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Abstract

Objectives: The main aim of the presented study was to check the level of perceived dimensions of work according to Peter Warr’s model of well-
being at work (referred to as the Vitamin Model). The main aim was to verify: a) the non-linear dependency of well-being and the first group of
“vitamins” of the model; and b) the linear dependency for the second group of dimensions of work. Material and Methods: The article presents
the results of research conducted in a Polish automotive production company. The Vitamin TAW Questionnaire was used to diagnose the dimensions
of work. Well-being was measured using the Satisfaction With Job Scale. The analyzes were carried out on a group of 197 people who took part in
the research and represented various departments of the organization. Results: The obtained results allow a partial confirmation of the non-linear
relationship within the dimensions of the first group (for 3 out of 6 characteristics) and a full confirmation of the linear relationship for all dimen-
sions from the second group. Conclusions: The recommendations arising from the research are universal in character and can be used by managers
of various organizations. The results clearly demonstrate the need for reflection, and evidence-based and data driven changes in human resources

management, and the creation of positive environment of work. Int ] Occup Med Environ Health. 2022;35(2):187-98
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INTRODUCTION

In recent decades the concept of well-being, referring to
optimal psychological functioning and experience [1],
has become key in positive psychology. The discussion on
this important concept in psychology and other social sci-
ences has focused on its hedonic and eudaimonic essence
since the first publications by Waterman [2], Diener [3],
Ryft [4], and Seligman [5]. The first approach associates
well-being with happiness, satisfaction, positive emotions
and a lack of negative emotions [1,2,6,7]. In turn, the tra-
dition of eudaimonic well-being is based on the positive
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functioning of people, their development, their perceived
purpose and meaning, and values and cohesion of their
actions [2,4].

In the field of work and organizational psychology, both
the concept of well-being and its varied grasp have been
present since the beginning of research in the field of
positive psychology. The sense of well-being — under-
stood as the optimal functioning and development of
an individual in specific areas, and the balance between
the individual’s personal resources and the requirements

and challenges they face - is of particular importance in
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work settings. In work environments people face chal-
lenges and expectations on a daily basis, at the same time
managing their resources and counting on support from
the organization. Achieving and maintaining well-being
is important from the standpoint of both an individual or
the whole group, and also from that of the organization.
Well-being is associated with work engagement and thus
with greater efficiency [8,9].

While constructing a general model of well-being at
work, other than deciding about its more eudaimonic
or more hedonic character, it is also necessary to con-
sider employees’” personal characteristics in addition to
environmental aspects [10-13]. Classic models such as
the Job Characteristics Model (JCM) by Hackman and
Oldham [14] or the Job Demands-Control (JD-C) model
by Karasek [15,16], taking into account psychosocial and
organizational characteristics of work and their impact on
the mental state of employees (health, well-being, stress
level), assume linear dependencies. They posit the great
importance of work and meaningful feedback (the JCM)
and a high degree of autonomy in decision-making as
well as work autonomy (the JD-C model). On the other
hand, Warr [13,17,18] perceived the relationship between
job characteristics and employee well-being in a slightly
different way. In his Vitamin Model of well-being, he also
assumed curvilinear relationships.

The subject of this article and the research presented
herein is using Warr’s Vitamin Model of well-being to
diagnose a company. As mentioned before, Warr’s model
assumes a more complex dependency, namely non-linear
relationships between well-being and certain dimensions
of work. The term “vitamin” refers to the types of nutri-
ents present in organisms that are necessary for human
and animal functioning. Their presence in the body or
their consumption can only have a positive effect (also
known as a “constant effect”). There are also vitamins
that, with high levels in the body or excess intake, can

produce a negative effect (an “additional decrement”).
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In publications appearing in recent years, 12 job char-
acteristics were taken into account (6 in each of the dis-
cussed groups). The “constant effect” (CE) group inclu-
des: financial compensation, physical security at work,
valued social position, supportive supervision, career
outlook, and equity [17,18]. The “additional decrement”
(AD) group that leads to a decline in well-being due to
excess includes: personal control, opportunity for skill
use and acquisition, demands and goals, variety of work,
transparency of expectations and evaluation, and level of
social contacts.

