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ABSTRACT 
Decades of research have failed to establish a strong link between managers' job satisfaction and 
performance. Despite support in the literature to suggest that a relationship exists between job 
satisfaction and managers' performance the empirical evidence to support this proposition is mixed. A 
seminal question in psychology and management is revisited – the 'happy managers productive worker' 
thesis, by investigating the impact of job-related affective well-being and intrinsic job satisfaction on 
Australian managers performance. Survey items were derived from the literature and administered to 
managers from Western Australian organizations using self–report on established affective well-being 
and intrinsic job satisfaction scales. An empirical methodology was used to test the hypotheses. 
Managers' contextual and task performance scales were developed through from the literature and 
confirmatory factor analysis. A measurement model of managers' performance using supervisory ratings 
was tested and confirmed to be multivariate and consist of eight-dimensional construct of performance. 
Canonical correlation and hierarchical multiple regression were used to analyze the linear combination of 
managers' affective well-being and job satisfaction with their performance. Indicators of affective well-
being and intrinsic job satisfaction were found to predict dimensions of managers contextual and task 
performance. 
 
KEYWORDS 
Managers, Happy-Productive Worker, Job-Related Effective Well-Being, Intrinsic Job Satisfaction, Job 
Performance 
 
INTRODUCTION 
There has long been an adherence to the intuitively appealing notion that happy employees perform 
better. But decades of research have been unable to establish a strong link between intrinsic job 
satisfaction and performance. Belief in the ‘happy-productive worker’ thesis has its roots in the Human 
Behaviour School of the 1950s. Similarly, the 1970s Human Relations Movement had a significant 
influence on job redesign and quality-of-life initiatives and was credited with specifying the original 
satisfaction-performance relationship (Strauss 1968). Despite mixed empirical evidence, there is support 
in the literature to suggest that a relationship exists between managers’ affective wellbeing, intrinsic job 
satisfaction and their performance. 
 
This study investigated relationship between managers' job-related affective well-being ('affective well-
being'), intrinsic job satisfaction and their contextual and task job performance ('managers' performance'). 
Specifically, the main goal was to establish which indicators of managers' affective well-being and intrinsic 
job satisfaction predict dimensions of their performance. Certain indicators of affective well-being and 
intrinsic job satisfaction were found to predict dimensions of managers' contextual and task performance. 
An ancillary objective was to establish the structure of managers' performance. Answering this research 
question required the development of a new instrument for measuring managers' performance, and also 
the differentiation of the affective well-being from intrinsic job satisfaction constructs. Data is presented to 
specify which aspects of managers' affective well-being and intrinsic job satisfaction predict dimensions of 
their contextual and task performance. For a detailed account of the development of the managers' 
performance measurement model refer to Hosie, Sevastos and Cooper (2006). 
 
JUSTIFICATION FOR THE RESEARCH 
A strong causal link has been established between people management and business performance by 
Patterson, West, Lawthom and Nickell (1998). Compared to other management practices (e.g., strategy, 
quality focus, investment in research and development), human resource practices explained 18% of the 
variation in productivity and 19% in profitability of companies in the United Kingdom. Two clusters of 
skills, acquisition and development of employee skills (including the use of appraisals), and job design 
were shown to be particularly important. Patterson and colleagues have established an empirically 
compelling argument supporting the relationship between people management practices and commercial 
performance. 
 
Managers are pivotal to an organization's productivity and effectiveness, since they have ultimate 
responsibility for maximising the resources available for organizations to create value (Jones, 1995). The 
resource-based view of the firm recognised the value added by human capital (Hamel & Prahalad, 1994; 
Wernefelt, 1984). Regardless of the industry or country concerned, managers represent the human 
capital that is critical to an organization's success (Williams, 1991). Any decline in managers' 
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performance inevitably results in revenue foregone, opportunities lost, and increased costs. In turn, this 
hampers the capacity of organizations and, ultimately, national economies to create wealth. 
 
Organizations are under increasing pressure to improve productivity, while simultaneously reducing costs, 
resulting in an epidemic of 'corporate anorexia' (Hamel, 1996). A new enterprise formula is emerging - 
'1/2 x 2 x 3' - whereby half as many people are being paid twice as much, to produce three times more 
(Handy, 1996). This trend to 'squeezing the pips' is particularly evident for managers, where the incidence 
of stress and burnout is increasingly common (Reinhold, 1997; Quinn, Faerman, Thompson & McGrath, 
1996). 
 
Affective well-being is treated as a first order concept that underpins stress, a second order concept. 
Thus, affective reactions are conceived of as a precursor to 'stress' in the workplace. Emotional reactions, 
resulting from intrinsic and extrinsic stimuli, determine a person's reactions to stressful situations. The US 
National Institute of Occupational Safety (1991) has defined stress generically as 
 

… harmful physical and emotional responses that occur when the requirements of the job do not 
match the capabilities, resources, or needs of the worker. Job stress can lead to poor mental health 
and even injury. (p. 6) 
 

Empirical findings from longitudinal studies support the view that the work environment exerts an 
influence on mental and physical health, including both short-term outcomes and long-term health 
impairment, particularly cardio-vascular disease (Karasek, 1989, 1979; Wall, Kemp, Jackson & Clegg, 
1986). 
 
Organisational dynamics experienced by Australian managers are indicative of those facing most nation-
states and economies. Australian managers are under increasing pressure to produce superior results in 
shorter time-frames, with fewer resources (Forster & Still, 2001; Coles, 1999). Handy (1996) considered 
the '1/2 x 2 x 3' formula 'about right' for Australia, New Zealand, the United Kingdom and North America. 
To reach and sustain heightened levels of performance, and to avoid burnout in this environment, it is 
desirable that organizations develop strategies for maintaining managers' affective well-being and intrinsic 
job satisfaction. Of the three psychological aspects of burnout (emotional exhaustion, depersonalisation, 
diminished sense of personal accomplishment), emotional exhaustion is increasingly prevalent in 
Western workplaces (Lee & Ashforth, 1996). 
 
By establishing how affective well-being and intrinsic job satisfaction influences performance, it will be 
possible to predict how deterioration, or an improvement, in affective well-being and intrinsic job 
satisfaction impacts on managers' performance. Similarly, management practices that increase 
managers' affective well-being and intrinsic job satisfaction may result in corresponding reductions in 
workplace tension and improved efficiency. Such information may be used to develop recommendations 
about changes that are likely to promote a healthier and more supportive work environment for managers. 
 
