Chapter 13 JOB DESIGN

The process of enlarging or enriching jobs (or increasing the variability of workers= responsibilities over time) often leads to demands for greater tangible rewards, to compensate for the harder assignment.  Similarly, job enlargement and enrichment often lead to increased demands for worker autonomy. In other words; job enrichment innovations often produce a taste for even more enrichment among employees. If you engage in job enlargement or enrichment, you should be prepared to meet these demands one or another.  So you should consider whether you are prepared to grant employees more autonomy. (P.318)

The literature on job design innovations suggest organizations that begin with (or adopt) organic, flexible, decentralized structures than in mechanistic bureaucracies. (P.318)

Frequent lateral transfers can function poorly in service organizations whose strategy emphasizes very stable relationships between clients and their servers.  Note that in some service industries, the firm may wish to discourage stable client-server relationships; the relationship sought is between the client and the firm, to prevent an individual employee form departing with Ahis@ list of clients. (P.319)

The reason, which we can now explain more fully, is based on the premise that in many cases the worker is faced with a choice between a safe course of action, which promises mediocre (or acceptable) outcomes with very high probability, verses a risky course of action, which can give either very good or very bad outcomes at the individual level. (P.322)

But when the job mixes these patterns ( e.g., as in many managerial roles), incentives are much harder to get right. (P. 322)

Hancocks= leadership was frustrated that despite their intense efforts to communicate and reward a more entrepreneurial spirit, mind-level and even senior managers in this organization remained risk averse and oriented toward the status quo. (P.323)

But if the efforts along these two sets of dimensions cannot be distinguished - something that is especially hard to do when it comes to the amount of time allocated to each- a job design that mixes star and guardian roles will present substantial problems. (P. 323)

They can lead to an us-versus-them mentality, especially where the team is socially homogeneous and quite differently socially from management or from other outsiders. (P.324)

To the extent that teams produce something tangible and Awhole,@ individual pride in and identification with the product can be increased, thereby enhancing intrinsic motivation.  Think of the assembly-line verus team-built automobile assembly.  Imagine a worker responsible for tightening nuts onto four particular bolts on each of an endless stream of half built cars that slowly moves past, hour after hour, day after day.  That employee may understand that car is the end product of her efforts and those of her peers, but she is unlikely to have much emotional attachment to her four bolts.  In contrast, a team of workers who together assemble entire cars are apt to be much more attached to the specific cars they have assembled, leading to increased quality and care in the assembly process. (P.324)

Teams promote a greater range of skills among their members (thorough informal on-the-job learning, at least, and often through the team=s own internal system of task rotation), which means that teams have more flexible human resources to deploy.  But teams also build up their own internal social equilibria, and getting a team to shift the content of its work can be difficult when this involves breaking the established order in the team. Thus, teams may be inflexible to some changes. (P.325)

 Yet research on group behavior suggest that homogeneity of team members is often an asset, particularly with respect to communication, interaction, and mutual trust. (P.325)

The objective of the armed forces is not only to win wars that are fought, but even more to project power and competence so that the wars are unnecessary. (P.330)

To understand the design of jobs and careers for commissioned military officers requires that we bring in another factor, which mixes technology with environment: The team leader and his senior staff are subject to sudden...shall we say...incaptiotation.  The chain of command specifies which officer takes over next (with some defaults in case the entire chain disappears).  The point is that even fairly junior officers may be thrust suddenly into important command positions. These officers must therefore be generalist to some extent; the must appreciate the many interdependent pieces of a complex technology.  This gets us to the issue of job design versus career design: Commissioned officers are frequently rotated from one short-term job or posting to the next, so that when and if the moment comes for them to take over, they are as ready as possible.  Of corse, as the technology has become more complex ad specialized, it is increasingly difficult for anyone or individual to have all the re2quird experiences.  Thus career trajectories can and do follow different patterns for different branches of the armed forces- for example, army officers rarely get posted on ships.  Even within a single branch of the armed forces, there is some specialization.  In the U.S. Navy, for instance, naval aviators, surface ship officers, and submarine officers do not Amix@ (p.331)

Extrinsic incentives are harder to design for broad jobs than for narrow jobs, when breadth is measured in terms of the number of task in the job preview period. (P. 333)

Teams that are able to solve the free-rider problem can function very efficiently under team-based incentive systems. (P.333)

Inappropriate social comparison can be triggered by broader job designs and by frequent task rotation. (P.333)

