the overall level of job satisfaction

The job satisfaction variable is multinomial and has four modalities. These terms
range from “very dissatisfied” to “very satisfied” to “somewhat dissatisfied” and
“somewhat satisfied.” A level of satisfaction reported can be considered as the
achievement of a certain random variable having a probability distribution. In this
sense, we can model the level of satisfaction as Kifle and Kler [27] did:

y ∗ ¼ xβþ μ (7)

where y* is a latent variable indicating the unobservable level of job satisfaction.
X is a matrix of sociodemographic variables, β a parameter vector, and μ the error
term. This equation cannot be estimated unless we have a categorical variable
whose terms are ordered randomly. Let y be this categorical variable with a set of
threshold points Zi. The conditional probability of any observation can be expressed
as follows:

Pr y ¼ i=x
� � ¼ Pr Zi� 1≤ xβ ˂Zið Þ

¼ Pr Zi� 1≤ y ∗ þ μ ˂Zi
� �

(8)

where i is in this case the level of job satisfaction reported on a scale of 1–4:

Pr y ¼ i=x
� � ¼ Pr Zi� 1� xβ≤ μ ˂Zi� xβð Þ
¼ Pr μ ˂Zi–xβð Þ–Pr μ≤Zi� 1–xβð Þ
¼ Φ μ ˂Zi–xβð Þ–Φ μ≤Zi� 1–xβð Þ (9)

where Φ (.) is the standard cumulative distribution function.
The probability that an employee will choose a level of satisfaction i given the

explanatory variables (x) is the difference between the cumulative distribution
function of the normal law evaluated at the point of i (Zi) minus the vector of
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explanatory variables multiplied by their respective coefficients and the cumulative
distribution function of the normal law evaluated in the previous point (Zi-1) minus
all the explanatory variables multiplied by their respective coefficients.

It will therefore be estimated as the following equation:

yi ¼ xiβþ μi (10)

The appropriate estimation technique to the estimation of Eq. (10) is the ordered
probit, given the categorical and orderly nature of these modalities.

3.1.2 Equation of satisfaction with the employment contract

The satisfaction variable with respect to the employment contract provides
information on the state of satisfaction of the work in relation to his employment
contract. It is obvious that in labor markets in developing countries such as Benin,
the issue of employment contract is of particular importance, particularly because
of the high prevalence of informal sector activities, sector known for its lack of
regulation and therefore its lack of respect for the labor code. It appears that in this
context, the use of job satisfaction is a relevant measure of job satisfaction. But one
could think to remain in a so-called objective process and systematically consider a
worker having no employment contract as dissatisfied or less satisfied compared to
another who has a contract. But the reality is that it is not always obvious that
someone with a part-time contract has less well-being than someone with a full-
time contract. Instead of remaining in such an approach and defining criteria of
external satisfaction to the worker, we prefer the approach that makes the worker
his own evaluator of his level of satisfaction. The variable we use for this purpose
seems relevant to us since it takes 1 when the worker declares to be satisfied with
respect to his employment contract and 0 otherwise.

The equation of worker satisfaction with respect to his employment contract can
be estimated by the probit method given the dichotomous nature of the satisfaction
variable. An equation will therefore be estimated of the following general form:

Si ¼ BiΣþ εi (11)

where Si is the satisfaction status with respect to the employment contract, Bi is
the matrix of the explanatory variables, and εi is the error term.

4. Results and discussions

Table 1 presents the ordered probit estimation results of Eq. (10), while the
second model presents the probit results of Eq. (11). These two estimates take
satisfaction in employment as explained variable. The goal of two regressions is to
test the robustness of our results.

Table 1 presents the estimation results of two equations, which are variable in
explaining the level of job satisfaction. The difference between the two equations
lies in the measurement of the type of work contract. Indeed, in the first estimate,
we measured the contract type by the contract type variable. This variable is
dichotomous and takes 1 when the worker is under an undetermined contract (CDI)
and 0 if under a fixed-term contract (CDD). In the second equation, the type of
work contract was measured by the variable duration of the contract which is
multinomial with three modalities. The first category takes into account contracts
with a duration of less than 12 months, the second category takes into account
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(1) (2)

Variables Job satisfaction Job satisfaction

Age �0.058*
(0.031)

�0.141***
(0.048)

Sex (reference: woman) �0.266
(0.262)

�0.163
(0.424)

Marital status (married or not) 0.343
(0.223)

0.132
(0.368)

Want to change job �1.237***
(0.244)

�2.131***
(0.318)

Type of contract (full time or part time) 0.378*
(0.207)

—

Contract duration (reference: less than 12 months)

12–36 months — 0.785*
(0.406)

36 months and more — 0.772**
(0.368)

Financial status (reference: difficult)

Rather difficult 0.766***
(0.293)

1.030**
(0.402)

In the national average 1.133***
(0.307)

1.259***
(0.420)

Rather easy 1.258**
(0.532)

3.134***
(0.969)

Easy 2.483***
(0.827)

8.676***
(0.688)

Education (reference: no level)

Primary �0.919***
(0.305)

�2.252***
(0.528)

Vocational �0.658
(0.409)

�0.875
(0.708)

Secondary �0.331
(0.294)

�1.754***
(0.547)

Higher vocational �1.241***
(0.427)

�2.871***
(0.670)

University �1.116***
(0.375)

�1.801***
(0.628)

Postgraduate �0.970**
(0.428)

�2.599***
(0.738)

Discrimination (reference: more chances for men)

Equal opportunities 0.508**
(0.252)

1.049***
(0.399)

More chances for women �0.103
(0.355)

�0.864
(0.558)

Want to work more 0.207
(0.237)

—

Observations1 379 179

Source: Estimate from the SWTS database.
1The number of observations has risen to 179 because of the contract duration variable which has a small number. As a result, we did
not include in the second estimate the variable want to work more so as not to lose more degrees of freedom.

Table 1.
Determinants of the level of job satisfaction.

65

Contract, Gender, and Job Satisfaction: Evidence from Benin
DOI: http://dx.doi.org/10.5772/intechopen.90358



explanatory variables multiplied by their respective coefficients and the cumulative
distribution function of the normal law evaluated in the previous point (Zi-1) minus
all the explanatory variables multiplied by their respective coefficients.

It will therefore be estimated as the following equation:

yi ¼ xiβþ μi (10)

The appropriate estimation technique to the estimation of Eq. (10) is the ordered
probit, given the categorical and orderly nature of these modalities.

3.1.2 Equation of satisfaction with the employment contract

The satisfaction variable with respect to the employment contract provides
information on the state of satisfaction of the work in relation to his employment
contract. It is obvious that in labor markets in developing countries such as Benin,
the issue of employment contract is of particular importance, particularly because
of the high prevalence of informal sector activities, sector known for its lack of
regulation and therefore its lack of respect for the labor code. It appears that in this
context, the use of job satisfaction is a relevant measure of job satisfaction. But one
could think to remain in a so-called objective process and systematically consider a
worker having no employment contract as dissatisfied or less satisfied compared to
another who has a contract. But the reality is that it is not always obvious that
someone with a part-time contract has less well-being than someone with a full-
time contract. Instead of remaining in such an approach and defining criteria of
external satisfaction to the worker, we prefer the approach that makes the worker
his own evaluator of his level of satisfaction. The variable we use for this purpose
seems relevant to us since it takes 1 when the worker declares to be satisfied with
respect to his employment contract and 0 otherwise.

