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Traditional views of job design
Industrial Revolution — 1960’s: philosophy was non-managerial jobs should be simplified.
· Based on social, economic, and technological forces.
· Characterized by increasing urbanization, growth of free-market economy = more demand in manufactured goods.
· Newly developed machinery resulted in uneducated, untrained workforce … so organizations implemented specialization for efficient productivity.
Job simplification had questionable impact on performance, customer satisfaction, and quality of working life, since there was a better-educated workforce.
Job scope: the breadth and depth of a job 
· Breadth: the number of different activities performed on the job
· Depth: the degree of discretion or control a worker has over how work tasks are performed 
Job rotation: rotating employees to different tasks and jobs in a firm [in different functional areas/departments].
Job characteristic model
Core job characteristics: 
· Skill variety — opportunity to do various jobs using various skills and talents. 
· Task identity — extent of a job involving completing piece of work from beginning to end.
· Task significance — impact a job has on others
· Autonomy — freedom to schedule one’s own work schedule and decide work procedures.
· Feedback from a job — information about effectiveness of one’s performance. 

JDS [Job Diagnostic Survey] measures core characteristics.
· Provides overall measure of motivating potential of a job, through this formula:
· 
Critical psychological states 
Jobs with higher core job characteristics are more intrinsically motivating because:
· Using variety of skills provides meaningfulness to worker.
· Autonomy allows worker to feel responsible for the outcome of their work.
· Performance feedback provides knowledge of the results of their activities. 
Outcomes 
Presence of critical psychological states leads to certain outcomes relevant to individual and organization:
· High intrinsic motivation
· High-quality productivity
· Satisfaction with higher-order needs
· General satisfaction with job
· Reduced absenteeism and turnover 
Moderators 
High motivating potential jobs don’t always lead to favorable outcomes.
Three variables come between job characteristics and outcomes:
· Knowledge relevant to the job and skill of the worker
· Growth need strength — extent to which people desire to achieve higher-order need satisfaction by performing their jobs
· Workers not pleased by certain factors of their job won’t respond to challenging work as much. 
Research evidence 
· Workers respond better to higher motivating potential jobs.
· All 5 characteristics are related to work outcomes
· Experienced meaningfulness has the strongest research support.
Job enrichment 
· Combining tasks — assign single individual tasks performed by different workers; increases variety of skills and contributes to task identity. 
· Establishing external client relationships — putting employees in touch with people outside firm who depend on their products/services; increase identity and significance of job, introduces new interpersonal skills, increases feedback about one’s performance. 
· Establishing internal client relationships — putting employees in touch with people inside firm who depend on the products/services; same advantages as above.
· Reducing supervision or reliance on others — increases autonomy or control one has over their own work 
· Forming work teams — when product or service is too large or complex for a single worker; development of skill variety and increase job identity.
· Making feedback more direct — allowing workers to be identified with own product/service, so customers can contact workers directly; used in conjunction with other procedures, allows workers to be identified with own product/service. 
Problems with job enrichment 
· Poor diagnosis — careless diagnosis of needs of organization and particular jobs in question; can increase job breadth/job enlargement
· Job enlargement — increasing job breadth by giving employees more tasks at same level; workers are given boring, routine tasks to do.
· Lack of desire or skill — some workers might not want enriched jobs, lack skills and competency
· Demand for rewards — workers expect greater pay for the development of new skills and greater responsibilities given.
· Union resistance — North American unions don’t support job enrichment
· Supervisory resistance — unanticipated effects on other jobs or parts of the firm’s system; increases autonomy of employees and disenriches supervisors job.
Recent developments in job design: work design
Work design characteristics: attributes of task, job, and social and organizational environment.
Three categories:
· Motivational: 
· Task characteristics — similar to core job characteristics
· Knowledge characteristics — kind of knowledge, skill, ability demands required to perform a job.
· Social:
· Interpersonal and social aspects of work, eg. Social support, interdependence, feedback, interaction outside the organization.
· Work-Context: 
· Context within work is being performed; consists of:
· Ergonomics, physical demands, work conditions, and equipment use.
Management by objectives 
Management by objectives: Elaborate systematic ongoing program designed to facilitate goal establishment, accomplishment and employee development.
· Manager-employee interactions:
· Meetings to develop and agree on employee objectives (job performance and personal development objectives etc.)
· Periodic meetings for progress monitoring 
· Evaluation to see how objectives have been achieved 
· REPEAT.
· Failure of MBO programs:
· Lack of commitment from top management
· Over-emphasis on measurable objectives at expense of more qualitative objectives.
· Excessive short-term orientation.
· Performance review turns out to punish employees for failure of objective achievement.
Alternative working schedules as motivators for a diverse workforce 
Flex-time 
· Arrival and leaving times are flexible
· Lowers absenteeism; positive effect on productivity, job satisfaction, and worker attitudes
Compressed workweek 
· Employees work less than 5 days a week, but still normal hours per week.
· 4-40 system is most common.
· Negative customer service and cause fatigue.
· Positive effect on job satisfaction, no effect on absenteeism or productivity. 
Job and work sharing 
· Job sharing: Part-time employees divide work of full-time employees.
· Work sharing: reduces number of hours of work, avoids layoffs. 
· Cuts costs, saves jobs, avoids layoffs, worker retention; must communicate well or miscommunication can occur. 
Telecommuting 
· Employees work at home but stay in contact with office using communication technology.
· Distant staffing allows employees to work for a company without ever coming in.
· Telework centers provide workers all amenities of office at home.
· Positive effect on job satisfaction and performance; lower stress and turnover.
· Due to increase in autonomy. 
· Problems: distractions at home, informal communications, feelings of isolation and overwork etc. 
