Warr provided an interesting explanation of the descrip-
tion and diagnosis of features included in the AD group.
He indicated that, while such features in themselves might
be harmful in excess, they may also be strongly associated
with others. This can cause further decline in well-being.
For example, extreme diversity of work in itself overloads
cognitive resources while, at the same time, preventing
the use of skills and employee development.

Warr suggested at least 2 research directions in the de-
scribed area of diagnosing and strengthening employee
well-being. The first is studying the relationship between
psychological characteristics of individuals and those of
work (occupation, workplace, organization), and the re-
sults of employee-work interactions in terms of well-
being. Another research direction concerns the relations
between these job characteristics that are conducive to
well-being and efficiency. Rarely, however, these aspects
of people’s functioning at work are strongly correlated
with each other. Also, rare are findings suggesting that
the planned scope of work, organizational structures pro-
cedures, or interventions in this area bring about an un-
ambiguously positive effect. Changes in the direction of
increasing efficiency may deprive people of a sense of se-
curity, influence, control, or support from their superiors.
On the other hand, introducing high employee autonomy,
improving the level of social relations, or taking other

measures favoring workers’ well-being may - within
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a certain time perspective — come at important costs to
the organization.

Despite these needs and claims, the number of studies
on the Vitamin Model is not very impressive. The avail-
able literature includes papers on model testing in health
professionals in the Netherlands [19,20], students of Ca-
nadian universities employed temporarily [21], Finnish
managers [22], or German horticultural industry work-
ers [11]. Many inconsistencies appeared, probably due
to the context in which the individual studies were car-
ried out, the specificity of the participant groups, various
well-being measurement tools (emotional, cognitive or
based on health indicators), and even different versions
of the Vitamin Model of job characteristics. However, it
should be emphasized that the results provide convinc-
ing evidence of the superiority of non-linear models in
the field of research on occupational well-being and its

causes on the part of certain job characteristics.

MATERIAL AND METHODS

Aim of the study

The main objective of the study was to verify the non-lin-
ear dependency of well-being and the AD group of vitamin
features, and a linear dependency for the CE group of job
characteristic. Warr’s Vitamin Model of well-being [17,18]
was adopted as a starting point for the study. The results
were expected to indicate if the organization was able to
maintain competitive advantage, thanks to the ongoing
response to behaviors and reported employee needs, with-
out the need to carry out specific interventions in the or-
ganization but only based on organizational diagnosis.
The results of the presented studies should answer the fol-
lowing question: What is the relationship between job
characteristics from the CE group and the AD group, and
the level of employee satisfaction?

Referring to that question, the following hypotheses aris-
ing from the assumptions of the Vitamin Model of well-

being at work can be made:

— HI. The further away from the optimum is the level of
job characteristics in the AD group, the lower the level
of well-being (a non-linear dependency).

— H2. The higher the level of job characteristics in the CE
group, the higher the level of well-being level.

This direction of the relationship between the analyzed

variables is consistent with the concept of positive or-

ganization scholarship, which in its assumptions refers,
among other things, to the findings of positive psychol-
ogy [23]. In this approach, the growth of the organiza-
tion is based on the development and implementation
of strategic activities aimed at changing and improving
the company’s functioning. Particular emphasis is placed
on internal human factors within the organization, aimed
at ensuring and increasing the level of employee well-be-
ing. Changes introduced in the organization, and more
specifically in the human resources policy, should aim at
changing the perception of job characteristics by employ-

ees, and thus influencing their well-being at work [23].

Procedure and methods

Paper questionnaires were used in the study (see below).
The participants filled them out in groups in a conference
room provided by the organization. Completed question-
naires were deposited in special boxes accessible only to
the researchers.

The employees were assured that their individual answers
were confidential. Full anonymity could not be guaran-
teed, as a comparison of results from 2 measurements
was necessary. Under these conditions, employees agreed
to participate in the study. Consent was expressed by join-
ing the study. Those employees who did not agree to such
a procedure did not complete the questionnaires.

