
Work Design: The content of tasks, activities and responsibility in a job and how those tasks, 
activities and responsibilities are organised

Well designed jobs allow employees to perform well and enjoy their work

Scientific Management
- A set of principles and practices stressing job simplification and specialisation
- The person becomes a master in their job

4 principles of Scientific Management
1. Replace the rule of thumb with the scientific method
2. Select, train, teach and develop your personnel
3. Strict division of labour: ‘managers plan the work workers work the plan’
4. Compensation is based on work output

Advantages
- Less time changing activities
- Lower training costs
- Job mastered quickly
- Better person-job matching

Disadvantages
- Loss of control
- Repetitive, boring tasks
- Meaningless, monotonous work
- High job dissatisfaction
- Little or no opportunity to develop and acquire new skills

The Job Characteristics Model
1. Skill variety: the opportunity to do a variety of job activities using various skills and talents
2. Task identity: The extent to which a job involves doing a complete piece of work, from 

beginning to end (rather than screwing the bolt, I’ll let you build the whole car)
3. Task significance: The impact that a job has on other people
4. Autonomy: The freedom to schedule one’s own work activities and decide work procedures
5. Feedback: Information about the effectiveness of one’s work performance

The first 3 lead to a sense of meaning

Autonomy leads to taking responsibility

Feedback leads to the person knowing 
their results

Employee Growth-Need Strength: The 
relationships will be stronger if you feel 
a need for growth (i.e enjoy challenges 
and are motivated) 

Motivating Potential Score



Individual Differences

- Growth-need strength (No evidence found)
- If you're lacking Knowledge and skills then autonomy will not be beneficial - trainmen will be 

needed) (Need skills to be motivated by high scope job)
- Satisfaction with the work context (only motivated by high scope jobs when satisfied with other 

aspects, such as pay etc.) E.g. if you're worried about how you can’t pay the bills you will not be 
as motivated to do work.

Work Redesign
JOB ROTATION
- Periodically moving workers from one specialised job to another
- Exposes employees to new knowledge, skills and perspectives
- Especially useful in jobs that involve a high degree of physical demands on the body or high 

degree of repetitive tasks that can become extremely tedious
- Increases organisational adaptivity and flexibility -> Because employees develop different skill 

sets it means that if someone calls in sick the workers have had the ability to learn other roles 
and can take over

- May not be very beneficial in jobs that are very complex and require a lot of training
- E.g. Coles or Apple: Shifting them from front door to genius bar so that no one is bored/

dissatisfied

JOB ENLARGEMENT
- Increasing the number of tasks performed by a worker to ad greater variety to activities, thus 

reducing monotony
- Horizontal restructuring method
- Increased work flexibility

JOB ENRICHMENT
- Assigning additional responsibility and authority to an employee’s tasks
- Vertical restructuring
- Giving you more responsibility
Enrichment Methods:
~ Granting additional authority to employees in their activities
~ Giving a person a complete, natural unit of work
~ Introducing new and more difficult tasks not previously handled



RELATIONAL WORK DESIGN
- To make jobs more pro-socially motivating
- Connect employees with beneficiaries of their work/Meet beneficiaries firsthand
- Allow employees to see that their action a affect a real, live person, and that their jobs have 

tangible consequences
- Customers or clients more emotionally vivid -> leads employees to consider the effects of their 

actions more
- Allow employees to easily take the perspective of beneficiaries -> higher commitment
- Employees who know their work has a meaningful, positive impact on others are happier and 

more productive
- (Grant, 2008) - People who worked at a call centre for university fundraising were able to nearly 

triple the money raised each week after just 5 minutes of contact with scholarship beneficiaries

Occupational stress
Physiological consequences
- Headaches
- Cardiovascular disease
- Strokes
- Cancer

Psychological
- Job dissatisfaction
- Moodiness
- Depression
- Lower organisational commitment

Behavioural
- Lower job performance
- Poor decision making
- increased workplace accidents
- Absenteeism

General Adaptation Syndrome
Stress: An adaptive response to a situation that is perceived as challenging or threatening to the 
person’s wellbeing

Stage 1: Stress causes arousal
Stage 2: Act against the stress
Stage 3: Our ability to deal with stress is not 
infinite

How is stress related to 
performance

Eustress allows you to be 
energised



Job Demand-Control (Karasek, 1979)
- Best-known model with regards to workload and work-related stress
- Emphases two aspects
Level of strain (demands): Aspects of the job that require sustained physical and/or psychological 
effort (e.g time pressure, emotional labour, workload)
Decision latitude (control): The freedom an employee has to control and organise his own work.