HAPPY-PRODUCTIVE EMPLOYEES 
Decades of research have found inadequate evidence to support the 'happy-productive worker thesis' 
(Staw, 1986) or the proposition that 'a happy worker is a good worker' (Katzell & Thompson, 1995: 111). 
Research has also been unable to establish a close link between job satisfaction and performance (c.f. 
Iaffaldano & Munchinsky, 1985; Locke, 1976; Vroom, 1964; Brayfield & Crockett, 1955 This may be a 
result of researchers erroneously conceiving and operationalising job satisfaction as synonymous with 
affective well-being (Cropanzano & Wright, 2001; Wright & Cropanzano; Cropanzano, James & 
Konovsky, 1993). Later metanalysees have indicated that there is a stronger relationship between job 
satisfaction and job performance than was previously evident (Judge, Thoreson, Bono & Patton, 2001; 
Harter, Schmitt & Hays, 2001). 
 
Researchers have mostly ceased investigating whether satisfied employees are more productive, 
possibly as a consequence of using job satisfaction as the predictor variable, instead of more appropriate 
measures, such as 'happiness' (Wright & Staw, 1999a, 1999b), or affective well-being (Sevastos, 1996). 
Also, the construct 'managers' job performance' has not been robustly measured, making associations 
between these constructs problematic. These results seem partly due to conceptual misspecification and 
inadequate research methodologies. Rather than being an aberrant stream of investigation, these 
findings are argued to result from poorly specified and measured constructs. Despite the lack of empirical 
evidence, the notion that satisfied or happy workers are more productive is firmly entrenched in 
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management ideology (Ledford, 1999; Wright & Staw, 1999a,b). Studies from the 1930s onwards found 
only modest support for the link between worker satisfaction and improved job performance (Organ & 
Paine, 1999). 
 
Apart from a study by George and Bettenhausen (1990), affective well-being has seldom been 
investigated as a predictor of favourable work outcomes for managers. Wright and Staw (1999a,b) 
rekindled the general debate about whether happy workers are more productive. Wright and Staw also 
found a 'plausible link' between employees' affective states and work behaviour that justified "re-opening 
the question of whether happy workers are also more productive" (1991: 2). Reasoning and research into 
the construct of happiness preceded research into affective well-being. Emotions and happiness are first 
order conceptual bases of affective well-being. There is a case for extending the happy-productive worker 
thesis into an examination of the extent to which managers' affective well-being influences performance, 
using a more robust methodology to measure these constructs. Re-invigorating this debate may also 
inform the more general, but unproven proposition that happy employees perform more effectively. 
 
MANAGERIAL AND PRACTITIONER IMPLICATIONS 
This study investigated affective well-being, an important aspect of emotions and was intended to 
contribute to the broader debate over what underpins human performance at work. A more sophisticated 
understanding of how affective well-being and intrinsic job satisfaction interacts with managers' 
performance, contributes to a better comprehension of aspects of the relationships underlying these 
constructs. Evidence of how affective well-being and intrinsic job satisfaction interacts with managers' 
performance will be valuable in determining job designs and organisational level interventions. Such an 
understanding has the potential to translate into improved managerial practices. These findings are also 
intended to progress the debate about how work might be structured to improve employees' performance. 
 
Factors that indicate how managers sustain heightened levels of performance are identified in the model. 
In turn, this helps to explain the process of upward and downward spirals of managerial effectiveness, 
whereby positive or negative affective well-being and intrinsic job satisfaction leads to increased or 
reduced performance, which in turn either enhances positive, or exacerbates negative affective well-being 
and intrinsic job satisfaction. These issues need to be addressed if organizations are to operate 
effectively, in an integrative manner. Uncoordinated and inappropriate initiatives may result in costly and 
ineffectual outcomes for organizations. 
 
Successful initiatives to improve managers' affective well-being and intrinsic job satisfaction depend on 
individual and situational contingencies. Contingency theory indicates that one general intervention is 
unlikely to be effective for all managers in all situations, combinations of approaches are likely to be result 
in longer term benefits. Mitchell reports that "people who are high in achievement needs or growth needs 
respond more favourably (are more satisfied, perform better) when faced with enhanced, challenging jobs 
than do people low in these needs." (1979: 246). In isolation, job enrichment may only enhance 
motivation for those managers who desire autonomy and challenge at work and in an organization where 
executives support participative decision making. 
 
Assessments of affective well-being and intrinsic job satisfaction need to match closely the work 
environment that a manager is located in, a general consideration frequently overlooked, according to 
Warr (1987). Managers who spend long periods in jobs that lack opportunities for control and skill use are 
likely to have a negative affect on job-related competence. However, in some cases job-related anxiety, 
when linked to aspirations, is not necessarily linked to diminished affective well-being and intrinsic job 
satisfaction. For example, highly motivated managers who desire challenges may react to risks in a way 
that raises their anxiety level, but doesn't negatively impact their affective well-being and intrinsic job 
satisfaction. 
 
A PARTIAL MODEL OF MANAGERS' AFFECTIVE WELL-BEING, INTRINSIC JOB 
SATISFACTION AND PERFORMANCE 
Warr has suggested that researchers should explore "what is known about the relationship between rated 
work performance and the components of mental health" (1987: 293). Notwithstanding extensive 
research efforts, job satisfaction (20%) and affective well-being (5%) have only been found to contribute 
25% to our understanding of affective well-being (Sevastos, 1996). Research has mainly focused on job 
satisfaction when, as has been suggested, affective well-being and intrinsic job satisfaction may provide 
an improved explanation of performance in the workplace. From the information collected for this study, a 
model was developed and tested that may have predictive power, as illustrated in Figure 1: 
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Figure 1: 

A Partial Model of Managers' Affective Well-being,  
Intrinsic Job Satisfaction and Performance 

Affective Wellbeing
Four Factor Model of
Affective Wellbeing
Positive and Negative Affect

Job Satisfaction
Intrinsic Job Satisfaction

Managers' Performance
Contextual Performance
Task Performance

 
 
METHODOLOGY 
A cross-sectional questionnaire of 19 Western Australian organizations was undertaken during 1998/99 to 
collect data to answer the research question, test the hypotheses and model. Data was collected using 
self-report measures of affective well-being and intrinsic job satisfaction, and downward appraisal of 
managers' performance using the evaluations of the person to whom managers then reported. A 
composite selection of private, public and 'third sector' organizations

1
 was surveyed, representing 

managers from a range of occupational groups. A total of 400 useable questionnaires were returned from 
the 1,552 distributed, representing a 26% useable response rate. 
 
