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affective job attitudes
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Ute R. Hülsheger
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Peter M. Muck and Günter W. Maier
University of Bielefeld, Bielefeld, Germany

The present study examined the differentiated relationship between core self-
evaluations and affective job attitudes. In previous research, job characteristics
were proposed to mediate this relationship. However, the facets of the job
characteristics model have not yet been assessed separately. In the present
study we tested which job characteristics (i.e., skill variety, task identity,
task significance, autonomy, and feedback) mediate the relationship between
core self-evaluations and job satisfaction as well as organizational
commitment in a sample of 199 employees. Results revealed that core self-
evaluations were related to job satisfaction and organizational commitment.
Task significance was found to mediate these relationships. These findings are
discussed with respect to the level on which people regulate their actions.

Keywords: Core self-evaluations; Job satisfaction; Organizational
commitment; Job characteristics; Task significance; Action identification.

In recent years a lot of research has been dedicated to the dispositional
source of affective job attitudes. Since the work of Staw and colleagues
(Staw, Bell, & Clausen, 1986; Staw & Ross, 1985), researchers mostly agree
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that personality or dispositions affect job attitudes, especially job satisfac-
tion (Brief & Weiss, 2002; Judge & Larsen, 2001). A variety of traits has
been discussed as dispositional sources of job satisfaction, e.g., positive and
negative affect (Connolly & Viswesvaran, 2000; Cropanzano, James, &
Konovsky, 1993; Thoresen, Kaplan, Barsky, Warren, & de Chermont, 2003;
Watson & Slack, 1993) or dimensions of the five-factor model of personality
(Judge, Heller, & Mount, 2002). One trait recently linked to job satisfaction
was core self-evaluations (Judge, Locke, & Durham, 1997). Core self-
evaluations are a higher order construct that refers to the appraisals people
hold about themselves. The relationship between core self-evaluations and
job satisfaction has been confirmed in a wide range of studies (for a review,
see Bono & Judge, 2003). Research has also shown that people with high
core self-evaluations are more satisfied because they hold jobs comprising
intrinsically motivating job characteristics (Judge, Bono, & Locke, 2000;
Judge, Locke, Durham, & Kluger, 1998). However, in previous studies
intrinsic job characteristics were not treated as separate facets, but as a
composite factor. Furthermore there are studies that showed relationships
between different personality traits and organizational commitment.
Yet, until now, no study has directly investigated the relationship between
core self-evaluations and this important job attitude. Therefore, the
purpose of this study was twofold: First, the mediation between core
self-evaluations and job attitudes was expanded by a differentiated
investigation of intrinsic job characteristics. Second, the influence of core
self-evaluations on affective job attitudes was extended to organizational
commitment.

CORE SELF-EVALUATIONS

Nearly 10 years ago, Judge and colleagues (1997) introduced a higher order
personality construct related to job satisfaction: core self-evaluations. Core
self-evaluations are defined as ‘‘fundamental evaluations that people make
about themselves, their worthiness, competence, and capability’’ (Judge,
Bono, Erez, & Locke, 2005, p. 258). This construct is a broad personality
concept that encompasses four dispositional traits: neuroticism, self-esteem,
self-efficacy, and locus of control. Judge and colleagues argue that these
specific traits are self-evaluative, fundamental, and broad and form a higher
order factor (Judge, Erez, Bono, & Thoresen, 2002). Although core
evaluations do not only relate to the self, but also to appraisals of the
world and of others, research has shown that the evaluations of the self are
the most relevant (Judge et al., 1998). As core self-evaluations define how a
person sees her- or himself, they also affect how a person perceives and
assesses situations, a process referred to as emotional generalization
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(Judge et al., 1997; Packer, 1985). A person who has a positive self-appraisal
(high self-esteem), believes in his own performance capacity (high self-
efficacy), has a positive view of the world as well as a low tendency to focus
on negative aspects of the self (low neuroticism or high emotional stability),
and believes to have control about events in one’s life (high internal locus of
control) will tend to assess a situation more favourably. Judge and
colleagues (1997) stated that this process does not only affect job
satisfaction, but also other affective attitudes as well as any situationally
specific appraisal. Findings suggest that individuals with positive core self-
evaluations are more satisfied with their job (Bono & Judge, 2003) and their
life (Judge et al., 1998). However, core self-evaluations are not only related
to job attitudes but also to actual job performance (Bono & Judge, 2003;
Judge & Bono, 2001), objective career success (e.g., salary or promotions:
Kesting, Stumpp, Hülsheger, & Maier, 2006), and health (e.g., burnout:
Best, Stapleton, & Downey, 2005).