Differentiating Job Demands
Not all job demands are negative for your well-being

Hindrance stressors
- Demands or circumstances that tend to constrain/interfere with an individual’s work achievement 

and that do not tend to be associated with potential gains for the individual
- Role conflict, role ambiguity, role overload, job insecurity, and daily hassles

Challenge stressors
- Demands or circumstances that, although potentially stressful, have associated potential gains 

for individuals
- Time pressure, work complexity

Other Workplace Stressors
Psychological Harassment
- Repeated hostile comments, actions and gestures that affect an employee’s dignity or 

psychological/physical integrity resulting in a harmful work environment for the individual
- eg. workplace bullying, sexual harassment

Work overload
- Working long hours
- Exacerbated by technology (i.e. always having to check your emails), consumerism and 

globalisation
- Undermines work-life balance and psychological detachment



Change stress perceptions
- Psychological resources: increase individual’s core self-evaluations and psychological capital
- Help employees so that job challenges are not perceived as threatening

Receive support (social and structural)
- e.g How to handle difficult customers

Stress management: Preventing and coping

Managing work-related stress
Remove or withdraw from the stressor
- Job redesign
- Job crafting
- Flexible worktime
- Job sharing
- Telecommuting
- Child care support
- Transfer
- Holidays/Personal leave
- Recovery/detachment
- Change stress perceptions (Change how you react to stress)

Use of Alternative Work Arrangements
- Flextime
- ie working different hours on different days or over different weeks
- AUTONOMY
Benefits
- Reduced absenteeism
- Increased productivity
- Reduced overtime expenses
- Reduced hostility toward management
- Increased autonomy
- Increased responsibility for employees
Drawback
- Not applicable to all jobs or workers

Job Sharing
- Two or more people split a 40-hour-a-week job
- Increases flexibility and can increase motivation and satisfaction when a 40-hour-a-week job is 

just not practical
- Declining in use
- Can be difficult to find compatible pairs of employees who can successfully coordinate the 

intricacies of one job
Drawbacks
- Administrative costs
- Training costs
- Staffing issues

Telecommuting
- Employees who do their work at home at least two days a week on a computer that is linked to 

their office (virtual office)
- Some well-known organisations actively discourage telecommuting but for most organisations it 

remains popular.
Advantages



- Larger labor pool
- Higher productivity
- Improved morale
- Reduced office-space costs
Disadvantages
Employer
- Less direct supervision of employees
- Difficult to coordinate teamwork
- Difficult to evaluate non-quantitive 

performance
Employee
- May not noticed for his or her efforts

Employee Involvement and Employee Motivation
Employee Involvement: A participative process that uses employee’s input to increase their 
commitment to the organisation’s success
Examples of employee involvement programs:
Participative management
Representative participation

Participative Management
- Joint decision making in which employees subordinates share a degree of decision-making 

power with their immediate supervisors
- Solution for poor morale and productivity
- Trust and confidence must exist among all parties
- Studies of the participation-performance have yielded mixed results
- A modest influence on share returns, employee productivity, turnover, motivation, and job 

satisfaction

Representative Participation
- Workers are represented by a small group of employees who actually participate in decision 

making
Two most common forms
1) Works councils (nominated/elected)
2) Board Representatives
The overall influence of representative participation seems to be minimal

