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Abstract: In 2017, the Single Agency for Social Insurance (EFKA) emerged in 
Greece via integrating the pre-existing independent insurance funds, with little, 
if any, involvement of the employees. As it is known that organisational 
changes may compromise job satisfaction and consequently organisational 
performance, it is beneficial for organisations to make efforts to ensure the 
satisfaction of employees and the first step in this respect is understanding and 
assessing their job satisfaction. Within this context, it is the aim of the study 
presented herein to identify the satisfaction determinants of EFKA employees, 
assess their satisfaction levels and highlight job aspects calling for attention 
and/or improvement. To this end, a questionnaire survey was undertaken and 
data were analysed with statistical techniques and action diagrams. The results 
of the analyses indicated several job dimensions with contributions to overall 
satisfaction, with the most important and at the same time critical the ‘work 
tasks and development’ dimension. 
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1 Introduction 

Reengineering is a management approach aimed at increasing the efficiency of an 
organisation. It typically adopts a bottom-up, system-wide approach to blend or 
streamline redundant programs, departments, jobs and processes (Neuman, 2003). 
Typically also, it requires the participation of employees in the whole process to ensure 
the acceptance, fit-for-purpose and smooth transition to any decided changes in contrast 
to the traditional approaches to reorganisation and restructuring, which adopt top-down 
approaches focusing in cost reduction with little, if any, participation of the employees. It 
is known, however, that any organisation reformation may face a significant employee 
resistance (Furst and Cable, 2008; Bateh et al., 2013) and carries, among others, the risk 
of compromising job satisfaction, which its turn carries the risk of compromising 
organisational competence and performance (Pick and Teo, 2017). 

Several studies have found job satisfaction to be closely linked to organisational 
performance (see e.g., Mafini and Pooe, 2013; Ouedraogo and Leclerc, 2013; Bakotić, 
2016). It is, thus, useful for any organisation undergoing changes to ensure that the 
benefits of aimed transitions are clearly communicated to employees, and that employees 
participate in the realisation of transitions and transitions are made as smooth as possible 
to minimise the risk of negative effects on job satisfaction. 

Job satisfaction, called also employee satisfaction, is one of the most researched 
variables in the area of workplace psychology (Lu et al., 2012). Its assessment became 
popular in the 1930s, through anonymous employee surveys (Spector, 1997). Since then, 
it has been studied perhaps more frequently than any other concept in organisational 
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sciences (Cranny et al., 1992) and associated with numerous organisational factors 
ranging from job design to leadership and beyond (Spector, 1997). 

Job satisfaction may be defined as the way that people feel about their jobs and their 
different aspects (Spector, 1997), or as the emotional state of a person while appraising 
his/her job and/or job-related experiences (Locke, 1976). Literature provides evidently 
several different definitions about job satisfaction and clearly, there are a large number of 
factors that ultimately shape the satisfaction level of an employee, although it is not clear 
if there are specific measurement dimensions or if employee satisfaction just reflects an 
emotional state (Grigoroudis and Siskos, 2010). All these make its overall assessment a 
complex and difficult task and have given rise to the development of various 
measurement scales covering different facets of job satisfaction as well as overall 
satisfaction (Grigoroudis and Siskos, 2010). The complexity of the task has also led many 
researchers to focus on the study of the relationship of job satisfaction with specific job 
characteristics like workplace environment (e.g., Fassoulis and Alexopoulos, 2015), pay 
(e.g., Judge et al., 2010) and job security (e.g., Zheng et al., 2014) or a predefined subset 
of job characteristics (e.g., Harper et al., 2015), or focus on the relationship of job 
satisfaction with demographic characteristics such as age (e.g., Chaudhuri et al., 2015) 
and education level (e.g., González et al., 2016) or other business aspects such as 
organisational change (e.g., Gustafsson and Östberg, 2017; Pick and Teo, 2017), 
organisational performance (see e.g., Mafini and Pooe, 2013; Ouedraogo and Leclerc, 
2013; Bakotić, 2016) and customer satisfaction (e.g., Raharjo et al., 2016). 

In January 2017, the Single Agency for Social Insurance (EFKA) emerged in Greece 
via the integration of the eight main Greek social insurance funds with all of their 
different management/staffing arrangements. This significant merge has been a result of a 
political decision with reasons lying primarily to the sphere of economics (cost reduction, 
economic viability of the insurance system, etc.), which have become the number one 
driver behind several changes in the Greek public sector and beyond, due to the ongoing 
severe economic crisis. As a consequence, a traditional top-down reorganisation approach 
was adopted whereby little attention, if any, has been paid to the perspective of 
employees, although EFKA is currently one of the largest organisations in Greece with a 
workforce of over 8,000 persons. However, as mentioned earlier, any organisational 
change may compromise job satisfaction and consequently organisational performance. It 
is therefore beneficial for any organisation, to make any effort to ensure the satisfaction 
and well-being of its employees; and the first step to achieve such a goal, is to understand 
the determinants of their job satisfaction and assess their current satisfaction levels. 
Within this context, it is the main aim of the study presented in this paper to take forward 
this first step with regard to the EFKA employees, explore and identify their job 
satisfaction determinants and assess their current satisfaction levels. It is also an aim of 
the study to highlight dimensions that need special attention in order to preserve or, 
where necessary, improve employee satisfaction, thus preserving or even improving the 
organisation’s own competence and performance. 