CORE SELF-EVALUATIONS AND JOB
CHARACTERISTICS

But how could the effect of core self-evaluations on job satisfaction be
explained? Judge et al. (2000) shed light on the relationship between core
self-evaluations and job satisfaction by investigating job characteristics as a
potential mediator. In the job characteristics model (JCM), five job
characteristics (i.e., skill variety, task identity, task significance, autonomy,
and feedback) are described which impact intrinsic work motivation
(Hackman & Oldham, 1976). Job satisfaction is an outcome of tasks
characterized by these characteristics. There is substantial empirical
evidence that the effect of core self-evaluations on job satisfaction is
mediated by perceptions of intrinsic job characteristics (Judge et al., 1998,
2000). Individuals with positive self-evaluations perceive their jobs as more
challenging and this in turn makes them more satisfied with those jobs.
Besides this effect of an enriched task perception, Judge et al. (2000) showed
that people with high core self-evaluations gravitate towards more complex
and enriched jobs. However, job complexity (derived from job titles) failed
to mediate the relation between core self-evaluations and job satisfaction
(Judge et al., 2000). In addition to the direct effect of core self-evaluations on
job satisfaction, Judge et al. (1997; see also Dormann & Zapf, 2001)
suggested two possible mediation models: First, an effect through the
perception of job characteristics (perception mediation model) or second, an
effect through actions people perform as a result of their core self-
evaluations (action mediation model). The action model comprises changing
the task as well as changing the job (Frese, Garst, & Fay, 2007). It has been
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shown that the direct effect model, as well as both mediation models, is
appropriate (Judge et al., 1998, 2000). Therefore, different findings and
theories suggest different underlying processes of mediation, based either on
perception or action.

However, it remained unanswered which specific facets of intrinsic job
characteristics mediate the effect of core self-evaluations on job satisfaction.
In contrast to the five-factor structure of the JCM proposed by Hackman
and Oldham (1976, 1980), Judge et al. (1998, 2000) aggregated job
characteristics to form one factor. This is supported by Loher, Noe,
Moeller, and Fitzgerald (1985), who stated in their meta-analysis that job
characteristics are more an indicator of job complexity rather than of
specific job characteristics (see also Dunham, 1976). On the other hand, the
multidimensionality of job characteristics has been confirmed in a meta-
analysis by Fried and Ferris (1987), and findings of recent studies are based
on the proposed five-factor structure (e.g., Oliver, Bakker, Demerouti, & de
Jong, 2005).

Furthermore, differential relationships of job characteristics and dis-
positions were found. Saavedra and Kwun (2000) for example reported
unique effects of the different job characteristics on affect. Additionally,
Cohrs, Abele, and Dette (2006) demonstrated that job characteristics
differentially mediate the relation between personality traits and job
satisfaction. But how do core self-evaluations affect the different job
characteristics?

People with low core self-evaluations can be expected to perceive less
autonomy because of their external locus of control (perception mediation
model). Thus, they do not recognize their tasks as controllable by themselves
even if they fall into their responsibility. As another core trait, neuroticism
might also effect the perception of autonomy. With depression as a major
facet of neuroticism (Costa & McCrae, 1992), Alloy and Abramson (1979)
showed that depressed students made more accurate judgements about their
control in an uncontrollable experimental task. Nondepressed students
overestimated the degree of control. Furthermore, Cohrs et al. (2006)
reported a negative relationship between neuroticism and the perception of
autonomy. Thus, low core self-evaluations should lead to perceptions of low
autonomy, which in turn lead to low job attitudes. The link between core
self-evaluations and autonomy is not restricted to the mere perception of
autonomy. Referring to the action mediation model, people with high core
self-evaluations may also change their work environment by fostering their
latitude, comparable to people with high personal initiative (Frese et al.,
2007).

