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Abstract: Employee job satisfaction remains a central outcome in organizational behaviour because it is
closely linked to performance, turnover, and well-being. Recent changes in work design, digitalization,
and work-life expectations require a refreshed look at what drives satisfaction beyond traditional pay
and supervision factors. This conceptual paper synthesizes evidence on three interrelated clusters of
determinants job characteristics, leadership and social climate, and work-life balance and psychological
resources and explains how they shape employees’ evaluations of their jobs. The review argues that
satisfaction arises when jobs are meaningful and well-designed, leaders are fair and supportive, and
employees experience manageable demands and control over boundaries between work and non-work
domains. The paper proposes an integrative framework positioning job satisfaction as a key mediator
between work conditions and outcomes such as commitment, performance, and retention, and highlights
implications for managers seeking to build sustainable satisfaction in dynamic, often hybrid work
contexts
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I. INTRODUCTION

Job satisfaction has long been one of the most studied attitudes in organizational psychology, reflecting employees’
overall evaluative judgments about their job or specific facets such as pay, supervision, and work itself (Locke, 1976;
Spector, 1997) . High job satisfaction is typically associated with positive outcomes such as organizational
commitment, lower turnover intention, and better mental health, whereas dissatisfaction is linked to absenteeism,
withdrawal, and counterproductive behaviors (Judge et al., 2001; Riketta, 2008) . Although the core idea of satisfaction
as a positive job-related attitude is stable, the conditions that produce satisfaction have evolved with changes in
technology, labor markets, and work arrangements .

Classic theories such as Herzberg’s motivator-hygiene framework, the job characteristics model, and value-percept
theory still provide useful foundations (Herzberg et al., 1959; Hackman & Oldham, 1976; Locke, 1976) . However,
contemporary workplaces emphasize autonomy, meaningfulness, flexibility, and social identity in ways that call for an
integrative perspective on satisfaction drivers . This paper builds on the base review and broader research to organize
determinants of job satisfaction into three clusters: job characteristics, leadership and social climate, and work—life
balance and psychological resources. The aim is to provide a coherent, practitioner-relevant framework rather than
another exhaustive catalogue of correlates.

II. CONCEPTUAL FOUNDATIONS OF JOB SATISFACTION

Job satisfaction is often defined as “a pleasurable or positive emotional state resulting from the appraisal of one’s job or
job experiences” (Locke, 1976, p. 1300) . This definition highlights two key elements: cognitive appraisal of jobs
against personal values and expectations, and the emotional reaction that follows. Value-percept theory proposes that
satisfaction depends on the degree to which what employees want from their jobs matches what they perceive they are
receiving, weighted by the importance of each value (Locke, 1976) . This explains why the same job conditions can
produce different satisfaction levels across individuals.

Herzberg et al. (1959) distinguish between “motivators” (such as achievement, recognition, and the work itself), which
foster satisfaction when present, and “hygiene factors” (such as pay, policies, and working conditions), whose absence
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leads to dissatisfaction but whose presence does not necessarily create high satisfaction . The job characteristics model
further specifies five core job dimensions—skill variety, task identity, task significance, autonomy, and feedback—that
influence internal motivation and satisfaction through experienced meaningfulness, responsibility, and knowledge of
results (Hackman & Oldham, 1976) . These frameworks collectively suggest that both the structural design of work and
the socio-emotional context matter for satisfaction.

I11. JOB CHARACTERISTICS AND SATISFACTION

A substantial body of research confirms that well-designed jobs with autonomy, task significance, variety, and clear
feedback are associated with higher job satisfaction (Humphrey et al., 2007; Morgeson & Humphrey, 2006) .
Autonomy allows employees discretion over how and when to perform tasks, which enhances perceived control and
intrinsic motivation; task significance and identity contribute to a sense of meaningful contribution; feedback from the
job and others clarifies performance expectations and progress (Hackman & Oldham, 1976) .Recent work extends the
job characteristics model by emphasizing social and contextual features such as interdependence, opportunities for
interaction, and physical work conditions (Humphrey et al., 2007) . Knowledge work and hybrid arrangements have
increased the importance of cognitive demands and information processing, making mental workload and role clarity
critical predictors of satisfaction (Parker, 2014) . Poorly designed jobs with ambiguous roles, conflicting demands, or
excessive workload undermine satisfaction by creating strain and reducing a sense of competence (Spector, 1997,
Bowling et al., 2010) . These findings suggest that job redesign remains a powerful lever for improving satisfaction,
especially when combined with supportive leadership.

IV. LEADERSHIP, JUSTICE, AND SOCIAL CLIMATE

Leadership and the broader social climate strongly influence how employees interpret job conditions and evaluate their
work . Supportive supervisors who provide recognition, fair treatment, and developmental feedback tend to foster
higher job satisfaction, partly by signaling respect and reinforcing self-worth (Podsakoff et al., 1990; Judge & Piccolo,
2004) . Transformational leadership behaviors—articulating a compelling vision, offering individualized consideration,
and inspiring extra effort—have been linked to both satisfaction with the leader and overall job satisfaction (Bass, 1999;
Judge & Piccolo, 2004) .