To achieve the aforementioned goals, a structured-questionnaire survey has been 
undertaken and the collected information has been analysed with the use of statistical 
techniques, regression analysis in particular, and action diagrams. As the purpose of the 
study has been exploratory, unlike other studies, which focus on a limited subset of job 
characteristics, an effort has been made to consider, to the extent possible, many and 
diverse aspects of job satisfaction. 
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Although the study presented herein focuses on a specific organisation, the approach 
followed and the analysis findings may be useful to any organisation undergoing or 
planning to undergo a change, and/or wishing to identify the determinants of its 
employees’ satisfaction and assess, against them, the satisfaction of its employees and/or 
to identify job aspects that should be improved. Especially for Greece, the study is 
particularly important as there is little research activity in the assessment of job 
satisfaction especially with respect to the public sector and organisations that undergo 
major reforms. It is also important to notice that even relevant and relatively recent 
studies, as for example the work of Demoussis and Giannakopoulos (2007), who studied 
the differences in job satisfaction of employees in the public and private sector, need to 
be revisited, as the economic crisis that started in Greece around 2009 has affected not 
only the economic status of the employees, but also their attitudes to job such as 
satisfaction, productivity and commitment (Markovits et al., 2014). 

The rest of the paper is organised in four more sections. Section 2 presents the 
organisation under study, while Section 3 describes the study’s methodology and tools. 
Section 4 presents and discusses the results and findings of the study and Section 5, 
finally summarises conclusions, outlines limitations and proposes directions for future 
work. 

2 The Single Agency for Social Insurance (EFKA) of Greece 

Social insurance ensures the transfer of resources from active to inactive social groups in 
order to maintain a decent standard of living. Additionally, it covers the loss of income in 
the event of temporary or permanent inability (illness, disability, unemployment or 
accident). In Greece, social insurance evolved gradually starting in 1836, based upon the 
basic principle that the current generation of active labour should fund the retirement 
provision of previous generations (Meimaridis, 2018). Over the years, this system 
developed several general pathologies that were witnessed as a threat to its viability. The 
causes were specific country features related to the structure of the insurance system and 
the state, demographic pathologies, the polydispersion of the Social Insurance Funds, 
reduced funding, social insurance contributions evasion practices, lack of managerial 
autonomy of reserves and mismanagement. 

Over the past three decades, the Greek social insurance system has undergone various 
changes and legislative interventions, mainly aiming towards its financial rehabilitation 
(Meimaridis, 2018). The latest and most important intervention emerged through the 
establishment of Law 4387/2016 on the Single Social Insurance System (reform of the 
insurance/pension system, gaming and income tax arrangements and other provisions), 
which was a radical step to the reform of the operations of social insurance in Greece 
towards a unified insurance system. Under this law, a new agency emerged via the 
integration of the eight main previous social insurance funds, which acquired all their 
different features and systems such as different sets of criteria for contributions payable 
and entitlements that are due, different management and staffing arrangements and 
different organisational cultures and procedures. The aim was to bring under one roof 
social insurance contributions, pensions and benefits. Since Law 4387/2016 passed in 
May 2016, numerous Ministerial decrees were issued in order to provide additional 
changes necessary for the implementation of EFKA. 
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As a result of the aforementioned law and subsequent decrees, EFKA came in 
existence in January 1, 2017, with operations that are still carried out with delays, 
shortcomings, weaknesses and errors, which are not surprising given the size of the 
merging project and the minimal preparation time that was provided. At the same time, 
EFKA remains a state institution and therefore must comply with a frame of rules and 
obligations just like the wider public sector in Greece. This means that even though it has 
some partial autonomy, EFKA is heavily dependent on the State budget and regulations 
to carry out its business. The new agency currently operates under a temporal 
organisation chart, while the final one still remains to be defined. Its Head Office is in 
Athens, and is supported by a network of approximately 350 local offices throughout 
Greece, which mainly provide services to the active and retired members (e.g., collect 
national security contributions, provide pensions and benefits). 

EFKA occupies some 8,000 employees. Following the general trend of the public 
sector in Greece and abroad, it is mainly occupied by women (OECD, 2017), 
approximately 64% of EFKA employees are women (Meimaridis, 2018). Moreover, just 
like the rest of the public sector in Greece, EFKA faces a rapidly ageing population, 
caused by the mass resignations of the period 2010–2015. The median of EFKA 
employees’ age distribution is 48 years, while the first and third quartiles of age 
distribution are 42 and 54 years, respectively (Meimaridis, 2018). This means that half of 
the employees are over 48 years old, while half of EFKA employees are between  
42 and 54 years old. Finally, approximately 43% of EFKA employees hold a  
higher education degree (Diploma or above), while about 16% are assigned in  
management-related positions (Meimaridis, 2018). 