The equation of worker satisfaction with respect to his employment contract can
be estimated by the probit method given the dichotomous nature of the satisfaction
variable. An equation will therefore be estimated of the following general form:

Si ¼ BiΣþ εi (11)

where Si is the satisfaction status with respect to the employment contract, Bi is
the matrix of the explanatory variables, and εi is the error term.

4. Results and discussions

Table 1 presents the ordered probit estimation results of Eq. (10), while the
second model presents the probit results of Eq. (11). These two estimates take
satisfaction in employment as explained variable. The goal of two regressions is to
test the robustness of our results.

Table 1 presents the estimation results of two equations, which are variable in
explaining the level of job satisfaction. The difference between the two equations
lies in the measurement of the type of work contract. Indeed, in the first estimate,
we measured the contract type by the contract type variable. This variable is
dichotomous and takes 1 when the worker is under an undetermined contract (CDI)
and 0 if under a fixed-term contract (CDD). In the second equation, the type of
work contract was measured by the variable duration of the contract which is
multinomial with three modalities. The first category takes into account contracts
with a duration of less than 12 months, the second category takes into account

64

Career Development and Job Satisfaction

(1) (2)

Variables Job satisfaction Job satisfaction

Age �0.058*
(0.031)

�0.141***
(0.048)

Sex (reference: woman) �0.266
(0.262)

�0.163
(0.424)

Marital status (married or not) 0.343
(0.223)

0.132
(0.368)

Want to change job �1.237***
(0.244)

�2.131***
(0.318)

Type of contract (full time or part time) 0.378*
(0.207)

—

Contract duration (reference: less than 12 months)

12–36 months — 0.785*
(0.406)

36 months and more — 0.772**
(0.368)

Financial status (reference: difficult)

Rather difficult 0.766***
(0.293)

1.030**
(0.402)

In the national average 1.133***
(0.307)

1.259***
(0.420)

Rather easy 1.258**
(0.532)

3.134***
(0.969)

Easy 2.483***
(0.827)

8.676***
(0.688)

Education (reference: no level)

Primary �0.919***
(0.305)

�2.252***
(0.528)

Vocational �0.658
(0.409)

�0.875
(0.708)

Secondary �0.331
(0.294)

�1.754***
(0.547)

Higher vocational �1.241***
(0.427)

�2.871***
(0.670)

University �1.116***
(0.375)

�1.801***
(0.628)

Postgraduate �0.970**
(0.428)

�2.599***
(0.738)

Discrimination (reference: more chances for men)

Equal opportunities 0.508**
(0.252)

1.049***
(0.399)

More chances for women �0.103
(0.355)

�0.864
(0.558)

Want to work more 0.207
(0.237)

—

Observations1 379 179

Source: Estimate from the SWTS database.
1The number of observations has risen to 179 because of the contract duration variable which has a small number. As a result, we did
not include in the second estimate the variable want to work more so as not to lose more degrees of freedom.

Table 1.
Determinants of the level of job satisfaction.

65

Contract, Gender, and Job Satisfaction: Evidence from Benin
DOI: http://dx.doi.org/10.5772/intechopen.90358



contracts from 12 to 36 months, and the last modality contracts longer than
36 months. Despite this difference, the two equations produced the same results.

4.1 Age and job satisfaction

It appears that age has a negative effect on job satisfaction. This means that as
the worker gets older, he feels less and less satisfied at work. If we use age as a proxy
for work experience, this result means that the most experienced workers are less
and less satisfied. We tested the nonlinear relationship assumption, but the results
indicate that there is no effect of age on the level of satisfaction. This result could be
surprising but can still be explained.

The first explanation is that the data we use is collected on a sample of young
workers only. The age range is from 15 to 29 years old. This may not be able to bring
out the good effect of age since in this age group, workers are often still far from
retirement age or have not yet had enough experience in the profession to assess all
facets of their expectations vis-à-vis employment. A second explanation is that as
mentioned by Franěk and Večeřa [28], older workers may feel disappointed. Their
expectations become limited and experience increases the pressure by factors such
as technological developments and adaptations in the work. Clark et al. [29] found
that the relationship between age and job satisfaction can be synthesized by a U-
shaped curve. Our result does not follow the same direction as [29] but does not
contradict it either. Indeed, a U-shaped relationship means that the level of satis-
faction drops with age first and then increases. This is the first negative effect we
obtained in this study because Clark et al.’s [29] study focused on workers aged
15–60 years and older.

4.2 Work contract and job satisfaction

The permanent employment contract is associated with a higher level of satis-
faction compared to the fixed-term contract. This result seems obvious in the sense
that a part-time worker is less satisfied than a full-time worker. This difference is
mainly due to the job security that the worker feels and that is increased in the case
of permanent work contracts. Our result is in line with what is generally found in
the literature. For example, Green and Heywood [22], Chadi and Hetschko [21],
and Zanden [20] have all shown that there is a significant difference between the
satisfaction levels of part-time and full-time workers and that, in addition, a part-
time contract is a factor that lowers the level of job satisfaction. The contract of
employment as a document defining the essentials of labor relations is the one that
gives a status to the work. It helps to make him feel a job security. This has the effect
of impacting his level of well-being at work. But in a labor market where the rate of
informality is high, not all workers are necessarily entitled to the formal employ-
ment contract.

We obtain the same effect when we consider the results of Eq. (2) where the
type of contract of employment was measured in duration. Thus, we note that
compared to the contract of less than 12 months, the other longer terms of contract
are associated with higher levels of satisfaction. It can then be stated that not only is
the type of work contract a determinant of the level of satisfaction, but also that
workers on short-term contracts are less satisfied than those on long-term contracts.

4.3 Education and job satisfaction

Overall, it appears that compared to workers who have no level of education,
other workers report a lower level of satisfaction. This result is explained by the fact
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that as the level of education increases, the worker has more and more high expec-
tations of employment. By combining this state of affairs with the age group of our
study (15–29 years), we can easily understand the effect obtained. By taking the
example of an individual with a university level, it is obvious that he enters the
labor market at an age that is such that around 29 years old, he is still very little
experienced. It is established that early-career workers expect a lot from employ-
ment, which leads them to postpone low satisfaction levels. Our results do not agree
with those of Pisani [30] who finds that a high level of education is associated with a
better state of job satisfaction. According to Bender and Heywood [31] who ana-
lyzed the satisfaction of high-skilled workers by gender, women are more satisfied
than men in nonacademic occupations.

