Designhing Jobs
&
Work Environments




What is Job/Work Design?

Parker (2014) defines as:

“the and of onels work tasks, activities,
relationships, and responsibilities. ..”

‘Work design....has been linked to almost every end goal that is of

concern in an orgamization. ..




Parker (2014) adds:

“to reflect that
but also with employees
engagement in emergent, social, and self-initiated activities within

Slexcible roles. ..




Historical background
to Work Design

e [ndustrial Revolution

* Taylorism and scientific management
Hawthorne studies
Production lines

World War II
* Quality of working life and job enrichment
* Digital Age




e To try to maximise performance, health and well-
being and to respond to changes in the
environments, it takes in consideration issues at
different levels

* Individual
* Group and organisational
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Job Re-Design

People-oriented
concerns

Concern with
people’'s quality of
working life and

mental health Concern to promote

an organisational

Concern to

help people culture of proactivity

to develop and personal
responsibility

N Ve

Job redesign
Concern to
= INCreasing the amount of e maintain or

Concern with
people’'s work

motivation variety, autonomy and improve quality

completeness in jobs
Concern to make

Concern to make
maximum use of

technology and
people compatible people’'s skills
Concern to be

responsive to
customer needs

Business-oriented
concerns
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Activity

* Think about your own experience of:
Your _ever job

Your _ever job

 What work design factors made them so?




Appreciation
Communication
Coworkers

Fringe benefits

Job conditions

Nature of the work itself
The organization itself
Policies & procedures

Pay
Personal growth

Promotion
Opportunities

Recognition
Security
Supervision




Motivation

e Motivation is and

 Motivation is dependent upon the answers to the following
guestions:

 What do you want to do? ( )
* How important is it to you? ( )
* Will you continue despite obstacles? ( )




Job Satisfaction

“Pleasurable or resulting from the

1

(Locke, 1976).

* Approaches

* Global approach
* Facet approach




Employee/Organisational Commitment

* The degree to which people are involved with and
interested in remaining a part of their organisations

e Continuance Commitment — Fear of loss
» Affective Commitment — affection towards job
* Normative Commitment — Sense of obligation to stay




Staying
because
you
want to

Staying
because
you
need o

Staying
because

you
ought to

My job is
rewarding and
| enjoy coming

to work each
day

My salary and
benefits get me
@ nice house Iin

a nice area

My boss has
invested so
much time in
training ond
mentoring me
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Managing motivation within organisations

Linder (1998) conducted a survey to assess motivational factors and their level of
importance. The participants were asked to rank motivating factors from most
motivating to least motivating. Ten factors were rated from most to least motivat-
ing, which allows for strategies to be developed by managers to increase motivation
in the workplace.

Having interesting work

Strategy: develop specific goals for individuals and teams.

Having a good level of pay

Strategy: provide incentive pay where pay is linked to perforrmarice.

Being appreciated for work done well

Strategy: provide feedback, recogniitior:, reward and promotiorn.

Having job security

Strategy: provide levels of job security relevant to the current econnomiic climate
Having good working conditions

Strategy: provide appropriate resources to carry out work and a safe working ennvironmert.
Having loyalty between employers and employees

Strategy: share innformation betweern employees and employers.

Having fair discipline

Strategy: be clear and consistent on appropriate behaviour and relevant disciplinary
actionr.

Being sympathetic with employees’ personal problems

Strategy: show interest in employees and develop positive relationships.
Opportunities for promotion and growth within the organisation
Strategy: provide training and developrmient opporturnities for staff.

Feelings of inclusivity

Strategy: involve employees in decision-rmaking.

From Steptoe-Warren
(2013, p. 175)
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Motivator-Hygiene Theory
Herzberg (1966)

The goals of job enrichment are to
and , and provide

Solutions:

« Remove some management controls and make people accountable and
responsible for their work

* Create complete work units where possible
* Provide regular and continuous feedback

* Encourage employees to take on new tasks or
become experts in old ones




Motivator-Hygiene Theory - (Herzberg, 1966)

Factors leading to Factors leading to
dissatisfaction (hygiene) satisfaction (motivation)

« Company policy » Achievement

e Supervision » Recognition

* Relationship with boss e Work itself

» Work conditions  Responsibility
o Salary » Advancement
e Relationship with peers e Growth

Two factor theory (Herzberg




Core job Critical Outcomes
characteristics psychological
states

SKkill variety

Experienced
Task identity meaningfulness

e e High intrinsic

. motivation
Task significance

Experienced
Autonomy responsibility for
work outcomes

High job
satisfaction

High work

effectiveness
Knowledge of /
Feedback from the job =N results of work

activities

Moderators:
Growth-need strength
Extrinsic rewards

Hackman and Oldham’s Job Characteristics model

Source: Adapted from J.R. Hackman and G.R. Oldham (1980), Work Redesign © 1980. Reprinted by permission of Pearson Education, Inc., Upper Saddle River, NJ

