Chapter 6

Job Design

Overview



_________________________________________________________________

Introduction
This chapter describes the principles of job design.



____________________________________________________________

Learning Objectives
Without references participants will explain briefly at least 5 principles of job design.



_________________________________________________________________

Importance of Job Design Principles
Job design principles are important because they can be used to improve employee performance, reduce manpower costs, or achieve other position management goals.



_________________________________________________________________
In this Chapter This chapter includes the following topics.
                                    Topic
    See Page

Key Question (exercise)
         6-2

Principles of Job Design
         6-3

Job Purification
         6-4

Job Enlargement
         6-5

Job Enrichment   
         6-6

Delegation/Empowerment
         6-7

Grade-Controlling Work
         6-8

Value-Added Work
         6-9

Impact of the Person on the Job
         6-10

Line of Sight
         6-11

Relationship of Job Design to Organizational Design
         6-12



_________________________________________________________________

Key Question



____________________________________________________________



Based on your experience, what are the key principles of job design?   

                        Write your responses below.



____________________________________________________________



____________________________________________________________



____________________________________________________________



____________________________________________________________



____________________________________________________________



____________________________________________________________



____________________________________________________________

Principles of Job Design



____________________________________________________________

Introduction
This map explains the eight principles of job design used in this textbook.



____________________________________________________________

Descriptions
The eight principles of job design are described in the table below.  

                         Additional information is provided in the subsequent chapter maps.

     Principle
                             Definition

Job purification
Reducing the variation in the grade level or type of work in a position.  A common agency goal is at least 50% grade-controlling work.  In A-76 it can go as high as 75%.  However, 100% is not realistic.

Job enlargement
Increasing the variety of work assigned to a position without increasing complexity or responsibility.

Job enrichment
Increasing the complexity of the work assigned to a position.

Delegation or empowerment
Increasing the level of authority or responsibility assigned to a position.

Grade-controlling work
In the General Schedule, the highest grade which occupies at least 25% of the position.

In the Federal Wage system, the highest grade which is regular and recurring (usually 10% or more).

Value-added work
Work which contributes to the first-time fabrication or delivery of a product or service.

Impact of the Person on the Job
An employee with unusual knowledge, skill, or ability attracts more difficult or responsible work.  In essence, the job is changed by the incumbent.  

Line of sight
Janov states that employees are more successful when they can see the results of their work.  This is called line of sight.



_________________________________________________________________

Job Purification



_________________________________________________________________

Introduction
This map explains the job design principle called job purification.



____________________________________________________________

Principle
Job purification narrows a position by consolidating work by:

· pay system
· job family
· series
· specialty, or 
· grade level of work.  
Job purification is the opposite of job enlargement and job enrichment.



_________________________________________________________________

When to Use
Job purification should be considered when:


a position includes more than 5-7 major duties


the position is hard-to-fill and could be restructured


it is necessary to reduce payroll costs (A-76)


employees desire job purification


employees are only able to perform a portion of the current work 



_________________________________________________________________

Example
Before.  Personnel “generalists” were assigned staffing, classification, employee relations, training, and HR automation.  These employees found that there was so much pressure to perform staffing work that the other duties were not completed.  There was too much job variety.

After.  Classification and staffing duties were consolidated in one job, training and employee relations duties in another, and office automation duties were delegated to an assistant.  Employees were teamed together to serve assigned customers who wanted “one stop” HR services.



_________________________________________________________________

A-76 Myth
It is sometimes assumed that positions should be very pure.  This is a myth.  Positions should maximize grade-controlling work (50-75% if possible), but they must be varied enough to assure back-up of other employees and to maintain high employee motivation.  This strategy will reduce both short-term and long-term personnel costs.

___________________________________________________________



Job Enlargement



____________________________________________________________

Introduction
This map explains the job design principle called job enlargement.



____________________________________________________________

Principle
Job enlargement is the increase in job variety by assigning different types of work.  

It broadens the focus of a position, in contrast to job purification which narrows the focus of a position.



_________________________________________________________________

When to Use
Job enlargement should be considered when:


employees complain that their work is repetitive and boring


customer service or cycle time can be improved by establishing “case management” positions 


management wants increased flexibility (e.g., back-up employees)


there are no compelling reasons for job purification


there is a single position and insufficient work of one type 



_________________________________________________________________

Example
Before.  A field office included two administrative positions, a budget clerk and a receptionist.  Because of agency downsizing, one position was abolished when it became vacant.