Pay for Performance
Herzberg’s Two-Factor Theory of Job Satisfaction
Motivator Factors
- Elements related to job content
- Presences causes high satisfaction, absences cases low satisfaction
- e.g. level of responsibility and autonomy, and chances for recognition, advancement and 

personal achievement

Hygiene factors
- Elements related to job context
- Presence causes low dissatisfaction, absence causes high dissatisfaction
- e.g. base salary, benefits, physical and social working conditions, type of supervision, company 

policies

Distributive Justice: Adam’s Equity Theory
- Employees are motivated by a desire to be treated 



fairly
- Job represents a ‘social exchange’ relationship between organisation and employee
- Perception of equity stem from a comparison of the inputs one invests in a job and the outcomes 

one receives in comparison with the inputs and outcomes of another person or group

The answer to questions about pay (i.e. what to pay employees, how to pay them, what other 
benefits and choices to offer and how to construct employee recognition programs) is a complex 
process that entails balancing …

Internal equity: The worth of the job and the organisation (usually established through a technical 
process called job evaluation)
External equity: the external competitiveness of an organisation’s pay relative to pay elsewhere in 
its industry (usually established through pay surveys)

Some organisations prefer to pay leaders by paying above market. By paying more they may get 
better-qualified and more highly motivated employees who may stay with the firm longer.

Benefits:
- Expenses decrease when organisation performance is lower than usual -> More adaptive pay 

system compared to a rigid pay plan, especially in times of economic crisis
- Help retaining top performers

Variable Pay Programs
Pay-plans where a portion of an employee’s salary is allocated based on individual/organisational 
performance

Piece-rate plans
A pure piece-rate plan provides no base salary and pays the employee only what he or she 
produces
e.g fruit picking in Australia, pay is determined by the volume of fruit an employee picks.

Limitation: Not a feasible approach for many jobs

The main concern for both individual and team piece-rate workers is financial risk
Many organisations use a modified piece-rate plan to counteract this
Babe hourly wage + a piece-rate differential

Merit-based pay
Merit-based pay plans pay for individual performance based on performance appraisal ratings
Creates perceptions of relationships between performance and rewards.

Limitations: 
* Based on annual performance appraisals: Performance ratings must be accurate
* Merit pool fluctuates: Based on economic or other conditions
* Union resistance: Advocate for seniority-based pay where all employees get the same increases

Bonuses
An annual bonus is significant component of total compensation for many jobs
* Increasingly include lower-ranking employees
* Many companies now routinely reward production employees with bonuses when profits improve

Advantage: over merit-based pay
* Bonuses reward employees for recent performance rather than historical performance

Disadvantage:
* Employee’s pay is more vulnerable to cuts



* Especially problematic
~ When bonuses are a large percentage of total pay
~ When employees take bonuses for granted

Profit sharing/stock ownership plans
Organisation-wide programs that distribute compensation based on some established formula 
entered around a company’s profitability
* 88.8% of Larry Ellison’s pay comes from cashing in share options previously granted based on 

company profit

Appear to have positive effects on employee attitudes at the organisational level
* Employees have a feeling of psychological ownership

The bottomline is variable-pay programs generally increase motivation and productivity! But this 
does not mean that everyone is equally motivated by them

How flexible benefits turn benefits into motivators
Flexible benefits individualise rewards
* Allow each employee to choose the compensation package that best satisfies his or her current 

needs and situation
* Today, almost all major corporations in the US offer flexible benefits

However, it may be surprising that their usage is not yet global.

Recall the ‘valence’ dimension of the Vroom’s Expectancy Theory
* Flexible benefits individualise rewards by allowing each employee to choose the compensation 

package that best satisfies his or her current needs and situation
* They replace the ‘one-benefit-plan-fits-all’ programs

~ Designed for a male with a wife and two children at home dominated organisation for
   more than 50 years

Employee Recognition Programs
* Organisations are increasingly recognising that important work rewards can be both intrinsic and 

extrinsic
* Rewards are intrinsic in the form of employee recognition programs and extrinsic in the form of 

compensation systems
* Some studies suggest that financial incentives may be more motivating in the short term, but in 

the long run it is non-financial incentives

Implications for Managers
Recognise individual differences
* Spend the time necessary to understand what’s important to each employee and offer rewards 

accordingly
Allow employees to participate in decisions that affect them
* Employees can contribute to setting work goals, choosing their own benefits packages, and 

solving productivity and quality problems
Link rewards to performance
* Rewards should be contingent on performance, and employees must perceive the link between 

the two