The action mediation model could also apply to the effect of core self-
evaluations on getting feedback from the job: People with an internal locus
of control are more active in terms of seeking feedback and more cognitively
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alert to environmental cues (Perrewé & Mizerski, 1987). Furthermore,
research from organizational socialization has shown that self-efficacy is a
positive predictor of feedback-seeking behaviour (Gruman, Saks, & Zweig,
2006), as is self-esteem (for a review, see Pierce & Gardner, 2004). Given that
feedback seeking is related to getting feedback, people with high core self-
evaluations can be expected to receive and perceive more feedback than
people with low core self-evaluations.

A perception-based explanation could account for the mediation through
task significance. Action identification theory posits that successful actions
are identified on a higher level than unsuccessful actions (Vallacher, Wegner,
& Frederick, 1987). According to Vallacher et al., actions on higher levels
(e.g., ‘‘writing an essay’’) are perceived as more meaningful than low level
actions (‘‘typing on a keyboard’’). It can therefore be expected that people
with high self-efficacy have a dispositional tendency to identify their actions
on a higher level. People with high self-efficacy believe in their own
performance capacity and might therefore judge their future actions as more
successful. Thereby, they might perceive their tasks as more meaningful to
others. A first clue about the relationship between self-efficacy and task
significance was found by Jex and Bliese (1999), who report a strong
correlation of these constructs.

From an action-related perspective regarding the relation between core
self-evaluations and task identity it can be expected that people with high
core self-evaluations strive for more challenging and thus more responsible
tasks. For example, Sadri and Robertson (1993) meta-analytically confirmed
the link between self-efficacy and choosing challenging goals. In jobs
involving high responsibility, a person attends to a task from the beginning
to the end and thus perceives the task as holistic.

The perception of task variety also has a link to personality as
Münsterberg (1912) claimed. He stated that the perception of monot-
ony—the ultimate result of low skill variety—seems to be more effected
by dispositions than by the kind of job. This assumption was confirmed
for self-esteem in several studies finding a negative relationship
between self-esteem and monotony (e.g., Kivimäki & Kalimo, 1996).
Consequently, people with high core self-evaluations will perceive more skill
variety (perception mediation model) than people with low core self-
evaluations.

In sum, there are various theoretical ways that job characteristics
might mediate the relationship between core self-evaluations and job
satisfaction. With the knowledge of a differentiated mediation by job
characteristics, we gain insight into the underlying process of
mediation. Thus, it is important to know if the common core of job
characteristics accounts for that mediation or if particular facets mediate the
relationship.
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CORE SELF-EVALUATIONS AND
ORGANIZATIONAL COMMITMENT

Research on the relation between core self-evaluations and job-related out-
comes has predominantly focused on job satisfaction. The link to other job
attitudes, such as organizational commitment, has not been investigated so
far. Apart from job satisfaction, organizational commitment is one of the
most frequently studied job attitudes in industrial and organizational
psychology (Mathieu & Zajac, 1990). Affective organizational commitment
refers to the extent to which a person is emotionally attached to his or her
organization. Although job satisfaction and affective organizational
commitment are highly correlated, these two attitudes are distinct (Maier
& Woschée, 2002; Mathieu & Farr, 1991). Whereas job satisfaction refers to
the quality of one’s work, organizational commitment focuses on the
organization. Organizational commitment has a positive influence on a wide
range of attitudes and behaviours that are beneficial to the organization. For
example, people with high organizational commitment show lower intention
to leave (Riketta & van Dick, 2005). It is particularly important for
organizations with expansive human resource development projects that
employees stay with the organization. Furthermore, affective organizational
commitment has significant relationships with performance and organiza-
tional citizenship behaviour, as recent meta-analyses have shown (Riketta,
2002; Riketta & van Dick, 2005). Therefore, it is important not only to study
why people are satisfied with their job, but also why they feel attached to
their organization.

