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Utilisation du modèle des caractéristiques du travail pour comparer les méthodes de distribution
des soins aux patients des infirmières
RESUME L’objectif de cette étude était d’utilizer le modèle des caractéristiques du travail de Hackman et
Oldman pour comparer deux méthodes de distribution des soins aux patients telles qu’elles sont perçues
par les infirmières dans 12 services du principal hôpital universitaire d’Alexandrie. Le job diagnostic survey a
été utilisé pour déterminer les perceptions des infirmières à l’égard des éléments du modèle en rapport avec
leur performance en utilisant la méthode des cas et la méthode fonctionnelle de distribution des soins aux
patients. Le travail des infirmières dans les services de soins intensifs qui utilisaient la méthode des cas était
plus enrichissant que celui dans les services de soins généraux utilisant la méthode fonctionnelle de
distribution, d’après leurs scores de perception vis-à-vis de toutes les parties du modèle (caractéristiques
principales du travail, états psychologiques critiques, résultats affectifs et personnels, satisfaction vis-à-vis
du contexte et besoin d’accomplissement personnel).
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ABSTRACT The aim of this study was to use Hackman and Oldman’s job characteristics model to compare
2 methods of patient care assignment as perceived by nurses in 12 inpatient units of Alexandria Main
University Hospital. The job diagnostic survey was used to determine nurses’ perceptions toward the
components of the model in relation to their performance in utilizing the case and functional methods of
patient care assignment. The jobs of intensive care unit nurses who utilized the case method were more
enriched than those who utilized the functional method of assignment in the general care units, in terms of
their perception scores towards all parts of the model (core job characteristics, critical psychological states,
affective and personal outcomes, context satisfaction and individual growth-need strength).
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Figure 1 Job characteristics model. Source: Hackman JR and Oldham GR [1]

Introduction

The job characteristics model developed by
Hackman and Oldham predicts what as-
pects of jobs reflect the level of job enrich-
ment for employees, and how these relate
to employees’ individual differences and to
the work outcomes required [1]. It in-
cludes 5 core job characteristics that can be
applied to any job: skill variety, task identi-
ty, task significance, task autonomy and

feedback (Figure 1) [1]. Skill variety is the
number of different skills required in the
job, while task identity means the com-
pleteness of the tasks done in the job [1,2].
Task significance refers to the importance
of the job to the served population. Autono-
my means the vertical expansion of respon-
sibility, the amount of decision-making and
independence allowed for employees.
Feedback refers to the extent that the job
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itself provides information about employ-
ees’ performance [3]. These characteris-
tics are combined into a single predictive
index, called the motivating potential score
[1].

The core job characteristics are in con-
tinuous interaction with the individual dif-
ferences that evoke 3 critical psychological
states (Figure 1) [1]. First, when the job is
structured by skill variety, task identity and
task significance this could lead employees
to experience meaningfulness in their
work. Second, is task autonomy, which
leads to feelings of responsibility for the
outcomes of work. Third, is feedback,
which leads employees towards knowledge
of the results of their work [3,4].

In turn, these 3 critical psychological
states lead to a set of affective and personal
outcomes, namely: high internal work moti-
vation, high growth satisfaction, high gen-
eral satisfaction, high work effectiveness
and a low rate of absenteeism (Figure 1)
[5]. High internal work motivation refers to
the degree to which the employee is willing
to work and to consider the organizational
objectives as a part of his/her goals. High
growth job satisfaction is the achievement
of the employee in overcoming challenges,
succeeding and growing [6]. High general
job satisfaction is the feeling derived from
the overall satisfaction with the work itself.
This type of satisfaction is reflected mainly
in decreased rates of absenteeism among
employees [6,7]. Work effectiveness cap-
tures both the quality and quantity aspects
of work performance [1].

The model also depicts 3 important at-
tributes that are identified as moderators:
knowledge and skills, context job satisfac-
tion and employee growth-need strength
(Figure 1). These attributes indicate which
employee will respond positively to the mo-
tivating potential score of the job and its
outcomes [1]. Job-relevant knowledge and

skills of employees are greatly dependent
on their educational qualifications, which
will reflect their perceptions toward their
work outcomes [8]. Employees’ percep-
tions of context job satisfaction include
factors such as pay, supervision, co-work-
ers and job security, and these can also af-
fect the outcomes achieved [9].
Growth-need strength is the degree to
which employees seek opportunities on the
job for self-direction, learning and personal
accomplishment, which in turn will deter-
mine the level of work internal motivation
they perceive [10]. Such opportunities
could be a set of job characteristics and at-
tributes that the employee would like to
have (pay, promotion, safety, etc.) or a
combination of certain characteristics that
form a specific type of job (creative, repet-
itive, challenging, etc.) [8].

