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JOB DESIGN AS A MOTIVATOR
- GOAL is to identify the characteristics that make some tasks more motivating than others and to capture these characteristics in the design of jobs
- although money is usually main motivator, many workers are actually motivated more by stimulating, challenging, and meaningful work
TRADITIONAL VIEWS OF JOB DESIGN
- Specialization was the key to efficient productivity 
JOB SCOPE AND MOTIVATION
- Job Scope: the breadth and depth of a job
- Breadth: The number of different activities performed on a job
- Depth: the degree of discretion or control a worker has over how work tasks are performed
- “Broad” jobs require workers to do a number of different tasks, while “deep” jobs emphasize freedom in planning how to do the work
- *****EXHIBIT 6.4
- High-scope jobs: Professor and Manager
- Low-Scope jobs: Traditional assembly line job (job is performed repetitively and ritually, with no discretion as to method)
- Traditional views on job design were attempts to construct low-scope jobs in which workers specialized in a single task
- High breadth but little depth jobs: Utility worker (performance of a lot of tasks, but little discretion as to when or how the worker performs the task
- High depth but low breadth jobs: Quality control (single repetitive task, but they might be required to exercise a fair degree of judgement in performing this task) and equipment monitoring
- Expectancy theory suggests that high-scope jobs can provide intrinsic motivation if the outcomes derived from such jobs are attractive 
- One way to increase the scope of a job is to assign employees stretch assignments, something that organizations are now doing
- Stretch Assignments: offer employees challenging opportunities to broaden their skills by working on a variety of tasks with new responsibilities 
- Another way to increase scope is through job rotation
- Job Rotation: Rotating employees to different tasks and jobs in an organization
- job rotation is also effective for developing new skills and expertise that can prepare employees for future roles 
THE JOB CHARACTERISTICS MODEL
- ******* EXHIBIT 6.5
Core Job Characteristics
- 5 core job characteristics that have strong potential to affect worker motivation:
1. Skill variety
2. Task identity
3. Task significance 
4. Autonomy
5. Job feedback
- Skill Variety: The opportunity to do a variety of job activities using various skills and talents
- related to job breadth
- Autonomy: The freedom to schedule one’s own work activities and decide work procedures
- corresponds to job depth
- Task Significance: The impact that a job has on other people
- Task Identity: The extent to which a job involves doing a complete piece of work, from beginning to end
-Feedback: Information about the effectiveness of one’s work performance 
- *******EXHIBIT 6.6
- ***** MPS score sheet look at that and keep note of formula if needed
- measures overall motivating potential of a job
- Average score is 128
Critical Psychological States
- Job characteristics affect meaningfulness, responsibility, and knowledge of results in a systematic manner
- Variety of skills leads to work being meaningful
- Autonomy leads to a person feeling responsible for the outcome of the work
- Feedback leads to a worker having knowledge of the results


Outcomes
- The presence of critical psychological states leads to a number of outcomes that are relevant to both the individual and the organization
Moderators
- A proposed moderator is growth need strength
- Growth need strength: The extent to which people desire to achieve higher-order need satisfaction by performing their jobs 
- People with ^^^^^ should be most responsive to challenging work
- Those who are dissatisfied with the context factors surrounding their job (such as pay, supervisions, and company policy) will be less responsive to challenging work than those who are satisfied with the factors
Research Evidence
- Results suggest that experienced meaningfulness is the most critical psychological state
- Job Characteristics Model is falter in its predictions in terms of growth needs and context satisfaction… evidence that these factors influence reactions to job design is weak or contradictory
JOB ENRICHMENT
- Job Enrichment: The design of jobs to enhance intrinsic motivation, quality of working life, and job involvement 
- Job Involvement: A cognitive state of psychological identification with one’s job and the importance of work to one’s total self-image
- Employees who have challenging and enriched jobs tend to have higher levels of job involvement
- Many job enrichment schemes involve:
· Combining tasks: involves assigning tasks that might be performed by different workers to a single individual, might contribute to task identity
