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Abstract 

The study examined the influence that the psychological contract has on the 
job satisfaction and dissatisfaction of employees in the South African workplace. 
It also studied in detail, the effect that psychological contract breach and ful-
filment have on the satisfaction of employees with regard to their work, fel-
low-employee, supervisor, and the as a whole organisation. The data for this 
study therefore, was collected through perusal of existing scientific ar-
ticles/papers, published/unpublished dissertations and theses, text books and 
other relevant informative documents. This makes the study to be premised 
on theoretical and analytical methodology. This article therefore, reveals the 
destructive effects that psychological contract breach has on the operation of 
organisations in South Africa, which are also presented and discussed in de-
tail. The article also reveals the costly effect that employees’ job dissatisfaction 
has on organisations in terms of unplanned employee turnover. For the en-
hancement of psychological contract fulfilment, this article proposes strate-
gies for organisations to adopt and implement, with an aim of improving em-
ployees’ job satisfaction in the workplace and ultimately discouraging turover 
intentions among employees. This study therefore, plays a very important 
and significant role in terms of contributing to literature and better under-
standing of psychological contract in general, and the effects that psychologi-
cal contract has on employees’ job satisfaction and dissatisfaction in particu-
lar. 
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1. Introduction 

The structure of this article consists of the following sections. Section 2 reviews 
the relevant literature that has been used in the study. Section 3 discusses the in-
fluence of psychological contract fulfillment and breach on employees’ job satis-
faction and dissatisfaction. Section 4 presents and discusses the determinants of 
employees’ job satisfaction. Section 5 entails the discussion of the consequences 
of employees’ job satisfaction in the workplace. Section 6 presents the recom-
mended strategies that can be used to improve job satisfaction in organisations, 
while Section 7 provides the conclusion of the study. This study is one of the 
very few which addresses not only the impact of job satisfaction on employees, 
but also the effect that job dissatisfaction has on them in the workplace.  

The biggest challenge that organisations seem to be faced with each day, is to 
ensure that their employees are satisfied in the workplace in order to enhance 
their production and keep their organisations going. Unfortunately, this is not 
always an easy task as employees’ behaviour is influenced by many factors which 
organisations have to identify and manage in the workplace. The psychological 
contract therefore, has been reported by a number of researchers as having a 
significant impact on employees’ job satisfaction (Collins & Beauregards, 2020; 
Varma & Chavan, 2020), hence it has been identified as a construct of interest 
for the study.  

As already indicated, the aim of this study was to investigate if the psycholog-
ical contract has any influence on employees’ job satisfaction and dissatisfaction 
in the workplace, in order to gain relevant information and knowledge that can 
be used for the management of this construct in organisations. The psychologi-
cal contract is a concept that can be traced back to Rousseau’s work in 1989. 
According to this researcher, the concept of psychological contract is based on 
an individual’s belief that mutual obligations exist between individuals and their 
employers, which each party will be expected to fulfil when the time comes 
(Rousseau & Tijoriwala, 1998).  

In order to provide a clear understanding of the concept, researchers of orga-
nisational behaviour have adopted the psychological contract as a theoretical 
foundation for the interpretation of the relationship between employees and 
employers in organisations. According to the psychological theory, employees 
hold a set of implicit expectations about what they feel obligated to provide to 
their employer such as productivity, and what their employer is obligated to 
provide them such as salary, career opportunities, safety, etc (Morf, Arnold, & 
Staffelbach, 2014). This notion is supported by Griep and Vantilborgh (2018) 
who confirm that, in a psychological contract relationship employees believe 
that they have an implied contract with their employer as they regard their em-

https://doi.org/10.4236/jhrss.2021.93031


D. I. Ntimba et al. 
 

 

DOI: 10.4236/jhrss.2021.93031 486 Journal of Human Resource and Sustainability Studies 
 

ployer as having promised to provide for their economic and materialistic needs 
in return for the employees’ contribution to the organisation. According to 
Zacher and Rudolph (2021), the psychological contract serves as an encourage-
ment for employees in organisations to hold on to positive expectations rather 
than the limitations that exist in organisations. Herrera and Las Heras-Rosas 
(2021) reveal that a positive connection has been found between the psychologi-
cal contract and organisational commitment, especially where the terms of the 
contract have been fulfilled. This obviously means that, where the obligations 
and terms of the psychological contract have been met, the connection will be a 
positive one, while the opposite will also be true, where the psychological con-
tract has been breached.  