The job characteristics model has been
applied to nursing in a number of studies.
According to Lang the quality of nurses’
work within their job is the degree of excel-
lence in the delivery of patient care, while
the quantity indicates the number of pa-
tients assigned to nurses or the number of
working hours to carry out the care needed
[11]. In the United States of America, stud-
ies have focused on testing the model in
terms of job enrichment, work motivation
and job satisfaction in wards [12]. Another
study focused on nursing jobs and satisfac-
tion in relation to the core job characteris-
tics [13]. These studies revealed a
significant positive relationship between
nurses’ perceptions of the current level of
job enrichment and their job satisfaction
and motivation; however no empirical
proof was provided to support the underly-
ing assumption that job enrichment leads to
increased work motivation and job satis-
faction.

Several different methods of assigning
patient care can be identified that describe
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how duties and responsibilities for patient
care are allocated to nurses; these include
the case, functional, team, primary, modu-
lar and case management methods [14–
17]. In the case method, the total care of a
patient is assigned to a qualified nurse for a
number of patients each shift [14]. The
functional method is applied by dividing pa-
tient care into tasks, such as giving baths,
administering medication, taking vital signs
[15]; each nurse carries out one or more of
these tasks, as appropriate, according to
his/her competence. The job characteris-
tics model might be used to determine
whether different methods of patient care
assignment affect nurses’ satisfaction and
performance.

A study in Egypt, while not directly ap-
plying the model, assessed the impact of 2
different methods of nursing assignment
on the quality of nursing care provided for
patients in the critical care units at Qasr-el-
Aini Hospital [18]. A highly significant dif-
ference was found in the quality of nurses’
performance between the team versus the
case methods of assignment. There was
also a higher percentage of high quality
care and average quality of care among the
group of nurses using the team method as
opposed to the case method. This study
recommended further studies of the effect
of different methods of patient care assign-
ment on the quality of nurses’ work.

The purpose of the present study was
to use Hackman and Oldman’s job charac-
teristics model to compare 2 methods of
patient assignment (case and functional) as
perceived by nurses utilizing these methods
in Alexandria Main University Hospital. It
was hoped that this study could provide
more knowledge about the effects of job
enrichment on the work outcomes
achieved though utilizing the case and
functional methods of assignment and to
point the way to solutions for conditions

that can result in lack of motivation and job
dissatisfaction for nurses.

Methods

Setting and subjects
The study was conducted in 12 inpatient
hospital units of Alexandria Main University
Hospital: 6 intensive care units (ICUs) that
are applying the case method of patient
care assignment (casualty, open heart,
chest, neurosurgery, general and coronary
care) and 6 general care units (GCUs) that
utilize the functional method. The case and
functional methods of patient care were se-
lected since they are the ones most utilized
in the ICUs and GCUs respectively at this
hospital.

The subjects of this study were the 94
nurses working in the ICUs (46 profession-
al nurses and 48 technical nurses) and the
59 technical nurses of the GCUs at the time
of the study. The professional nurses were
graduates of the Faculty of Nursing holding
a baccalaureate degree, while the technical
nurses held a diploma degree and were
graduates of the secondary technical nurs-
ing school.

Research tool
The job diagnostic survey developed and
validated by Hackman and Oldham [1] was
used in the current study to measure all the
components of the job characteristics
model as applied to nursing. Respondents’
perceptions are measured in 5 sections,
with responses scored using 7-point rating
scales (except “preferred type of job”,
which was scored using a 5-point scale).
1. Core job characteristics: skill variety (3

items), task identity (3 items), task sig-
nificance (3 items), autonomy (3 items)
and feedback (3 items).

21 Using the job characteristics.pmd 6/30/2005, 10:14 AM392



Eastern Mediterranean Health Journal, Vol. 10, No. 3, 2004 393

2. Critical psychological states: experi-
enced meaningfulness of work (4
items), experienced responsibility of the
work (6 items) and experienced knowl-
edge of the results of the work (4
items).

3. Affective and personal outcomes: inter-
nal work motivation (6 items), growth
satisfaction (4 items), general satisfac-
tion (5 items), work quality (1 item) and
work quantity (1 item). The work ef-
fectiveness perceived by respondents is
obtained by summing the average rat-
ings of nurses’ perceptions regarding
the quality and quantity of their work.

4. Satisfaction with work context: job se-
curity (2 items), pay (2 items), co-
workers (3 items), and supervision (3
items).