3 Methodology and tools 

As mentioned in Section 1, the main aim of the study presented herein was to identify the 
job satisfaction determinants of EFKA employees and to assess the current satisfaction 
levels of employees against them. To this end, a structured-questionnaire has been 
developed covering ten major satisfaction dimensions, which have been revealed as 
important facets of job satisfaction according to an extensive literature survey 
(Meimaridis, 2018) of both proposed measurement scales such as the Minnesota 
satisfaction questionnaire (MSQ), the brief index of affective job satisfaction (BIAJS), 
the job descriptive index (JDI), etc., and past empirical studies on the subject. The 
considered dimensions include the following (Meimaridis, 2018): 

1 location and functionality of workplace 

2 cleanliness and hygiene of workplace 

3 workplace infrastructure 

4 direct collaborators or subordinates 

5 supervisors 

6 work tasks and development 

7 education and training 
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8 earnings 

9 working hours and leaves 

10 additional services and benefits. 

The aforementioned satisfaction dimensions were then decomposed into sub-dimensions, 
logically related to each other, which comprised the basis for the development of the 
main questions included in the distributed questionnaire (Meimaridis, 2018). Figure 1 
displays graphically the structure and operational flow of the considered job satisfaction 
dimensions. 

Figure 1 Structure and operational flow of considered job satisfaction dimensions and  
sub-dimensions 
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All questions were close-ended so respondents had to choose from a fixed set of answers. 
According to the questions, respondents had to rate their satisfaction level with respect to 
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each defined job satisfaction dimension and sub-dimension plus their overall job 
satisfaction, based on a 5-level Likert-type scale (1-very dissatisfied, 2-dissatisfied,  
3-neither dissatisfied nor satisfied, 4-satisfied, 5-very satisfied), typically used in such 
surveys (Grigoroudis and Siskos, 2010). In addition to the above questions, a set of 
additional questions were used to collect demographic-type data like age, education level, 
etc. of the respondents. 

To ensure reliability and validity of the developed questionnaire, a pilot survey took 
place before the actual survey, while Cronbach’s alpha was used to assess the internal 
consistency of the questionnaire after data collection (Meimaridis, 2018). Cronbach’s 
alpha was estimated both for the ten considered dimensions as a group and for the ten 
groups of sub-dimensions considered for each dimension. Its value was found 0.803 for 
the group of the ten satisfaction dimensions suggesting acceptable internal consistency 
(Field, 2009). The same conclusion was also drawn for the ten groups of sub-dimensions 
as the corresponding Cronbach’s alpha values were found to lie in the range  
0.751–0.967. 

The questionnaire, which resulted after a few modifications following the 
aforementioned reliability and validity checks, was distributed to 300 employees located 
in ten different EFKA premises that house services of EFKA in Athens, including 
EFKA’s headquarters (Meimaridis, 2018). A quota-like sampling technique was adopted 
to avoid exaggeration in demographic characteristics and ensure that employees from all 
previous funds were included in the collected sample. 

The collected data were then checked for correctness and completeness and entered in 
the well-known IBM SPSS Statistics software for the statistical analysis, which took 
place mainly in two axes (Meimaridis, 2018): 

 Descriptive statistics have been used to reveal the sample profile and its average 
stand against the considered dimensions and sub-dimensions of job satisfaction. 

 Multiple linear regression analysis has been adopted to reveal the importance given 
by employees to the examined job characteristics and therefore help in the 
identification of the critical satisfaction dimensions. 

In the context of a satisfaction survey, the dependent variable of the regression analysis 
represents the overall satisfaction judgment and the independent variables the satisfaction 
according to the considered satisfaction dimensions. Consequently, the estimated 
coefficients, which indicate the contribution of the independent variables to the 
dependent, may reveal the importance given by the respondents to each one of the 
considered satisfaction dimensions and therefore identify the critical ones (Grigoroudis 
and Siskos, 2010). 

Within the present study, several multiple linear regressions were performed in order 
to identify the critical sub-dimensions within each considered main job satisfaction 
dimension, as well as the dimensions that are critical for the overall job satisfaction  
(see Figure 1). The results of the linear regressions were then combined with the average 
satisfaction values obtained for each dimension, sub-dimension and overall job 
satisfaction to produce action diagrams. 

Action diagrams, also known as decision, strategic, perceptual or performance-
importance maps, are very useful in that they indicate the strong and the weak points of 
satisfaction and via a gap type analysis among what is desired (importance) and  
what is perceived (performance) assist in defining and prioritising the required 
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improvement efforts (Grigoroudis and Siskos, 2010). Action diagrams resemble the  
strengths-weaknesses-opportunities-threats (SWOT) analysis. Each map is divided into 
quadrants as Figure 2 displays, according to performance (high/low) and importance 
(high/low), which are used to classify actions (Grigoroudis and Siskos, 2010). In the 
examined case: 

 Performance corresponds to the average satisfaction expressed by the surveyed 
sample to the different dimensions and sub-dimensions of job satisfaction. 

 Importance is revealed by the standardised values of the coefficients estimated 
through the regression analyses. 

For the needs of the present study, 11 action diagrams have been developed, falling in 
one of the following types: 

 One overall job satisfaction action diagram comprising the ten main job satisfaction 
dimensions, which were found to be critical; this diagram has been used to classify 
and prioritise the dimensions according to their performance and importance with 
respect to overall job satisfaction. 