Employees’ job satisfaction on the other hand, should be understood as an 
employee’s actual satisfaction with the work and the immediate supervisor in the 
workplace (Janssen, 2001; Giauque et al., 2012; Ramoo et al., 2013; Yousef, 
2017). The significance of satisfied employees rests in the fact that, when em-
ployees are satisfied in the workplace, they feel encouraged and motivated to 
continue working in their organisation and continue to tirelessly contribute to 
their organisation’s effectiveness (Van der Walt et al., 2016). According to Oth-
man, Mokhtar and Asaad (2017), job satisfaction or employee satisfaction has 
been found to be one of the most important predictors of any success in work 
organisations. Silitonga et al. (2020) supports this notion and further adds that 
job satisfaction influences organisational commitment in the work place, which 
obviously results in increased eagerness amongst employees to achieve organisa-
tional goals. Vuong et al. (2021: p. 204) re-iterates this notion and further adds 
that when employees are satisfied in the workplace, they will “always stand 
shoulder to shoulder with the organisation even in times of absolute difficulty”. 
The opposite is also true that when employees experience any form of dissatis-
faction especially relating to their work in the workplace, they tend to engage in 
certain behaviours that may have destructive consequences to organisations in 
terms of decreased production and/or resignations (Collins & Beauregard, 2020; 
Danial & Nasir, 2020; Morsch, Van Dijk, & Kodden, 2020; Varma & Chavan, 
2020). Hence it is of utmost importance that organisations remain alert and 
prepared to take immediate corrective action, should any employee behaviour 
appear suspicious. 

It is based on this background that the impact that the psychological contract 
has on employees’ job satisfaction and dissatisfaction had to be examined, in or-
der to obtain the required relevant information and knowledge that would assist 
management in work organisations to be able to monitor, control and manage 
the effects of the psychological contract in the workplace. This article therefore, 
has focused its review on available literature pertaining to: The psychological 
contract in the workplace; Impact of psychological contract fulfilment and 
breach on employees’ job satisfaction and dis-satisfaction; Determinants of em-
ployees’ job satisfaction; Consequences of employees’ job dissatisfaction; Rec-
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ommended strategies of improving job satisfaction in organisations. 
This article has been written on the basis of secondary data, obtained from 

scientific articles/papers, published/unpublished dissertations and theses, text 
books and other relevant informative documents. 

2. Literature Review 
2.1. The Psychological Contract in the Workplace 

The term psychological contract was first used by Rousseau in her study in 1989. 
The author initially defined the psychological contract as employees’ beliefs that 
there is a mutual obligation that exists between them and their organisations 
(Rousseau, 1995). This concept was later redefined by Rousseau and Tijoriwala 
(1998) as an individual’s belief that mutual obligations exist between individuals 
and their employers, which each party will be expected to fulfil when the time 
comes in the workplace. Subsequent to the study of Rousseau and Tijoriwala 
(1998), numerous studies on the concept of psychological contracts followed, 
which resulted in new information and a development of a psychological theory 
which states that employees hold a set of implicit expectations about what they 
feel obligated to provide to their employer such as productivity, and what their 
employer is obligated to provide them such as salary, career opportunities, safe-
ty, etc (Morf, Arnold, & Staffelbach, 2014). Although a number of researchers 
conducted studies on the psychological contract concept and came up with their 
own definitions, of significance in all the definitions of different researchers and 
authors, is the similarity in stating that the psychological contract is based on be-
lief of an existence of obligations between an employee and the employer to keep 
their promises regarding any matter of individual interest in the workplace 
(Tekleab et al., 2020; Zacher & Rudolph, 2021; Herrera & Las Heras-Rosas, 2021). 

