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CHAPTER OVERVIEW

In this chapter we examine various job design strategies including, classical approach, the human relations movement, and contemporary approaches emphasizing self-management. It is emphasized that fundamental innovations in job and organizational design results in changes in HRM functions such as selection, rewards, appraisal, and training and development. 

Chapter objectives
After studying this chapter, you should be able to:

· Explain the meaning of the term `work'. 
· Define job design and describe specific job design strategies.
· Understand the theoretical arguments underpinning current organizational and job design practices.
· Explain how the nature of work and different organizational designs affect human resource management (HRM) activities. 

CHAPTER OUTLINE

Introduction
The way work is organized influences the four “Cs” - commitment, competence, cost effectiveness, and congruence found in some HR models. The chapter describes how work is constantly being redesigned as managers adapt to economic and technological changes. 

The nature of work
Definition - paid work is the physical and mental activity that is carried out at a particular place and time, according to instructions.

Definition draws attention to some central features of paid work: activity or effort, place and time, social relationship, and reward.

Paid work shaped by gender relations. Rewards, satisfaction and hazards are unequally distributed.

Job design
Job design involves changing tasks and responsibilities to reconfigure jobs and relationships in the workplace. Job design impacts on the key HRM activities (see figure 1.3). 

Early developments in job design are outlined including, division of labour (Adam Smith; Charles Babbage) and factory control and alienation (Karl Marx).

Classical approaches to job design
Scientific management developed by Frederick Taylor early 1900s. Systematically (five principles) determines how work, both manual and non-manual, should be divided into its smallest elements in order to maximize labour productivity.

Fordism - inter-linking system of conveyor lines. Standardized commodities to gain economies of scale. Enhanced management control through work-study: “The idea is that man must have every second necessary but not a single unnecessary second” (Henry Ford, 1922, quoted in the textbook). 
HRM in practice 5.1 ‘Only 39% of employees have a ‘good’ job’  This example helps to illustrate the nature of paid work. 

Scientific management or ‘Taylorism’ and Fordism have disadvantages for HRM including, worker alienation, high turnover and absenteeism, conflict, and high cost of supervision. 
Human relations movement and job design
Grew out of the work conducted in the U.S. by Elto Mayo in the 1920s. Quality of Working Life (QWL) Movement emphasized social needs, ‘closure’ or the completeness of tasks, the incorporation of quality control, task variety, and autonomy. 
Refers to a number of different work designs - job enrichment; (see figures 5.1, 5.2 and 5.3) reorganization of assembly lines and Japanese-style work regimes.
HRM in practice 5.2 – ‘Workers turn off autopilot and take charge on assembly lines of the 21st century.  This report illustrates how companies are redesigning work structures including, greater functional flexibility and ‘leaner’ organizational structures.

Fordist and Post-Fordist job designs are compared, Table 5.1
Contemporary approaches – self-management
The flexible specialization model of job design – small-scale production, use of IT and strong networks.

Japanese model of manufacturing identifies three core production techniques (cellular technology (self-directed teams)), just-in-time, and total quality control that create two high dependency relationships that are moderated by HRM techniques, supplier policies and management ideology, leading to several production outcomes. 

Diffusion of teamwork practices.

Knowledge work and post-bureaucratic designs
We examine the shift to so-called ‘knowledge work’ and discuss how this impacts on the nature of work, see Table 5.3. 
A traditional hierarchy and a horizontal (team-based model) organization is contrasted in Figure 5.6.  

The nature of work and managerial control strategies in post-bureaucratic organizations is critically evaluated.
A critical account of the development of re-engineering is given and we examine the managerial premise that ‘core’ employees are a valuable asset capable of serving customer needs without a ‘command and control’ management structure.

Characteristics of a re-engineered work organization, Table 5.4 

Limitations of re-engineering include, conceptual vagueness, top-down management approach (contrary to the espoused theory). BPR allegedly enhances management control.

Organizational design and human resource management
The section gives a review of empirical evidence on the impact of new work regimes, including deskilling, increased managerial control, work intensification and the psychological contract.

Paradox in job design
Contemporary designs can illustrates the paradox that ‘managers must give up control in order to enhance their control’. Labour process theorists have challenged the popular view that technological change leads to highly skilled workforce. 

Critics have argued that ‘self-managed teams’ have greater control referred to as computer-controlled-autonomy (Bratton 1992). 

Paradox stems from what are referred to as “differentiation-integration tension” (see figure 5.7).

Table 5.5 summarizes the key features of four main approaches to work and organizational design: scientific management, job enrichment, Japanese management and re-engineering. 

ENGAGING IN CRITICAL THINKING

· REFLECTIVE QUESTION/ESSAY QUESTION 
“BPR is simply the latest wave in a series of management initiatives to increase employee cooperation, productivity, and managerial control". Discuss.

· HELP

A comprehensive answer would, after defining the terms, explain developments in the job design movement and identifying common strands (compare and contrast Table 5.4 to help you). The alleged outcomes of enhanced employee empowerment, job security, and job satisfaction need to be judged against the alleged negative outcomes by critics. 

CHAPTER CASE: WOLDS INSURANCE plc
This case describes the effects of new microprocessor-based technology on white-collar workers. Job redesign and MBT de-skilled the workforce that resulted in motivation and commitment problems for the company. (Tip: Look at the section on “Tension and Paradox in Job Design’ for potential impacts of technological change on people and resulting HRM).

· STUDY TIP 

The debate on re-engineering is reminiscent of the debate on new technology two decades ago. For a contrasting and broader view of re-engineering, read the article by Willmott (1995), which offers a critique and a counter argument to that put forward by the American authors Hammer and Champy (1993).

