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Session 4
Chapter 13 – Job Design
· Parameters of job design:

· Level and breadth of job content (includes both issues of job enlargement and job enrichment)

· Variability over time in task assignment and extent of rotations

· Specific mix of tasks given to the individual worker or group to do at any one time.

· Use of teams (vs. individuals)

· Level of autonomy granted to individual workers or teams

· Boundaries between the different design parameters can be fuzzy because the relevant time period isn’t clear.

· Job design parameters are evaluated using the following objectives for job designs:

· Technological efficiency

· Flexibility

· Explicit extrinsic incentives

· Intrinsic motivation and commitment

· Social aspects

· The Level And Breadth Of Job Content

· Enriched and enlarged jobs typically decrease efficiency, although complementarities among tasks can dull or even reverse this effect

· By creating highly specialized job that are extremely limited in scope, one takes advantage of increasing manual dexterity that comes from repeating a given task over and over, as well as taking advantage of specialized knowledge. 

· Benefit: economize on training costs 

· A countervailing force is that some tasks are complementary in production. Doing one makes the other easier. This is especially the case when the complementarities are knowledge-based. (e.g., a secretary carries out a number of different tasks – typing, dictation, maintaining the boss’s calendar etc. – that are bundled together at least in part because of the knowledge base that cut across them.)

· Job enlargement and enrichment can potentially increase organizational flexibility.

· In adopting short-term changes, the workforce is more malleable; workers with experience doing a wider range of tasks can be redeployed to perform urgent duties. 

· Workers who self-select for enriched and enlarged jobs are more likely to be able to shift more or less permanently to new tasks as longer-term business conditions warrant.

· Combining multiple tasks into a single job generally complicates explicit, extrinsic incentives.

· Job enrichment is generally held to improve intrinsic motivation.

· Workers who contribute more broadly to a final product are more apt to identify with that product and fight against the proverbial assembly-line ennui and boredom; the job becomes more interesting and commands more attention and pride.

· Job enrichment and enlargement probably foster positive peer pressure and defuse negative peer pressure – there is less of an us vs. them mentality

· Mixing social aspects with intrinsic motivation, job enlargement and enrichment usually promote a wider circle of acquaintances for the individual worker, increasing the worker’s identification with the entire enterprise, rather than just his of her own smaller group of peers.

· The trade-off between job enlargement and enrichment primarily come down to the following:

· Narrow jobs are better on basic technological grounds and for explicit incentives

· Broader jobs are generally better for promoting flexibility and intrinsic motivation and commitment

· Caveats of job enlargement and enrichment:

· Enriched and enlarged jobs are not to everyone’s taste. To some employees, expanded scope and responsibility is not at all desirable.

· Job enrichment innovations often produce a taste for even more enrichment among employees.

· Job enrichment schemes are much more likely to be successful in organizations that begin with (or adopt) organic, flexible, decentralized structure than in mechanistic bureaucracies.

· Over-Time Variability in Task Assignment and Extent of Rotations

· Narrow and specialized jobs are warranted where deep knowledge bases are required to execute specific tasks, training costs are high, or on the job experience is obtained only very slowly. 

· When job duties vary over time, the problem of balancing explicit incentives across diverse tasks may be less severe if performance review periods are shorter than rotation cycles.
· Appropriateness of frequent lateral transfer depends on the types of relations with customers, clients, and constituents mandated by the organization’s strategy, technology, and culture.

· Frequent lateral transfers can function poorly in service organizations whose strategy emphasizes stable relationships between clients and their servers.

· Lateral rotations can be important in achieving the necessary organization-wide coordination and learning in firms that depends on highly interdependent efforts from different parts of the organization or on transferring knowledge acquired in one part of the enterprise to other parts.

· The Mix of Tasks

· For jobs that 1) have an array of tasks that vary in the precision with which performance can be measured, 2) must bundle some of those tasks into jobs, and 3) rely on extrinsic motivation for the precisely measure tasks, they must be designed that put on precisely measured tasks into a bundle.

· When measures of performance compound efforts at several different tasks, effective extrinsic incentives may require bundling those tasks into a single job. As the set of these tasks grow, a team-based job design may become necessary.

· Structuring effective extrinsic incentives for a bundle of tasks is tricky when the tasks differ in how well performance can be measured. 
· For jobs that have both stars and guardians (see chapter 2 for definition), it is difficult to provide appropriate guidance and incentives.

· Premise: in many cases, the worker is faced with a choice between a safe course of action vs. a risky course of action

· For a guidian’s job, one wishes to structure extrinsic incentives to discourage gambling; the differences in reward between a good and a great performance are kept low, while the rewards for a truly bad performance are dire.

· For a star’s job, explicit incentives should avoid heavy penalties for failure; the dominant culture should accept failure and emphasize success. 

· Reliance on intrinsic motivation and social rewards are like to be more successful means of motivating employees.

· Team (vs. Individual) Job Designs

· 2 different ways in which teams can be granted autonomy:

· A team is assigned a specific tasks or list of tasks to do but granted autonomy over how to accomplish their assignment

· The team has broader autonomy, receiving only very general guidelines about it charge, with team members left to decide on their own what to do on a day-to-day basis as well as how to accomplish their work

· Team-based job designs may be imperative when an overall task to be done requires close cooperation among a number of individuals who have different skill base or roles to play, and where there is a great deal of ambiguity about what should be done and when. A tam-based job design may also be required when the firm wishes to reply on explicit, extrinsic incentives, and the number of “informationally related” tasks it too large for a single individual to tackle.