Psychological contracts serve two vital roles, namely, to define and describe 
the employment relationship, and to manage the mutual expectations in the re-
lationship. Psychological contracts also provide a functional framework accord-
ing to which the open process of employees’ expectations can be managed 
(Dhanpat & Parumasur, 2014). The benefit of the psychological contract in 
workplace relationships can also be seen in the fact that it provides an “under-
standing of employment relationships, employee attitudes and behaviours” 
(Tekleab et al., 2020: p. 1). Where the psychological contract is properly handled 
and manged, it can be of benefit to organisations as it can encourage and moti-
vate employees to contribute to the achievement of all expected positive organi-
sational outcomes and goals (Dhanpat & Parumasur, 2014; Tekleab et al., 2020; 
Liu, 2019; Zacher & Rudolph, 2021).  

There are two types of psychological contracts known as relational and trans-
actional contracts that are popularly and commonly found in the workplace 
(Dhanpat & Parumasur, 2014; Griep & Vantilborgh, 2018). Relational contracts 
are characterised by elements of trust, respect and loyalty that develop over a pe-
riod of time (Persson & Wasieleski, 2015; Herrera & Las Heras-Rosas, 2021; 
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Cregan et al., 2021). Transactional contracts on the other hand are always cha-
racterised by their short-term focus on economic and materialistic factors such 
as fair remuneration, career advancement opportunities and job security (Her-
rera & Las Heras-Rosas, 2021; Cregan et al., 2021). De Clercq, Azeem and Haq 
(2021) and Phuong and Takahashi (2021) concur with these authors’ version of 
the relational and transactional contracts, but add that the relational contract 
contains relational obligations and evokes long-term expectations, while the 
transactional contract is characterised by transactional obligations which evolve 
around short-term expectations. An earlier study by Dabos and Rousseau (2004) 
further identified another type of psychological contract in 1995 which up to this 
far has not been commonly popular in the workplace, which they referred to as 
the balanced contract. This type of psychological contract was later referred to as 
hybrid contract because it was found to be a combination of both relational and 
transactional contracts (De Clercq, Azeem, & Haq, 2021). 

2.2. Job Satisfaction and Dissatisfaction in Work Organisations 

The concept of job satisfaction was first used by Elton Mayo (calling it work sa-
tisfaction) at the Western Electric company Hawthorne factory in Chicago, dur-
ing the late 1920’s and early 1930’s to describe employees’ emotions which could 
affect their work behaviour (Djoemadi et al., 2019). There seems to be no uni-
form definition of job satisfaction, work satisfaction or employee satisfaction, as 
interchangeably referred to in the literature. However, numerous definitions of 
job satisfaction have been provided by various researchers and authors, with 
some similarities pertaining to satisfaction with employees’ jobs in the workplace 
(Sowmya & Panchanatham, 2011; Voon et al., 2011; Parvin & Kabir, 2011; Sa-
geer et al., 2012; Giauque et al., 2012; Ramoo et al., 2013; Yousef, 2017). Howev-
er, the definition that stands out as being the most accurate is provided by Sa-
man (2020:186), where he says job satisfaction should be understood as “the at-
titude of an employee either happy or not happy about rewards that come by, 
the work that is associated with his own, with his supervisors, fellow employees, 
as well as environmental work”. Two earlier studies which were conducted by 
Dabos and Rousseau (2004) and later by Dhanpat and Parumasur (2014) have 
found that employees who are satisfied with their work will always want to reci-
procate the positive actions of their employers in terms of increased productivi-
ty, positive organisational expectations, affective commitment and intention to 
remain in the organisation. 

Conversely, job dissatisfaction, which is obviously the opposite of job satisfac-
tion is defined by Nwobia and Aljohani (2017: p. 137) as “an unpleasant or nega-
tive, stress-related emotional state resulting to a re-appraisal of one’s job or job 
experiences”. Ramlawati et al. (2021) reveal that job dissatisfaction occurs when 
an employee’s expectations are not met by his current job and begins to have 
thoughts of leaving his job, believing that by leaving his job he will get another 
job that will provide better job satisfaction. Two studies which were conducted 
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by Maimane et al. (2018) and Liu (2019) found that employees who are dissatis-
fied in the workplace behave negatively to an extent that they would not hesitate 
to engage in negative behaviours such as reducing their performance efforts and 
withdrawing their organisational commitment, which oviously negatively affect 
production in organisations. A subsequent study which is one of many others, 
which was conducted by Ntimba (2019) has found that employees start to think 
about leaving their organisation when they feel dissatisfied about their work and 
are convinced that it would be worthless to continue working for an organisa-
tion in which they are not happy. 