 Ten dimension-specific action diagrams, each comprising the critical sub-dimensions 
of one main job satisfaction dimension; these diagrams have been used to classify 
and prioritise sub-dimensions according to their performance and importance with 
respect to the corresponding job satisfaction dimension. 

Figure 2 Action diagram general structure 
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The aforementioned action diagrams are important for they may help the organisation to 
identify and prioritise job-related improvement efforts, since according to their typical 
interpretation, as adopted in the context of a job satisfaction study: 

 The bottom-right that is the action opportunity (low performance/high importance) 
quadrant comprises dimensions or sub-dimensions, depending on the diagram type, 
that need attention and should be the improvement priority number one for the 
organisation, as they have low satisfaction levels, although their importance, as 
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derived by the regression analysis, has been rather high. The improvement of the 
satisfaction levels of this quadrant’s dimensions/sub-dimensions is generally 
expected to lead to the improvement of the satisfaction levels of the corresponding 
dimension or overall job satisfaction, depending on the type of the diagram. 

 The second priority for the organisation should be given to the satisfaction 
dimensions or sub-dimensions, in the top-right quadrant that is the leverage 
opportunity (high performance/high importance) quadrant. This quadrant comprises 
satisfaction dimensions or sub-dimensions that have high satisfaction levels, which 
should be preserved as their derived importance is also high. 

 The third priority dimensions or sub-dimensions are indicated in the bottom-left that 
is the status quo (low performance and low importance) quadrant. This quadrant 
comprises job satisfaction dimensions or sub-dimensions, which are not considered 
as important by the employees, thus require no current action by the organisation. 
Nevertheless, the organisation should be aware of these dimensions/sub-dimensions 
as they may become important in the future and urge for improvement actions due to 
their low satisfaction levels. 

 Last priority for the organisation should comprise the dimensions or sub-dimensions, 
in the top-left that is the transfer resources (high performance/low importance) 
quadrant, as they demonstrate relatively high satisfaction levels, despite their derived 
low importance for the employees. 

The action diagrams may be constructed based on the absolute or relative values of 
performance and importance (Grigoroudis and Siskos, 2010); the former are called raw 
action diagrams and the latter relative. The relative action diagrams use the relative 
values of performance and importance thus overcoming the problem to assess the cut-off 
level for the importance and the performance axis (Grigoroudis and Siskos, 2010). 

In this study, relative action diagrams have been developed with the relative 
performance and importance calculated according to the following formulas: 

 2

1

i
i

n

i

i

X X
X

X X


 


 

 
ST, ST

2
ST, ST

1

i
i

n

i

i

b b
b

b b


 


 

where Xi, with i = 1, 2, …, n, is the satisfaction according to dimension i, n is the number 
of the considered satisfaction dimensions, iX   and ib  are the relative performance and 
importance respectively of satisfaction dimension i, bST,i is the standardised value of the 
regression coefficient bi or, in the context of this study, the standardised importance of 

satisfaction dimension i, and X  and ST,ib  are the mean values of Xi and bST,i, 

respectively. It should be noted here that the standardised bST,i rather than the  
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unstandardised bi coefficients have been used, as the former use standard deviations as 
their units, which means that the considered variables can be easily compared to each 
other. 

4 Results and discussion 

The questionnaire developed as described in Section 3 was distributed to 300 EFKA 
employees between January 19 and 31, 2018 and completed questionnaires were 
collected in the first days of February. Overall, 238 questionnaires were collected, ten of 
which were discarded as they were not properly filled. The response rate was thus around 
77% (227/300) and the sampling ratio, that is the ratio of sample size to the size of the 
target population, around 3%. 

The profile of the survey respondents may be summarised in the following points 
(Meimaridis, 2018): 

 The ratio of women and men in the sample (see Table 1) successfully approximated 
the ratio in the actual population (see Section 2), which is dominated by women. 

 The age distribution of respondents (see Table 2) approximated the age distribution 
of the population (see Section 3), reflecting well its ageing trend. 

 Approximately half of the respondents hold a higher education degree (see Table 3), 
which is close to the actual population (see Section 3). 

 The ratio of work positions in the sample (see Table 4) successfully approximated 
the ratio in the actual population (see Section 2). 

 The respondents reported an annual income in the range 10,000–20,000 € with more 
than half of them reporting income in the range 10,000–15,000 € (see Table 5). This 
result confirms the uniformity of the current payroll system of the public sector 
under which most employees end up with similar remunerations, despite their 
diverse characteristics concerning work maturity, educational level, etc. 

The above points indicate that the surveyed sample has characteristics that reflect quite 
well the characteristics of the total population of EFKA employees. 