5. Growth-need strength. The first subsec-
tion (6 items) determines respondents’
perceptions of how much they ‘would
like’ to have certain attributes and char-
acteristics in their jobs. The second
subsection (12 items) is used to deter-
mine respondents’ perceptions toward
the preferred type of job and is called
‘job choice’.
The questionnaire also included infor-

mation about nurses’: demographic char-
acteristics, including age, total years of
experience and current unit experience.

The questionnaire was translated into
Arabic and tested for content validity by 6
experts: 2 professors from the Public
Health Department at the Faculty of Medi-
cine, 2 professors from the Hospital Ad-
ministration Department at the High
Institute of Public Health, 1 professor from
the Nursing Administration Department,
and 1 professor from the Adult Nursing
Department at the Faculty of Nursing, Uni-
versity of Alexandria.

The reliability of the questionnaire was
tested using the test–retest technique. This
was done by giving the questionnaire to 15
nurses in the selected settings (not included
in the present study), with a time lapse of 1
month. Analysis of the data was done to
estimate the test–retest correlation coeffi-
cient which was 0.52 (P < 0.05). Also, a
pilot study was carried out on 15 nurses
who were working in other hospital units
and any necessary modifications were
made based on the responses.

Data collection and analysis
Official permission for the study was ob-
tained from the medical and nursing direc-
tors at Alexandria Main University Hospital.

Data were collected in a 6-month period
from 1 January to 31 June 2000. The total
number of days absent (i.e. all leave with
permission such as sick, casual and annual
holidays) for each nurse was calculated for
the whole year from 1 January to 31 De-
cember 2000 by reviewing the absence
records in the personnel department at Al-
exandria Main University Hospital.

Data analysis was done using Epi-Info,
version 6.2 and SPSS, version 10 statistical
software packages. Data were presented
using descriptive statistics in the form of
means, standard deviations (SD), frequen-
cies and percentages. In addition, for each
component of the research tool, a mean
percentage score was computed. A score
of ≥ 60% of the mean was considered high,
while a score < 60% was considered low.
In this way, the percentages of nurse scor-
ing above or below average were comput-
ed. Qualitative variables were compared
using chi-squared tests. Whenever the ex-
pected values in one or more of the cells in
a 2 × 2 table was less than 5, the Fisher
exact test was used instead. Pearson corre-
lation analysis (r) was used for assessment
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Table 1 Demographic characteristics of the 3 groups of study nurses utilizing different
methods of patient care assignment

Variable Case assignment (ICUs) Functional assignment
(GCUs)

Professional nurses  Technical nurses Technical nurses
(n = 46) (n = 48) (n = 59)

No. % No. % No. %

Age (years)
< 20 0 0.0 6 12.5 3 5.1
20– 23 50.0 16 33.3 14 23.7
30– 11 23.9 13 27.1 15 25.4
40– 10 21.7 7 14.6 15 25.4
50–60 2 4.4 6 12.5 12 20.3

Total experience (years)
< 5 14 30.4 18 37.7 3 5.1
5– 17 37.0 11 22.9 8 13.6
10– 5 10.9 6 12.5 20 33.9
20– 3 6.5 3 6.3 9 15.3
25– 4 8.7 5 10.4 5 8.5
30+ 3 6.5 5 10.4 14 23.7

Experience in current
unit (years)

< 1 3 6.5 6 12.5 10 17.0
1– 4 8.7 4 3.3 6 10.2
2– 10 21.7 10 20.8 17 28.8
5– 17 37.0 13 27.1 18 30.5
5+ 12 26.1 15 31.3 8 13.6

ICU = intensive care unit; GCU = general care unit.
n = total number of nurses.

of the inter-relationships among various
scores and quantitative personal character-
istics. For multiple group comparisons of
quantitative data, the one-way analysis of
variance test (ANOVA) was used. Multiple-
range Scheffe test was used to discern sig-
nificant differences. For all statistical tests,
significance was considered as P < 0.05.

Results

Demographic characteristics
Table 1 demonstrates that half of the pro-
fessional nurses and one-third of the tech-

nical nurses working in the ICUs were in
the age group 20 to < 30 years. In contrast,
the highest percentage of the technical
nurses working in the GCUs (25.4%) were
in the age groups 30 to < 40 years and 40 to
< 50 years.