Although the relation between core self-evaluations and organizational
commitment has not been addressed explicitly so far, previous studies and
meta-analyses that investigated the core traits and organizational commit-
ment give a sense of the relationship. In their meta-analysis, Thoresen et al.
(2003) found a moderate but generalizable negative relationship between
neuroticism and organizational commitment. Mathieu and Zajac (1990)
showed in their meta-analysis that one antecedent of organizational com-
mitment is perceived personal competence, a construct closely related to self-
efficacy. A number of studies report positive relationships between internal
locus of control and affective organizational commitment (e.g., Coleman,
Irving, & Cooper, 1999). These results were confirmed in a recent meta-
analysis (Ng, Sorensen, & Eby, 2006). Regarding the fourth core trait, self-
esteem, a number of studies report a significant positive relation between
organization-based self-esteem (a more specific aspect of self-esteem) and
organizational commitment (for a review, see Pierce & Gardner, 2004).
Thus, a lot of studies and reviews as well as meta-analyses have found a
relationship between the core traits and organizational commitment. In one
study, Judge, Thoresen, Pucik and Welbourne (1999) could show that a
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factor called positive self-concept (which is akin to core self-evaluations) was
positively related to organizational commitment. However, no study
illuminated the direct relationship between core self-evaluations and
organizational commitment.

As organizational commitment is an affective appraisal and the
process underlying organizational commitment also involves an emotional
judgement, it should be affected by the self-assessment of a person as a
result. In their seminal paper, Judge et al. (1997) stated that ‘‘the
dispositional approach asserts that core evaluations and thinking processes
underlie and/or affect these situationally specific appraisals’’ (p. 179). Thus,
the process of emotional generalization should apply to this relationship in a
similar way as it does to job satisfaction: Positive feelings about oneself
influence the feelings about the organization. A person high on core self-
evaluations will not only be more satisfied with the job, but also more
committed to the organization he or she works for. The direct relationship
between core self-evaluations and organizational commitment also raises the
question how this effect could be explained. Intrinsic job characteristics have
been identified as a category of antecedents of organizational commitment
(Mathieu & Hamel, 1989). In a meta-analysis, Mathieu and Zajac (1990)
demonstrated high relationships between intrinsic job characteristics and
organizational commitment. They concluded that job characteristics, as an
aggregate, could be antecedents of organizational commitment. However,
they also found correlations between specific facets of the job characteristics
model and organizational commitment. Thus, job characteristics can be
expected to serve as a potential mediator between core self-evaluations and
organizational commitment.

Beside the relationships of core self-evaluations with job-related out-
comes like performance, attitudes, and health, Judge and colleagues
demonstrated an effect on life satisfaction (Judge, Erez, Bono, & Thoresen,
2003; Judge et al., 1998; Piccolo, Judge, Takahashi, Watanabe, & Locke,
2005). Judge et al. (1998) confirmed a model in which core self-evaluations
have a direct effect on life satisfaction as well as an indirect effect through
job satisfaction. This is in line with a model proposed by Heller, Watson,
and Ilies (2004). They showed that the Big Five traits (e.g., neuroticism) as
well as domain satisfaction determine life satisfaction. Thus, we included life
satisfaction as a distal outcome as well as job satisfaction and organizational
commitment as proximal outcomes of core self-evaluations.

Our model includes direct and indirect relations of core self-evaluations
and job attitudes as well as life satisfaction (cf. Figure 1). Based on existing
findings we assumed that core self-evaluations have a direct relationship
with job attitudes (i.e., job satisfaction and affective organizational
commitment) and life satisfaction. However, we also hypothesized that
parts of these direct effects on job attitudes could be accounted for by the
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mediating role of the five job characteristics (Model 1 to Model 5).
Besides the direct effect of core self-evaluations on life satisfaction we
expect a mediated effect through job satisfaction and organizational
commitment.

MATERIALS AND METHOD

Participants

In this study, 199 employees from different organizations volunteered.
They were approached in different companies and public transportation.
Their age ranged from 20 to 64 years, with an average of 38.8 years
(SD¼ 9.0 years); 113 (57%) of the respondents were female and 79 (40%)
were married. In our study, 114 participants (57%) had an apprenticeship
and 73 (37%) had a university diploma as highest vocational qualifica-
tion; 11 (6%) had no vocational qualification at all. Most of the
participants (104, 54%) had a monthly income of e2500 or less, 79 (40%)
between e2.501 and e5000, and 9 (5%) had a monthly income of more than
e5000. The participants were employed in different branches, mostly in
health care (38; 19%), industry (32; 16%), and in the service sector
(27; 14%).