4.4 Perceived discrimination and job satisfaction

The analysis of discrimination was introduced in economics by Becker [32]. It
consists of treating differently two people with identical productive characteristics
but having a different observable nonproductive characteristic. Becker considers
that some employers, colleagues, or customers have a particular taste for discrimi-
nation. As a result, members of the discriminated group receive a lower salary to
compensate for this inconvenience. Arrow [33] and Phelps [34] developed statisti-
cal discrimination as an alternative to Becker’s vision. It is based on beliefs. If the
employee belongs to the employer’s group, the latter knows its true productivity. If
the employee belongs to the discriminated group, which the employer does not
know, the latter thinks that he is on average less productive than his own group and
then pays him according to this average and not according to his real productivity.
We see that the effect of the discrimination passes through another factor which
may be the salary, career development possibilities, etc. In this study, we examine
the effect of discrimination perceived by the worker on his level of job satisfaction.
Our results in this regard indicate that when the level of job satisfaction is high, then
workers perceive an absence of discrimination, that is, equal opportunities for men
and women. This result is also that obtained by Madera et al. [35]. Indeed, these
authors have shown that perceived discrimination is related to a low level of satis-
faction and a greater desire for job rotation at the worker level.

4.5 Financial situation, salary, and job satisfaction

The neoclassical theory of the labor market establishes that salary is the only
variable that determines the level of job satisfaction. In this sense, there is a positive
relationship between salary levels and satisfaction. Given the availability of statis-
tics, we used the financial status variable rather than the salary variable. This choice
is justified by two reasons. The first is that we assume that the wage is closely
related to the worker’s financial situation. The second is that the study borrows
approach of subjective evaluation. Thus, the financial situation variable used is an
evaluation made by the workers themselves. As a result, it seems to us to be a
relevant variable in our analysis.

The results indicate that in both equations, as the worker has a better perception
of his financial situation, he feels more satisfied at work. In the empirical literature,
the relationship between salary level and satisfaction is often studied. But even if
the determinants of wages are well known, the effect of wages on the level of job
satisfaction is less known. According to results obtained by Judge et al. [36], the
wage level is positively correlated with the level of job satisfaction. This is in line
with the effect we have achieved. On the other hand, authors such as Young et al.
[37] found that the increase in wages has a negative effect on the level of worker
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satisfaction. The explanation of these authors is that wages evolve with experience.
Thus, the more the worker becomes experienced and gains better and better, he sets
even more new goals. Thus, his quest to always reach higher wage levels is an
explanation that bases such a salary effect on satisfaction.

4.6 Desire to change jobs and job satisfaction

The variable desire to change jobs as an explanatory variable could possibly be
the basis of a possible endogeneity bias if the unobservable factors that determine
this desire are the same ones that base the state of satisfaction. But estimating
models with and without this variable produced the same overall results. We note
that the desire to change jobs has a negative influence on job satisfaction. It is
obvious that when a worker wants to change jobs, either he is not satisfied with his
current job or he has a better opportunity. In both cases, this leads to a low level of
job satisfaction (Table 2).

4.7 Gender and satisfaction with the contract

In contrast to the result obtained with regard to job satisfaction, it is clear here
that sex has a significant influence on job satisfaction. Indeed, we note that women
are more satisfied with the employment contract than men. Empirical work often
shows that women are more satisfied than men in most aspects of job satisfaction.
Kifle and Desta [11] showed, for example, that men are more satisfied with hours of
work and career opportunities, while women are more satisfied with relationships
with their colleagues and with their contribution to the society. In order to test the
validity of the effect we obtained and to test its robustness, we proceeded to tests of
comparison of proportions according to the sex on the two measures of satisfaction
which we adopted. To do this, we recoded the global satisfaction variable. Thus, we
considered all those who reported satisfaction levels 1 and 2 as satisfied and who
were satisfied with those who reported levels 3 and 4. This allowed us to have a
binary variable just like the other variable with the satisfaction with the contract to

Variables Coefficients Margins

Age 0.019
(0.029)

0.005
(0.008)

Sex 0.494**
(0.244)

0.143**
(0.069)

Marital status �0.283
(0.243)

�0.082
(0.069)

Paid vacation 0.760***
(0.276)

0.22***
(0.077)

Insurance (reference: do not know)

Unlikely 0.244
(0.603)

0.083
(0.199)

Probable but not certain 1.007*
(0.583)

0.357*
(0.19)

Very probable 1.575***
(0.603)

0.518***
(0.191)

Observations 394 394

Table 2.
Gender and employment contract satisfaction.
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test sex ratio comparisons. The results indicate that, in general, women report being
more satisfied than men. This result is in line with what is often found in the
empirical literature.

4.8 Extra-salary benefits and satisfaction with the employment contract

Nonwage benefits are an important part of workers’ evaluation of their jobs. The
Kunze and Suppa [16] model has helped to show the importance of nonwage
aspects in the labor supply and more generally in the decision to participate in the
labor market. Our results indicate that workers have access to these kinds of bene-
fits and they are satisfied. This is a result that is easily understood.

4.9 Job retention insurance and satisfaction with the contract

A worker who does not have the assurance of keeping his job is in a situation of
insecurity. Such a situation must have a consequence on his level of satisfaction. In
examining the effect of such a variable, we have noticed that as the worker is
assured of keeping his job, he is satisfied with his employment contract. And better,
the results indicate that the effect is gradually increasing until the worker reaches
the point where he has the certainty of keeping his job.

5. Conclusion

This paper examined the effects of work contract and gender on job satisfaction
in Benin. Satisfaction was measured using two variables: overall satisfaction level
and satisfaction with the work contract. The effects were obtained by estimating
two models. The results indicate that the level of job satisfaction is sensitive to the
type of contract. This result was obtained by evaluating the work contract by its
type (permanent contract or fixed-term contract) and by its duration. In both cases,
the results indicate the same effect. Thus, workers with a long-term work contract
are associated with high levels of satisfaction. In terms of satisfaction with the
employment contract, it appears that the job retention insurance improves the level
of satisfaction of the worker. In terms of gender, we noted a lack of difference in
effect in estimating the equation of the overall level of satisfaction. But there is a
difference of effect when one considers the satisfaction with the contract of
employment. This difference is favorable to women. In other words, women are
more satisfied with their employment contracts compared to men. This effect has
been confirmed by a set of proportional comparison tests that go in the same
direction. In addition to these results, we also found that nonwage benefits improve
worker satisfaction.
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Go Back to the Beginning: Career 
Development and the Challenges 
of Transitioning from the Military 
to Civilian Employment
Mirsad Bahtic, Verma Prikshat, John Burgess 
and Alan Nankervis

Abstract

This chapter examines the transition challenges facing military personnel to 
moving to civilian employment, a major issue for nations like the USA that have 
large armed forces. For such personnel, they seek to establish a career after a period 
of service and often without the credentials required for existing or future job 
vacancies. This chapter discusses the challenges of career transition from military 
to civilian employment, largely in the context of the US-based literature. The 
chapter proceeds to outline the range of obstacles to transition and then considers 
remedial measures to support transition ranging from pre transition to post transi-
tion support programs.

Keywords: transitional labour markets, career shift, transferable skills, 
military employment, civilian employment, career disruption

1. Introduction

Career development is not a linear and continuous process. Many workers face 
challenges and disruptions to their careers linked to the nature of their work (for 
example, seasonal work); the disruption caused by health, disability and caring 
for children and relatives; and the short duration of many careers that require 
a change (for example in professional sports). Whilst the general concept of a 
‘career’ is currently undergoing significant change due to the implementation of 
new disruptive technologies and the emergence of a global ‘gig’ economy, it can 
be effectively captured in all its variations as ‘the sequence of jobs that individuals 
hold during their work histories regardless of their occupations or organisational 
levels’ [1]. The literature is conflicted about whether organisations or individual 
employees have the key responsibilities for career management and career develop-
ment [2]. Disrupted and career re-development is extensive in the workforce. Mass 
layoffs associated with plant closures, technological change and global competitive 
pressures force many workers to search for jobs in new regions or industries, or to 
retrain for new occupations. Typical transitional challenges are from graduation 
to work [3], and from full time caring to work. The concept of transitional labour 
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markets [4, 5] captures the adjustment process of moving from one position to 
another where the shifts involve challenges and access linked to securing job entry 
and sustaining a career.