Professional nurses working in the
ICUs had more experience (37.0% had be-
tween 5 to < 10 total years of experience)
compared with technical nurses in the
ICUs (37.7% with < 5 years experience).
However, technical nurses working in the
GCUs had the most experience (33.9% had
between 10 to < 20 years total experience).
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Table 2 Nurses’ perceptions toward the different components of the job characteristics model
according to patient care assignment method and category of nurse

Components of model Case assignment (ICUs) Functional Analysis
assignment of variance

(GCUs) (F-value)
Professional Technical Technical

nurses (n = 46) nurses (n = 48) nurses (n = 59)
Mean score ± Mean score ± Mean score ±

 SD SD SD

Core job characteristics
Skill variety   5.7 ± 1.0bc   5.0 ± 1.0c 3.2 ± 0.9 92.93*
Task identity   5.3 ± 0.9bc   4.8 ± 0.8c 3.3 ± 0.9 73.15*
Task significance  6.2 ± 0.8c   5.8 ± 0.8c 4.0 ± 0.9 111.04*
Autonomy   5.5 ± 0.9bc   4.8 ± 0.9c 3.4 ± 0.9 74.40*
Feedback from job itself   4.9 ± 0.9bc   4.4 ± 0.7c 3.8 ± 0.7 26.88*
Motivating potential score 157.1 ± 43.9bc 114.5 ± 41.3c 46.7 ± 22.3 125.45*

Experienced critical psychological states
Experienced meaningfulness of
work 4.0 ± 0.4  4.1 ± 0.7 4.0 ± 0.9 0.31
Experienced responsibility of work  5.1 ± 0.7c   4.8 ± 0.6c 4.1 ± 0.6 32.36*
Knowledge of results  5.0 ± 0.7c  4.7 ± 0.8 4.4 ± 0.6 11.01*
Total  4.6 ± 0.4c   4.4 ± 0.4c 4.0 ± 0.4 36.32*

Affective and personal outcomes
Growth satisfaction  4.6 ± 1.0c   4.4 ± 0.9c 3.9 ± 0.6 10.28*
Internal work motivation  5.1 ± 0.6c   5.0 ± 0.6c 4.2 ± 0.7 27.07*
General satisfaction   4.3 ± 0.6bc  3.9 ± 0.7 3.8 ± 0.7 10.52*
Absenteeisma 31.9 ± 20.8  34.4 ± 18.9 37.0 ± 26.5 0.66
Quality   5.3 ± 0.9bc   4.5 ± 0.7c 4.0 ± 1.0 28.06*
Quantity   5.2 ± 0.4bc  4.4 ± 1.1 4.5 ± 1.0 8.87*
Work effectiveness   5.3 ± 1.0bc  4.6 ± 0.7 4.2 ± 0.8 20.33*
Total   5.0 ± 0.7bc   4.6 ± 0.7c 3.8 ± 0.5 40.26*

Context satisfactions
Satisfaction with job security 3.4 ± 1.2  3.1 ± 0.9 3.1 ± 0.9 2.07
Satisfaction with pay  5.7 ± 0.8c   4.0 ± 1.1c 4.0 ± 1.1 41.58*
Satisfaction with co-workers  4.7 ± 1.0c   4.6 ± 0.9c 3.4 ± 1.1 27.85*
Satisfaction with supervision  5.0 ± 0.9c  4.7 ± 0.9 4.3 ± 0.7 8.91*
Total  4.7 ± 0.7c   4.4 ± 0.6c 3.7 ± 0.6 39.42*

Individual growth-need strength
Would like format    6.0 ± 0.9bc   5.3 ± 0.7c 4.6 ± 0.8 37.04*
Job choice format 3.3 ± 0.6  3.4 ± 0.5 3.2 ± 0.4 1.91
Combined growth-need strength
score    5.3 ± 0.8bc   4.5 ± 0.7c 4.5 ± 0.5 22.82*

aAbsenteeism is mean ± SD number of days absence in the year.
bSignificant compared with technical nurses using case method.
cSignificant compared with technical nurses using functional method.
*P < 0.05.
ICU = intensive care unit; GCU = general care unit.
n = total number of nurses.
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Conversely, length of experience in the cur-
rent units showed a similar profile across
the 3 groups; 37.0% of the professional
nurses in the ICUs compared whith 30.5%
of the technical nurses in the GCUs had 5
years of experience in the current unit,
while 31.3% of the technical nurses in the
ICUs had more than 5 years.

Perception scores for different
components of the model
Table 2 shows the mean ± SD scores in
nurses’ perceptions towards the different
components of the job characteristics
model, comparing the professional and
technical nurses who utilized the case
method of assignment in ICUs and the
technical nurses who utilized the functional
method of assignment in the GCUs. There
were statistically significantly differences
in perception scores between the 3 groups
of nurses for all components of the model,
except for experienced meaningfulness of
work, absenteeism, satisfaction with job
security and job choice.

Table 2 also shows that, compared with
technical (ICU) and functional (GCU)
nurses, the professional nurses working in
the ICUs had the highest mean perception
scores, except for experienced meaningful-
ness of work and job choice (technical
nurses in the ICUs had higher mean scores
for these 2 components).