Figure 1. Expanded mediation model (full model). M1 to M5¼Model 1 to Model 5; refer to

the specific mediation models. Error correlations between job characteristics as well as between

job satisfaction and organizational commitment are allowed.
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Measures

Core self-evaluations. The core self-evaluations were measured with a
German version (Stumpp, Muck, Hülsheger, Judge, & Maier, 2008) of the
core self-evaluations scale (Judge et al., 2003). The scale consists of 12 items,
which were answered on a 5-point Likert-type scale from 1 (‘‘strongly
disagree’’) to 5 (‘‘strongly agree’’). The one-factor structure of the scale as
well as convergent and discriminant validity has been confirmed (Stumpp
et al., 2008). The original scale has already been used in various other studies
(e.g., Brown, Ferris, Heller, & Keeping, 2007; Wanberg, Glomb, Song, &
Sorensen, 2005).

Attitudes. Life satisfaction was measured with a German version (Maier,
2001) of the Satisfaction with Life Scale (Diener, Emmons, Larsen, &
Griffin, 1985; example item: ‘‘I am satisfied with my life’’). The scale consists
of five items ranging from 1 (‘‘strongly disagree’’) to 5 (‘‘strongly agree’’). To
measure job satisfaction we used the short version of the job description
form of Neuberger and Allerbeck (1978). This instrument assesses various
facets of job satisfaction (i.e., relationship with colleagues, relationship with
supervisor, job in general, work conditions, organization and management,
promotion opportunities, and payment) and consists of seven items. The
response scale ranged from 1 (‘‘strongly disagree’’) to 7 (‘‘strongly agree’’).
Affective organizational commitment was measured with the German version
(Maier & Woschée, 2002) of the nine-item short form of the Organizational
Commitment Questionnaire (Porter & Smith, 1970; example item: ‘‘The
future of this organization is close to my heart’’). This scale ranged from 1
(‘‘strongly disagree’’) to 5 (‘‘strongly agree’’).

Job characteristics. We used the German version (Schmidt, Kleinbeck,
Ottmann, & Seidel, 1985) of the Job Diagnostic Survey (JDS; Hackman &
Oldham, 1975) to measure the five facets of perceived job characteristics (i.e.,
skill variety, task identity, task significance, autonomy, and feedback). The
subscales consist of three items each, and the response scale ranges from 1
(‘‘strongly disagree’’) to 7 (‘‘strongly agree’’). Following the suggestion of
Renn, Swiercz, and Icenogle (1993) to test the factor structure of the JDS in
each sample, we conducted a confirmatory factor analysis to confirm the fit
of the five-factor structure. The fit indices for the five-factor solution were
acceptable: w2(80)¼ 178.97, p5 .000; w2/df¼ 2.237; goodness of fit index
(GFI)¼ .89; comparative fit index (CFI)¼ .94; non-normed fit index
(NNFI)¼ .92; incremental fit index (IFI)¼ .94; root mean square error of
approximation (RMSEA)¼ .08. All item loadings were significant
(p5 .001); the average standardized item loadings onto each of the
factors were as follows: skill variety¼ .83, task identity¼ .79, task
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significance¼ .77, autonomy¼ .69, and feedback¼ .88. The five-factor
solution provides a significantly better fit than the one-factor solution,
Dw2(10)¼ 622.23, p5 .000, supporting the five-factor structure of the JDS in
our study.

Analysis

To test our hypothesis we used AMOS 5 (Arbuckle, 2003). According to the
recommendations about applying several fit indices (Bollen, 1989), we used
the following fit indices to assess the model: chi-square (w2), goodness of fit
index (GFI), comparative fit index (CFI), non-normed fit index (NNFI),
incremental fit index (IFI), and the root mean square error of approxima-
tion (RMSEA).

We first tested the full model displayed in Figure 1. In a second step, we
tested specific mediation models (Model 1 to Model 5, see Figure 1) and
compared them to the full model. Chi-square difference (Dw2) was used to
indicate a significant decline of model fit. With regard to parsimony a
specific mediation model is preferred to the full model if there is no
significant decline in model fit.