The described study was conducted as part of a com-
mercial project. It was commissioned by a company
that was not expected to be approved by the research
ethics committee. Consequently, the procedure was

consulted in a less formal way with the university’s
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research ethics committee. However, no written deci-
sion was made. The principal job characteristics were
measured using the Vitamin TAW Questionnaire. This
questionnaire was constructed at the request of TAW
Polska, which is the owner of the property rights of this
tool. Therefore, the name of the questionnaire includes
the name of the company [24]. This tool is based on
the theoretical assumptions of Warr’s Vitamin Model
of well-being. The questionnaire consists of 12 scales
which form 2 groups: AD (the “additional decrement”
job characteristics) and CE (the “constant effect” job
characteristics).

Dimensions in the AD group

The following dimensions are used in the AD group:

— Personal control (PC) (a = 0.78) - the scope and free-
dom of decisions made by an employee concerning
their work, the manner and time of its performance
and selection of co-workers, as well as the level of per-
sonal influence of the employee on the results of their
tasks.

— Demanding supervision (DS) (a = 0.79) - the ongoing
employee supervision by superiors and the evaluation
of their tasks based on negative feedback and error
tracking.

— Work diversity (WD) (a = 0.84) - the level of diversi-
fication (repetitiveness vs. variety) of tasks, methods
and places of their execution, flexibility of thinking
and employee behavior.

— Workload (WL) (a = 0.77) - feeling tired due to work
overload, task difficulty and responsibility for task ex-
ecution.

— Social contacts intensity (SCI) (a = 0.83) — the frequen-
cy and quality of the employee’s interpersonal contact
with others in the context of their work, e.g., co-work-
ers, supervisors, clients.

— Development and evaluation (DE) (a = 0.93) — the im-

portance that employees believe an organization at-
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taches to their own development, using their potential
as well as the organization’s involvement in career path

planning.

Dimensions in the CE group

The following dimensions are used in the CE group:

— Supportive supervision (SS) (a = 0.86) - employees’
relationships with their superiors based on diverse
feedback from results and work methods, the readi-
ness and willingness of supervisors to provide support
and assistance, and their knowledge of employees’
strengths and weaknesses.

— Sense of security in organization (SS0) (a = 0.79) - ef-
forts of the organization to ensure the physical safety
of its members and the environment, and provid-
ing employees with a sense of dignity, and respect of
the organization for their own rights.

— Financial compensation (FC) (a = 0.82) — the level of
satisfaction with financial remuneration, as well as
transparency and fairness of the remuneration policy
in the organization.

— Significant social position (SSP) (a = 0.75) - the pur-
pose and usefulness of work for others and the organi-
zation, the importance and prestige of the professional
role, and a sense of being noticed by others in the or-
ganization.

— Organizational ethics (OE) (a = 0.78) - involvement
of the organization in respecting standards and ethi-
cal principles related to risk avoidance, striving for fair
and just practices in the organization.

— Career prospects (CP) (a = 0.80) - the clarity of the or-
ganization’s career planning policies and knowledge
of the conditions of promotion and pay, as well as
the personal influence of employees on shaping their
OWn careers.

The Vitamin Model of well-being theoretically assumes

simply different diagnostic methods for the 2 described

vitamin groups (job characteristics). Therefore, when
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constructing the questionnaire — from the very begin-
ning - different methodologies were adopted for its
2 parts: for the response scales, as well as for formulation
of the instruction and the individual scale items.

The optimal level of the 6 characteristics included in
the AD group should oscillate around zero as both high
and low levels of job characteristics can cause various
types of discomfort to employees and reduce their well-
being at work. The AD part includes a 7-point scale,
from -3 (“actually does not exist”) to +3 (“takes up too
much of my time”), with 0 in the middle as the optimal
point. The participant’s task was to respond to statements
concerning various aspects of their job and select a point
along the scale. Thus, for example, the employee was
asked to complete the following statement: “I believe that
social interaction at my workplace... ”

The CE group includes such job characteristics the levels
of which should be as high as possible. They are deter-
mined using a 7-point agreement scale (from 1 - “I fully
disagree” to 7 - “I fully agree”) with the items formulated
as affirmative sentences describing various aspects of
participants’ work, e.g., “I know what my future career
development prospects are in my company.’