Self-report data from the sample was used to measure managers' affective well-being and intrinsic job 
satisfaction. Published scales of Job-related affective well-being (Sevastos, 1996a) and intrinsic job 
satisfaction Sevastos, 1996; Cook et al 1980) items were used. The properties of the instruments used 
were acceptable for measuring state and trait affective well-being and managers' performance. Self and 
superior appraisals were used to gauge managers' performance. No suitable validated measures of 
managers' performance identified were identified in the literature. Managers' contextual and task 
performance items were devised by the researcher from Borman and Brush's (1993) and Borman and 
Motowidlo's (1997) taxonomies of managers' performance. Generic behaviour dimensions were included 
from the literature (Konovsky & Organ, 1996; Quinn, 1996; Borman & Brush, 1995; Organ & Lingl, 1995; 
Podsakoff et al., 1990). 
 
METHODS 
Measures used in this study are consistent with the established theory base in this stream of research, 
and were closely aligned to the constructs being investigated. From the literature review it became 
apparent that there were a considerable number of well-validated instruments for measuring affective 
well-being and intrinsic job satisfaction, but few that were suitable for collecting data on variables 
identified as determining behavioural outcomes of managers' performance. Affective well-being items 
were drawn from published and validated scales. This study extends upon Wright and Staw's (1999) 
research by more reliably measuring state affect (mood) and managers' performance. Ledford also 
determined that the "most important problem to address in research on the happiness-productivity 
connection is the operationalization of the two key constructs" (1999: 30). Wright and Staw conceded that 
their "data might have been stronger had there been better calibration in the measurement of mood and 
rated performance" (1999: 11). 
 
Managers' performance items, developed for the measurement instrument used, were closely tied to the 
literature. Separate scales were designed and piloted to measure contextual and task performance 

                                          
1
   Third Sector (3rd) refers to private incorporated organisations receiving private, Commonwealth and/or State Government funding. 
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dimensions. Relevant measures identified from the literature were identified for testing by the hypotheses 
derived for the model. Answering the research questions required the development of an instrument to 
measure the structure of managers' contextual and task performance. An eight-dimensional 
measurement model of managers' performance, derived from the survey data, was tested by exploratory 
and confirmatory factor analysis (CFA) to differentiate the structure of managers' contextual and task 
performance. The performance construct was operationalized in terms of four contextual dimensions 
(Endorsing, Helping, Persisting, Following) and four task dimensions (Monitoring, Technical, Influencing, 
Delegating). These dimensions were confirmed through multisample analysis and cross-validation 
techniques of managers' and superiors' ratings (N=200 and n=125, respectively). 
 
METHODS 
Concepts, Constructs Dimensions and Measures 
Measures used in this study are consistent with the established theory base in this stream of research, 
and are closely aligned to the constructs being investigated. During the literature review it became 
apparent that there were a considerable number of well-validated instruments for measuring affective 
well-being and intrinsic job satisfaction, but few that were suitable for collecting data on variables 
identified as determining behavioural outcomes of managers' performance. Linkages between the 
relevant concepts, constructs, dimensions and measures used in this study have been established in 
previous studies and are given in Table 1 to support the choice of measures.  
 

Table 1: 
Concepts, constructs, dimensions, and measures 

 
CONCEPTS CONSTRUCTS DIMENSIONS MEASURES 

Dispositional job–
related affective 
wellbeing. 

Positive Affect. 
Negative Affect. 

Interested, Distressed, Excited, Upset, Strong, 
Guilty, Scared, Hostile, Enthusiastic, Proud, 
Irritable, Alert, Ashamed, Inspired, Nervous, 
Determined, Attentive, Jittery, Active, Afraid. 

20–item Positive and Negative Affect 
Scale (PANAS) (Watson & Clark, 1984). 

Job–related 
affective 
wellbeing. 

Enthusiasm, 
Depression, 
Anxiety, 
Relaxation. 

Gloomy, Calm, Anxious, Enthusiastic, 
Motivated, Worried, Restful, Tense, Depressed, 
Optimistic, Relaxed, Miserable. 

12–item Four Factor Model of Affective 
Wellbeing (Sevastos, 1996). 

Job Satisfaction. Intrinsic Job 
Satisfaction. 

Intrinsic Job Satisfaction–utilisation of skills, 
amount of job complexity and opportunities for 
control, amount of responsibility and challenges.

7–item subscale (Cook et al., 1980a). 

Contextual 
Performance. 

Managers' 
Contextual 
Performance. 

Persisting, Volunteering, Helping, Following, 
Endorsing. 

Author–devised 22–item scale of 
managers' contextual performance 
developed from Borman & Motowidlo's 
(1997) 5–dimension taxonomy. Items 
from Konovsky & Organ (1996), Organ & 
Lingl (1995), Brush (1993), Podsakoff et 
al. (1990). 

Task 
Performance. 

Managers' Task 
Performance. 

Planning, Guiding, Training, Communicating, 
Representing, Technical, Administrating, 
Maintaining, Coordinating, Deciding, Staffing, 
Persisting, Stressing, Committing, Monitoring, 
Delegating, Influencing, Interpreting, 
Organisational Effectiveness.  

Author–devised 75–item scale of 
managers' task performance developed 
from Borman & Brush (1993) 18–
dimension taxonomy. Subscale items 
developed to measure 'Judgement' and 
'Organisational Effectiveness' (Quinn, 
1996). 
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STATISTICAL ATTRIBUTES OF AFFECTIVE WELL-BEING AND INTRINSIC JOB 
SATISFACTION SCALES 
Two affective well-being and intrinsic job satisfaction scales were compared and evaluated before 
selecting those suitable for multivariate analysis. Both of these scales were suitable for measuring 
managers' affective-well-being in relation to their contextual and task performance. In particular, the 
scales were more theoretically congruent with the notion of 'happiness' (Sevastos 1996; Warr, 1990). The 
following scales were used to measure and analyse managers' affective well-being and intrinsic job 
satisfaction: 
 

o 20-item Positive And Negative Affect Schedule (PANAS) (Watson & Clark, 1984). 
o 12-item Four Factor Congeneric Model of Job-related Affective Well-being (Sevastos, 1996); and  
o 7-item intrinsic job satisfaction subscale (Sevastos, 1996; Cook et al. 1980). 
 

The IV (independent variable) scales (affective well-being and intrinsic job satisfaction) used were robust 
as they have been developed and replicated with large samples and are widely published. The affective 
well-being scales were not altered because the properties of these scales had already been established. 
Nevertheless, the psychometric properties of the scales were still pertinent. As with the pilot data, the 
scale properties are reported to ensure that the measures are within statistically acceptable parameters. 
Table 2 provides a summary of the alpha coefficients for affective well-being and intrinsic job satisfaction 
data: 
 

Table 2: 
Alpha coefficients and items for well-being scales 

and subscales (n = 200) 
 

Construct Scales/subscales Items Variable Code α 

Trait Affectivity  Positive Affect 10 1,3,5,9,10,12,14,16,17,19 .89 

 Negative Affect 10 2,4,6,7,8,11,13,15,18,20 .87 

Job–related Enthusiasm 3 25,25,30 .90 

Affective Wellbeing Depression 3 21,29,32 .83 

 Anxiety 3 23,26,28 .80 

 Relaxation 3 22,27,31 .84 

Job Satisfaction Intrinsic Job Satisfaction 7 33–39 .85 

 
All alpha coefficients for affective well-being and intrinsic job satisfaction were well above the 
recommended threshold of .70 (Nunnally, 1978), ranging from .80 - .90. 
 