RESULTS

Descriptive statistics, scale reliabilities, and correlations, both uncorrected
and corrected, for all study variables are displayed in Table 1. The cor-
rection of correlations was based on latent variable correlations. Because of
the high correlation between job satisfaction and organizational commit-
ment we tested the structure of the constructs using confirmatory factor

TABLE 1
Descriptive statistics, scale reliabilities, and correlations

Variable M SD 1 2 3 4 5 6 7 8 9

1. Core self-evaluation 3.82 .48 .83 .42 .53 .70 .27 .33 .30 .24 .36

2. Job satisfaction 4.73 1.08 .38 .82 .83 .37 .20 .20 .34 .20 .22

3. Organizational commitment 3.26 .74 .46 .75 .88 .50 .28 .23 .41 .26 .24

4. Life satisfaction 3.53 .64 .59 .35 .44 .83 .35 .30 .25 .20 .14

5. Skill variety 5.20 1.26 .22 .18 .24 .30 .86 .48 .61 .58 .40

6. Task identity 5.76 1.09 .29 .18 .21 .27 .45 .82 .49 .57 .55

7. Task significance 5.35 1.26 .26 .28 .35 .21 .51 .42 .81 .42 .41

8. Autonomy 5.58 1.09 .19 .18 .23 .15 .53 .50 .37 .81 .55

9. Feedback 5.44 1.16 .33 .20 .22 .13 .38 .49 .38 .49 .90

N¼ 199. Scale reliabilities (coefficient alpha) are on the diagonal. Latent correlations are

above the diagonal, uncorrected correlations below. rs 4 j.14j, p5 .05; rs �j.18j, p5 .01;

rs� j.23j, p5 .001.
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analysis (Maier & Woschée, 2002). The results supported a significantly
better fit of a two-factor, w2(8)¼ 26.07, p5 .01; w2/df¼ 3.259; GFI¼ .96;
CFI¼ .98; NNFI¼ .95; IFI¼ .98; RMSEA¼ .11, in comparison to a one-
factor solution, Dw2(1)¼ 39.07, p5 .000.

We used item parcels as indicators for the latent variables. In doing so, we
combined the items with the highest and with the lowest factor loadings to
form the first indicator, the items with the second highest and with the
second lowest factor loading to form the second indicator, etc. Factor
loadings were derived from an exploratory factor analysis. This strategy
equalizes the influence of the primary factor across item parcels (Hall, Snell,
& Foust, 1999). Three parcels were used to measure each construct.

To test our model we used the same item parcels as described earlier. Fit
statistics for the full model displayed in Figure 1 were good (see Table 2).
The comparison with each mediation model reveals that all specific models
showed a significant decline in model fit with the exception of the task
significance mediation model (Model 2). This specific mediation model is
presented in Figure 2. As shown in Figure 2, core self-evaluations had strong
direct effects on job satisfaction, organizational commitment, and life
satisfaction (ps5 .01). Core self-evaluations had also direct effects on skill
variety (p5 .01), task identity (p5 .01), task significance (p5 .01),
autonomy (p5 .01), and feedback (p5 .01). There were indirect effects of
core self-evaluations on job satisfaction (r¼ .08, p5 .01) as well as on
organizational commitment (r¼ .09, p5 .01) which were mediated through
task significance. Table 3 displays total as well as direct effects. The results

TABLE 2
Model fit and model comparison for the full model and the specific mediation models

Model

Model fit

Model

comparisona

w2 df w2/df GFI CFI NNFI RMSEA Dw2 Ddf

Full model 548.28*** 294 1.87 .83 .92 .90 .066

Autonomy

(Model 1)

573.51*** 302 1.90 .83 .91 .90 .067 25.23** 8

Task significance

(Model 2)

557.06*** 302 1.85 .84 .92 .91 .065 8.77 8

Skill variety

(Model 3)

572.53*** 302 1.90 .83 .92 .90 .067 24.25** 8

Task identity

(Model 4)

576.66*** 302 1.91 .83 .91 .90 .068 28.38*** 8

Feedback

(Model 5)

576.60*** 302 1.91 .83 .91 .90 .068 28.32*** 8

N¼ 199. aModel comparison with full model. **p5 .01; ***p5 .001.
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support a partially mediated effect of core self-evaluations on job
attitudes. The decomposition of the total effect displays that about 17%
of the effect on job attitudes is mediated through task significance. However,
the main part of the relationship is due to a direct effect of core self-
evaluations.