3. Influence of Psychological Contract Fulfilment and Breach  
on Employees’ Job Satisfaction and Dissatisfaction 

Psychological contract fulfilment take place when employees have a strong per-
ception and conviction that their employers have met the terms of their implied 
contract called psychological contract (Lambert, Edwards, & Cable, 2003; Liu, 
2019). When employees feel that the terms of their psychological contract have 
been fulfilled by their employers, they become happy and want to reciprocate the 
positive action, by loyalty and commitment which result in higher production in 
organisations (Liu, 2019; Zacher & Rudolph, 2021). Employees will always reci-
procate the positive actions of their employers in terms of increased productivi-
ty, positive organisational expectations, affective commitment and intention to 
remain in the organisation (Dabos & Rousseau, 2004; Dhanpat & Parumasur, 
2014). This view is supported by Griep and Vantilborgh (2018) who further state 
that employees always experience a feeling of indebtedness where they perceive 
the employer to have met all the psychological contract obligations. The result is 
that they too will want to reciprocate such positive behaviour by fulfilling their 
own obligations as expected in terms of their psychological contract.  

Employees’ perception of fulfilment of their psychological contract puts them 
in a state of satisfaction about their work and even about the organisation itself. 
The job satisfaction arising from psychological contract fulfilment leads to orga-
nisational outcomes such as, among others, organisational commitment, orga-
nisational citizenship behaviour and innovative behaviour, which are obviously 
beneficial to the survival of work organisations (Aggarwal & Bhargava, 2009; 
Tekleab et al., 2020; Sudiarta, 2021). The impact of psychological contract fulfil-
ment on job satisfaction is displayed on route (1) of Figure 1. The positive orga-
nisational outcomes that are brought about by the prevalence of job satisfaction 
in the workplace are also reflected. Also reflected in Figure 1, is the impact that 
psychological contract breach has on the job dissatisfaction of employees in the 
workplace. The negative organisational outcomes that are brought about by the 
prevalence of job dissatisfaction in the workplace are also reflected in Figure 1. 

On the other hand, psychological contract breach refers to an awareness that 
one or more obligations have not been fulfilled by the other party, which triggers 
an emotional experience that results from the awareness that the other party has  
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Figure 1. Double-routed impact of psychological contract on job satisfaction and dissa-
tisfaction. Source: researchers’ derivation based on reviewed literature. 
 
breached the contract (Coyle-Shapiro & Parzefall, 2008). Maimane et al. (2018) 
and Zacher and Rudolph (2021) state that psychological contract breach takes 
place when employees become convinced that their employers has failed to meet 
one or more of their obligationg as expected in terms of the terms of their psy-
chological contract. Just like it has been revealed in the definition provided by 
Coyle-Shapiro & Parzefall (2008), when employees perceive a breach on their 
psychological contract, they feel violated and experience emotions of anger, be-
trayal, frustration, anxiety, and resentment over their employers (Maimane et al., 
2018).  

Employees react negatively when they feel that the terms of their psychologi-
cal contract have been breached, to such an extent that they would not hesitate 
to retaliate by reducing their performance efforts and withdrawing their organi-
sational commitment, which oviously negatively affect production in organisa-
tions (Maimane et al., 2018; Liu, 2019). Gallani et al. (2019) state that psycho-
logical contract breach leads to perceptions of fairness violation among em-
ployees, and ultimately results in punitive response behaviours aimed at reta-
liating against the employer’s perceived unfair treatment towards them. Studies 
have found that such retaliations may include negative outcomes such as re-
duced job performance, intention to leave, job dissatisfaction, withdrawn orga-
nisational commitment, decreased trust (Herrera & Las Heras-Rosas, 2021). 
Areas of focus that have been found to be where breaches are mostly perceived 
include those such as among others, salary, promotion, career development and 
job security (Maimane et al., 2018). This notion is confirmed by Herrera and Las 
Heras-Rosas (2021) who further add that in most instances psychological con-
tract breach is triggered by restructuring and downsizing of organisations which 
are always misunderstood as indications of the employers’ breach of their em-
ployees’ psychological contract. Liu (2019) reveals that employees’ reaction to a 
breach will be very severe when employees are convinved that their employers 
have deliberately ignored to fulfil their obligations and/or intentionally reneged 
from keeping their promises. Hence the psychological contract breach has been 
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found to be negatively related to favourable job attitudes and performance in 
organisations, which make employees even more likely to be doubtful of their 
future aspirations because of the unpredictable behaviours of their employers 
(Zacher & Rudolph, 2021).  