The technical nurses working in the
GCUs had the highest rates of absenteeism
(mean 37.0 ± 26.5 days absence in the
year) (F = 0.66). No statistical significant
difference could be detected between the
mean perception scores of the technical
nurses using the case method and those
using the functional method of assignment
in relation to knowledge of results, general
satisfaction, quantity, work effectiveness
and satisfaction with supervision.

Above and below average
perception scores
Table 3 shows the percentage of nurses
scoring higher than average (≥ 60% of the
mean perception score) and lower than av-
erage (< 60% of the mean score) on each
component of the job characteristics mod-
el. There were significant differences be-
tween the 3 groups of nurses in the
percentages scoring higher/lower on per-
ceptions for all the different components of
the model (chi-squared test), except expe-
rienced meaningfulness of work, satisfac-
tion with job security and satisfaction with
supervision.

In the core job characteristics section of
the model, the percentage of professional
nurses utilizing the case method who
scored above average ranged from 93.5%
for feedback from the job to 73.9% for
task identity and autonomy. For technical
nurses utilizing the case method the range
was from 87.5% for feedback to 50.0%
for skill variety. For the technical nurses
utilizing the functional method the range
was from 50.8% for task significance to
27.1% for motivating potential score.

In the section on critical psychological
states, the highest percentage of profes-
sional nurses using the case method of as-
signment scored above-average for
experienced responsibility of work
(89.1%), similar to the technical nurses uti-
lizing the same method (81.3%). Signifi-
cantly more nurses utilizing the functional
method of assignment (76.3%) gave a low-
er than average score in this section com-
pared with nurses using the case
assignment method (19.6% of professional
nurses and 33.3% of technical nurses scor-
ing lower than average).

In the section on affective and personal
outcomes, 93.5% of the professional nurs-
es, and 85.4% of the technical nurses utiliz-
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Table 3 Percentage of nurses scoring higher (≥≥≥≥≥ 60%) or lower (< 60%) than the mean score for
each component of the job characteristics model according to patient care assignment
method and category of nurse

Components of model Case assignment (ICUs) Functional χχχχχ2-test
assignment

(GCUs)
Professional Technical Technical

nurses (n = 46) nurses (n = 48) nurses (n = 59)
Higher Lower Higher Lower Higher Lower

% % % % % %

Core job characteristics
Skill variety 76.1 23.9 50.0 50.0 45.8 54.2 10.75**
Task identity 73.9 26.1 68.8 31.3 32.2 67.8 22.74***
Task significance 87.0 13.0 66.7 33.3 50.8 49.2 15.17***
Autonomy 73.9 26.1 56.3 43.8 45.8 54.2 8.43**
Feedback from job itself 93.5 6.5 87.5 12.5 30.5 69.5 59.53***
Motivating potential score 93.5 6.5 77.1 22.9 27.1 72.9 54.84***

Experienced critical psychological states
Experienced meaningfulness of
work 52.2 47.8 54.2 45.8 33.9 66.1 5.47
Experienced responsibility of work 89.1 10.9 81.3 18.8 35.6 64.4 40.26***
Knowledge of results 67.4 32.6 52.1 47.9 33.9 66.1 11.76**
Total 80.4 19.6 66.7 33.3 23.7 76.3 37.83***

Affective and personal outcomes

a) Affective
Growth satisfaction 78.3 21.7 58.3 41.7 20.3 79.7 36.79***
Internal work motivation 93.5 6.5 85.4 14.6 33.9 66.1 51.92***
General satisfaction 67.4 32.6 56.3 43.8 32.2 67.8 13.78**
Total 82.6 17.4 66.7 33.3 22.0 78.0 42.56***

b) Personal
Quantity 82.6 17.4 56.3 43.8 32.2 67.8 26.58***
Quality 82.6 17.4 52.1 47.9 54.2 45.8 11.82**
Work effectiveness 82.6 17.4 60.4 39.6 35.6 64.4 23.62***

Context satisfaction
Satisfaction with job security 13.0 87.0 8.3 91.7 10.2 89.8 0.57
Satisfaction with pay 89.1 10.9 85.4 14.6 49.2 50.8 26.56***
Satisfaction with co-workers 73.9 26.1 66.7 33.3 22.0 78.0 34.19***
Satisfaction with supervision 78.3 21.7 70.8 29.2 59.3 40.7 4.46
Total 82.6 17.4 62.5 37.5 22.0 78.0 40.63***

Individual growth-need strength
Would like format 93.5 6.5 89.6 10.4 69.5 30.5 11.20***
Job choice format 19.6 80.4 10.4 89.6 37.3 62.7 11.20***
Combined individual growth-need
strength score 89.1 10.9 20.8 79.2 40.7 59.3 12.89***