The transition from military to civilian life is a challenging one, impacting per-
sonal growth, life satisfaction, psychological well-being, and the physical health of 
many veterans after their deployment [6]. Many veterans struggle with managing 
their psychological health, and as such, returning to work can be difficult as mental 
health symptoms can influence individuals’ abilities to gain or maintain employ-
ment [7]. Some research suggests a correlation between employment status and 
various mental health conditions, including post-traumatic stress disorder (PTSD), 
anxiety disorder, depression, alcohol and drug abuse [8]. While many successfully 
transition from military services into civilian employment, there remain a residual 
of ex-military employees that find accessing the civilian labour market difficult. 
In this chapter the obstacles and challenges to civilian employment are identified, 
rather than those who have successfully transitioned into civilian employment.

Military personnel returning to civilian life face an array of psychological, physi-
cal and social challenges that are not typically addressed during their service peri-
ods [9]. The Australian Senate Inquiry into the mental health of defence personnel 
[10] found that one of the key issues contributing to military personnel stress and 
anxiety was the difficulty of accessing a civilian job, with claims that the unemploy-
ment rate for veterans was around five times the national average, at 30% [11]. In 
combination with mental and physical disabilities, unemployment contributes to a 
vicious circle of social exclusion for veterans. Disabilities and other factors contrib-
ute to difficulties in accessing jobs, including employer stereotyping of ex-defence 
personnel [12], and in turn being unable to secure employment contributes to their 
stress. In this context, it is important that the relationship between military service 
and post-service access to suitable employment is evaluated, as the concerns facing 
ex-defence personnel are complex, and impact a multitude of different areas in 
civilian life (health care, employment, disability), and therefore they require more 
specialist case-management services [13].

This chapter discusses these transitional challenges from military to civilian 
employment, largely based on United States studies. Specific transitional challenges 
including health, skills recognition and employer stereotyping are identified. Then 
follows a discussion of the processes and programs that can potentially support the 
transition and the establishment of a civilian career.

2.  What are the challenges associated with transition from military to 
civilian employment?

The processes and experiences of transition for veterans to civilian life and 
employment are not well understood, and it is often a transition with concomitant 
challenges related to identity, employment, and lifestyle [14, 15]. Veterans, espe-
cially those who have had extended periods of service or lack experience in job 
search processes, can experience numerous challenges when seeking post-service 
employment [16], and may create unrealistic expectations regarding salary and job 
search time-frames. Some veterans experience financial struggles, while others have 
relationship problems and/or substance abuse issues. When compounded with the 
challenges associated with securing post-military employment, these can lead to 
less overall stability upon return to civilian life [17].

The transition process is also often viewed as being difficult due to associated 
learning or relearning to live outside the highly organised, regimented and con-
trolled way of life experienced during military service. Many veterans may have 
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begun their military careers immediately following high school, so another chal-
lenge in this transition process is gaining civilian employment for the first time and 
becoming familiar with the associated practices of job search [16]. They will need 
to seek employment in non-military fields and transferring their status can prove 
stressful [18]. They are not only leaving the military as a job, but also as a way of 
life. This can also lead to a higher rate of mental health disorders [13, 19], as there is 
a mismatch between veterans’ expectations and reality. Many veterans will feel they 
are returning to a “normal” way of life, but in reality, due to the nature of military 
service and the emotional and physical scars veterans endure during their deploy-
ment, they can often feel isolated or alienated upon return to civilian life [20]. As 
such, the nature of the transition is far more complex psychologically than often 
recognised, and this needs to be considered when discussing the transition process 
[18]. Potential employer stereotyping that veterans are too regimented, inflex-
ible, and unable to adapt to civilian work situations [21] further exacerbate their 
employment-seeking challenges.

Another reason why many veterans struggle to readjust to civilian life is in part 
due to the socioeconomic and educational challenges they may have experienced 
prior to individual military service [22], for example, entering military service 
without possessing any formal post school qualifications and because of the decline 
in direct supervision in post-military life. Many individuals do not have plans for 
employment post-military service; and may also lack a sustainable plan for living 
arrangements upon completion of their service given that accommodation is usually 
provided by the military, thus potentially leading to poverty and homelessness. 
Military establishments are often located in remote regions, placing a physical and 
financial barrier to accessing jobs in large urban areas with expensive property 
markets. In addition research suggests that some veterans have experienced chal-
lenges with anger upon returning to civilian life, strained family relationships, and 
post-traumatic stress disorder (PTSD). If not treated, these issues can lead to poor 
coping strategies that can result in an increase in substance abuse and which may 
have originated during active duty. According to the US Department of Defence 
Health Related Behavior Survey, 84.5% of active duty personnel across all military 
branches reported using alcohol and 25% reported moderate to heavy substance 
use, which is significantly higher than in non-military civilians (16.6%) [23].

3.  The challenges of transition from military to civilian employment in 
the USA

The Pentagon has reported that around 1.6 million military personnel who 
returned from the Afghanistan war in late 2001 struggled to find employment  
[24, 25]. US soldiers aged between 22 and 24 years old were three times more likely 
to be unemployed when compared with non-US soldiers in the same age bracket 
[25]. Due to the young age of enlistment by military personnel, many do not have 
college degrees when they join the military, thus making it even more difficult to 
find employment post-service. For example, in 2008, the year with the highest 
deployment of US military overseas, 52% of military personnel were 25 years old or 
younger, and only 4.5% had a bachelor’s degree [26].

Due to the hazardous and life-threatening nature associated with military 
employment, returning veterans may suffer either physical and/or psychological 
challenges, as indicated by the increasing rate of disability claims [27]. Many US 
veterans are also at risk of severe life-threatening issues, with data indicating that, in 
2014 around 20 veterans committed suicide every day [28]. While some knowledge 
and skills possessed by military personnel are transferrable to the civilian workplace 
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markets [4, 5] captures the adjustment process of moving from one position to 
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begun their military careers immediately following high school, so another chal-
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[25]. Due to the young age of enlistment by military personnel, many do not have 
college degrees when they join the military, thus making it even more difficult to 
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challenges, as indicated by the increasing rate of disability claims [27]. Many US 
veterans are also at risk of severe life-threatening issues, with data indicating that, in 
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(for example, administrative, computer and problem-solving skills), an inability to 
illustrate how these skills are transferrable is one of the primary reasons for veter-
ans’ unemployment. In addition, the current population is more educated today 
than ever before, and this has led to veterans having to face a more competitive 
marketplace when seeking employment [29].

In the following sections we briefly outline some of the key institutional and 
structural challenges that contribute to the veteran’s post service career access in 
civilian employment.