The questionnaire was tested in 2 different organizations
in the same year. The reliability and validity indicators of
the tool were found to be satisfactory [24].

Employee well-being was measured using the Satisfac-
tion With Job Scale [25] which includes 9 items related to
satisfaction components such as: co-workers, superiors,
working hours, type of tasks, etc. (a = 0.78). Respondents
determine their level of satisfaction with particular cat-
egories on a scale from -5 to +5. The negative values refer
to the level of dissatisfaction and the positive values to
the level of satisfaction. The scale also includes value 0 for
the neutral level. The questionnaire was used in a number
of studies where the level of job satisfaction was deter-
mined [26,27]. The scale showed a satisfactory level of
reliability and validity.

Description of the sample

Overall, 71.1% of the organization’s employees partici-
pated in the survey (197 out of 277 people). Of those,
169 people worked in the production department and
28 worked in the administration department. The major-
ity of the respondents (N = 146) were men. Women repre-
sented a small percentage of the group (N = 40, 11 miss-
ing data). The age of the respondents ranged 20-60 years
(M+SD 34.61+11.21, 13 missing data). The years worked
in this organization ranged 1-5 (M%SD 2.25+2.14,
20 missing data). Secondary and vocational education
was predominant (66.9%). The rest of the respondents
had either higher (28%) or primary education (5.1%).

RESULTS

Relationship of work satisfaction

and the job characteristics

It was considered whether, as the Vitamin Model of well-
being assumes, the image of job characteristics from the
2 groups is related to the level of employee well-being
in different ways [17]. Thus, analyses of the relationship
between work satisfaction (a well-being measure) and
the results of the Vitamin TAW Questionnaire were car-
ried out.

Firstly, the analysis of the correlation between the level of
satisfaction and the evaluation levels of job characteris-
tics in the AD and CE groups (Table 1) was performed.
As can be seen from Table 1, the job characteristics in
the AD group are very weakly linked to the level of sat-
isfaction experienced by the employees. The majority of
these correlations are positive, with Workload constitut-
ing an exception. Such correlations may indicate a very
weak relationship or a different form of relations.

The correlation matrix for the job characteristics in
the CE group indicates that all the characteristics are pos-
itively related to the level of perceived satisfaction. In ad-
dition, these relationships are strong. The only exception

is Sense of security in organization, where the correlation

1JOMEH 2022;35(2)
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Table 1. Relationship of job satisfaction with the level of job characteristics
in the “additional decrement” (AD) and “constant effect” (CE) groups —

197 employees involved in the Polish automotive production

company study, 2016—-2017

Dimension p’
The AD group
Personal control 0.188*
Demanding supervision 0.034
Work diversity 0.172*
Workload -0.203**
Social contacts intensity 0.184*
Development and evaluation 0.202%*
The CE group
Supportive supervision 0.610**
Sense of security in organization 0.212%*
Financial compensation 0.637**
Significant social position 0.492%*
Organizational ethics 0.520**
Career prospects 0.566**
? Pearson’s correlation.

*p <0.05;%p<0.01.

coefficient is relatively low. Still, its level of significance is
very high.

Very weak relationships between the job characteristics
in the AD group and the level of satisfaction as well as
the assumption of a non-linear relationship for these vari-
ables (indicated in H1) require additional analysis. While
verifying this hypothesis, a number of regression analy-
ses were carried out in order to identify the non-linear
relationship that would best describe the relationship be-
tween the level of job satisfaction and the evaluation of
each of the 6 job characteristics of the AD group.

Table 2 shows the statistics verifying data fit for 3 models:
linear, quadratic and cubed. Other models (e.g., S-curve,
exponential or logistic models) could not be taken into
account as the results of the job satisfaction variable in-
clude negative values.

As shown in Table 2, in the following 3 cases: Personal

control, Demanding supervision and Workload, the data
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fit better with the non-linear model than with the linear
model.