Two earlier empirical studies have revealed detailed findings about the impact 
of psychological contract breach in workplace relationships. Firstly, the study by 
Winter and Jackson (2006) found that employees who perceived a breach of 
their psychological contract, reduced their commitment and were not willing to 
engage in positive organisational citizenship behaviour. The second study by 
Coyle-Shapiro and Parzefall (2008) reiterated that empirical evidence reveals that 
a breach of the psychological contract result in reduced psychological well-being, 
job dissatisfaction, mistrust, withdrawn organisational commitment, increased 
intentions to leave the organisation, and negative attitudes towards the organisa-
tion. Cregan et al. (2021) agree with the authors and further reveal that the psy-
chological contract theory predicts that when employees feel that their psycho-
logical contract has been breached, they retaliate by reducing their contribution 
and effort in the organisation which always has very negative effcts in its con-
tinued survival.  

Any perception of breach of their psychological contract always leave the em-
ployees in a state of dissatisfaction about their work and even about the organi-
sation itself (Coyle-Shapiro & Parzefall, 2008). Employees’ job dissatisfaction aris-
ing from psychological contract breach results in employees’ negative attitude 
and destructive behaviours, which are obviously detrimental to the survival of 
organisations (Herrera & Las Heras-Rosas, 2021). The impact of psychological 
contract breach on job dissatisfaction is displayed on route (2) of Figure 1. 

4. Determinants of Employees’ Job Satisfaction 

A study by Sowmya and Panchanatham (2011) has revealed that there are factors 
which have been identified as determinants of job satisfaction known as recogni-
tion and appreciation, co-workers, supervision, job conditions, policies and pro-
cedures, fringe benefits, nature of the organisation, compensation, promotion 
opportunities, and job security. These factors have been depicted in Figure 2 
below, and are discussed in this section. It however, has to be noted that the de-
terminants listed below in Figure 2, should not be seen as the only determinants 
as there are also other determinants which will have a significant influence on 
job satisfaction in the workplace.  

4.1. Recognition and Appreciation 

Jehanzeb et al. (2012) reveal that studies have identified non-monetary compen-
sation as one of the most important motivators in the workplace. This notion is 
supported by Ntimba (2019) who confirm that appreciation other than mone-
tary rewards which employees may from time to time receive is of cardinal im-
portance, as employees also expect to be valued for the good work they do in the 
workplace. A study conducted by Jehanzeb et al. (2012) found that employees  
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Figure 2. Determinants of job satisfaction. Source: researchers’ derivation based on re-
viewed literature. 
 
who receive recognition become closer with their organisations and perform 
even better. This is true, in view of the fact that recognition and rewards have 
been found to increase employees’ levels of efficiency and performance. 

4.2. Co-Workers 

The employee-employee relationship, refers to the relationship that a worker has 
with his co-workers. An earlier study conducted by Curseu et al. (2008) revealed 
that the relationship which employees develop from within workgroups arises 
from their eagerness to interact with one another. This relationship has a direct 
influence on the performance of their tasks in the workplace. This finding was 
supported by subsequent research study conducted by Flanagan and Runde 
(2009), which found that all disagreements among workgroup members have the 
potential of devolving into relationship conflict. Shah (2017) states that distress 
and ineffective working environment are outcomes of a conflict situation where 
misunderstandings and negative relationships are rife in the workplace. As a re-
sult, organisations should at all times strive towards the creation of an environ-
ment in which employees support and assist one another in their challenging 
jobs in the workplace. 