SCALE MEANS, STANDARD DEVIATIONS AND CORRELATIONS 
 
PANAS 
PANAS was used as a dispositional (personality) control of affect. Consistent with Watson and Tellegen's 
(1988) intention, all the PANAS variables had strong primary loadings on the appropriate factor with 
acceptable loadings on secondary factors, indicating relatively pure markers of PA and NA. PANAS has 
two factors that contained positive and negatively worded items. Schmitt and Stutts (1995) warned that 
factor analysis on scales with polar opposites (e.g., happy-sad) that are intended to represent a trait or 
descriptor, may result in spurious negative factors being identified. Variable loadings have been found to 
be lower when positively worded variables are loaded on the same factor (Raghunathan, 1995). Alphas 
for the scale in Table 3 indicated that the NA factor was authentic. Table 3 gives the item loadings for the 
pattern matrix loadings for PANAS. 
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Table 3: 
PANAS (n = 200) 

Pattern Matrixa

.78

.59  

.61  

.81  

.63  

.62  

.77  

.76  

.67  

.54  
 .54
 .57
 .46
 .82
 .42
 .44
 .52
 .71
 .72
 .91

 1)  Interested.
 3)  Excited.
 5)  Strong.
 9)  Enthusiastic.
10) Proud.
12) Alert.
14)  Inspired.
16)  Determined.
17)  Attentive.
19)  Active.
 2)  Distressed.
 4)  Upset.
 6)  Guilty.
 7)  Scared.
 8)  Hostile.
11)  Irritable.
13)  Ashamed.
15)  Nervous.
18)  Jittery.
20)  Afraid.

1
PA

2
NA

Factor

Rotation converged in 7 iterations.a. 

 
Total variance explained for PANAS was 50.611%. Loadings <.3 are not shown.  
 
Maximium Likelihood (ML) factor analysis was used with oblimin rotation. ML assumes that the data being 
analysed are multivariate normal. ML represents and separately estimates the unique portion of each 
variable measured. ML has more restricted assumptions and only analyses shared variance (latent 
dimensions). The ML begins with the input of Pearson product-moment correlation using squared multiple 
correlations to make initial estimates of communality. Theoretically based solutions, uncontaminated by 
unique and error variability, are produced by ML (Hair et al., 1995). 
 
The Four Factor Model of Job-related Affective Well-being scale taps the entire affect space. Table 4 
gives the ML with oblimin pattern matrix loadings for the Four Factor Model of Job-related Affective Well-
being. 
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Table 4: 
Four Factor Model of Job-related Affective Well-being (n = 200) 

Pattern Matrixa

1.026    
.873    
.598    

 .772   
 .764   
 .628   
  .905  
  .849  
  .389  
   .882
   .811
   .612

24)  Enthusiastic.
25)   Motivated.
30)  Optimistic.
26)   Worried.
23)  Anxious.
28)  Tense.
29)  Depressed.
32)   Miserable.
21)  Gloomy.
31)  Relaxed.
27)   Restful.
22)  Calm.

1
Enthusiasm

2
Anxiety

3
Depression

4
Relaxation

Factor

Rotation converged in 9 iterations.a. 

 

The amount of variance explained was 77.910%. All items exhibited substantial loadings >.5, except 
'Gloomy' (.389). Six of the 12-items loaded >.80, indicating the presence of a large number of marker 
variables. This pattern matrix supports the four factor unipolar model rather than the bipolar model. Item 
1.098 loaded 1.026 on the item and factor 'Enthusiasm'. When structure matrix values are very high 
pattern matrix values slightly >1.00 may be obtained. This happens occasionally with empirical data since 
loadings are not correlations and consequently are not limited to values of <1.00 (Child, 1990). 
 
INTRINSIC JOB SATISFACTION 
Intrinsic job satisfaction variables were predicted to be closely aligned with affective well-being. As 
anticipated, the Intrinsic Job Satisfaction indicators exhibited a very high internal reliability (α =.85), and 
loaded strongly on the predicted factor (see Table 5). 
 

Table 5: 
Intrinsic job satisfaction (n = 200) 

Factor Matrixa

.535

.702

.566

.793

.797

.757

.624

33)  The amount of variety in your job?

34)  The recognition you get for good work?

35)  Your chances of promotion?

36)  The opportunity to use your abilities?

37) The attention paid to suggestions you make?

38)  The amount of responsibility you are given?

39)  The freedom to choose your own method of working?

 IntJS

Factor

1 factor extracted. 5 iterations required.a. 

 
Total variance accounted for was 54.416%. 
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CONFIRMATORY FACTOR ANALYSIS OF MANAGERS' PERFORMANCE 
INDICATORS AND VARIABLES 
Answering the research questions required the development of an instrument to measure the structure of 
managers' contextual and task performance. An eight-dimensional measurement model of managers' 
performance, derived from the survey data, was tested by exploratory and confirmatory factor analyses to 
differentiate the structure of managers' contextual and task performance. Table 6 shows the ranked factor 
loading for indicators on contextual performance using subsample 1 (N = 200) on managers' self-ratings. 
 

Table 6: 
Ranked factor loading for indicators on managers'  

self-ratings contextual performance (n = 200) 

Pattern Matrixa

.859    

.838    

.755    

.698    

.537    
 -.968   
 -.794   
 -.481   
  .889  
  .868  
  .588  
  .534  
   .942
   .888
   .489
   .384

58.  Exhibiting a concern for organisational objectives.
57.  Showing loyalty to the organisation.
60.  Representing the organisation favourably to outsiders.
61.  Demonstrating concern about the image of the organisation.
59.  Working within the organisation to effect change.
49.  Helping others who have been absent.
48.  Helping with heavy work-loads.
50.  Maintaining effective working relationships with co-workers.
40.  Demonstrating perseverance and conscientiousness.
41.  Persisting with effort to complete work successfully despite difficult conditions and setbacks.
42.  Putting extra effort into your job.
43.  Trying to make the best of the situation, even when there are problems.
54.  Obeying the rules & regulations of the organisation.
53.  Adhering to organisational values & policies.
55.  Treating organisational property with care.
56.  Paying attention to announcements, messages, or printed material about the organisation.