**P < 0.01; ***P < 0.001.
ICU = intensive care unit; GCU = general care unit.
n = total number of nurses.
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Table 4 Correlation between nurses overall score on core job characteristics and other
components of the job characteristics model according to patient care assignment method
and category of nurse

Components of model Case assignment (ICUs) Functional
assignment (GCUs)

Professional nurses Technical nurses Technical nurses
(n = 46) (n = 48) (n = 59)

r r r

Experienced critical psychological
states 0.53* 0.55* 0.08

Affective and personal outcomes 0.63* 0.58* 0.41*
Absenteeism 0.07 0.05 –0.09
Quality 0.25 0.21 –0.001
Quantity 0.06 0.14 –0.21

Work effectiveness 0.17 0.28 –0.10

Context satisfaction 0.50* 0.55* 0.55

Combined individual growth-need
strength 0.06 0.58* 0.12

r = correlation coefficient; *P < 0.05.
ICU = intensive care unit; GCU = general care unit.
n = total number of nurses.

ing the case method, scored above average
for internal work motivation, whereas
those utilizing the functional method per-
ceived work quality as the highest compo-
nent in this section (54.2% scoring above
average).

In the context satisfaction section of the
model, 89.1% and 85.4% of professional
and technical nurses respectively utilizing
the case method scored above average for
satisfaction with pay compared with only
49.2% of technical nurses utilizing the
functional method. For technical nurses
using functional assignment, the highest
percentage scoring above average (59.3%)
was for satisfaction with supervision

In the section on individual growth-
need strength, 93.5% of the professional
nurses and 89.6% of the technical nurses
utilizing the case method of assignment
compared with 69.5% of those utilizing the

functional method of assignment scored
higher than average for the availability of
different characteristics and attributes that
they ‘would like’ in their work.

Correlations between scores for
core job characteristics and other
components of the model
Table 4 presents the correlations between
the nurses’ overall perception scores for
core job characteristics and other compo-
nents of the model. For professional nurses
utilizing the case method, there were signif-
icant positive correlations for experienced
critical psychological states (r = 0.53), af-
fective and personal outcomes (r = 0.63),
and job context satisfaction (r = 0.50). For
technical nurses utilizing the case method,
the same factors showed significant posi-
tive correlations, and also for individual
growth-need strength score (r = 0.58). On
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the other hand, for the technical nurses uti-
lizing the functional method, a positive cor-
relation was founded between the overall
perception scores for core job characteris-
tics and their affective and personal out-
comes score (r = 0.41).

Correlations between overall
perception scores and experience
Table 5 presents the correlations between
nurses’ overall perception scores on differ-
ent components of the model and their age,
total years of experience and years of expe-
rience working in the current unit.

For professional and technical nurses
utilizing the case method of assignment, the
correlations were statistically significant
between each of total years of experience
and years of experience working in the cur-
rent unit and total score on the core job
characteristics section of the model (r =
0.31 and r = 0.32 respectively).

Similarly, for the professional nurses
utilizing the case method of assignment,
there were statistically significant correla-
tions between their scores towards experi-
enced critical psychological states and their
total years of experience and years of expe-
rience in the current unit (r = 0.32 and r =
0.39 respectively). For affective and per-
sonal outcomes, a similar correlation was
revealed between the score for quality of
work and their years of experience in the
current unit (r = 0.31).

Alternatively, for the technical nurses
utilizing the case method, significant nega-
tive correlations were found between each
of age and total years of experience and
overall scores of perceptions towards core
job characteristics (r = –0.39 and r = –0.35
respectively) and experienced critical psy-
chological states (r = –0.40 and r = –0.30).
Similar negative correlations were seen be-
tween the total years of experience and
their scores for perceptions about the qual-

ity and quantity of their performance (r = –
0.30 and r = –0.29 respectively) and com-
bined individual growth-need strength (r =
–0.42).

For the technical nurses utilizing the
functional method, statistically significant
positive correlations were found between
each of their age, total years of experience
and current unit experience and overall per-
ception scores in relation to affective and
personal outcomes (r = 0.38, r = 0.43, r =
0.32), absenteeism (r = 0.47, r = 0.43, r =
0.42), work effectiveness (r = 0.38, r =
0.43, r = 0.32) and context satisfaction (r =
0.26, r = 0.43, r = 0.30). Furthermore, sig-
nificant correlations were shown between
the overall score of their perceptions re-
garding core job characteristics and their
length of experience in the current unit (r =
0.32), and between the overall score of
their perceptions about the quality of work
and their total years of experience (r =
0.39).