4.3. Supervision/Leadership Behaviour 

The way a supervisor relates to his subordinate employees is of significance as it 
will determine whether or not the employees will be satisfied with their jobs in 
the workplace (Ntimba, 2019). A relationship has been found between learship 
behaviour and employee satisfaction in the workplace (Bhardwaj, Mishra, & 
Jain, 2021). In support of this notion, Sudiarta (2021) re-iterates that the pres-
ence of good learship in work organisations is a determining factor for employee 
performance, as production will largely depend on how the supervisor or man-
ager optimally uses the employees. 

4.4. Job Conditions 

Favourable job conditions are very important to employees. The absence of de-
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sirable conditions in the workplace can impact negatively on the employees’ 
mental and physical well-being and subsequently interfere with their perfor-
mance and ultimately their job satisfaction do (Parvin & Kabir, 2011). Em-
ployees want to work in an environment that is motivating in terms of condi-
tions, which includes guaranteed safety with regard to the work being done in 
the organisation. The more comfortable employees are in the workplace, the 
more productive they will be (Sageer et al., 2012). This notion is supported by 
Suffian et al. (2018), who state that working conditions will affect the satisfaction 
of employees in the workplace because employees want to work in an environ-
ment where they feel comfortable with their physical surroundings. 

4.5. Policies and Procedures 

Policies and procedures that consider and treat employees as valuable members 
of the organisations are more likely to produce satisfied employees who will be 
more likely to do their work to customers’ satisfaction and also be more produc-
tive (Huang & Rundle-Thiele, 2014). Djukic et al. (2017) further add that fair 
organisational policies and procedures ensure that employees’ satisfaction with 
their jobs will not be affected, even where employees are faced with high stressful 
job demands. This is true if they have a positive perception with regard to pre-
vailing organisational justice and if they are treated fairly and are given a voice 
in the decision-making (Djukic et al., 2017).  

4.6. Fringe Benefits 

Fringe benefits have also been found to play a significant role in determining 
whether or not employees will be satisfied in the workplace. One needs to always 
bear in mind that job satisfaction does not depend on the nature of the job only, 
but also on the employee’s expectations regarding what the job is expected to 
provide to the employee in terms of benefits (Parvin & Kabir, 2011). Therefore, 
job satisfaction should not be understood to mean only a situation where the 
employee is happy with their job, but also includes the employee’s expectations 
with regard to what the employee expects the job to provide (Ramoo et al., 
2013). Sharma and Jaiswal (2018) state that fringe benefits also serve as indirect 
compensation to employees. 

4.7. Nature of the Organisation 

Studies have found that organisations that embrace job satisfaction in their 
workplaces are able to achieve their set goals, retain their quality employees and 
attract the type of employees who have the required skills (Voon et al., 2011). 
This notion is further confirmed by Mohammad et al. (2011), who reveal that 
further studies have found that there is a relationship between job satisfaction 
and employees’ physical and mental well-being. This relationship has an influ-
ence on their job-related behaviour in the workplace, which determine how they 
relate to their organisation. Holman, Johnson and O’Connor (2018) reiterate 
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that activities that organisations use for the improvement of employee well-being 
and reduction of the impact of stress on employees, also play an important role 
in the workplace. This notion is supported by Das et al. (2018: p. 1), who further 
state that employer-based well-being initiatives are of utmost importance as they 
have a potential to “positively influence physical and psychological health” of the 
employees in the workplace. 

4.8. Compensation 

According to Mahalawat and Sharma (2019) compensation can be defined as an 
amount of reward that employees receive for their contribution or work done. 
Gürlek (2020) reveals that employees start to experience dissatisfaction with 
their pay as soon as they start to compare the quantity of the work they do for 
their employers, with the pay they receive as compensation for their labour. A 
study by Bao, Cheng and Smith (2020) found a direct link between pay equity 
and job satisfaction and between pay equity and employee performance in orga-
nisations. Vuong et al. (2021) state that employees begin to be satisfied when 
they feel that they receive the compensations that is equivalent to the contribu-
tions they make to the organisation. This view is supported by Sudiarta (2021) 
who further states that the amount of salary that an employee receives from the 
employer always serves as one of the main indicators of job satisfaction.  