After. A new position was created which contained duties from both of the predecessor jobs.   The remaining employee took pride in the new position, office manager, and received appropriate training in the additional job functions.  The job series and title changed, but the grade level and salary remained the same.



_________________________________________________________________

A-76
The development of an MEO for an A-76 study may require job enlargement because organizations are consolidated, and there are fewer employees available for back-up.  

Sometimes “specialist” positions become “generalist” positions.  

· In base operations, this might mean Maintenance Workers instead of Plumbing, Carpentry, or Painting Workers.  

· In office work, this might mean a job description with 3-5 different specialties in an “01” occupation, like GS-201 or GS-301.

___________________________________________________________

Job Enrichment



_________________________________________________________________

Introduction
This map explains the job design principle called job enrichment.



____________________________________________________________

Principle
Job enrichment involves assigning more difficult or complex work.  

___________________________________________________________

History
Job enrichment was popularized by Frederick Herzberg as a means of stimulating employee motivation through vertical job loading, in contrast to job enlargement which emphasized horizontal job loading.  Hackman and Oldham refined Herzberg’s theory in 1980 and linked together job characteristics, psychological states, and desired outcomes.  

___________________________________________________________

Model
Job Characteristics   >>>>  Psychological States      >>>>   Desired

(skill variety, task                 (knowledge of results,               Outcomes
significance, autonomy,         sense of responsibility             (motivation,

and feedback)                        and meaningfulness)                 performance)

This model explains the effects of three related job design principles:  job enrichment, job enlargement, and delegation/empowerment.

___________________________________________________________

When to Use
Job enrichment should be considered when:

· higher graded employees need to delegate work

· strategic concerns leads management to establish “bridge” positions

· management observes high turnover or low productivity in positions that are boring, repetitive, or unchallenging to employees

· customers of the organization need faster decisions or more complete products and services from existing employees, or when

· management deems it necessary to support a higher grade level of work for one or more positions.

________________________________________________________________

Example
An office currently includes a few specialist and clerical positions.  Customers demand better product or service quality.   Therefore, the role of each clerk is expanded  by adding low-level technical duties.  The number of productive positions is increased.  Higher salary costs (grade levels) are balanced by increased performance.

__________________________________________________________



Delegation/Empowerment



_________________________________________________________________

Introduction
This map explains the job design principle called delegation/empowerment.

___________________________________________________________

Principle
Delegation/empowerment refers to increasing the level of authority or responsibility of a position (autonomy), independent of the technical complexity of the work.  

As organizations are flattened and layers of supervision are eliminated, the remaining workers and supervisors are typically empowered to make more decisions.

__________________________________________________________

When to Use
Delegation/empowerment should be considered when:

· employees already perform technical work but lack authority to approve the work or implement recommendations.

· delays currently exist waiting for signatures or supervisory decisions.

· grade levels or payroll costs are not significantly increased. 

· customer service or cycle time are expected to improve.

· there are no compelling internal control reasons to withhold authority or responsibility.

________________________________________________________________

Example
Before.  An office includes both clerks and specialists.  These employees are grouped into teams with a team leader.  A supervisor directs the entire office.   Every action processed by the clerks must be reviewed by a specialist, and every action or report completed by a specialist must be reviewed by both the team leader and the office supervisor.  Overall, there is so much reviewing going on that backlogs are frequent and morale is low.  This is no way to run a business!

___________________________________________________________


After.  All clerks and specialists are delegated signatory authority within limits.  The only actions which need higher level review are the unusual cases that exceed these limits.  Periodically, the office supervisor randomly samples completed cases and audits them for accuracy.  However, most of the supervisor’s time is spent training, coaching, and leading.  Everyone wins, including the customers, who receive faster service.

___________________________________________________________

Grade-Controlling Work



_________________________________________________________________

Introduction
This map explains the design principle called grade-controlling work.

___________________________________________________________

Principle
All positions in the Federal Government must be properly classified.  They must include a sufficient amount of grade-controlling work.


· For General Schedule positions, at least 25% of the employee’s time must be devoted to grade-controlling work.  (See OPM’s Introduction to the Position Classification Standards for more information.)