3.1 Mental health and substance abuses

Several studies have examined veterans’ employment outcomes when con-
fronted with a primary diagnosis of post-traumatic stress disorder (PTSD), 
although primarily in the United States. Savoca and Rosenheck’s study [30], for 
example, found that Vietnam-era veterans with combat-related PTSD were signifi-
cantly less likely to be employed than those without PTSD, and a PTSD diagnosis 
was also associated with a lower hourly wage for those in a civilian job. Increased 
severity of PTSD was associated with a decreased likelihood of fulltime employ-
ment in another cross-section study of veterans with PTSD [31]. Resnick and 
Rosenheck’s study [32] observed that veterans with PTSD were 19% less likely to be 
employed on discharge.

Unaddressed associated mental health and substance abuse issues manifest 
themselves in several ways in relation to civilian employment [33]. Army veterans 
with health challenges (physical and psychological) may face employment concerns 
especially in finding and maintaining work [34]. Moreover, in some cases, the 
psychological effects of deployment tend to limit veterans’ ability to work, and they 
are often hesitant to seek assistance, feeling that documented mental health issues 
may limit their employment options [35]. Further, due to negative pre-conceived 
notions of self-stigmas associated around their health, it becomes difficult for them 
to participate in employment preparation and screening processes [36]. Finally, 
physical and psychological concerns can affect veterans’ access to education and 
training, thus further reducing the chances of employment [36].

3.2 Skills transferability challenges

The skills transferability of army veterans, in terms of equating military skills 
and experiences with civilian job qualifications, is reported as one of the most 
significant employment-related challenges [37]. For successful civilian employment 
army veterans are required to re-interpret the skills developed in their military jobs 
(e.g. planning, leadership, risk mitigation, decision-making, communicating, and 
military intelligence capabilities), and to articulate them effectively in the civilian 
employment marketplace [38]. The US Society of Human Resource Management 
(SHRM), Prudential, the RAND Corporation, the Center for New American 
Security (CNAS), and Pew Research, have all identified these gaps in translating 
military skills to post- military service careers as either the number one or number 
two issue in effective military career transition and career development [21].

3.3 Negative employer perceptions

Although many employment programs acknowledge the various skills gained by 
veterans during their army careers, there is disparity among employers regarding 
recognition of these skills [39]. As an example, a study by Harrell and Berglass [37] 
identified leadership and teamwork skills, character, discipline, expertise, resilience 
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and loyalty to be some of the reasons for hiring the veterans. However, the same 
study reported that skill transferability, negative stereotyping, skills mismatches, 
repeated deployments, and acclimatisation to the civilian world were listed as 
risks and challenges for hiring veterans. It is also noted in the literature that many 
employers perceive veterans as either a mismatch for civilian employment, and 
further, employers often considered veterans as being unsuited to civilian employ-
ment [40]. According to Castro et al. [40], post-9/11 veterans reported that civilian 
employers did not understand their needs, did not think military veterans have the 
necessary skills, considered veterans to be dangerous and physically broken, and 
did not want to hire them.

Employers were found to often hold false stereotypical perspectives about army 
veterans, their skills and experiences, and their estimated “employability” based 
on political ideology, assumptions of poor skills or presumptions of mental or 
emotional dysfunction [40]. There is a reported lack of research in understanding 
the difficulties experienced by employers and veterans regarding suitable posi-
tions in civilian environments and workplaces [37]. Moreover, given the employ-
ment problems experienced by veterans and many employers’ unwillingness to 
recruit them, few research studies have examined the factors that affect such 
hiring decisions [39].

3.4 Unpreparedness for civilian employment

Much extant literature has observed that the lack of preparation and understand-
ing for finding civilian employment when leaving the military is a large contributor 
to veteran unemployment [40]. It has been observed that some veterans have unre-
alistic expectations of their civilian job prospects, and some employers are hesitant 
to hire them due to their poor interviewing skills and inadequate resumes [41]. This 
unpreparedness has been linked to limited initiative, lack of appropriate planning 
and lack of motivation, as observed by Keeling, Kintzle and Castro [42] - ‘The tools 
are there, the motivation is not’ (p. 67). In some cases, even the transition services 
provided by the military authorities either did not prepare them for what to expect 
from civilian life or are ineffective in providing opportunities for employment [40].

3.5 Role of military identity and cultural adjustment

Military identity and values (for example, duty, honour, loyalty; and commit-
ment to comrades, unit, and nation) conflict with materialistic, individualistic 
and libertarian civilian values, which can create a ‘civil-military cultural gap’. 
These identity crises impact upon their chances of finding suitable employment, as 
veterans often maintain a continuity of “military identity” due to “military institu-
tionalisation” which may adversely affect their transition to civilian life [43]. This 
further suggests that due to this institutionalisation, the skills many civilians are 
accustomed to using (the ability to conduct job searches or tailor communication 
methods) are under-developed in veterans [44]. Previous literature also indicates 
that to maintain their military identity, veterans tend to seek work within other 
“masculinised” and military like institutions (for example, prisons and security 
work) or prefer to travel around in order to relive the experience of temporary post-
ings in the military [44]. Preconceived notions of differences in civilian and mili-
tary organisational cultures may also be related to hiring decisions about veterans 
for civilian jobs [39].

Somewhat related to the role of military identity and the presence of a ‘civil-
military cultural gap’, veterans may face cultural adjustment issues in civilian 
jobs. Previous research reports on challenges faced by army veterans suggest that 
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cantly less likely to be employed than those without PTSD, and a PTSD diagnosis 
was also associated with a lower hourly wage for those in a civilian job. Increased 
severity of PTSD was associated with a decreased likelihood of fulltime employ-
ment in another cross-section study of veterans with PTSD [31]. Resnick and 
Rosenheck’s study [32] observed that veterans with PTSD were 19% less likely to be 
employed on discharge.

Unaddressed associated mental health and substance abuse issues manifest 
themselves in several ways in relation to civilian employment [33]. Army veterans 
with health challenges (physical and psychological) may face employment concerns 
especially in finding and maintaining work [34]. Moreover, in some cases, the 
psychological effects of deployment tend to limit veterans’ ability to work, and they 
are often hesitant to seek assistance, feeling that documented mental health issues 
may limit their employment options [35]. Further, due to negative pre-conceived 
notions of self-stigmas associated around their health, it becomes difficult for them 
to participate in employment preparation and screening processes [36]. Finally, 
physical and psychological concerns can affect veterans’ access to education and 
training, thus further reducing the chances of employment [36].

3.2 Skills transferability challenges

The skills transferability of army veterans, in terms of equating military skills 
and experiences with civilian job qualifications, is reported as one of the most 
significant employment-related challenges [37]. For successful civilian employment 
army veterans are required to re-interpret the skills developed in their military jobs 
(e.g. planning, leadership, risk mitigation, decision-making, communicating, and 
military intelligence capabilities), and to articulate them effectively in the civilian 
employment marketplace [38]. The US Society of Human Resource Management 
(SHRM), Prudential, the RAND Corporation, the Center for New American 
Security (CNAS), and Pew Research, have all identified these gaps in translating 
military skills to post- military service careers as either the number one or number 
two issue in effective military career transition and career development [21].