Discussion

Studying which characteristics of jobs
make work more interesting and meaning-
ful to employees has received much atten-
tion by organizational researchers in recent
years [19,20]. This could be a result of the
importance of understanding and predict-
ing such outcomes as internal work moti-
vation and job satisfaction, and the
mediating effects of knowledge and skills,
context satisfaction and individual growth-
need strength [21,22].

The present study showed that the pro-
fessional and technical nurses who were
working in the ICUs and utilizing the case
method of assignment scored significantly
higher on their perceptions of experienced
responsibility of work outcomes than nurs-
es who were utilizing the functional method
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of assignment. In addition, the professional
nurses who were utilizing the case method
of assignment scored significantly higher
for the experienced knowledge of result of
their work; however, no significant differ-
ence was detected in relation to experi-
enced meaningfulness of work among the
different categories of nurses. These find-
ings could be attributed to the characteris-
tics of the case method of assignment that
is used in ICUs which enrich the work
through combining tasks, forming work
units, establishing client relationships, ver-
tically loading the job and opening up feed-
back channels [23–25]. ICU nurses who
were utilizing the case method scored sig-
nificantly higher on perceptions of the core
job characteristics than other nurses.

First-line nurse managers are responsi-
ble for managing each inpatient care unit,
including assignment of duties, supervising
and evaluating the performance of the jun-
ior nurses. Re-assigning most of these du-
ties to the more experienced and qualified
professional nurses could enhance the de-
gree to which professional nurses experi-
ence responsibility and knowledge of the
results of their work. However, the domi-
nant role of the medical staff over the nurs-
es, when there are no clear policies and
responsibilities for each group, could lead
to feelings of meaningless of the whole
work for the nurses. These findings are
also supported by the positive correlations
between the overall scores of the core job
characteristics and the experienced critical
psychological states, as well as the relation-
ship between these 2 components and
nurses’ experience, both total and in the
current unit. In this respect, Vestal [16]
stated that attitudes and behaviour are rein-
forced by physicians as well as hospital ad-
ministrators who believe that nurses should
follow doctors’ orders and hospital rules
unquestioningly.

The present study indicates that the
professional and technical nurses utilizing
the case method of assignment scored sig-
nificantly higher than those utilizing the
functional method of assignment on per-
ceptions of internal work motivation,
growth satisfaction and quality of their per-
formance as outcomes of their job. These
findings could be explained by the high per-
ception scores for core job characteristics
and satisfaction with pay and co-workers
for ICU nurses, which are considered as
moderators between these characteristics
and their affective and personal outcomes.
The payment system in the ICUs in the
present study may provide more incentives
for the ICU nurses who are utilizing the
case method of assignment than the others
due to their excessive workload; however,
there are no marked differences in the fi-
nancial rewards between the professional
and technical nurses of the ICUs based on
their educational level and years of experi-
ence. In addition, the case method of as-
signment allocates responsibilities clearly,
which in turn decreases the friction be-
tween nurses and enhances their percep-
tions of satisfaction with co-workers.
These findings are consistent with Rodel,
who explained that individuals who are rel-
atively satisfied with pay, co-workers and
supervision will respond more positively to
an enriched job [13]. Furthermore, when-
ever individuals are satisfied with the work
context, and have attained relatively high
growth-need strength, which is consistent
with the results of the present study, then a
very high level of internal work motivation
would be expected [26,27]. Leonard et al.
[28] and Ingram [29] have explained that it
is the quality and not the quantity of nurs-
ing care that reflects differences in the core
characteristics and effectiveness level of
nursing jobs. However, they have claimed
that it is unwise to generalize this to differ-
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ent professional settings. Contrary to popu-
lar nursing belief, the method used to orga-
nize the delivery of care may have only a
relatively small influence on a particular
nurse’s assessment of her/his job quantity
and quality.

It is obvious that a disparity exists be-
tween the expectations of the different cat-
egories of nurses, based on the skills and
challenges inherent in the work they per-
form. This could explain the high scores of
the professional nurses using case assign-
ment on the critical analysis of the job at-
tributes they ‘would like’. These findings
are supported by Rodel’s explanation that
jobs with high motivating potential create
opportunities for considerable self-direc-
tion, learning and personal accomplishment
at work [13]. Nonetheless, not all individu-
als appreciate such opportunities, even
among nurses who are capable of perform-
ing very competently. In contrast, a posi-
tive correlation was found between the
overall score of the perceptions about the
core job characteristics and the individual
growth-need strength of the technical
nurses only who were utilizing the case
method of assignment.