1
Endorsing

2
Helping

3
Persisting

4
Following

Factor

Rotation converged in 11 iterations.a. 

Four distinct factors are evident. Table 7 gives the alpha coefficients for the contextual performance 
variables.  

Table 7: 
Managers' self-report contextual performance: 

EFA data reduction by variables (n = 200) 
 

CONSTRUCT N ξ α 

Persisting  199 4 .84 

Helping  179 3 .79 

Following  199 4 .83 

Endorsing  199 5 .88 

TOTAL  16  

Note:  n = 200 Matched pairs; ξ = number of constructs. 

Table 8 shows the ranked factor loading for indicators on task performance using subsample 1 (N = 200) 
on managers' self-ratings.  
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Table 8: 
Ranked factor loading for indicators on managers'  

self–ratings on task performance (n = 200) 
 

Pattern Matrixa

.994    

.961    

.910    

.557    

 .975   

 .898   

 .882   

 .678   

  .985  

  .891  

  .803  

  .672  

   .942

   .811

   .666

   .644

118.  Monitoring and overseeing appropriate use of funds within existing constraints and guidelines.
119.  Monitoring and overseeing utilisation of funds.
117.  Controlling budgets by allocating funds internally.
120.  Controlling personnnel resources.
  84.   Solving technical problems.
  85.   Applying technical expertise.
  83.   Providing technical advice to others in organisation.
  82.   Keeping technically up-to-date.
126.  Persuading others in the organisation to accept your ideas and position.
127.  Convincing those holding opposing or neutral opinions and promoting own positions or ideas.
125.  Influencing others inside and outside of the organisation.
128.  Presenting own position clearly and decisively.
122.  Effectively delegating responisibility and authority.
124.  Delegating authority and responsibility to assist staff's professional development.
121.   Assigning staff duties and responsibilities consistent with their abilities as well as the organisation's needs.
123.  Avoiding interfereing with areas of responsibility delegated to others.

1
Monitoring

2
Technical

3
Influencing

4
Delegating

Factor

Rotation converged in 8 iterations.a. 

 
Task performance indicators and alpha coefficients are presented in Table 9. 
 
As with the contextual performance factor loadings, four distinct factors are evident. Table 9 shows the 
ranked factor loadings for indicators on contextual performance using subsample 1 on managers' self-
ratings. Task performance indicators and alpha coefficients are presented in Table 9.  
 

Table 9: 
Managers' self-report contextual performance: 

EFA data reduction by variables (n = 200) 
 

CONSTRUCT N ξ α 

Technical 179 4 .91 

Monitoring 162 4 .93 

Delegating 187 4 .84 

Influencing 196 4 .90 

TASK PERFORMANCE  16  

Note:  n = 200 Matched pairs; ξ = number of constructs. 
 

Several high loading indicators were evident in both the contextual and task performance subsamples. 
There were seven high loading 'marker' variables (>.80) for contextual performance, and 11 task 
performance factors representing 18 high-loading indicators. This indicated that the limits to parsimony for 
this matrix had been reached. 
 
A measurement model of managers' performance dimensions was confirmed to be multivariate and 
consist of eight-dimensional construct of performance was tested through CFA. The performance 
construct was operationalised in terms of four contextual dimensions (Endorsing, Helping, Persisting, 
Following) and four task dimensions (Monitoring, Technical, Influencing, Delegating). These dimensions 
were confirmed through multisample analysis and cross-validation techniques of managers' and 
superiors' ratings (N = 200 and n = 125, respectively). These dimensions were confirmed through 
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multisample analysis and cross-validation techniques of managers' and superiors' ratings (Hosie et al. 
2004). 
 
TEST OF THE MEASUREMENT MODEL 
All analyses were based on the ML method. The input for the analyses was the covariance matrices for 
the managers' self-report and superiors' ratings on performance indicator subsamples. The variance for 
each of the eight constructs was fixed at 1 and respective covariances were freely calculated. To test the 
hypothesised models only random error was analysed, which assumed there was no systematic error in 
the data. Subsample 1 was used for the CFA of both managers' and superiors' ratings of performance to 
ensure independence of the samples. Combining managers' self-report and superiors' rating subsamples 
effectively doubled the cases available for analysis. These are independent samples because no overlap 
is allowed in the cases. Four models of managers' performance were tested: A best fitting model was 
sought that separately fitted these data sets. An eight-Dimensional Model based on the a priori model of 
managers' four factors of context performance and four factors of task performance. 
 
CONFIRMATORY FACTOR ANALYSIS OF MANAGERS' PERFORMANCE 
Accurately measuring managers' performance was a necessary precursor to answering the main 
research questions posed in this study. The CFA explored the construct of managers' performance in 
detail.  
 
Results of the various CFA were conducted to test the measurement model. A CFA provided support for 
a 32 variable measure of perceived performance. The CFA on the eight performance constructs - four 
contextual performance and four task performance - was used to confirm the measurement model. These 
analyses determined the independence of the constructs. Essentially, the eight dimensions and 32 
indicators, identified in the EFA, withstood a rigorous process of CFA scrutiny that covered all the relevant 
aspects of performance. Contextual and task performance generalises across managers and their 
superiors, to provide a reliable measure of performance. Clearly, superiors' ratings of managers' 
performance are the most reliable.  
 
Common variance was expected because the focal person rated their performance. However, as shown 
through the Multitrait-Multimethod (Byrne, 1994; Byrne & Goffin, 1993) at the individual parameter level of 
analysis, managers' self-reports on their performance were contaminated by considerable systematic 
error through a tendency of the self-rated performance method to attenuate the performance effects. By 
contrast, the superiors' ratings of managers' performance had only a modest method variance and were 
therefore a reliable measure of managers' objective performance. 
 
Evidence was presented through invariance analysis that was used to determine if there was congruence 
between managers' and superiors' perceptions of performance. The model fitted the structure and was 
suitable for cross-validation with the original sample. A common structure for both managers' and 
superiors' contextual and task performance was established through an examination of the form of the 
performance model, the invariance of loadings across the self and superiors' samples, and holding the 
loadings constant, a test of the invariance of the relationships amongst the performance constructs. 
These scales were psychometrically sound because they show high levels of reliability (internal 
consistency), in addition to demonstrating construct validity, and are suitable for further analysis in 
relation to managers' affective well-being and intrinsic job satisfaction.  
 