As far as satisfaction is concerned, Figure 3 summarises and graphically displays the 
satisfaction levels with respect to the overall job satisfaction, as well as with respect to 
the individual job satisfaction dimensions, as expressed by the respondents of the survey. 
The figure reveals the following (Meimaridis, 2018): 

Table 1 Gender statistics of sample 

Gender Frequency Percentage 

Female 152 67.0 

Male 75 33.0 

Total 227 100.0 
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Table 2 Age statistics of sample 

Age range Frequency Percentage 

Up to 30 years old 0 0.0 

31 to 40 years old 50 22.0 

41 to 50 years old 117 51.5 

51 to 60 years old 55 24.2 

Over 60 years old 5 2.2 

Total 227 100.0 

Table 3 Education level statistics of sample 

Education level Frequency Percentage 

Primary education 1 0.4 

Secondary education 112 49.4 

Higher education 114 50.2 

Total 227 100.0 

Table 4 Work positions statistics of sample 

Age range Frequency Percentage 

Employee 194 85.5 

Team supervisor 29 12.8 

Chief of division 4 1.8 

Total 227 100.0 

Table 5 Annual income statistics of sample 

Annual income range Frequency Percentage 

Up to 10,000 € 14 6.2 

10,001–15,000 € 128 56.4 

15,001–20,000 € 65 28.6 

20,001–25,000 € 11 4.8 

25,001–30,000 € 7 3.1 

Over 30,000 € 2 0.9 

Total 227 100.0 

Table 6 Overall job satisfaction statistics of sample 

Overall job satisfaction Frequency Percentage 

Very dissatisfied 2 0.9 

Dissatisfied 56 24.7 

Neither satisfied nor dissatisfied 116 51.1 

Satisfied 52 22.9 

Very satisfied 1 0.4 

Total 227 100.0 
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 About half of the respondents (51.1%) were, overall, neither satisfied nor dissatisfied 
from their work at EFKA. The remaining respondents expressed, at almost equal 
levels, satisfaction and dissatisfaction (22.9% and 24.7%, respectively) with the 
latter being marginally in the lead. A rather negligible percentage of respondents 
expressed high satisfaction or dissatisfaction levels (1.3% in total). 

 The respondents were satisfied or very satisfied with respect to the dimensions of 
‘working hours and leaves’ (69.2%), ‘direct collaborators or subordinates’ (68.7%) 
and ‘supervisors’ (65.7%). 

 The respondents were dissatisfied or very dissatisfied with respect to the dimensions 
of ‘additional services and benefits’ (73.1%), ‘education and training’ (59%), 
‘earnings’ (56.8%), ‘cleanliness and hygiene of workplace’ (45.8%) and ‘workplace 
infrastructure’ (43.7%). 

 The respondents were neutral (neither satisfied nor dissatisfied) with respect to the 
dimensions of ‘work tasks and development’ (46.3%) and ‘location and functionality 
of workplace’ (44.5%). 

Figure 3 Satisfaction levels (in %) expressed by the EFKA employees with respect to overall job 
satisfaction and satisfaction at the main dimensions 
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Figure 3 corresponds to the satisfaction of respondents with respect to the different 
dimensions and overall. They actually comprise the satisfaction performance metrics of 
the study, which may lead to really useful conclusions and guide any potential 
improvement actions on behalf of the organisation, if they are combined with the 
importance given to the different satisfaction dimensions by the employees. To derive 
importance, regression analyses were used as described in Section 3. 

In total, eleven multiple regression analyses were performed (Meimaridis, 2018): 

 Ten dimension-specific regression analyses. In each of these analyses, Y represents 
the job satisfaction at a specific dimension and Xi the satisfaction at the respective 
sub-dimensions (see Figure 1), as expressed by the respondents to the survey. 
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 A regression analysis with Υ the overall job satisfaction and Xi the satisfaction at job 
satisfaction dimension i (see Figure 1), as expressed by the respondents to the 
survey. 

All developed dimension-specific regression models had good fit to the corresponding 
data, as their adjusted coefficients of determination R2 were found with values in the 
range 0.724–0.911 (see Table 7). This means that the variations observed in the values of 
the corresponding satisfaction dimensions can be explained by the respective data at 
percentages in the range 72.4–91.1%, which is considered high. Nevertheless, not all sub-
dimensions were found to have a statistically significant contribution to their 
corresponding satisfaction dimensions. Specifically (Meimaridis, 2018): 

 With respect to dimension ‘cleanliness and hygiene of the workplace’,  
sub-dimension ‘the cleanliness of communal spaces’ has not been found to make any 
statistically significant contribution (p-value = 0.097 > 0.05). This may be explained 
by the fact that this sub-dimension has not a direct impact on the employees’  
well-being; it is actually the only sub-dimension of this specific job satisfaction 
dimension that has no direct impact. 

 With respect to dimension ‘workplace infrastructure’, sub-dimension ‘internet 
accessibility from your personal computer’ has not been found to make any 
statistically significant contribution (p-value = 0.844 > 0.05). With so many jobs lost 
in the last decade, it is likely that employees have less time to waste as they spend 
additional time on their increased job responsibilities. Thus, internet access could 
potentially be considered as an indifferent bonus. 

 With respect to the dimension ‘collaborators or subordinates’, sub-dimension 
‘collaborators’ immediacy and willingness to serve’ has not been found to make any 
statistically significant contribution (p-value = 0.471 > 0.05). This may be explained 
by the fact that this particular sub-dimension has an indirect effect on the 
collaborators, as it is mostly perceived through the third parties, i.e., the public. 