4.9. Promotion Opportunities 

Jehanzeb et al. (2012) state that promotion usually depends on performance and 
is also one of the strongest forms of motivation among employees to work hard-
er in order to be elevated to higher positions. Ramlawati et al. (2021) however, 
argue that it is not only dissatisfied employees who will think of leaving their 
current job, but even satisfied employees may become dissatisfied when they 
discover that there are other jobs in the labour market that can provide them 
with better opportunities than their current job. This finding by Ramlawati et al. 
(2021) is consistent with an earlier finding of Gerhart (1990) which found a rela-
tionship between employees’ job satisfaction and job opportunities in the labour 
market. 

4.10. Job Security 

Employees want to have security about their job, meaning that they want assur-
ance that they will still have their current job even in future. Where such job se-
curity is not guaranteed, employees become worried about their future in the 
organisation (Sageer et al., 2012; Mahalawat & Sharma, 2019). According to 
Jung, Jung and Yoon (2021), job insecurity takes place when employees become 
afraid for a possibility of losing their jobs and become unemployed. When an 
employee experiences this fear, his/her psychological health is also affected, 
which obviously has a negative impact on the employee’s performance and en-
gagement with other fellow employees in the workplace. 
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5. Consequences of Employees’ Job Dissatisfaction 

It has been confirmed by studies that job dissatisfaction is a consequence of cer-
tain factors (Winter & Jackson, 2006; Coyle-Shapiro & Parzefall, 2008; Cregan et 
al., 2021; Liu, 2019; Herrera & Las Heras-Rosas, 2021). The factors listed and 
discussed below are outcomes of job dissatisfaction: 

5.1. Withdrawal of Organisational Commitment 

Numerous studies which investigated whether there is any relationship between 
organisational commitment and job satisfaction, have concluded that there is a 
significant relationship between the two constructs, with a correlational nature 
(Yousef, 2017). When employees are dissatisfied in the workplace they withdraw 
their commitment to the organisational, which is usually displayed by reducing 
their contribution and effort in the organisation. This has always proved to have 
very negative effects on the organisations’ continued survival (Cregan et al., 
2021).  

5.2. Reduced Performance and Production 

Nwobia and Aljohani (2017) state that job dissatisfaction affects employees’ per-
formance directly with the result that it ends up triggering their low morale and 
intention to leave the organisation. Employees’ dissatisfaction in the workplace 
leads to employees deliberately reducing their job performance with an aim of 
reducing the production, as a sign of retaliation against their employer’s actions 
which they have found unacceptable (Zacher & Rudolph, 2021). 

5.3. Turnover Intentions 

Intention to leave arises from an employee’s subjective evaluation of the organi-
sation that results in their decision to leave the organisation, based on the dissa-
tisfaction experienced by the employee (Ntimba, 2019). Ramlawati et al. (2021: 
p. 512) define turnover as “the process by which employees leave the organisa-
tion and must be replaced immediately”. This is one of the main areas which re-
sults is serious loss to organisations in terms of lost skilled employees, cost of re-
cruiting and training of newly appointed employees, and production lost during 
the training and recruitment process. 

5.4. Voluntary Turnover 

Nwobia and Aljohani (2017) state that when skilled employees leave organisa-
tions, the ability of remaining employees to complete their allocated tasks is also 
affected. In organisations where skilled employees are resigning in large num-
bers, management will be expected to recruit new skilled employees to replace all 
those who have left. This is usually a costly exercise for organisations as it also 
affects production time lost during the recruitment and development process of 
newly appointed employees (Ramlawati et al., 2021). 
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5.5. Reduced Trust 

When something has happened in the workplace which results in employees’ 
dissatisfaction, employees will always react by, among other tactics of retaliation, 
withdrawing their trust over their employer to show their anger and frustration 
over the unacceptable action of their employer (Coyle-Shapiro & Parzefall, 2008; 
Maimane et al., 2018). A broken trust can have very destructive effects on orga-
nisations as employees will always be demotivated in giving their best in the 
workplace (Supriyanto, Ekowati, & Maghfuroh, 2020). Where employees perce-
ive their employer as having breached their trust, they become more likely to be 
even doubtful of their future aspirations because of their employer’s unpredicta-
ble behaviours (Zacher & Rudolph, 2021).  