In summary, the measurement model clarified the construct of managers' performance and was found to 
be composed of mutual and distinct measures that are generalizable across groups. The CFA findings 
indicated that the construct of managers' performance was multidimensional. Figure 2 provides a 
schematic representation of the CFA of managers' performance indicators and variables. 
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Table 11: 
Canonical correlation with DV based on superiors' 

rated performance (n = 125) 
 

Variables First Canonical Variate Second Canonical Variate 

 Cross-
Loadings 

Standardised 
Coefficients 

Cross-
Loadings 

Standardised 
Coefficients 

Performance Variable Set (DV)      

Technical .177 -.091 -.208 -.563 

Monitoring .306 .202 .252 .616 

Delegating .264 -.142 -.131 -.321 

Influencing .510 .642 -.090 -.067 

Persisting .423 .214 -.081 -.259 

Helping .245 .039 -.011 .054 

Following .221 -.070 .217 .549 

Endorsing .432 .322 .008 .013 

Percent variance   37.129  10.978 
Total = 48.107 

Redundancy   11.602  2.323 
Total = 13.925 

Affective Well-being Variable Set (IV)      
PA .389 .591 .067 .976 

NA -.096 .221 -.152 -.478 

Depression -.328 -.083 .012 -.058 

Enthusiasm .278 -.375 -.187 -1.337 

Anxiety -.179 -.117 .071 .619 

Relaxation .076 .046 .046 .595 

Intrinsic Job Satisfaction .503 .803 -.085 -.014 

Percent variance   29.046  5.201 
Total = 34.248 

Redundancy   9.076  1.101 
Total = 10.177 

Canonical Correlation .559***  .460*  

 
Canonical correlation and hierarchical multiple regression were used to analyse the linear combination of 
managers' affective well-being and job satisfaction with contextual and task performance. Indicators of 
affective well-being and intrinsic job satisfaction were found to predict dimensions of managers' 
performance, irrespective of whether the performance scores were from self-ratings or supervisory 
ratings.  
 
As predicted, positive affective well-being was related to enhanced managerial performance, whereas 
poor affective well-being indicated diminished performance, as specified in the previous paragraph. Since 
the relationship between well-being and performance is positive linear, high performance is expected to 
be associated with high well-being, and low performance with low well-being. Thus, hypothesis 1 was 
confirmed.  
 

H 1 Affective well-being is associated with managers' contextual and task performance (as 
rated by their superiors), so that; 

 high levels of affective well-being are strongly associated with higher rated performance, 
while low levels of affective well-being will lead to lower rated performance. 

Hosie and Sevastos 12 



AArree  hhaappppyy  mmaannaaggeerrss  mmoorree  pprroodduuccttiivvee??  

 

Hypothesis 2 was also confirmed. Self-report of affective well-being variables and Intrinsic Job 
Satisfaction was found to predict dimensions of superiors' report on task performance. Affective well-
being (PA = .330**, 4.757%; Anxiety = .285*, 4.424%; Relaxation = .274**, 4.578%)

2
 were positively 

associated with managers' task performance (Monitoring = .283**, 6.010%) and contextual performance 
(Following = .252*, 3.950%) that was negatively associated with task performance (Technical = -.259**, 
5.359%). However, NA (-.220*, 2.651%) and Enthusiasm (-.615***, 12.738%), were negatively associated 
with (Monitoring = .283**, 6.010%; Following = .252*, 3.950%) that was negatively associated with 
(Technical = -.259**, 5.359%). 

H 2 Components of affective well-being are differentially associated with contextual 
performance and task performance. 

Hypothesis 3 was not confirmed. Enthusiasm (-.615***, 12.738%) accounted for a large amount of unique 
variance and was highly significantly (p = <.001) negatively associated with the contextual performance 
variable Following (.252*, 3.950%).  

H 3 There is a positive association between managers' enthusiasm and contextual 
performance. 

Hypothesis 4 was not confirmed. Anxiety (.285*) accounted for 4.424% of unique variance and was 
positively associated with the task performance variables Technical (-.259**, 5.359%) and Monitoring 
(.283**, 6.010%).  

H 4 There is a negative association between managers' anxiety and task performance. 

Hypothesis 5 was not confirmed. Enthusiasm (-.615***, 12.738%) had a highly significant (p = <.001) 
negative association with the contextual performance variable Following (.252*, 3.950%). Relaxation 
(.274**, 4.578%) was positively associated with Following but was less significant (p = <.01) and 
accounted for less variance (8.16%). Anxiety (.285*, 4.424%), an 'activation-based' affect, was positively 
associated. with Following (.252*, 3.950%). Depression was not a significant variable because it may be 
categorised as 'disengagement' rather than an 'activation based affect'.  

H 5 Enthusiasm and relaxation (pleasantness based affect) are stronger predictors of rated 
contextual performance than anxiety and depression (activation based affect). 

Hypothesis 6 was partly confirmed. Intrinsic Job Satisfaction (.449***, 11.233%) had a highly significant (p 
= <.001) positive association task performance variable (Influencing = .359***, 5.935%) but not with any 
contextual performance variables. Endorsing, a contextual performance variable, contributed 1.507% of 
the unique variance for the superiors' ratings of performance but the β (.180) determined that this variable 
was not statistically significant.  

H 6 There is a positive association between managers' overall intrinsic job satisfaction and 
their rated contextual and task performance. 

Hypothesis 7 was partly confirmed. Affective well-being (PA = .449***; 8.788%) had a highly significant (p 
= <.001) positive association with managers' task performance dimension (Influencing = .359***, 5.935%). 
Affective well-being (PA = .330**, 4.757%; Anxiety = .285*, 4.424%; Relaxation = .274**, 4.578%) was 
positively associated with managers' contextual performance variable (Following = .252*, 3.950%) and 
task performance variables (Technical = -.259**, 5.359%; Monitoring = .283**, 6.010%). However, the 
                                          
2
 Coefficients in parentheses are standardised weights obtained from multiple regression analyses using the first and second 

canonical variates as DVs. The percentages shown indicate unique variance explained. 
 

Hosie and Sevastos 13 



AArree  hhaappppyy  mmaannaaggeerrss  mmoorree  pprroodduuccttiivvee??  

 

affective well-being variables NA (-.220*, 2.651%) and Enthusiasm (-.615***, 12.738%), were negatively 
associated with task performance variables (Technical = -.259**, 5.359%; Monitoring = .283**, 6.010%) 
and the contextual variable Following (.252*, 3.950%). An ambiguous association between affective well-
being and intrinsic job satisfaction variables was evident, specifically related to contextual and task 
performance variables. In other words, affective well-being and intrinsic job satisfaction variables were not 
supported in relation to contextual and task performance variables. 

H 7 Managers' affective well-being is positively associated with contextual performance, while 
managers' cognitions are positively associated with task performance. 