 With respect to the dimension ‘supervisors’, sub-dimensions ‘supervisors’ scientific 
knowledge, skills and competences’, ‘planning work and setting priorities and 
realistic goals’ and ‘the encouragement of team spirit and provision of guidance 
where needed’ have not been found to make any statistically significant contributions 
(p-values = 0.892; 0.333; 0.206 > 0.05). This finding is in line with the trend 
observed also in the aforementioned dimensions, where sub-dimensions not directly 
affecting the employees, have been found to be statistically insignificant. It is 
expected that a supervisor, characterised by rational division of work and rational 
evaluation of his/her subordinates, is more attractive and increases more the 
employees’ job satisfaction than a supervisor whose charisma is planning, scientific 
knowledge and provision of guidance. And although the insignificance of guidance 
as a determinant of job satisfaction may be considered uncanny, it should not be 
forgotten that one of the strengths of EFKA is the experienced staff, who possibly 
have no reason to value guidance above other aspects. 
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Table 7 Fit indices for dimension-specific and overall job satisfaction models 

Dependent variable Adjusted R2 p-value 

Satisfaction from location and functionality of workplace 0.731 0.000 

Satisfaction from cleanliness and hygiene of workplace 0.724 0.000 

Satisfaction from workplace infrastructure 0.738 0.000 

Satisfaction from direct collaborators or subordinates 0.841 0.000 

Satisfaction from supervisors 0.911 0.000 

Satisfaction from work tasks and development 0.815 0.000 

Satisfaction from education and training 0.856 0.000 

Satisfaction from earnings 0.776 0.000 

Satisfaction from working hours and leaves 0.747 0.000 

Satisfaction from additional services and benefits 0.825 0.000 

Overall job satisfaction 0.540 0.000 

Despite the generally good fit of the dimension-specific regression models, not all job 
satisfaction dimensions were found to make a statistically significant contribution to the 
overall job satisfaction (see Table 8). Specifically, the satisfaction dimensions 
‘collaborators or subordinates’, ‘education and training’ and ‘additional services and 
benefits’ have not been found to make any statistically significant contribution (see  
p-values > 0.05 in Table 8). Moreover, the overall job satisfaction model fit to data is not 
very high as indicated by the value of the adjusted coefficient of determination R2, which 
is in this case 0.540, meaning that the developed model explains some 54% of the 
variation observed in overall satisfaction. Still the model is acceptable as it is known that 
R2-values lower than 0.50 are common in models trying to explain human behaviour 
(Frost, 2017). 

Table 8 Statistical significance of independent variables in overall job satisfaction model 

Independent variable p-value 

Satisfaction from location and functionality of workplace 0.033 

Satisfaction from cleanliness and hygiene of workplace 0.025 

Satisfaction from workplace infrastructure 0.014 

Satisfaction from direct collaborators or subordinates 0.967 

Satisfaction from supervisors 0.046 

Satisfaction from work tasks and development 0.000 

Satisfaction from education and training 0.266 

Satisfaction from earnings 0.012 

Satisfaction from working hours and leaves 0.028 

Satisfaction from additional services and benefits 0.222 

As far as the satisfaction dimension ‘collaborators or subordinates’ is concerned, the 
identified insignificant contribution to overall job satisfaction could be a side effect 
caused by the recent merge of the Insurance Funds in EFKA. Each previous fund had its 
own philosophy, values and beliefs. The recent mix-up of employees from different 
backgrounds decreases potentially – at least for the present time – the significance of the 
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satisfaction that is caused by the relationships with the collaborators. With respect to the 
dimension ‘education and training’, the identified insignificant contribution may look 
surprising from a first sight, as it contrasts with findings of other studies (see e.g., 
Schmidt, 2007; Chaudhary and Bhaskar, 2016). Nevertheless, it may be explained, at 
least partially, by the combined effect of factors such as the age of the sample (and the 
overall population), which is rather far (see Table 3) from the ages in which professional 
development is typically sought through education and training activities, the increased, 
as mentioned earlier, job responsibilities that do not leave sufficient time for the required 
study typically accompanying the education-related activities and the attitude of many 
employees in the public sector who consider training as just another annoying disturbance 
of their daily routine. This specific finding may also be explained by the findings of an 
older study by Mottaz (1984), which indicates that education has two effects on overall 
job satisfaction; an indirect positive and a direct negative. More specifically, education 
may increase job satisfaction when it is rewarded according to the traditional educational 
payoffs of intrinsic nature such as task autonomy, significance and involvement. When, 
however, education does not lead to greater intrinsic rewards and then job satisfaction 
may be significantly reduced. This occurs because higher education qualifications are 
associated with higher aspirations or work values (Mottaz, 1984). Thus, for employees 
who receive equal levels of intrinsic rewards, job satisfaction tends to be considerably 
lower especially among the higher educated employees, that in the case of EFKA 
comprise a high staff ratio (50.2% in the sample, see Table 3; 43% in the total 
populations, see Section 2). Another aspect of this problem is that in the private sector, 
employees may indeed have the opportunity to exploit their qualifications. In a public 
organisation, however, autonomy, involvement and other rewards that should accompany 
more qualified personnel are not provided to the extent they should be. Finally, with 
respect to the dimension ‘additional services and benefits’, the identified insignificant 
contribution is not surprising, as it follows the same trend observed above in the sample 
responds according to which satisfaction dimensions with no direct impact to employees 
are most likely perceived by them as insignificant. 

