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exercise 28

Job Design(
 seq NL1 \r 0 \h purpose

· To see how the structure of work might be changed to enhance motivation
 seq NL1 \r 0 \h product

· Skill at redesigning work
 seq NL1 \r 0 \h process

Read the information below and then apply it to the four cases described within.

 seq NL1 \r 0 \h Material on Enriching and Restructuring Work

Hackman and Oldham also identified some approaches for enhancing each job dimension within a given job.  The table below shows these approaches and their relationship to the five Core Job Dimensions.

 seq NL1 \r 0 \h 
 seq NL1 \r 0 \h Approaches to Enriching Jobs

	Approaches
	Core Job Dimensions

	Combining Tasks


Forming Natural Work Units

Establishing Client Relationships


Vertical Loading

Opening Feedback Channels
	Skill Variety

Task Identity

Task Significance

Autonomy

Feedback


Sub-Group Exercise:  Rate each case below on each of the five Core Job Dimensions; then think about how you might enrich each job by using the table above to pinpoint specific approaches to enriching the work.  Use the Job Design Case Scoring Matrix to record your ratings.  Then develop a strategy for improving the motivational value of each job.
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 seq NL_a \r 0 \h .
AJ works for the Housing Authority of a large city.  His job is to screen applicants and send them on to either a Section Office that controls placement in a region of the city or to another agency which provides additional services that the client may need.  AJ interviews people and takes their financial and other data.  He then decides what to do with the potential client—to place them in housing and/or to provide them with some other service such as drug and alcohol rehab, etc. AJ sees a large number of clients each day.  He rarely finds out what happened to any of his clients.  Were they were placed in appropriate housing; did they received the services he recommended?  He does get a report on a monthly basis that basically tells him how many people he saw, how many went here or there, how many finished which programs, etc.  He never knows, though, what happened to any specific individuals.
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 seq NL_a \r 0 \h .
Mike is a computer services specialist in one school within a university.  He handles many of the “general” needs of the faculty and staff within that school.  People call him for any problem they might have with their computer.  If it is a specialty problem such as with a server, the problem or the client will be referred to the specialist who handles that problem.  He also helps with installing equipment in classrooms and offices.  Additionally, he serves as the technical advisor to the School’s Technology Committee.  Normally, Mike gets 20 to 30 calls a day.  Some require just a short conversation to figure out the problem and solve it, and a few are more complex or unique and call for careful problem solving, sometimes involving the other technical services specialists and occasionally the information systems manager.  Occasionally, Mike must work overtime to get everything done.  Mike has several tasks that he considers “beneath him” such as servicing printers, installing software packages, and solving simple “how to” software problems that “faculty ought to be smart enough to figure out for themselves.”
3

 seq NL_a \r 0 \h .
Missie works for the Commercial Capital division of one of the largest appliance companies in the world.  She calls on clients—who are typically retail stores that sell the company’s appliances and borrow from the company to pay for their large shipments—to collect payments.  The computer automatically calls up the names and phone numbers of clients who need to be called each morning.  Missie spends her whole day in front of the computer calling clients, handling client complaints and questions, and recording comments the clients make about their payments into the data base.  When something out of the ordinary occurs, such as when a client says some material was damaged and they are not going to pay for it, Missie must go to her supervisor.  Actually, Missie has been doing this for so long, she knows how to handle almost every situation that comes up; but the supervisor requires that Missie bring the problems to her.  The problem is that each situation takes much longer to process, and Missie has to hang up, talk to the supervisor, and then call the client back.  Doing this causes her to often get behind; and the supervisor puts a lot of pressure on her to finish the work that the computer assigned in the morning.
4

 seq NL_a \r 0 \h .
PollyAnna works as a receptionist at Dewey, Cheatem, & Howe, a big law firm.  One of the founding partners, Mr. Cheatem, didn’t like the new telephone answering system that was installed last year, and he insisted that the firm have a real person for clients to talk to when they called in.  So PollyAnna was hired to answer the telephone and to forward calls to the appropriate person.  She also acts as receptionist in the lobby.  When people walk in and ask for a specific lawyer, she calls the office, and the lawyer’s assistant who comes to the reception area and meet or speak with the person.  

 seq NL1 \r 0 \h Job Design Case Scoring Matrix

1. Rate each case one at a time and decide the level of each Core Job Dimension involved in each job using a scale value of 1 (“very little”) to 7 (“very high”).  
2. Calculate the motivating potential score (MPS) of each case by using the formula below:


(Variety + Identity + Significance)

                        




x    Autonomy   x   Feedback   =   MPS



3

3. Rank order the jobs per the calculated MPS Score.
	Case #
	Skill Variety
	Task Identity
	Task Significance
	Autonomy
	Feedback from the Job
	MPS Score
	Rank Order

	1
	
	
	
	
	
	
	

	2
	
	
	
	
	
	
	

	3
	
	
	
	
	
	
	

	4
	
	
	
	
	
	
	


4. Discuss appropriateness of the rank order.

5. Decide how you might enrich each job using one or more job enrichment strategies.

6. Analyze overall findings from case.

( Copyright 2005 by Thomas W. Kent. Used with permission.
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