To further investigate the mediation, we compared the task significance
mediation model first to a model that only contains direct effects of core

Figure 2. Mediation model with task significance (Model 2). N¼ 199. Reported are

standardized regression weights and indirect effects. Error correlations between job

characteristics as well as between job satisfaction and organizational commitment are allowed.

*p5 .05, **p5 .01, ***p5 .001.

TABLE 3
Direct, indirect, and total effects of core self-evaluations on job satisfaction,

organizational commitment, and life satisfactiona mediated through task significance

Effect

Job

satisfaction

Organizational

commitment

Life

satisfaction

Direct .377** .473** .615**

Indirect .075** .087** .080

Total .452** .560** .695**

Proportion of effect mediatedb .17 .16 .12

N¼ 199. Reported are standardized effects. aThe effect on life satisfaction is mediated through

task significance and both job satisfaction and organizational commitment. bProportion of effect

mediated was calculated by dividing the indirect effect by the total effect. **p5 .01.
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self-evaluations on job attitudes (direct model) and second to a model, that
only contains the mediated, indirect effects (indirect model). The model fit
for the direct model, w2(309)¼ 610.97, p5 .01; w2/df¼ 1.977; GFI¼ .82;
CFI¼ .91; NNFI¼ .89; IFI¼ .91; RMSEA¼ .07, as well as for the indirect
model, w2(309)¼ 690.86, p5 .01; w2/df¼ 2.236; GFI¼ .80; CFI¼ .88;
NNFI¼ .86; IFI¼ .88; RMSEA¼ .08, were not acceptable. Furthermore,
both models resulted in a significant decline in chi-square, direct model:
Dw2(7)¼ 53.92, p5 .000; indirect model: Dw2(7)¼ 133.80, p5 .000, com-
pared to the task significance mediation model. These findings further
support the partial mediation through task significance.

With respect to life satisfaction, no mediation by both job attitudes was
found. Core self-evaluations accounted for 88% of the total effect. Job
satisfaction had no direct effect on life satisfaction (for a similar effect cf.
Rode, 2004). However, the results show that organizational commitment
had a significant direct effect on life satisfaction.

DISCUSSION

The main purpose of this study was to differentiate and extend the previous
model of the relationship between core self-evaluations and job attitudes. As
hypothesized, we found a positive relationship between core self-evaluations
and job satisfaction, a finding which is in accordance with previous research
(Bono & Judge, 2003). Apart from the replicated findings of a direct
relationship of core self-evaluations with job and life satisfaction, we also
found a direct relationship with affective organizational commitment.
Accordingly, people with a positive self-perception are more attached to
their organization.

In explaining the relationship, we found task significance partly mediated
the relationship between core self-evaluations and job attitudes. People with
positive self-evaluations perceive their job as more important to others; they
are therefore more satisfied with their jobs and feel more attached to their
organization. This effect might be explained by differences in the level of
task identification between people high or low in core self-evaluations. In
action identification theory (Vallacher & Wegner, 1985, 1987), every task or
action can be decomposed into different identities which are hierarchically
organized and thus are located on different levels. An action can be
represented on a low level that encompasses the details or specific aspects of
an action. These action identities indicate how the task is done. A higher
level action identity encompasses a more general understanding of the action
and indicates why the action is done (Vallacher & Wegner, 1987). An
identity on a higher level is more meaningful than a low-level identity of the
same action (Vallacher et al., 1987). An explanation why task significance

160 STUMPP ET AL.



partly mediates the relationship between core self-evaluations and job
satisfaction could be that persons with positive self-evaluations are more
confident in their actions and therefore choose more ambitious goals.
Striving for more challenging goals should lead to the perception of more
meaningfulness of one’s job in the short run and to more job satisfaction
and higher organizational commitment in the long run. A bricklayer
building a pier of the Oresund bridge connecting Denmark and Sweden by
setting brick on brick could identify his action as working on a pier (a low-
level identity) or taking part in a prestigious venture like connecting two
countries with the world’s second longest suspension bridge and the world’s
longest submerged tunnel (a high-level and meaningful identity). In the
latter case, the bricklayer perceives his/her work as affecting other people’s
lives in a stronger way than in the former case. This results in the bricklayer
working on the Oresund bridge having a higher job satisfaction than the one
working on the pier. The same applies for the mediation between core self-
evaluations and organizational commitment. A bricklayer identifying his/
her action on an abstract and high level feels more attached to the
organization because it offers the possibility to be engaged in such an
important venture. Furthermore, the bricklayer could be proud because he/
she works for the organization building the bridge and thus will be highly
attached to it.