3.3 Negative employer perceptions

Although many employment programs acknowledge the various skills gained by 
veterans during their army careers, there is disparity among employers regarding 
recognition of these skills [39]. As an example, a study by Harrell and Berglass [37] 
identified leadership and teamwork skills, character, discipline, expertise, resilience 
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and loyalty to be some of the reasons for hiring the veterans. However, the same 
study reported that skill transferability, negative stereotyping, skills mismatches, 
repeated deployments, and acclimatisation to the civilian world were listed as 
risks and challenges for hiring veterans. It is also noted in the literature that many 
employers perceive veterans as either a mismatch for civilian employment, and 
further, employers often considered veterans as being unsuited to civilian employ-
ment [40]. According to Castro et al. [40], post-9/11 veterans reported that civilian 
employers did not understand their needs, did not think military veterans have the 
necessary skills, considered veterans to be dangerous and physically broken, and 
did not want to hire them.

Employers were found to often hold false stereotypical perspectives about army 
veterans, their skills and experiences, and their estimated “employability” based 
on political ideology, assumptions of poor skills or presumptions of mental or 
emotional dysfunction [40]. There is a reported lack of research in understanding 
the difficulties experienced by employers and veterans regarding suitable posi-
tions in civilian environments and workplaces [37]. Moreover, given the employ-
ment problems experienced by veterans and many employers’ unwillingness to 
recruit them, few research studies have examined the factors that affect such 
hiring decisions [39].

3.4 Unpreparedness for civilian employment

Much extant literature has observed that the lack of preparation and understand-
ing for finding civilian employment when leaving the military is a large contributor 
to veteran unemployment [40]. It has been observed that some veterans have unre-
alistic expectations of their civilian job prospects, and some employers are hesitant 
to hire them due to their poor interviewing skills and inadequate resumes [41]. This 
unpreparedness has been linked to limited initiative, lack of appropriate planning 
and lack of motivation, as observed by Keeling, Kintzle and Castro [42] - ‘The tools 
are there, the motivation is not’ (p. 67). In some cases, even the transition services 
provided by the military authorities either did not prepare them for what to expect 
from civilian life or are ineffective in providing opportunities for employment [40].

3.5 Role of military identity and cultural adjustment

Military identity and values (for example, duty, honour, loyalty; and commit-
ment to comrades, unit, and nation) conflict with materialistic, individualistic 
and libertarian civilian values, which can create a ‘civil-military cultural gap’. 
These identity crises impact upon their chances of finding suitable employment, as 
veterans often maintain a continuity of “military identity” due to “military institu-
tionalisation” which may adversely affect their transition to civilian life [43]. This 
further suggests that due to this institutionalisation, the skills many civilians are 
accustomed to using (the ability to conduct job searches or tailor communication 
methods) are under-developed in veterans [44]. Previous literature also indicates 
that to maintain their military identity, veterans tend to seek work within other 
“masculinised” and military like institutions (for example, prisons and security 
work) or prefer to travel around in order to relive the experience of temporary post-
ings in the military [44]. Preconceived notions of differences in civilian and mili-
tary organisational cultures may also be related to hiring decisions about veterans 
for civilian jobs [39].

Somewhat related to the role of military identity and the presence of a ‘civil-
military cultural gap’, veterans may face cultural adjustment issues in civilian 
jobs. Previous research reports on challenges faced by army veterans suggest that 
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transitioning veterans experience a “culture shock” when re-entering civilian life 
[15], and the major reason for this is related to the army culture of selfless service 
[45]. The career transition involves moving away from not being in charge or 
making decisions (or being the subordinate) and requires changes in mindsets, 
adapting, and in what may influence persistence, effort, interest, and career goals 
[46]. Employers expect that veterans must bring the ability to demonstrate adaptive 
performance, employability, adaptability, functionalism, and flexibility – often 
capabilities they do not possess.

It has been observed that military service can decrease civilian wages, and 
the longer the duration in the military, the greater the wage differential faced by 
veterans relative to civilians [47]. Finding acceptance in a new organisation can be 
a challenge for veterans to adapt to a career change and a new kind of organisation. 
There are suggestions that the realities of the military-to-civilian career transition 
may become fraught with adversities, frustrations, inequities, and setbacks in the 
workplace with supervisors or co-workers.

3.6 Educational attainment challenges

Complementing academic knowledge with veterans’ skills developed in the 
military through educational attainment is one effective way of making a transi-
tion from army service to civilian employment [48]. Previous research has linked 
educational attainment to employment mobility [49]. However, veterans face addi-
tional challenges that make it difficult for them to succeed in higher education - for 
example, understanding what benefits they are eligible for, finding campus admin-
istrators who understand government support/assistance complexities, obtaining 
academic credit for military training, and finding services on campus that support 
their integration into civilian student life [50]. Moreover, veterans as students are 
different from traditional students and may be raising families and maintaining 
full-time employment or part-time enrollment, which may result in a higher risk 
for course non-completions [49, 50]. Another challenge is the difficulty in meeting 
academic expectations (for example, balancing work and family while studying; 
independent study and analysis; relating to fellow students; meeting lecturers’ 
expectations) that are significantly different from what veterans have encountered 
in military courses [50].

Further, for educational attainment, it is important for the veterans to seek 
academic credit for coursework and training received in the military. This poses 
a strong challenge for educational institutions, as military transcripts in the US 
context consist of indecipherable acronyms—the “military alphabet”, rattling off 
a list of numbered and lettered forms and courses—and some are even officially 
classified – so the knowledge or participation could not be acknowledged or certi-
fied [48]. Difficulties lie in maintaining consistencies in credit transfers [50, 51] and 
determining whether given credit applies to unit requirements, general education or 
graduation requirements, or major and major preparation requirements [51].

3.7 Physical disability

While most studies of the difficulties facing veterans in the transition to civilian 
employment have highlighted mental disability, many veterans also face physical 
disability. Serving in the defence forces, especially on active duty, involves facing 
potential life-threatening risks on a daily basis. Veterans who suffer physical dis-
ability are able to access rehabilitation, counselling and welfare support services 
during and post service. However, many disabilities are permanent or have associ-
ated effects such as pain, disability and limited attention spans [52]. There is also 
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an interaction between physical and mental stress [52]. Having a permanent injury 
may contribute to anxiety and impacts on the ability to engage in effective job search 
activities [48]. As with mental disability, there are also many documented barriers 
to those with physical disabilities in accessing employment and workplaces [53].

3.8 Job search challenges

In the case of job search for ex-service personnel there are a number of distinct 
challenges. The first is spatial, that is being removed from locations where there 
are jobs. Job search requires access and resources. Many military establishments 
are located outside capital cities, often in remote regions, and this imposes physical 
and financial barriers to effective job search. In addition, military personnel often 
have limited networks that support job access. Many nations, including the US, 
Australia, UK and New Zealand, have special services and outplacement arrange-
ments for ex service personnel [54]. There are several job search support services 
available for Australian ex-military personnel to support job search – these include 
The Career Transition Access Scheme (CTAS) [55] and the Veterans’ Employment 
Program [56]. Linked to physical separation are the associated costs and disrup-
tion of physical relocation. This may involve new schools for children; job search 
for spouses; and accessing accommodation in expensive capital cities. For those 
ex-servicepersons with families the challenges and disruption are collective; the 
transition to civilian life presents problems for the entire family, often moving 
from a military town dominated by the military, and moving to multi-cultural and 
cosmopolitan cities with diverse populations, industries and networks [48].