Perceptions of organizational justice—distributive, procedural, and interactional—are also key predictors of satisfaction
(Colquitt et al., 2001; Cohen-Charash & Spector, 2001) . When employees believe that rewards and workloads are
fairly allocated, procedures are consistent and transparent, and they are treated with dignity, they are more likely to be
satisfied even in demanding jobs . Conversely, perceived unfairness erodes satisfaction, trust, and commitment,
sometimes overriding the positive effects of job enrichment or pay (Riketta, 2008) . The social climate created by
colleagues—cooperation, trust, and support—further shapes satisfaction by influencing daily experiences of work
(Chiaburu & Harrison, 2008) . In sum, leadership and relational factors act as lenses through which employees
experience job characteristics.

V. WORK-LIFE BALANCE, WELL-BEING, AND SATISFACTION

Contemporary employees place increasing importance on the compatibility of work with personal and family life, and
work—life balance has become a central determinant of job satisfaction (Greenhaus & Allen, 2011) . Work—family
conflict—where demands in one domain hinder performance in the other—is negatively related to satisfaction, whereas
work—family enrichment can enhance satisfaction by allowing skills and positive emotions to spill over across domains
(Allen et al., 2000; Carlson et al., 2011) . Flexible work arrangements, such as flexible hours, remote work options, and
family-friendly policies, can improve satisfaction when they grant genuine control over time and place of work (Bal &
De Lange, 2015) .

Psychological well-being is both an antecedent and consequence of job satisfaction (Judge et al., 2001) . Employees
with higher core self-evaluations—positive self-regard, internal locus of control, and emotional stability—tend to
perceive jobs more positively and report higher satisfaction (Judge & Bono, 2001) . Conversely, chronic job stressors,
lack of recovery time, and poor health undermine satisfaction by contributing to exhaustion and cynicism (Sonnentag,
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2018) . The base paper notes that satisfaction is higher when organizations provide health-promoting resources and
when employees feel that their well-being is valued, not only their productivity . This underscores the need to link
satisfaction initiatives with broader well-being and stress-management strategies.

VI. JOB SATISFACTION AS MEDIATOR AND OUTCOME

Job satisfaction does not only reflect conditions at work; it also mediates the relationship between those conditions and
key outcomes . Numerous studies show that favorable job characteristics, fair leadership, and supportive climates lead
to higher satisfaction, which in turn predicts greater organizational commitment, lower turnover intention, and better
in-role performance (Judge et al., 2001; Riketta, 2008; Meyer et al., 2002) . Satisfaction also contributes to extra-role
behaviors such as helping colleagues and endorsing the organization externally (Organ, 1997; Chiaburu & Harrison,
2008) .

At the same time, satisfaction can be conceptualized as one component of broader constructs such as engagement or
thriving, which combine attitudinal and motivational elements (Saks, 2006; Spreitzer et al., 2005) . In that view,
satisfaction reflects the evaluative aspect of employees’ relationship with their work and employer. This perspective
helps explain why some individuals may report being satisfied yet not highly engaged, or vice versa, depending on the
mix of job features, values, and personal aspirations . Recognizing job satisfaction as both an important outcome and a
key mediator encourages managers to treat it as a central indicator in HR analytics and employee surveys.

VIL. INTEGRATIVE FRAMEWORK AND IMPLICATIONS

Synthesizing the literature, an integrative framework for job satisfaction emphasizes three interacting clusters of
drivers: (1) job characteristics that provide meaningful, manageable, and varied work; (2) leadership and social climate
that ensure fairness, respect, and support; and (3) work—life balance and psychological resources that allow employees
to sustain well-being . Satisfaction emerges when these clusters align with employees’ values and expectations;
misalignment in any cluster can reduce satisfaction even if others are favorable . For example, a well-designed job may
still feel unsatisfying under unfair or abusive supervision, while supportive leadership may not fully compensate for
chronic work—family conflict.

For managers, the framework suggests that efforts to improve satisfaction should go beyond isolated interventions such
as pay adjustments or occasional social events. Instead, organizations should regularly assess job design (autonomy,
workload, clarity), leadership practices (feedback, fairness), and work-life policies (flexibility, reasonable
expectations), and involve employees in co-creating improvements (Parker, 2014; Meyer et al., 2002) . For researchers,
the framework highlights the value of longitudinal and multi-level studies that capture how changes in one cluster (e.g.,
increased job autonomy) affect satisfaction over time and how individual differences (e.g., core self-evaluations)
moderate these effects .

VIII. CONCLUSION

Job satisfaction remains a vital construct for understanding how employees experience their work and how
organizations can create conditions that foster positive attitudes, performance, and retention . This paper has argued that
contemporary satisfaction is best explained through an integrative lens that combines job characteristics, leadership and
social climate, and work—life balance and psychological resources. When employees experience meaningful and
well-designed work, fair and supportive leaders, and manageable boundaries between work and non-work domains,
they are more likely to evaluate their jobs positively and to contribute sustainably to organizational goals. Future
research should continue to explore how these clusters interact in diverse cultural and technological contexts, including
remote and hybrid work, to refine theory and guide practice.
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