To further analyse the collected data so as to reveal the dimensions and sub-
dimensions that are critical for the satisfaction of EFKA employees and/or call for 
improvement efforts, relative action diagrams were developed (see Figures 4 and 5), as 
described in Section 4. The diagram comprises only dimensions and sub-dimensions that 
according to the preceding regression analyses were found to make a statistically 
significant contribution in their respective context. 

An analysis of the dimension-specific relative action diagrams of Figure 4 reveals at 
first that no major gaps exist among the performance and importance of the considered 
job satisfaction sub-dimensions. Moreover, in all but the dimension of ‘satisfaction from 
earnings’, there are sub-dimensions that comprise strong points for that carry high levels 
of both importance and performance to the employees (see leverage opportunity, i.e.,  
top-right quadrants in Figure 4). These sub-dimensions should be treated with care by the 
new integrated agency in order to preserve their, currently observed, high satisfaction 
levels. Due to their increased importance to the employees, any shift in performance 
could easily drop them to the action opportunity quadrants (bottom-right) along with the 
other sub-dimensions, which, being already therein, call for attention and improvement. 
And there are quite enough sub-dimensions already calling for attention and 
improvement in all but the dimensions of ‘satisfaction from cleanliness and hygiene of 
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workplace’ and ‘satisfaction from working hours and leaves’ (see action opportunity, i.e., 
bottom-right quadrants in Figure 4). Moreover, it should not be forgotten that the sub-
dimensions falling currently in the status quo quadrants (see bottom-left quadrants in 
Figure 4) comprise sub-dimensions that, due to their currently observed low performance, 
may easily move to the action opportunity (bottom-right) quadrants, thus becoming also 
number one priorities, should they become more important to the employees in the future. 

Figure 4 Dimension-specific relative action diagrams, (a) location and functionality of workplace 
(b) cleanliness and hygiene of workplace (c) workplace infrastructure (d) supervisors 
(e) work tasks and development (f) earnings (g) working hours and leaves (see online 
version for colours) 
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Figure 4 Dimension-specific relative action diagrams, (a) location and functionality of workplace 
(b) cleanliness and hygiene of workplace (c) workplace infrastructure (d) supervisors 
(e) work tasks and development (f) earnings (g) working hours and leaves (continued) 
(see online version for colours) 
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Figure 4 Dimension-specific relative action diagrams, (a) location and functionality of workplace 
(b) cleanliness and hygiene of workplace (c) workplace infrastructure (d) supervisors 
(e) work tasks and development (f) earnings (g) working hours and leaves (continued) 
(see online version for colours) 

 

IMPORTANCE

HighLow

H
ig

h
L

ow
The recognition of your work 

by those you serve

P
E

R
F

O
R

M
A

N
C

E

Workload and pending tasks

The interest of the tasks 
you are handling

The career development 
and promotion potential

The opportunities given to practice 
personal skills and competences

The regular practice of job 
rotation

 

(e) 

 

IMPORTANCE

HighLow

H
ig

h
L

ow

The financial stability and security 
provided by the employment in the 

Agency

P
E

R
F

O
R

M
A

N
C

E

Current earnings relative to 
10 years ago

Current earnings with 
respect to the average work 
remuneration in the private 

sector

The amount of 
regular salary

The amount 
of extra 

remuneration 
with respect 

to the 
additional 

working time

 

(f) 

 



   

 

   

   
 

   

   

 

   

    Job satisfaction determinants and assessment 101    
 

 

    
 
 

   

   
 

   

   

 

   

       
 

Figure 4 Dimension-specific relative action diagrams, (a) location and functionality of workplace 
(b) cleanliness and hygiene of workplace (c) workplace infrastructure (d) supervisors 
(e) work tasks and development (f) earnings (g) working hours and leaves (continued) 
(see online version for colours) 
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Despite the fact that according to the relative action diagrams of Figure 4 almost all 
dimensions have to demonstrate some strong points, that is sub-dimensions in the 
leverage opportunity quadrants, none can be considered as a strong point for the overall 
satisfaction as the leverage opportunity (top-right) quadrant of the corresponding relative 
action diagram in Figure 5 is empty. Moreover, the majority of the dimensions present 
not only low performance but also low importance. The only dimension that presents 
high importance is the ‘work tasks and development’, but even this has a low 
performance, thus falling in the action opportunity (top-right) quadrant calling for 
attention and improvement; this particular dimension should be the number one 
improvement priority. On the other hand, the dimensions ‘working hours and leaves’ and 
‘supervisors’ present high performance, but, due to their low importance for employees, 
fall in the transfer opportunity (top-left) quadrant of the diagram, thus becoming 
insignificant and indifferent from an improvement action point of view. All other 
dimensions, by demonstrating both low importance and performance, fall in the status 
quo (bottom-left) quadrant of the action diagram, indicating that they do not currently 
require any intervention. Nevertheless, it should not be forgotten that they require 
attention, as due to their low performance, they may become critical, should their 
importance increase for the employees in the future. Thus, they should become the 
number two improvement priority; just after the dimension ‘work tasks and 
development’. Overall, this particular relative action diagram demonstrates gaps among 
the performance and importance of the considered dimensions that require attention. 