4.  Strategies for overcoming the challenges of transition and developing 
a civilian career

Where there are barriers to career transition and to developing a new career, 
addressing the challenges requires informed, flexible and complementary remedial 
measures. In the case of the transition from university and college graduation to a 
career position, there a range of stakeholders who have an interest in ameliorating 
the identified problems that prevents transition. These include students/graduates; 
employers; universities and governments [3] since there are large private and public 
investments in education that a predicated on the ability to transition from gradu-
ation to employment and generate private and public returns from the investment 
[3]. Responses range from better informed course and institutional selection; 
education programs that incorporate required job skills; improving job search 
processes; public funding of university programs on the basis of successful job 
placements; and providing articulation arrangements, such as traineeships [3].

In the military transition context the challenges are more profound than in the 
case of the education transition. Veterans are seeking to transition from one career 
to a different career; they often have few formal qualifications; they have not been 
preparing for the transition and in many cases they have personal attributes such 
as health problems that further limit their employability. In terms of the barriers, 
policy responses have to encompass the multitude of challenges discussed above, 
and the different market and non-market sources of these challenges [48–51]. The 
articulation of ‘process’ and the holistic approach to resilience, acculturation and 
identity also allows us a deeper understanding of the different assistance programs 
countries have in place to address these challenges. In the UK, the Ministry of 
Defence formulated a Strategy for Veterans and Armed Forces Covenant [54]. In the 
USA, Congress established a Transition Assistance Program (TAP) [56].
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an interaction between physical and mental stress [52]. Having a permanent injury 
may contribute to anxiety and impacts on the ability to engage in effective job search 
activities [48]. As with mental disability, there are also many documented barriers 
to those with physical disabilities in accessing employment and workplaces [53].

3.8 Job search challenges

In the case of job search for ex-service personnel there are a number of distinct 
challenges. The first is spatial, that is being removed from locations where there 
are jobs. Job search requires access and resources. Many military establishments 
are located outside capital cities, often in remote regions, and this imposes physical 
and financial barriers to effective job search. In addition, military personnel often 
have limited networks that support job access. Many nations, including the US, 
Australia, UK and New Zealand, have special services and outplacement arrange-
ments for ex service personnel [54]. There are several job search support services 
available for Australian ex-military personnel to support job search – these include 
The Career Transition Access Scheme (CTAS) [55] and the Veterans’ Employment 
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The transition experiences of veterans are often complex, and a successful 
transition requires a portfolio of supports and programs, encompassing action 
from many stakeholders, including the military, government, employer groups, 
non-government organisations such as veteran’s associations, education and 
training institutions to address potential risks and protective factors [57]. As with 
education to employment transitions, the remedial process is not homogeneous 
in terms of the personal characteristics of those transitioning (education, skills, 
age, years of service, disability, location) [3], and requires co-ordination across 
many authorities and stakeholder groups. The following table (Table 1) shows the 
different challenges and some of the potential strategies that have been outlined 
in the literature, along with the intervention time-frame (before, during or after 
transition).

The strategies included in the table include the US transition assistance pro-
grams (TAP) which support veterans by providing pre-separation counselling and 
transition assistance workshops to aid in the transition from military service to 
civilian life; career assessments (regarding career interests, self-efficacy, and career 
resilience); and in Australia, the ‘Career Transition Assistance Scheme - CTAS 
which provides phased benefits, tools and services in support of this obligation 
[55]. The CTAS [55] supports the career transition of members from the service to 
suitable civilian employment, with the minimum involuntary break in continuity of 
employment; enhances the ability of members to competitively market themselves 
for suitable civilian employment; and attempts to make the best use of members’ 
existing skills gained from ADF service.

In response to the transition challenges identified in the above discussion, 
there are six key complementary imperatives which might be provided by human 

Challenges Potential strategies Time phase

1 Mental health and 
substance abuse

Counselling and social support During transition 
and afterwards

2 Skills transferability Certification for skills; preparation for civilian 
employment

On-going

3 Employers’ perceptions Educate HR professionals and employer 
associations

On-going

4 Preparation for civilian 
employment

Transition Assistance Programs (TAP) Before and during 
transition

5 Military identity and 
cultural adjustment

Realignment and adaption of new behaviours Training workshops 
during transition and 
afterwards

6 Acceptance challenges Industry orientation workshops Training workshops 
before and during 
transition

7 Educational 
enhancement

Recognition of prior leaning/training to higher 
education community/education assistance 
programs
Formal accreditation procedures for training 
programs.

On-going

8 Physical disability 
challenges

Reserved positions for disabled veterans in 
federal jobs

On-going

9 Job search challenges Job search support programs Ongoing

Table 1. 
Identified transition challenges and potential responses.

81

Go Back to the Beginning: Career Development and the Challenges of Transitioning…
DOI: http://dx.doi.org/10.5772/intechopen.90647

resource management (HRM) professionals for the mutual benefit of veterans 
and their organisations. First, in order to overcome the stereotyped beliefs and 
self-adopted stigmas of veterans [36, 39], one important strategy is to alter these 
preconceived notions of employers [39]. Human resource professionals might take 
the lead in providing career development, learning and development, and hiring 
support to create a better understanding about veterans in the civilian workplace 
[15]. They need to consciously understand the application of military frameworks 
to current business practices and develop an understanding how the skills of 
veterans can be utilised to create a more viable, innovative, creative, and leadership-
ready workforce [58]. Moreover, recruiters need tools and associated training to 
help them understand the benefits of hiring veterans [59].

HRM professionals can assist veteran recruits to transition to new civilian work 
identities by addressing the three phases that every individual making a transi-
tion encounters: (a) letting go of old ways and old identities, (b) moving out of a 
“neutral zone” and experiencing psychological realignment, and (c) exiting the 
transition and beginning anew with a new identity and sense of purpose. HRM 
professionals can design strategies to support veterans in their psychological 
realignment and establish a new identity with a clear sense of purpose [48, 50].

Through recognition of prior learning (RPL) mechanisms, veterans might 
be given academic credit for coursework and training received in the army [49]. 
The nature of military expertise and the knowledge accumulated while in service 
may have different connotations in course curriculum. Although some veterans 
have completed academic qualifications and applied training during their military 
service, some educational institutions do not award credit for military training [49]. 
Bergman and Herd [60], for example, strongly advocated assisting veterans with 
academic credit for prior learning in the military and recommended a program of 
portfolio development for prior learning assessment (PLA) method provided by the 
Council for Adult and Experiential Learning [CAEL] in 2010. Veterans tend to be of 
mature age, and consequently their success often depends on their ability to make 
rapid progress and build on the knowledge they have established in the services. 
Establishing consistent credit transfer guidelines and transparency about those 
guidelines can go a long way to help veterans attain education for smoothly transi-
tioning into civilian employment.