· Establishing external client relationships: involves putting employees in touch with people outside the organization who depend on their product or services, increases identity and significance, and increase the feedback about one’s performance
· Establishing internal client relationships: involves putting employees in touch with people who depend on their products or services within the organization, establishes external client relationships
· Reducing supervision or reliance on others: goal is to increase autonomy and control over one’s own work
· Forming work teams: Used as an alternative if some jobs are too big for one individual, should lead to the formal and informal development of a variety of skills and increase the identity of the job
· Making feedback more direct: permits workers to be identified with their “own” product or service
**** For examples on each, check in book
POTENTIAL PROBLEMS WITH JOB ENRICHMENT
Poor Diagnosis
- Problems with job enrichment can occur when it its institutes without careful diagnosis of the needs of the organization and the particular jobs in question
- Job enlargement: Increasing job breadth by giving employees more tasks at the same level to perform but leaving other core characteristics unchanged (same as in 210 (horizontal) where just doing more of the same thing)
Lack of Desire or Skill
- people do not have what it takes to do a certain task so they just don’t even want to try it
- They do not want to relish the extra responsibility so they do not desire enriched jobs
Demand for Rewards
- Because job enrichment usually involves an employee getting trained and learning newer skills to perform harder tasks, they ask for rewards such as pay and bonuses because they feel like they deserve it
Union Resistance
- Traditionally, North American unions have not been enthusiastic about job enrichment
Supervisory Resistance
- By enriching employees, they will be given more autonomy, therefore result in “disenriching” the boss’s job which is obviously not good if the employees do not use their freedom appropriately
RECENT DEVELOPMENT IN JOB DESIGN: WORK DESIGN
-  Work design characteristics: Attributes of the task, job, and social and organizational environment and consists of 3 categories: motivational characteristics, social characteristics, and work context characteristics
- Motivational characteristics include task characteristics (ones we saw like autonomy, task variety, task significance…) as well as knowledge characteristics that refer to the kinds of knowledge, skill, and ability demands required to perform a job
- Social characteristics have to do with impersonal and social aspects of work and include social support, interdependence, interaction outside of the organization, and feedback from others
- Work context characteristics refer to the context within which work is performed and consist of ergonomics, physical demands, work conditions, and equipment use.
- Work Design Questionnaire (WDQ) was created to measure the work design characteristics, and it is currently the most comprehensive measure of work design available
- Work design is also related to attitudes and behaviours 
- Social characteristics are strongly related to some outcomes (turnover intentions, organizational commitment) than the motivational characteristics
- **** EXHIBIT 6.7
MANAGEMENT BY OBJECTIVES
- Management by Objectives (MBO): An elaborate, systematic, ongoing program designed to facilitate goal establishment, goal accomplishment, and employee development
- developed by management theorist Peter Drucker
- MBO is pretty much another label for goals
- MBO is created by top management and passed on to employees so the interaction between both parties is important for employees to understand the objectives
- ****** LOOK AT SIMILARITES OF INTERACTIONS ON P.201 AND IN SLIDES
- Research Evidence: 
- MBO programs result in clear productivity gains
- They do have faults though: elaborate, difficult, time-consuming process, and its implementation must have the full commitment of top management
- Without the full commitment from top management it is impossible to have a good MBO program
- Also, short-term orientation can be a problem with MBOs as well as that failure to meet goals/objectives might lead to punishment towards the employees
ALTERNATIVE WORKING SCHEDULES AS MOTIVATORS FOR A DIVERSE WORKFORCE
- Purpose of this is not to motivate people to work harder and thus direct performance benefits
- The purpose is to meet diverse workforce needs and promote job satisfaction
- Methods of this are through offering flexible work hours, compressed workweeks, job sharing, telecommuting, and other innovative work arrangements
FLEX-TIME
- An alternative work schedule in which arrival and departure times are flexible
- it should reduce absenteeism and should signal a degree of prestige and trust that is usually reserved for executives and professionals
- Only good for some jobs, like can’t be done for doctors because they can’t just show up whenever they want