· For Federal Wage System positions, the grade-controlling work must be regular and recurring.  (See OPM’s Introduction to the Job Grading System.)

________________________________________________________________

When to Use
The principle of grade-controlling work can be used in at least two situations:

· To fragment higher-level work among several positions in order to provide a sufficient grade and salary level to attract and retain highly qualified candidates (job enrichment, job re-design).

· To consolidate work in situations in which the existing positions do not include sufficient grade-controlling work (job purification).  This is a common strategy in A-76 studies because of previous fragmentation of work and the need to reduce labor costs.

___________________________________________________________

Example
Before.  An organization with several identical GS-11 Management Analyst positions learned that grade-controlling work was not evenly distributed.  A few employees performed a high percentage of complex work (management studies) while other employees did not perform any  GS-11 work at all.  Instead, they reviewed personnel requests and manpower documents (GS-07 to GS-09 level work).  




After.  Each analyst position was restructured to include at least 25%  GS-11 work.  This was accomplished by periodically rotating personnel from the management studies team to the administrative actions team.  As vacancies occurred, a few Management Analyst positions were replaced with Management Assistants, GS-344.

_______________________________________________________________

Value-Added Work



_________________________________________________________________

Introduction
This map explains the job design principle called value-added work.
___________________________________________________________

Principle
Value-added work involves developing or delivering a product or service to a customer.

· For staff organizations products and services may be provided to internal customers.

· For line organizations count only the first-time production and delivery of goods and services to external customers.

________________________________________________________________

When to Use
Consider restructuring an organization to increase value-added work at any time, but especially when:

· customers are dissatisfied or lower their ratings of the organization’s products and services.

· downsizing initiatives reduce the organization’s manpower (more productive work is needed from each position, as in A-76 studies).

· there is sufficient grade-controlling work in each existing position.

· the organization is committed to improving productivity and quality.

________________________________________________________________

Example
Before.  An organization with a substantial number of administrative and professional positions devoted a lot of work hours to developing status reports, after-action reports, correspondence, and reference materials.


After.  The office reviewed work processes, forms, reports, records, and files.  Forms or reports that weren’t needed by a customer or used by  the office were eliminated, along with unnecessary filing.  The new jobs included less administrative work and more mission work.  Customers received more products and services that they truly needed.

___________________________________________________________

For More Information
Chapter 2 provides additional discussion of value-added work.

___________________________________________________________



Impact of the Person on the Job



_________________________________________________________________

Introduction
This map explains the job design principle called impact of the person on the job.
___________________________________________________________

Principle
Impact of the person on the job refers to the increase in job difficulty, complexity, or responsibility due to the special qualifications and performance of the employee.  The employee attracts more difficult or responsible work.  But for the employee’s special contributions, the position would be classified at a lower grade level or to a different occupation.

________________________________________________________________

When to Use
The principle of the impact of the person on the job may be used in virtually any type of position.  Use this principle when:

· the different or higher level duties are performed often enough to meet the minimum requirements for grade-controlling work.

· the higher level duties and the employee’s qualifications are adequately documented in the position description and evaluation.

· the position will be reclassified when vacated by the employee.

________________________________________________________________

Example #1
Most clerical positions do not exceed the GS-05 level.  However, a clerical employee may develop such a broad and deep background that he or she attracts a significant amount of difficult clerical research or processing work.  Such employees are regulatory experts to whom supervisors, specialists, and other clerical employees go to for advice on unusual cases or unwritten rules.  Such positions may be classifiable to the GS-06 level.  The evaluation for the position will provide a comparison to an appropriate classification standard or guide.

___________________________________________________________

Example #2
An unusually skilled engineer or scientist may develop a reputation as an expert in solving problems in a specialty area.  When this reaches 25% of the time, the position may be classified to a higher level.  Note:  Some position classification guides, such as the Research and Development Grade Evaluation Guide, recognize employee qualifications as a job evaluation factor. ___________________________________________________________

Line of Sight



_________________________________________________________________

Introduction
This map explains the job design principle called line of sight.

___________________________________________________________

Principle
Line of sight involves being able to see the effect one’s work has on internal or external customers.  Jill Janov states that when employees have line of sight, they are able to see the organization through the eyes of the customer.  