Hypothesis 8 was confirmed. Positive values were predicted for Intrinsic Job Satisfaction, Enthusiasm, 
Relaxation, Anxiety and negative values for Depression for attitudinal and affective outcomes of 
complexity on work pressure model.. The Partial Model predicted that enriched job characteristics were 
associated with job satisfaction and low depression, while impoverished jobs will be associated with job 
dissatisfaction and depression. High work pressure will be associated with high anxiety, while low 
pressure will be associated with low anxiety. For 'low strain' jobs the outcomes are satisfaction, 
enthusiasm, relaxation, and low depression and anxiety; and for 'active jobs' the outcomes are 
satisfaction, enthusiasm, relaxation, anxiety and low depression. 
 
In the first canonical variate, Intrinsic Job Satisfaction (.449***, 11.233) was highly significantly positively 
associated with Influencing (p = <.001) and contributed substantial unique variance to the performance 
variable Influencing and could thus be considered 'elevated'. Enthusiasm (-.615***, 12.738) was highly 
negatively elevated and Relaxation (.274**, 4.578) and Anxiety (.285*, 4.424) were moderately positively 
elevated. All variables, except Depression, were significant and contributed considerable unique variance 
in the second canonical variate that was associated with the task performance variables Technical, 
Monitoring and the contextual performance variable Following. Depression indicates low activation.  
 

H 8 Managers who report intrinsic job satisfaction and enthusiasm will have elevated 
relaxation, anxiety and low depression. 

Hypothesis 9 was partly confirmed. Intrinsic Job Satisfaction and Enthusiasm were found to be in different 
uncorrelated canonical variates, in relation to managers' performance, making it difficult to confirm or 
disconfirm hypothesis 9. In the first canonical variate, Intrinsic Job Satisfaction (.449***, 11.233) was 
highly significantly positively associated (p = <.001) and contributed substantial unique variance to the 
task performance variable Influencing. In the second canonical variate, Anxiety (.285*, 4.424) was 
significantly associated (p = <.05) and contributed more unique variance than with the task performance 
variables Technical, Monitoring and the contextual performance variable Following.  

H 9 High performing managers will report positive intrinsic job satisfaction and high anxiety 
but low depression. 

Hypothesis 10 was partly confirmed. Since the relationship between affective well-being and performance 
was positive linear, high performance was expected to be associated with high well-being, and low 
performance with low well-being. As predicted, positive affective well-being (Intrinsic Job Satisfaction = 
.449***, 11.233), a cognitive variable, was related to managerial performance, whereas poor performance 
indicated decrements in affective well-being (Anxiety = .285*, 4.424). Depression and Enthusiasm were 
not significantly associated with the task performance variables Technical, Monitoring and the contextual 
performance variable Following and could therefore be considered low but not to have increased 
activation. 

H 10 Low performing managers will report low levels of intrinsic job satisfaction and low anxiety 
but increased depression. 
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ANALYSIS OF THE MODEL 
A Partial Model of Managers' Affective Well-being, Intrinsic Job Satisfaction and Performance was 
developed from the literature for testing. This model was refined into two orthogonal dimensions of 
affective well-being, intrinsic job satisfaction and performance as illustrated in Figure 2: 
 

Figure 3: 
A Partial Model of Managers' Affective Well-being,  

Intrinsic Job Satisfaction and Performance (n = 125) 

+ PA** ß = .330 (4.757%)

+ InJS*** ß = .449 (11.233%)

+ PA*** ß = .449 (8.788%)
- NA* ß = -.220 (2.651%)
- Enth*** ß = -.615 (12.738%)
+ Anx* ß = .285 (4.424%)
+ Relax** ß = .274 (4.578%)

- Tech** ß = -.259 (5.359%)
+ Mon** ß = .283 (6.010%)
+ Foll* ß = .252 (3.950%)

+ Inf*** ß = .359 (5.935%)

R
 = .559

(1st canonical variate)
R = .460

(2nd canonical variate)

 
Note: * p = <.05; ** p = <.01; *** p = <.001. 

 
Unless otherwise stated, it is assumed, as reported in the literature, that the direction of the relationship 
between the variables is from affective well-being, intrinsic job satisfaction to performance (Warr in 
Kahneman; Diener; & Schwarz, 1999). However, this should not be taken to infer causality between the 
dimensions of affective well-being, intrinsic job satisfaction and managers' performance. 
 
The Model shows that for the first canonical variate, PA and Intrinsic Job Satisfaction are strongly 
associated with Influencing. PA is a trait personality characteristic associated with extroversion, and is 
central to managerial jobs in dealing with peers, superiors, subordinates and external constituents. 
Possibly, an engaging personality is the reason that individuals are promoted, or self-select into 
managerial positions. PA may enable managers to influence decisions from which they derive 
considerable Intrinsic Job Satisfaction, which has a substantial cognitive component. Alternatively, the 
opportunity to Influence decisions within an organization may result in enhanced Intrinsic Job Satisfaction 
and heightened PA.  
 
The second canonical variate or dimension showed a complex set of relationships between aspects of 
affective well-being, intrinsic job satisfaction and performance. PA, Anxiety and Relaxation were positively 
associated with the contextual performance variable, 'Following', and the task performance variables 
'Monitoring' and 'Technical', while 'NA' and 'Enthusiasm' were negatively associated with performance 
variables (Technical, Monitoring and Following). This indicated that high arousal (positive PA with 
negative NA) was present, but job dimensions were not particularly motivating (as indicated by negative 
Enthusiasm but positive Relaxation). This finding indicates that managers will experience arousal but low 
distress when undertaking transactional roles.  
 
Another explanation for the second canonical canonical variate may be that aspects of managers' job 
requiring essentially transactional or administrative roles (negative Technical, with positive Monitoring and 
Following) may lead to high arousal with positive PA and Anxiety, but provide opportunities for Relaxation 
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in conjunction with negative Enthusiasm and NA. A positive association with Monitoring and Following 
indicated that these performance characteristics require vigilance and consequently high arousal (Anxiety 
and PA with the attendant NA), but do not lead to a motivating environment (negative Enthusiasm).  
 
However, Monitoring and Following provide opportunities for Relaxation, due to their prescriptive content 
that leads to acceptable levels of affective well-being. Managers also reported PA, a personality trait, to 
be the only variable common to both dimensions of contextual and task performance, indicating that it 
may be a prerequisite for managerial jobs. From this finding it could be inferred that managers will have a 
positive disposition to work. This has implications for the recruitment, selection and development of 
managers.  
 
CONCLUSIONS ON RESEARCH HYPOTHESES AND MODEL 
Development and testing of the hypotheses and the model contributed to gaining an understanding of 
how affective well-being and intrinsic job satisfaction impact on managers' performance variables. A 
number of questions were investigated that were derived from the literature of affective well-being, 
intrinsic job satisfaction and managers' performance. 
 