- CONSEQUENCES: problems in achieving adequate supervisory coverage
- Flex-time is most frequently implemented in office environments 
Research Evidence:
- Employees under the system almost always prefer the system to fixed hours
- more positive attitudes and less reports of abuse of the arrangement
- absenteeism and tardiness have often shown decreases following the introduction to flex-time
- OVERALL, flex-time has positive effect on productivity, job satisfaction, and satisfaction with work schedule, and that it lowers employee absenteeism
COMPRESSED WORKWEEK
- An alternative work schedule in which employees work fewer than the normal five days a week but still put in a normal number of hours per week
- Most common one is where workers work 10 hours a day instead of 8 and get a day off
- is expected to reduce absenteeism
- The 4-40 schedule reduces communicating costs and time by 20 percent and provides and extra day a week for leisure or family pursuits
- CONSEQUENCES: possibility of reduced customer service and the negative effects of fatigue that can accompany longer working days
Research Evidence
- employees under system seem to like it
- might have a short-term effect of job satisfaction
- This program might be better for family life than it is for work life
- Workers in the program have often reported an increase in fatigue 
- OVERALL, there is a positive effect on job satisfaction and satisfaction with work schedule, but no effect on absenteeism or productivity 
JOB AND WORK SHARING
- Job sharing: An alternative work schedule in which two part-time employees divide the work of a full-time job
- This is good for those who want to spend more time with family and etc. Also, it can enable organizations to pick up highly capable employees who can’t work full-time
- Work sharing: Reducing the number of hours employees work to avoid layoffs when there is a reduction in normal business activity (Like when Costco is not busy they give less hours so everyone can have hours)
- OVERALL, work sharing not only cuts costs, saves jobs, and avoids layoffs, but it allows organizations to retain highly skilled workers so they can quickly rebound when the economy and business improves
Research Evidence
- Job sharers need to communicate well with each other and with superiors, co-workers, and clients
- However, job sharing can result in coordination problems if communication is not adequate. Also problems with performance appraisal can occur when two individuals share one job
TELECOMMUTING
- A system by which employees are able to work at home but stay in touch with their offices through the use of communications technology, such as computer network, voice mail, and electronic messages
- provides workers with greater flexibility in their work schedules
- Distant staffing: enables employees to work for a company without ever having to come into the office or even be in the same country! (pretty much what telecommuting is)
- estimated 1.5 million Canadians are telecommuting
- Related to this is the emergence of distribute work programs, which involve a combustion of remote work arrangements that allow employees to work at their business office, a satellite office, and a home office.

Research Evidence
- For individuals, it has been suggested that telecommuting can improve work-life balance and increase productivity 
- research shows that telecommuting has small but positive effects on perceived autonomy and lower work-family conflict
- Also has a positive effect on job satisfaction and job performance and results in lower stress turnover intentions
- One of the reasons that telecommuting has positive effects on attitudes and behaviours is because it increases employees’ perceptions of autonomy
- Negative effects of telecommuting can result from damage to informal communication.
- These include decreased visibility when promotions are considered, problems in handling rush projects, and workload spillover for non-telecommuters
- Other factors are distractions from home, overworking, and feelings of isolation
- A lot of companies do not want to apply telecommuting because they are scared of not being able to trust their employees working at home, therefore in order to implement telecommuting there needs to be a lot of trust between top management and their employees
MOTIVATION PRACTICES IN PERSPECTIVE
- The choice of motivational practices requires a thorough diagnosis of the organization as well as a consideration of employee needs
- Need the concepts of fit and balance 
- Main factors to consider: employee needs, the nature of the job, characteristics of the organization, and the outcome that an organization want to achieve 
- Ultimately, motivational systems that make use of a variety of motivators—such as performance-based pay and job enrichment—used in conjunction with one another are likely to be most effective 