[
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Job Characteristics Model
(Hackman & Oldham, 1976)

* Extent to which job requires range of skills

* Extent to which job produces a whole identifiable outcome
* Extent to which job has an impact on others

* Extent to which job allows choice and discretion

* Extent to which job itself provides info on how well

the job holder is doing




Types of Jobs and Satisfaction

TABLE &1
Ten Most Satisfying and Ten Least Satisfying Jobs

Most Satisfying Jobs Least Satisfying Jobs

Clergy Labaorer | excluding construcdon )
Firefighter Clothing salesperson
Physical therapist Hand packer or packager

Author Food preparer

spedal education teacher Foofer

Teacher Cashier

Educational administrator Furnirure/home furnishings salesperson
Painter or sculptor Bartender

Psychologist Freight or materials handler

Power plant engineer Food server

J. Bryner, 2007, “Survey reveals most satisfying jobs,” www.livescience.com/health/070417_job_satisfaction.html
<http://www.livescience.com/health/070417 job_satisfaction.html|>
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Job Satisfaction and Performance
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Job satisfaction causes job performance, i.e. people tend
to work harder and/or better because they like their job

Job performance causes job satisfaction, i.e. people tend
to like their job because they are successful at it

Job satisfaction and job performance cause each other,
i.,e. both 1 and 2 apply

Job satisfaction and job performance are correlated, but
only because of another variable (C) that affects them
both. For example, the clarity of the job's requirements
may help both satisfaction and performance

Job satisfaction and job performance may be causally
linked, but the strength of this link depends on some
other variable (C), for example, the extent to which
successful performance is rewarded

Job satisfaction and job performance are specific
instances of more general constructs of positive feelings
and personal effectiveness, and these have a causal
impact on each other
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Additional Variables

Organizational commitment
Learning and development
Physical and mental health
Absenteeism and turnover
Safety and accidents
Customer satisfaction
Innovation and creativity
Control and flexibility




Determinants of
work design

External factors

e.g. Environmental
uncertainty

Available technology

Labour market

Organisational factors

e.g. Culture
Reward system
Technology in use
Individual factors

e.g. Proactive
personality

Trust in others

Work
characteristics

Individual level
e.g. Skill variety
Autonomy
Feedback

Surveillance/
supervision

Cognitive demands
Physical demands
Emotional demands
Role conflict

Social contact

Opportunity for
learning

Group level

e.g. Team autonomy

Task interdependence

An elaborated model of work design

Source: Adapted, with permission, from Parker et al. (2001)

Processes and/or
intermediary outcomes

e.g. Motivation
Speed of response

Learning and -
development

Social interaction

Contingencies

Organisational, e.g.
uncertainty; HR practices

Group, e.q. skill
composition, norms,
information support

Individual, e.q. ability,
growth need strength,
proactive personality

Outcomes

Individual

Job
performance

Job attitudes
Safe working

Outside-work
activities

Creativity
Organisational
Productivity

Customer
satisfaction

Absence/
turnover rate

Accidents

Innovation
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Reading List

Here are a couple of recommended journal articles:

* Parker, S. K. (2014). Beyond motivation: Job and work design for development, health, ambidexterity, and
more. Annual Review of Psychology, 65, 661-691.

* Humphrey, S. E., Nahrgang, J. D., & Morgeson, . P. (2007). Integrating motivational, social, and contextual
work design features: A meta-analytic summary and theoretical extension of the work design literature.

Journal of Applied Psychology, 92, 1332-1356. Special 1ssue of Journal of Organizational Behavior, 2010, 31(2-3)




Reading List

* Hackman, J. R. (2009). The perils of positivity. Journal of
Organizational Behavior, 2, 309-319.

* Hackman, J. R., & Oldham, G. R. 1g1976). Motivation through the design of work: Test of a theory.
Organizational Behavior and Human Performance, 16, 250-279.

* Kelly, J. E. (1993). Does job redesign theorggf explain job
! 3—7%4.

re-design outcomes? Human Relations, 47,7

* Kopelman, R. E. (1985). Job redesign and productivity: A review of the evidence. National Productivity
Review, 4, 237-255.

* Morgeson, E P, & Campion, M. A. (2003). Work design. In, W. C. Borman, D. R. Ilgen, R. J.
Klimoski, & I. B. Weiner (Eds.), Handbook of Psychology, Vol 12: Industrial and
gr 6%1(;’ ational Psychology (pp. 423-452). Hoboken,
: Wiley
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Leaﬁmfmg

utcomes

* What is job/work design?
What outcomes is it associated with?

e Some historical background to job/work design
 Job Characteristics Model (Hackman & Oldham, 1976)
* Motivator-Hygiene theory (Herzberg,1966)

* Evaluation of Job Characteristics Model
and consideration of future developments
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