· A team-based job design can be technologically efficient whenever the firm can rely on internal monitoring and peer pressure or internalization to motivate workers.

· A countervailing effect concerns work restriction can be enforced or enhanced by the group.

· Teams may protect members who misbehave or fail to perform adequately. This can lead to an us-vs-them mentality.

· For teams that produce tangible and whole products, individual’s pride in and identification with the product can be increased, thereby enhancing intrinsic motivation. 

· In high-commitment environments where employer wants employees to contribute ideas for process and product improvements, team-based production increases the individual’s knowledge about the whole production process, leading to higher-quality ideas, which reflect the realities of a larger slice of the production process instead of the worker’s own (smaller) slice.

· Team-based job designed can enhance flexibility, but when flexibility demands changes in the team’s composition or status order, group may resist change.
· Issue of diversity within a team can be troublesome. The mix (of varying background skills, educational levels, or social groups) required may make heterogeneity in norms and social backgrounds inevitable and desirable. Yet, research on group behavior suggests that homogeneity of team members is often an asset.

· When heterogeneous teams are required, management should consider various alternative means for creating strong group cohesion. Common approaches include:

· Identify an overriding external objectives

· Intensive socialization

· Symbolic stripping away of preexisting differences

· Caveats of team job designs

· Internal self-managing team members generally believe that they are doing a harder job and deserve to be rewarded for it. Granting team members the discretion over how they do their tasks often whet their appetite for more control over what tasks they are doing.

· First-line supervisors and middle managers often lose power and authority when team-based job designs are instated.

· For teams that are internally self-managing, management should retain responsibility for ensuring that individual members of the team are not scapegoated or otherwise unfairly treated. On the other hand, although the strong social ties that often develop among workgroup members can be of enormous value, they can sometimes make it difficult for group members to allocate rewards and punishments in a way that is commensurate with contribution.

Autonomy

· From the perspective of the employer, granting autonomy to individuals or to a group make sense only insofar as the group or individual given the autonomy has interests that are more or less aligned with the employer’s.

· Broad autonomy concerning both what should be done and how is almost mandatory when the specific tasks need to be done are ambiguous or when the individual or team has the best information and expertise concerning what to do. 

· Granting autonomy might enhance flexibility.

· When the individual’s or team’s efforts are closely bound to the efforts of many others, then autonomous individuals or teams must all be convinced that a particular change is meritorious before it can be effectively implemented.

· Autonomy on the job can raise commitment, as the employee feels more in control of the work environment and work processes. 

· Caveats:

· Autonomy is not to everyone’s tasks. Individuals granted autonomy generally believe that their job has become harder and therefore that they deserve more compensation.

· Granting autonomy to lower-echelon employees can adversely affect those who used to control them; resistance and subversion from supervisors and middle managers can be a problem.

Job Design and the External Environment

· Job design reflects social, legal, and economic pressures, including the influence of organized labor, the cultures or professional groups and employees’ social and economic interests

· Industrial unions have tended to advocate more narrowly defined jobs. The logic is one of attaining monopoly power for relatively unskilled workers by creating artificial monopolies through extreme task specialization. Craft workers, in contrast, possess a natural monopoly of skills, and therefore craft guilds and unions historically have resisted vigorously any efforts to subdivide or specialize their work. 

· Professionals often strongly identify with a broader occupation and resist efforts by organizations to intervene in the specification of job responsibilities. Owing to the strong occupational identity of professionals and their taste for autonomy, efforts to narrow or specialize professionals’ jobs or to use up their autonomy will usually be resisted by individuals and their unions or professional associations. 

· In contexts where pay and other entitlements in organizations tend to be allocated to jobs rather than to individuals, individuals develop especially strong interests in how their jobs are designed and labeled. 

Symbols and Job Design: Job Titles and Other Atmospherics

· Job titles play a powerful role in shaping social comparisons and can be used strategically by management to foster or discourage specific comparisons. 

· Research shows that the tendency to proliferate detailed job titles within a line of work increases as the employees doing that work become more heterogeneous with respect to sex and ethnicity.

· Purpose of formal roles in organizations

· Creating an optimal division of labor

· When organizations exist in highly differentiated environment, job titles can correspond to legitimate differential pay across segment or to symbolize to internal and eternal constituents a heightened sensitivity to particular segments of the environment. 

Job Design or Career Design?

· As workers’ job duties become broader and more varied, “job design” and “career design” of necessity become closely linked, to design employment trajectories that leverage the multiple competencies that employees have acquired.

Impacts of different HR job design levers

· Technological efficiency – broader and richer jobs can be more efficient, and variation in job assignment may be warranted.

· Flexibility – enhanced by job enrichment and enlargement and by frequent job rotations.

· Extrinsic incentives – harder to design for broader jobs than for narrow jobs, when breadth is measured in terms of the number of tasks in the job per review period.

· Intrinsic motivation – generally held to improve when jobs are enriched, when frequent task rotations are employed, for team-based job designs, and when autonomy is granted.

· Social comparisons – triggered by broader job designs and by frequent task rotation. 