In the case of Personal control, all 3 models fit the data,
but the coeflicients of determination R* achieve signifi-
cantly higher values for the quadratic and cubic models.
In this case, the cubic model has the best fit (R?> > 0.5).
On the other hand, the linear model for Demanding su-
pervision does not fit the data at all. The other 2 models
fit, with R? at a very similar level. The empirical data fit
all 3 models also in the case of Workload, but the deter-
mination coefficients were higher (both at a similar level
>0.2) for models indicating a non-linear dependency.
Figure 1 illustrates these relationships graphically. Each
chart, apart from empirical data, shows curves represent-
ing the 3 models.

As shown in the figure above, the distribution of results
is similar to the inverted “U-shaped” line. This confirms
the assumption of the Vitamin Model of well-being that
too low and too high levels of the AD group characteris-
tics are related to poor well-being of employees. However,
this statement refers to only 3 of the 6 job characteristics in
the AD group. For the other characteristics, the scattering
of empirical results is ambiguous and the values of deter-
mination coefficients are at a too low level to draw any con-
clusions about similarity to any model of dependencies.
Although the analysis of the correlation of job satisfac-
tion with the CE group of job characteristics confirmed
a significant and high level of a positive relationship, an
analysis was done to determine whether the distribution
of empirical data was a reflection of the linear relation-
ship between variables. Therefore, for each job character-
istic, a variance analysis was performed to check the fit
of the linear model. Table 2 shows the obtained results,
which confirm the linear relationship of all CE group job
characteristics with job satisfaction. Therefore, in accor-
dance with H2, it can be stated that the higher the em-
ployees evaluate these job characteristics, the more satis-

faction they derive from work.
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Table 2. Models summary — relationships of the job satisfaction and job characteristics in the “additional decrement” (AD) and “constant effect” (CE) groups —
197 employees involved in the Polish automotive production company study, 2016—2017

Job satisfaction/characteristics Models summary Parameter estimate
relationship R F df1 df2 p constant b1 b2 b3
The AD group

Personal control

linear 0.265 85.114 1 195 0.000 14.617 2.092

quadratic 0.446 94.487 2 194 0.000 18.617 0.182 -0.234

cubic 0.582 108.471 3 193 0.000 24.752 1.301 —0.499 —0.024
Demanding supervision

linear 0.001 0.273 1 195 0.602 12.022 0.148

quadratic 0.247 38.491 2 194 0.000 18371 -0.621  -0.279

cubic 0.284 30.954 3 193 0.000 19.737 0.487 -0351  -0.015
Work diversity

linear 0.032 71.768 1 195 0.006 6.954 0.476

quadratic 0.032 3.927 2 194 0.021 7.371 0.455 -0.005

cubic 0.036 2.893 3 193 0.036 7.576 0.683 -0.012  —0.001
Workload

linear 0.094 24.596 1 195 0.000 21715 1745

quadratic 0.259 41.087 2 194 0.000 2.1 1.290 -0.436

cubic 0.261 27.484 3 193 0.000 22.809 1.156 —0.487 0.006

Social contacts intensity

linear 0.060 15.110 1 195 0.000 9.687 1.136
quadratic 0.063 7.885 2 194 0.000 9.365 1.423 0.033
cubic 0.064 5328 3 193 0.001 9.794 1.471 0.003 -0.002

Development and evaluation

linear 0.097 25476 1 195 0.000 13.098 1.073
quadratic 0.100 12.996 2 194 0.000 13.229 0.807 -0.021
cubic 0.101 8.744 3 193 0.000 14.023 0.739 -0.061 -0.002

The CE group (only linear analysis)

Supportive supervision 0.261 83.446 1 195 0.000 -23.160 1.113
Sense of security in organization 0.176 50.421 1 195 0.000 -33.188 1.212
Financial compensation 0.230 70.499 1 195 0.000  -21.640 1.082
Significant social position 0.203 60.037 1 195 0.000 -25.207 1.164
Organizational ethics 0.215 64.550 1 195 0.000 -28.412 1.600
Career prospects 0.223 67.843 1 195 0.000 —-13.555 1.504