The present study also reflects the sig-
nificant positive relationship between the
overall perceptions of professional nurses
about the core job characteristics and their
age and years of experience. In contrast,
these relationships were negative for the
technical nurses who were working in the
ICUs. These findings could be explained in
the light of increasing responsibilities, due
to age and advanced educational level, of
professional nurses for management of the
whole inpatient unit, especially in the ab-
sence of the head nurse. Conversely, the
more experienced technical nurses are as-
signed to carry out the paramedical and in-
direct patient care, such as checking
medication storage and writing requisi-

tions, while the newly appointed nurses
carry out an active and direct role in patient
care. Nonetheless, it has been suggested by
Reed [29] that education and experience in
general develop the skills of the nurse to-
wards being more productive and are asso-
ciated with nurses’ positive attitudes
towards their job.

The study also indicated positive corre-
lations between age, total and current unit
experience and some components of the
job characteristics model as perceived by
nurses utilizing the functional method of
assignment in the GCUs. These findings
may suggest that the functional method of
assignment is suitable in terms of the type
and amount of care provided, equipment
and supplies and that these match to a great
extent the qualifications of nurses in these
units especially their increased age and ex-
perience. These findings are supported by
the positive correlation between their over-
all score on core job characteristics and on
affective and personal outcomes. In this
respect, Kivimaki [12] noted that the func-
tional method provides more flexibility in
distributing separate tasks based on the
needs of patients, workload and the nurses
present in term of their personal character-
istics such as their age and experience.
This method could match with the nature
of lower workload in the GCUs than in
ICUs which lead nurses to experience
some achievements in their affective and
personal outcomes and context satisfaction
corresponding to their core job characteris-
tics.

A significant positive correlation was
revealed in the present study between the
rate of absenteeism and the age and years
of experience of nurses utilizing the func-
tional method of assignment. This result
could be explained in the light of increased
age and years of experience of this group
of nurses who are allotted more days of
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absence and it could also be related to low
scores of job satisfaction derived from less
job enrichment experienced among nurses
utilizing the functional method of assign-
ment. According to Hackman and Oldham
[1], changes in jobs that increase internal
motivation might subsequently lead to de-
creased absenteeism for more competent
employees and increased absenteeism for
their less competent co-workers. Any
overall indicator of absenteeism for the
work group as a whole would be mislead-
ing because of the different effects of the
change on the absence rate of the two sub-
groups.

Conclusions

The present study revealed interesting data
that provides partial support for a construct
correlation among the components of the
job characteristics model as applied to
nurses utilizing different methods of patient
assignment. It is of interest to find that the
jobs of ICUs nurses who utilized the case
method of assignment were more enriched
than those who utilized the functional
method of assignment in the GCUs, as re-
flected in their perceptions of all sections
of the model.

Further research is needed into (1) the
motivational effects of job enrichment by
employing case method interventions at the
GCUs where the functional method of as-
signment is utilized; and (2) the effect of
changes in the core job characteristics of

nurses on the quality of patient care provid-
ed.

Recommendations

Based on the findings of this study, the fol-
lowing recommendations are suggested:
• Standard organization screening proce-

dures should be established to match
the skills, abilities and the growth-need
strength of nurses with the require-
ments of the job.

• Nurse managers should enrich the job
of nurses who are utilizing the function-
al method of assignment by rotating
them periodically between ICUs and the
general care units.

• Nurses who are utilizing the case meth-
od of assignment could be given more
responsibility and control over their per-
formance and the ability to take deci-
sions and to use other methods of
patient care assignment (such as the
team and primary care methods).

• Nurse managers should develop and
maintain measurable criteria to assess
the quality and quantity of nurses’ per-
formance.

• Periodical counselling between nurse
managers and nurses should be con-
ducted to discuss their feelings, inter-
ests and views in relation to their job,
and to deal with dissatisfactions, as a
part of the manager’s supervisory role.
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Nursing and midwifery services: strategic directions 2002–2008

The Strategic directions for strengthening nursing and midwifery
services provide an evidence-based framework for action that will
be undertaken by the World Health Organization and its partners to
support countries dedicated to improving the quality of nursing and
midwifery services. There are five key areas requiring intervention:
Human resources planning, Management of personnel, Evidence-
based practice, Education and Stewardship. This document can be
used as a guide for action at the national level and to provide the
basis for future policy dialogue at subnational levels. It consists of
two sections. Part I introduces the strategic directions, key result
areas and objectives with the expected results to achieve them.
Part II discusses how nursing and midwifery services form an inte-
gral part of health services. Further information about nursing and
midwifery services at the World Health Organization can be obtained
at: http://www.who.int/health-services-delivery/nursing/index.htm
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