Line of sight is important to employees because it enables them to improve their work methods or products to meet or exceed customer expectations.  Line of sight contributes to value-added work.

___________________________________________________________

Example #1
Some jobs are too narrow in focus, preventing employees from having line of sight.  By enlarging the job—adding a variety of different but related tasks—the employee can be given the opportunity to see the results of his or her work.  Job enlargement which does not provide line of sight may not be helpful at all.

___________________________________________________________

Example #2
Some jobs which are currently too narrow to provide line of sight may be changed to allow an employee responsibility for total case management.  This involves training the employee in a broader work process and delegating to the employee the additional authority to contact customers, make adjustments, improve work processes, and so forth.

___________________________________________________________

Reference
For more information read The Inventive Organization by Jill Janov (San Francisco, CA:  Jossey-Bass, 1994)

__________________________________________________________

Relationship of Job Design to Organizational Design



_________________________________________________________________

Introduction
This map explains when job design occurs in the organizational design process.

___________________________________________________________

Rummler’s Model
Geary Rummler’s nine-step model of organizational design includes two steps related to job design.  These are:

· Step 6, Develop job models for each job, and

· Step 7, Structure the human performance system for each job.

These steps occur after the macro-organization has been designed and work processes or patterns of departmentation have been determined.  Job design occurs at the end of organizational design.

___________________________________________________________

Nadler’s Model
David Nadler’s 7-step model for designing high performance work systems includes two steps which are somewhat related to job design.  These steps are:

· analyze the social system, and

· design the new organization.

Analysis of the social system reveals the importance of collaboration, job enlargement, job enrichment, empowerment, value-added work, etc.  

Design of the new organization involves building individual jobs after enterprise units, work processes, and team structures have been determined.

____________________________________________________________

Exercise in Professional Job Design
In a training center with 15 instructors, a 9-month manpower study revealed the following averages for typical work tasks.

              Task                           
Time                 

Teaching                               
          280 hours                   

Observing Speakers              
          163 hours                  

Facilitating Activities            
          163 hours                 

Grading Homework                
23 hours                 

SAT *(designing training)                 
93 hours

Preparing Agendas & Binder

  Materials                             
          118 hours

Locating/Preparing Handouts  
70 hours

Composing/Printing Charts      
47 hours

Making Transparencies            
47 hours

Customer Service                     
47 hours

Copying Handouts                   
23 hours

Counseling Students                
23 hours

Room Set-up/Clean Up            
47 hours

Attending Banquets                  
08 hours

Meeting with Speakers             
23 hours

Selecting Speakers/Faculty       
23 hours

Selecting Participants               
47 hours

After Action Reports                
23 hours

Negotiating with Speakers        
23 hours

Subject Matter Reading            
47 hours

Special Projects                      
          150 hours

Records Management               
24 hours

E-Mail                                      
70 hours

Team Meetings                         
47 hours

Staff Meetings                          
24 hours

                                           
       1,673 hours  productive

TDY--Travel Time                 
          140 hours

Annual Leave                         
          240 hours

Sick Leave                               
34 hours

                                              
          414 hours   non-productive

                                                     2,087 hours  

*Systems approach to training; creating or revising task analyses, learning objectives, lesson plans, pre-tests, skill assessments, daily evaluations, end-of-course evaluations, etc.

Instructions
1) With the goal of maximizing office effectiveness, employee morale, and job

design, identify tasks and duties which should be placed in another position (such as delegated to a training technician, guest Adjunct Faculty, or contractors).

2) Group remaining tasks into major duties.  

3) Calculate the percentages of time for each major duty, rounding off as needed.

4) Calculate the value-added work performed by the position.

5) The result will be a re-designed job for a “knowledge worker”.

     Extra credit.  Consider the organizational chart below, and make appropriate changes that

     reflect your re-design efforts above.

Agency X

Training Center

1
Director
GS-xxx-15

1
Dean
GS-xxx-14

1
Administrative Officer
GS-341-11

10
Experts/Instructors*
GS-xxx-13

5
Specialists/Instructors*
GS-xxx-12

1
Office Automation Assistant
GS-326-07

4
Training Technicians (OA)
GS-1702-06

1
Secretary (OA)
GS-318-06

24  Total Staff

                                    *jobs redesigned above

1
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