As many higher education providers do not understand military cultures or 
the challenges veterans face when transitioning to an academic setting [61], it is 
imperative that higher education personnel develop awareness of the complex and 
multiple identities of students so that they can introduce effective programming 
initiatives [49]. Providing training to faculty and staff about military culture and 
veterans’ unique needs and transitional issues [62] can help improve the situation. 
These initiatives could be complemented with educational assistance programs that 
can prevent the unemployment of veterans, assist their adjustment to civilian life, 
reward their military service, and make education affordable [63]). The GI Bill (US 
Education and Training Benefit), for example, provides monetary aid to help cover 
college tuition, housing, books, and other educational fees for vocational training, 
on-the-job training, flight training, correspondence training, licencing, national 
testing programs, entrepreneurship training, and tutorial assistance [63].

Finally, and most controversially, in the US veterans are given preferences in 
appointments to federal government jobs [64]. Public policies in the US have also 
attempted to boost the demand for veteran labour through federal hiring prefer-
ences and private employer tax credits [63]). Veterans who are disabled or who 
serve on active duty in the US Armed Forces during certain specified time periods 
or in military campaigns are also entitled to preference over non-veterans both in 
federal hiring practices and in retention during reductions in force [63].



Career Development and Job Satisfaction

80

The transition experiences of veterans are often complex, and a successful 
transition requires a portfolio of supports and programs, encompassing action 
from many stakeholders, including the military, government, employer groups, 
non-government organisations such as veteran’s associations, education and 
training institutions to address potential risks and protective factors [57]. As with 
education to employment transitions, the remedial process is not homogeneous 
in terms of the personal characteristics of those transitioning (education, skills, 
age, years of service, disability, location) [3], and requires co-ordination across 
many authorities and stakeholder groups. The following table (Table 1) shows the 
different challenges and some of the potential strategies that have been outlined 
in the literature, along with the intervention time-frame (before, during or after 
transition).

The strategies included in the table include the US transition assistance pro-
grams (TAP) which support veterans by providing pre-separation counselling and 
transition assistance workshops to aid in the transition from military service to 
civilian life; career assessments (regarding career interests, self-efficacy, and career 
resilience); and in Australia, the ‘Career Transition Assistance Scheme - CTAS 
which provides phased benefits, tools and services in support of this obligation 
[55]. The CTAS [55] supports the career transition of members from the service to 
suitable civilian employment, with the minimum involuntary break in continuity of 
employment; enhances the ability of members to competitively market themselves 
for suitable civilian employment; and attempts to make the best use of members’ 
existing skills gained from ADF service.

In response to the transition challenges identified in the above discussion, 
there are six key complementary imperatives which might be provided by human 

Challenges Potential strategies Time phase

1 Mental health and 
substance abuse

Counselling and social support During transition 
and afterwards

2 Skills transferability Certification for skills; preparation for civilian 
employment

On-going

3 Employers’ perceptions Educate HR professionals and employer 
associations

On-going

4 Preparation for civilian 
employment

Transition Assistance Programs (TAP) Before and during 
transition

5 Military identity and 
cultural adjustment

Realignment and adaption of new behaviours Training workshops 
during transition and 
afterwards

6 Acceptance challenges Industry orientation workshops Training workshops 
before and during 
transition

7 Educational 
enhancement

Recognition of prior leaning/training to higher 
education community/education assistance 
programs
Formal accreditation procedures for training 
programs.

On-going

8 Physical disability 
challenges

Reserved positions for disabled veterans in 
federal jobs

On-going

9 Job search challenges Job search support programs Ongoing

Table 1. 
Identified transition challenges and potential responses.

81

Go Back to the Beginning: Career Development and the Challenges of Transitioning…
DOI: http://dx.doi.org/10.5772/intechopen.90647

resource management (HRM) professionals for the mutual benefit of veterans 
and their organisations. First, in order to overcome the stereotyped beliefs and 
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preconceived notions of employers [39]. Human resource professionals might take 
the lead in providing career development, learning and development, and hiring 
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“neutral zone” and experiencing psychological realignment, and (c) exiting the 
transition and beginning anew with a new identity and sense of purpose. HRM 
professionals can design strategies to support veterans in their psychological 
realignment and establish a new identity with a clear sense of purpose [48, 50].

Through recognition of prior learning (RPL) mechanisms, veterans might 
be given academic credit for coursework and training received in the army [49]. 
The nature of military expertise and the knowledge accumulated while in service 
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have completed academic qualifications and applied training during their military 
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Bergman and Herd [60], for example, strongly advocated assisting veterans with 
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portfolio development for prior learning assessment (PLA) method provided by the 
Council for Adult and Experiential Learning [CAEL] in 2010. Veterans tend to be of 
mature age, and consequently their success often depends on their ability to make 
rapid progress and build on the knowledge they have established in the services. 
Establishing consistent credit transfer guidelines and transparency about those 
guidelines can go a long way to help veterans attain education for smoothly transi-
tioning into civilian employment.

As many higher education providers do not understand military cultures or 
the challenges veterans face when transitioning to an academic setting [61], it is 
imperative that higher education personnel develop awareness of the complex and 
multiple identities of students so that they can introduce effective programming 
initiatives [49]. Providing training to faculty and staff about military culture and 
veterans’ unique needs and transitional issues [62] can help improve the situation. 
These initiatives could be complemented with educational assistance programs that 
can prevent the unemployment of veterans, assist their adjustment to civilian life, 
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testing programs, entrepreneurship training, and tutorial assistance [63].
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5. Conclusion

The concept of a single career with linear and sequential development, and long 
periods of tenure with a single employer has been disrupted by technological and 
structural changes that undermine the marketability of skills, qualifications and 
experience [1]. Career development is for many a disrupted process, involving transi-
tion challenges and shifts in career orientation, and often involving structural and 
institutional barriers [5]. Moving out of military to civilian employment captures 
many of the structural, institutional and market barriers that those who seek to 
change careers face, but as indicated the challenges and the barriers to the transition 
process are systemic and considerable [40]. This chapter reports on the challenges 
faced by army veterans in their transitions into civilian employment, largely in the US 
context. The main challenges that have been highlighted in extant research are based 
around mental health and substance abuse; skills transferability; negative employer 
perceptions towards veterans; the lack of preparation for entry into the civilian 
workforce; the negative military identity (and stereo-typing); the cultural challenge 
of civilian employment; insufficient educational attainment; physical disability; 
and job search challenges [29–34]. The challenges are not homogenous and require 
tailored support programs to assist veterans. These may range from job search and 
training programs; through to rehabilitation programs to assist those with physical 
and mental health challenges. There is need for multiple stakeholder responses that 
include support for transition while in military service; and support from a range 
of stakeholders across the range of identified impediments from NGOs, through to 
governments and employer groups in the post transition phase. Developing a career 
is challenging when you enter the civilian workforce at an age where existing partici-
pants have civilian employment experience and recognised skills and credentials.

Further research could examine the differences in the transitional challenges 
across countries and across different defence services such as the navy and air force. 
Here contextual factors such as the conditions and forms of service in different 
countries, and the skills required to perform different service tasks could affect the 
ability to transition to civilian employment. Moreover, studies that examine suc-
cessful transition can identify those conditions that contribute to supporting the 
transition and career development process.

© 2020 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms 
of the Creative Commons Attribution License (http://creativecommons.org/licenses/
by/3.0), which permits unrestricted use, distribution, and reproduction in any medium, 
provided the original work is properly cited. 
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