6. Recommended Strategies of Improving Job Satisfaction in  
Organisations 

Job satisfaction is a vital factor in any organisation, as the attitudes of employees 
reflect the moral of the organisation. The positive attitude of employees, howev-
er, depends on how happy or satisfied they are in the workplace, which places a 
huge responsibility on work organisations to ensure that the satisfaction of em-
ployees is always promoted in the workplace. It is for that reason therefore, that 
this study has compiled the following management strategies which leadership 
and management of organisations can use to promote the fulfilment of the psy-
chological contract and thereby improve job satisfaction in the workplace: 
 To avoid experiencing challenges arising from management’s poor perfor-

mance with regard to open communication transparency and management 
skill, organisations shall have to empower their managements with the ne-
cessary skills. This therefore, means that the achievement of psychological 
contract fulfilment will require skills that will ensure that employees and em-
ployers are adequately empowered in ensuring effective psychological con-
tract fulfilment towards each other (Arthur & Kolson, 2017). 

 To maintain a healthy relationship among employees and boost perfor-
mance, it is necessary that employers should encourage their employees to 
have trust in the organisations as that is a necessity for the organisations’ 
continued survival (Liu, 2019).  

 To ensure the development and maintenance of an effective psychological 
contract between management and employees, organisations should invest 
more on building mutual trust as that will lead to the satisfaction of em-
ployees in the workplace (Niehof & Paul, 2001). 

 To promote employees’ satisfaction in organisations, managements need to 
promote the sharing of information with their employees and also listen to 
what they have to say in response, rather than arrogantly adhering to their 
one-way type of communication which erodes employees’ obedience and 
loyalty in organisation (Phuong & Tkahashi, 2021). 

 To avoid negative consequences in organisations, management should always 
provide an explanation where the obligations have not been fulfilled and 
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where possible, provide alternative options and resources for employees to 
cope with the perceived breach (Zacher & Rudolph, 2021).  

 To keep employees’ behaviour within positive parameters which give rise to 
trust, loyalty and satisfaction, organisations have to promote projects that 
will result in mutual benefit and also always try to satisfy the demands of 
employees. This is of importance, as loyal employees will always stand by the 
organisation even in times of difficulties especially where other employees 
would have chosen to flee in distress (Vuong et al., 2021). 

 To boost production in the workplace, managers in organisation should al-
ways strive towards keeping their employee happy as it is believed that an 
employee is considered productive when he is happy (Bhardwaj, Mishra, & 
Jain, 2021).  

The biggest challenge that organisations seem to be faced with is to ensure 
that their employees are satisfied in the workplace. However, keeping employees 
happy and/or satisfied in the workplace is not an easy task although it has many 
benefits, without which organisations cannot survive (Dabos & Rousseau, 2004; 
Aggarwal & Bhargava, 2009; Dhanpat & Parumasur, 2014; Tekleab et al., 2020). 
Hence management and leadership of organisations have to work tirelessly to 
ensure that all concerns of employees are addressed timeously in order to avoid 
any misunderstanding that could result in innocent omissions of employers be-
ing erroneously interpreted as breach of their psychological contract. 

7. Conclusion 

The study examined the influence that the psychological contract has on job sa-
tisfaction and dissatisfaction of employees in the South African workplace. The 
study found that there is a positive relationship between psychological contract 
fulfilment and job satisfaction, while a negative relationship was found between 
psychological contract breach and job satisfaction. This led the authors of this 
article to the conclusion that, in workplaces where the psychological contract has 
been fulfilled, employees will be satisfied with their job, while in workplaces 
where the psychological contract has been breached, employees will be dissatis-
fied with their job. As a result, if organisations intend to improve their em-
ployees’ job satisfaction in the workplace, they should invest more in empower-
ing their leaders and managers with knowledge and skills relating to the psycho-
logical contract in general, and psychological contract fulfilment and breach in 
particular. Focal areas for such empowerment have been mentioned in this ar-
ticle in order to assist them in the identification of areas to which the training 
and development should pay attention. This study therefore, plays a very im-
portant and significant role in terms of contributing to literature and a better 
understanding of psychological contract, as well as the effects that it has on em-
ployees’ job satisfaction and dissatisfaction in the workplace. 
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