Although the low relative importance observed in all but the ‘work tasks and 
development’ dimension may look surprising from a first sight, it should not be forgotten 
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that despite the merger and the resulting changes, EFKA remains a public organisation. 
This means that certain aspects of its operation (e.g., working hours, earnings, 
infrastructure, etc.) will practically run the same way as before and employees are well 
aware of this. What however could radically change is the assignment of work tasks and 
the resulting development potential. Work tasks are typically assigned following the 
organisation structure defined through an organisation chart. In the case of EFKA, as 
mentioned earlier in Section 2, current operation runs under a temporal organisation 
chart, while the final one is still pending. This naturally creates some uncertainty to 
employees, which may, at least partially, explain the low relative performance observed 
in the respective job satisfaction dimension (see Figure 5). 

Figure 5 Overall job satisfaction relative action diagram (see online version for colours) 
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Looking globally the results of the performed analyses, it seems that the respondents to 
the survey expressed diverse views when focusing in the particularities of each 
considered job satisfaction dimension (see relative action diagrams of Figure 4). But 
when it came to the dimensions as a whole and to the overall job satisfaction dimension 
in particular, the expressed views became rather uniform and flat, highlighting not only 
low satisfaction levels but also low importance levels. Recall also that the majority of 
respondents reported that, overall, they are neither satisfied nor dissatisfied from their 
jobs (see Figure 3). This observed behaviour may be explained by the fact that EFKA 
employees keep a standby position, going through a period of adaptation to the new 
organisation scheme, while expecting and looking forward to the maturation of the 
changes already imposed, and those that are still to come, such as the final organisation 
chart, through the adopted top-down reorganisation approach. It may also be explained by 
the fact that in periods of generalised economic crises what really matters is the ability to 
have any employment that allows for decent living. However, as the survey results 
summarised in the relative action diagram of Figure 5 indicate, the current performance 
in a series of job satisfaction dimensions and overall is low, and may become critical for 
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the organisational competence and performance, should the dimensions become more 
important for the employees in the future. 

5 Conclusions, limitations and future work 

The main aim of the study present herein was to explore and identify the job satisfaction 
determinants of EFKA employees, assess their current satisfaction levels and highlight 
job aspects, which are at critical state, thus require attention and/or improvement. To this 
end, a questionnaire survey was undertaken and the collected information was analysed 
with the use of statistical techniques, regression analysis in particular, and action 
diagrams. 

The results of the analyses indicated that seven out of the ten initially considered 
dimensions have indeed a statistically significant contribution in explaining the overall 
satisfaction levels expressed by the respondents to the survey. These dimensions are in 
order of derived importance the ‘work tasks and development’, ‘earnings’, ‘workplace 
infrastructure’, ‘cleanliness and hygiene of workplace’, ‘supervisors’, ‘location and 
functionality of workplace’, and ‘working hours and leaves’. From these dimensions, 
however only ‘supervisors’ and ‘working hours and leaves’ present high relative 
performance with respect to expressed satisfaction. All the other dimensions present low 
relative performance and call for attention, with the dimension ‘work tasks and 
development’ being the number one priority for improvement actions, as it has been 
found to be the most important job satisfaction dimension. Several other dimension-
specific aspects have been also found to call for attention and/or improvement. 

The study has provided interesting and useful insights on the determinants of job 
satisfaction for the EFKA employees and the directions where the improvement efforts 
and actions of the newly shaped agency may focus in order to preserve and/or improve 
the employee satisfaction, thus preserving and/or improving its own competence and 
performance. Nevertheless, it presents some limitations that prevent generalisations, and 
give rise to several directions for future research and development. 

To start with, the survey was limited to a specific geographical area and a subset of 
the total population of employees. As a consequence, despite the effort made, there are no 
guarantees that the collected sample is truly representative of the perceptions of the total 
population of EFKA employees. It is therefore recommended for the future, the extension 
of the survey at a national-wide level. 

Another limitation of the study comes from the employed analysis techniques. For the 
derivation of the job satisfaction dimensions and sub-dimensions, which are important for 
that shape the overall job satisfaction employees, a series of regression models were 
developed at two independently considered levels. At the lower level, ten independent 
regression models were developed and used in order to derive the important sub-
dimensions for each considered dimension, while at the upper level, one regression model 
was developed and used to reveal the dimensions that are most important for the overall 
job satisfaction without taking into account the performance at their respective sub-
dimensions. This approach ignores any potential contributions of the sub-dimensions in 
determining the overall job satisfaction via their contributions in determining the 
satisfaction at their respective dimensions. This problem may be overcome by the 
adoption of a hierarchical linear modelling approach, whereby the contributions of the 
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aforementioned two levels in determining overall job satisfaction could be 
simultaneously taken into account. The development and use of such a model would also 
be an interesting extension of the present study. 

Last not least, an interesting future extension would be to study the considered 
problem via the employment of advanced techniques such as the multi-criteria 
satisfaction analysis (MUSA) method, which has been specifically developed to address 
the satisfaction measurement and assessment problem (Grigoroudis and Siskos, 2010). 
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