Contextual and task performance was found to be significant predictor for PA. As anticipated by Judge et 
al. (2001), Intrinsic Job Satisfaction was found to be associated with performance. Affective well-being 
self-report (PA, Intrinsic Job Satisfaction) was positively associated with a dimension of superiors' report 
on task performance (Influencing). Positive associations for dimensions of affective well-being self-report 
(PA, Anxiety and Relaxation) were negatively associated with dimensions of superiors' report on task 
performance (Monitoring) and contextual performance (Following). PA, Anxiety and Relaxation were also 
negatively associated with a task performance dimension (Technical). As predicted, positive affective 
well-being was related to enhanced managerial performance, whereas diminished affective well-being 
indicated poorer performance. Certain aspects of managers' affective well-being and intrinsic job 
satisfaction (Enthusiasm, PA, Intrinsic Job Satisfaction and to a lesser extent Anxiety) were found to be 
most influential for managers' contextual performance (Following) and task performance (Monitoring, 
Influencing, Technical).  
 
A large amount of this variance of performance was explained by affective well-being and intrinsic job 
satisfaction that enhanced the predictive power of the Model. The first canonical variate explained 
31.25% of the variance of performance and the second canonical variate explained 21.16% of the 
variance of performance. Thus, each of the canonical variates separately accounted for substantial 
amounts of managers' performance in relation to affective well-being and intrinsic job satisfaction.  
 
Consistent with Warr's Vitamin Model, a link between managers' affective well-being, intrinsic job 
satisfaction and performance was evident. Also consistent with Warr's (1992) findings, those in higher-
level jobs (e.g., managers) reported less job-related depression, but significantly more job-related anxiety. 
Positive affective well-being was related to enhanced managerial performance, whereas poor affective 
well-being indicated reduced performance. PA was found to be a significant predictor of task and 
contextual performance, supporting George and Brief's (1996) argument that positive affects (one of the 
indicators of extraversion) is related to distal and proximal measures of motivation.  
 
PA, Anxiety and Relaxation were positively associated with the task performance variable Monitoring, and 
the contextual performance variable Following, but negatively associated with the task performance 
variable Technical. This result is consistent with the Hay Group (1999) finding that less than 10% of 
FORTUNE 500 companies attributed technical ability to result in high potential managers and leaders 
careers becoming 'derailed'. NA and Enthusiasm were negatively associated with Technical, Monitoring 
and Following, indicating a level of 'disengagement'. PA is an 'activation-based' affect that was positively 
associated with the task performance variable, Influencing. Thus, managers' who have high PA and 
intrinsic job satisfaction are more likely to influence decisions.  
 
Technical expertise is not considered to be an important aspect of manager task repertoire. As Goleman 
noted "outstanding supervisors in technical fields are not technical but rather relate to handling people" 
(1998: 21). Managers with PA are likely to experience elevated anxiety, but have opportunities for 
relaxation when undertaking Monitoring and Following work. Goleman asserted that "the higher the level 
of the job, the less important technical skills and cognitive abilities were, and the more important 
competence in emotional intelligence became" (1998: 33).  
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Feelings of intrinsic job satisfaction are more important than money for persuading people to increase 
productivity (Herzberg, 1965). Remuneration only motivates people to a certain threshold of performance, 
beyond which affective well-being and job satisfaction are likely assist in achieving goals. Organizations 
providing pleasant work environments that are challenging and supportive are likely have managers who 
are more creative, energised and productive (Forster, 2002). Climate has been shown to have a direct 
impact on productivity and efficiency, accounting for up to 25% of performance (Hay Group, 1999). Thus, 
organizations could increase the efficacy of managers by initiating and sustaining built and emotional 
work environments that are in sympathy with their psyche. 
 
CONCLUSION 
This study aimed to establish which components of managers' affective well-being and intrinsic job 
satisfaction predicted dimensions of their performance. A Model was proposed for linking indicators of 
affective well-being and intrinsic job satisfaction to a number of the dimensions of managers' 
performance. In the process, a new instrument was developed and refined to establish the structure of 
the dimensions of managers' performance.  
 
This study was based on the popular notion that affective well-being and intrinsic job satisfaction predict 
performance. The 'happy-productive' worker thesis is yet to receive unequivocal empirical support. This 
seminal management issue was revisited using robust measures of the constructs of affective well-being, 
intrinsic job satisfaction and managers' performance. Rated performance of managers was previously 
conceived as a unidimensional construct. Multi cross-validation of self and superiors' ratings found 
managers' performance to be a multivariate construct consisting of both contextual and task performance. 
 
As predicted, positive affective well-being and intrinsic job satisfaction was related to enhanced 
managerial performance and poor affective well-being indicated reduced performance. Affective well-
being self-report (Positive Affect, Intrinsic Job Satisfaction) was found to be positively associated with a 
dimension of superiors' report on task performance (Influencing). Positive associations for dimensions of 
affective well-being self-report (Positive Affect, Anxiety and Relaxation) were found to be negatively 
associated with dimensions of superiors' report on task performance (Monitoring) and contextual 
performance (Following). This was also negatively associated with the task performance dimension 
(Technical).  
 
As predicted, performance was posited to account for some of the remaining 75% of affective well-being 
and intrinsic job satisfaction. This study found that a considerable amount of the variance of performance 
was caused by affective well-being and intrinsic job satisfaction, and vice versa. Explaining a large 
amount of this variance made it possible to develop a model of managerial affective well-being, intrinsic 
job satisfaction and performance with enhanced predictive power. Using two independent DVs 
(supervisors' one to one ratings) of IVs (affective well-being and intrinsic job satisfaction) eliminated 
unnecessary noise in the data caused by common method variance. 
 
As previously noted, the analysis described does not provide evidence of causation. As Ashkanasy, 
Hartel, Fischer and Ashforth stated, "[p]erformance is another likely concomitant of affect at work, though 
whether it is a cause or a consequence is unclear" (1991: 4). The analysis does provide for certain 
inferences to be made about the relationships between aspects of managers' affective well-being, intrinsic 
job satisfaction and performance. However, it is difficult to conclude from this study that happiness 
contributes to self-motivation, and that this facilitates organisational effectiveness, or that performance is 
a barometric of the feeling that managers are effective. Well-performing managers could also be happy 
as a consequence of their effective performance and the resulting rewards. 
 
Replication of the Model and managers contextual and task performance scales is recommended. This 
study extended upon the existing theoretical base of managers' affective well-being, intrinsic job 
satisfaction and performance, by devising a Model that included performance constructs that have not 
been comprehensively dealt with in previous theoretical and empirical work. Specifically, measurements 
of contextual and task performance constructs were identified as deserving of further development. In the 
process of refining these scales, consideration should be given to devising a cross-cultural version of the 
instrument suitable for use in a range of organizations and countries. 
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