But why does a person with high core self-evaluations identify his or
her actions on a higher level? People with high core self-evaluations believe
in their own performance capacity. Thus, they do not have to concentrate
on specific operations involved in fulfilling the task, but they see the task
as a whole matter. This in turn leads them to identify their actions on a
higher level. This kind of mediation supports the perception-based indirect
effect of core self-evaluations on job satisfaction. It might be a fruitful
pathway for future research to examine this theoretical rationale
empirically.

Another, more action-related explanation of the mediation could be the
actual level of job complexity. Judge et al. (2000) showed that people with
high core self-evaluations do not only perceive their jobs as more
challenging, but that they also hold more complex jobs. In general, more
complex jobs are perceived as more meaningful to others (for a meta-
analytic review, see Taber & Taylor, 1990). Thus, the mediation of core
self-evaluations and affective job attitudes through task significance could
also be caused by the level of complexity. However, it has to be noted that
job complexity had a direct effect on job satisfaction only in one of the
studies of Judge et al. (2000, Study 2). They stated that ‘‘this should not be
surprising considering that virtually all of the effects of environmental
conditions are mediated by conscious perceptions’’ (p. 247). To further
investigate whether the mediation is perception or action based, we have to
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include job complexity in addition to action identification level in further
studies.

In interpreting the results of this study, it is important to bear in mind
that all measures were assessed via self-report. Therefore, one goal of future
studies should be to replicate the present findings, using objective
assessments of job characteristics through task analysis in order to obtain
individual assessments for each job. Furthermore, personality constructs
could be assessed by significant others (as done so in other studies; cf. Judge
et al., 2000) to avoid monomethod bias. Another limitation of the study is
that we cannot draw causal inferences from a cross-sectional study. Judge
et al. (2000) proposed that job characteristics mediate the relationship
between core self-evaluations and job satisfaction by the same way we
proposed here. With our study design it was not possible to draw
conclusions about the link between core self-evaluations and job attitudes.
However, the causal assumptions of our model are in line with the
assumptions of other cross-sectional studies (e.g., Judge et al., 2000).

Despite these limitations, our study has several implications for research
and practice. First, in personnel selection our results support the use of core
self-evaluations as a predictor to select employees with positive job attitudes.
Second, leaders or supervisors should highlight the task significance of their
employees’ tasks especially if their employees have low core self-evaluations.
As employees with low core self-evaluations do not perceive their tasks as
important to others they need supervisors who point this out. Leaders who
articulate a vision—a dimension of transformational leadership—provide
meaning for the tasks of their employees (Judge & Piccolo, 2004). Therefore,
it is expected that employees with low core self-evaluations should benefit
more from supervisors with transformational leadership than employees
with high core self-evaluations. Third, research on core self-evaluations has
so far mainly focused on the positive aspects of high core self-evaluations. In
future studies we should broaden this perspective and also consider possible
undesired effects. For one of the core traits, self-esteem, negative
consequences have already been discussed in the literature (Crocker &
Park, 2004). Apart from temporary emotional benefits, pursuing self-esteem
interferes with one’s own perceived autonomy, learning and competence,
self-regulation, and even physical and mental health. In contrast, Hiller and
Hambrick (2005) assume that very high core self-evaluations (called
hypercore self-evaluations) of CEOs have no detrimental effects; they even
propose that high core self-evaluations are related to healthy narcissism and
negative or unrelated to a more psychopathological form. As no empirical
research on the relationship of core self-evaluations and narcissism has been
done so far, further research in this area would be valuable to answer the
question whether core self-evaluations is more than just overestimating
one’s own capabilities.
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