1JOMEH 2022;35(2) 193
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Figure 1. Relationship between job satisfaction and a) Personal control, b) Demanding supervision, and c) Workload in 197 employees involved

in the Polish automotive production company study, 2016—2017

DISCUSSION

The main issue analyzed in this project was the verifica-
tion of assumptions of the curvilinear nature of the rela-
tionship between well-being and some of the job char-

acteristics of the Vitamin Model. Analyses have shown
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that the non-linear relationship can be confirmed for 3 of

the 6 characteristics from the first group: Personal control,

Demanding supervision and Workload. The other 3: Work

diversity, Social contact intensity, Development and evalua-

tion do not show such a relationship. Perhaps the employ-
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ees of the tested — after all production - organization do
not experience very different levels of these job character-
istics. From an interview with an employee of the human
resources department, it is known that in this company
production workers have some influence on the organiza-
tion of their working time (e.g., the schedule in a month),
but they have no influence on diversifying their work. This
may be one of the reasons why the distributions of scores,
e.g., for the Personal control and Work diversity difter in
terms of their relationship with job satisfaction.

Another reason for the lack of a clearly non-linear rela-
tionship with satisfaction for some scales in the AD group
may also be the low importance of these characteristics for
the respondents. It is worth quoting here data from another
study conducted in the same company (not yet published),
in which employees estimated the subjective importance of
the 12 job characteristics of the Vitamin Model. The results
can be compared using the dominants obtained for each of
the scales. The lower the value of the dominant, the more
important this scale is for the respondent. The dominants
are set to 1 for Personal control, and to 2 for Demanding
supervision and Workload, while in the case of Work diver-
sity, Social contact intensity, and Development and evalua-
tion they are set to 11, 7 and 8, respectively. A significant
difference in the importance of the scales can thus be no-
ticed. The more important ones have a curvilinear rela-
tionship with satisfaction and the less important ones do
not correlate so clearly with job satisfaction. Taking into
account the above-mentioned explanations, it can be as-
sumed, however, that to some extent the hypothesis about
the non-linear relationship of job characteristics in the AD
group with job satisfaction has been confirmed.

The obtained results cannot be explained on the basis
of classic models such as the JCM by Hackman and
Oldham [14] or the JD-C model by Karasek [15,16], which
was also mentioned in the first part of the article. It is
worth noting, however, that in the modified Job Demand-
Control-Support model (JD-C-S) by Karasek and Theo-

rell [28], there is an area directly related to resources. Sup-
port, understood as social support available in an organi-
zation, can be treated as a kind of organizational resource
after all. In the Vitamin Model, one can find the Supportive
supervision dimension related to the support provided by
the manager. However, since the remaining job character-
istics of the CE group can also be treated as other kinds of
resources (not as a support), the most relevant theoretical
model seems to be the JD-C model [2].

It can, therefore, be assumed that the job characteristics
whose level - too high or too low - is associated with dis-
satisfaction and stress, as well as other negative conse-
quences, represent demands at work. On the other hand,
these features — which bring more positive effects when
their levels are higher — represent job resources which
help meet the demands of the job. The example of asso-
ciated (similar) characteristics from 2 different groups,
i.e., demanding and supportive supervision, shows that
the first type can hardly be considered a resource. Work-
ers often have to cope with this type of supervision, rather
than use it in terms of assistance and support. Supportive
supervision, on the other hand, is a characteristic of work
and superiors which does not need to be dealt with, as it
helps at work and builds employee’s resources.

The results obtained for the CE group are not surprising
and they fully confirm the theoretical assumptions. All
job characteristics in this group support a high level of
job satisfaction. Undoubtedly, in the context of the JD-R
model [28,29], each of these features can be treated as an
organizational resource. From the practical point of view,
the conclusion of these results is very simple. Since one
cannot overdose on these characteristics, the organization
should always strive to improve these work features. Even
if they are at a high level, maintaining or even further in-
creasing the intensity of the features from this group will
have a positive impact on the well-being of employees.
Moreover, it should be noted that the mechanisms of

impact of particular job characteristics (“vitamins”)

1JOMEH 2022;35(2)
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are probably varied and do not have to be universal.
The effect of vitamins on well-being at work can vary
greatly depending on the industry, organizational cul-
ture, and even the management style of leaders in these
organizations. Is it possible that, in some special cases,
the job characteristics from the AD group lose their spe-
cific character and enter into a linear relationship with
measures of well-being at work? This is, of course, a very
bold thesis, but probably worth considering. This state-
ment is, by all means, hypothetical. The research was
conducted in an automotive company and the results
cannot be generalized. However, this is some contribu-
tion to further research that could verify the universality
of the Vitamin Model. The confirmation of this thesis re-
quires a lot of research conducted in various industries.
Only then would it be possible to objectively verify this
model.

It is also worth considering the role of the subjective im-
portance of particular job characteristics for employees
in the organization. Perhaps it, but not the industry itself,
can modify the relationship between a given job char-
acteristic and a measure of perceived well-being. It may
be worth considering a study procedure involving such
a variable (subjective meaning) as a mediator or mod-
erator of the relationship between job characteristics and
well-being.

In the analyzed case (a specific organization from the au-
tomotive industry), most of the respondents belonged to
the group of production and administrative employees.
In this type of work, development, career, autonomy,
variability and work creativity are relatively limited.
In the case of people working in a creative, variable, au-
tonomous way (e.g., in creative business, IT and others),
the structure of the relationship between the characteris-
tics of work and the well-being of employees could turn
out to be different. Thus, the universality of the model
may be limited and it may be much more interactive

in the sense of the relationship between the objective

IJOMEH 2022;35(2)

nature of work and the industry, employees’ perception of
the job characteristics in a specific organization and their
well-being. However, it should be emphasized that even
taking into account the influence of the contextual factors
mentioned above, the Vitamin Model of job characteris-
tics is undoubtedly related to job satisfaction. Therefore,
diagnosing the job characteristics assessed by employees
can be extremely useful in enhancing their well-being.
However, it requires a committed and responsible atti-
tude, and often also action (intervention) on the part of

the management.

CONCLUSIONS

Currently, the need to ensure the well-being of em-
ployees seems obvious in the perception of people as
the crucial resource of organizations. Moreover, many
results of the research suggest also an equal importance
of this mental state of employees for the functioning of
the entire organization. Meta-analysis of various research
carried out in this context [8] shows that the well-being
of employees contributes to a more effective use of work-
ing time, increased quality of work, better interpersonal
relationships at work, less frequent and better resolved
conflicts, loyalty to the employer, civic attitude towards
the organization, increased organization’s innovation,
customer satisfaction, less employee turnover, less work
absences, and safer work.

Since the well-being of employees brings so many ben-
efits to the organization, actions aimed at raising and
nurturing the well-being of its employees should become
the norm. It seems that the results and conclusions given
above can help achieve this goal in many different orga-
nizations.

The research presented above shows that the assessment
of job characteristics by employees is significantly relat-
ed to their satisfaction. More detailed knowledge, such
as that which results from this research, goes beyond

the simple postulate of creating a “good and friendly
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workplace” Leaders should focus on specific charac-
teristics of work that may be significant and where
changes could increase job satisfaction (e.g., supportive
supervision). At the same time, leaders should put in
significantly less effort or even ignore actions that are
irrelevant or may reduce employee satisfaction (e.g., ex-
cessive work diversity). It should also be stressed that
the hypothesis of spontaneous, natural development
of the organization towards a positive organization is
strongly influenced by many assumptions and condi-
tions, also external (e.g., market-based). Therefore, it
seems advisable that repeated measurement studies be
carried out in projects with the use of specific interven-
tions or other significant changes in the organization
itself or its environment.

These results clearly demonstrate the need for reflection,
as well as evidence-based and data-driven changes in
human management and the creation of positive organi-
zations, including changes that are better tailored to par-

ticular needs of specific worker groups.

Limitations

The basic limitation of the presented research is the anal-
ysis of only one organization. Moreover, in this type of
company, employees have a very different scope and con-
tent of work, depending on the department in which they
are employed and their role in the organization (i.e., man-
agerial or not managerial). Other analyses, carried out in
this company as part of a larger project, showed signifi-
cant differences in the image of job characteristics and
well-being levels between employee groups based on
work content and the role within the organization. In ad-
dition, the job characteristics evaluation profile given by
employees is probably quite specific to the industry itself,
and the type and culture of an organization. Compara-
tive analyses of organizations across different industries,
types and cultures of organizations would, therefore, be
highly recommended.
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