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ABSTRACT

In presenting a new strategy for redesigning jobs to
increase the vork motivation and satisfaction of employees, the paper
examines a basic theory of job motivation, a group of core dimensions
of jJobs which create the conditions for such internal motivation to
develop on the job, a set of diagnostic tools for evaluating jobs and
people's reaction to them, for pinpointing exactly what aspects of
specific jobs are most critical to a successful change attempt, and a
set of five action steps to increase employee motivation,
satisfaction, and productivity. The five implementing concepts are:
(1) forming natural work units, (2) combining tasks, (3) establishing
client relationships, (4) vertical loading, and (5) opening feedback
channels, A job enrichment project conducted at The Travelers
Insurance Companies is summarized to illustrate practical
applications of the change procedures. (MW)
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A MYew Stratesy for Job Enrichmnr.1
J. Richard Hackman Grep Oldham Robert Janson and Kennath Purdy
Yale University University of lllinois Roy V., !lalters & Associates

Practitioners of job enrichment have been living through a time of
excitement, even euphoria. Their craft has moved from the psychology and
management journal: to the front page and the Sunday supplement. Job
enrichment, which began with the pioneering work of Herzberg and his
associates, originally was intended as a wmeans to increase the motivation
and satisfaction of people at work--and to improve productivity in the
bargain.2 Now it is being acclaimed in the popular press as a cure for
problems ranging from inflation to drug abuse.

Much current writing about job enrichment is enthusiastic, sometimes
even messianic, ahout what it can accomplish. JFut the hard questions of
exactly what should be done to improve jobs, and how, tend to be glossed
over. Lately, because the harder questions have not been dealt with
adequately, critical winds have started to blow. Job enrichment has been
described as yet another management fad, as nothing new,’ even as a
fraud. And reports of job enrichment failures are beginning to appear in
me tagement and psycholopy journals,

This article attempts to redress the excesses which have characterized
some of the recent writings about job enrichment. As job enrichment increases
in popularity as a management tool, top managers inevitably will find them-
selves making decisions about its use. The intent of this paper is to
help both managers and behavioral sciences practitioners becone better able
to make those decisions on a solid base of fact and data.

Succinctly stated, e sresent here a new strat:cy for soin: about the
redesign of work. The strategy is based on three years of collaborative

work -and cross-fertilization among the authors--two of whom are academic
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researchers, and two of vhom are active practitioners in job enrichment.

Our approach is new, but it has been te-ted in many organizations.

It draws on the contributfons of both manacement practice and psychological
theory--but it is firmly rooted in the middle cround between them. It
builds on and complements previous .work bv llerzberg and others, but provides
for the first time a set of tools ior diagnosing existing jobs--and a map
for translating the diagnostic results into specitic action steps for change.

\lhat we hive, then, is the following:

1. A theary which specifies when people will get personally ''turned on’
to their work. The- theory shows what kinds of jobs are most likely to
fenerate excitement and commitment ahout work, and what kinds of employees
it works best for.

2. A set of action steps for job enrichment based on the theory, which
prescribe in concrete terms vhat tco do to make jobs more motivating for the
people who do them.

3. Fvidence that the theory holds water, and that it can be used to
bring about measurable~-and sometimes dramatic--improvements in employee
work behavior, in ;ob satisfaction, and in the financial performance of

the organizationa' unit involved.

THE TUFOPY SRHIND Tl CHAMGR STRATFGY

'That Causes People To Get Turned On To Their 'lork?

For workers who are really prospering in their jobs, work is likely to
be a lot like play. Consider, for example, a golfer at a driving range,
practicing to net rid of a hoolk. Mis activity is meaningful to him: he has
chosen tn do it hecause he nets a kick"” from testine his skills by playing

the game. lle knows that he alone is responsible for what happens when he

hits the ball. And he has knowledgfe of the results within a few secou(s,
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Behavioral scientists have found that the three “psychological States'
experienced by the golfer in the above example also are critical in determin-
ing a person's motivation and satisfaction on the job.

1. Experienced meaningfulness: The individual must perceive his work as

worthvhile or important by some system of values he accepts.

2. Experienced responsibility: He must believe that he personally is

acco'ntable for the ~':tcomes of his efforts.

3. Knowledge of results: He must be able to determine, on some fairly

regular basis, vhether or not the outcomes of his work activities are
satisfactory,

tThen these thteg conditions are present, an individual tends to feel
very pood about himself when he performs well. And those nood feelings will
prompt him to try to continue to do well--so he can continue to earn these
positive feelings in the future. That is what is meant by "internal
motivation''--beinz turned onto one's work because of the positive iuternal
feelings that are generated by doing well, rather than being dependent on
external factors (such as incentive pay or compliments from the boss) for
the motivation to worVv effectively.

That 1if one of the three Psychological States is missing? Motivation
drops markedly. Suppose, for ‘example, that our golfer has settled in at
the driving range to practice for a couple of hours. Suddenly a fog drifts
in over the range. He can no longer see if the ball starts to tail off to
the left a2 hundred yards out. The satisfaction he got from hitting straight
down the middle--and the motivation to try to correct something whenever he
didn't--are bot gone. If the fog stays, it's likely that he soon will be
packing up his clubs.

The relationship hetween the three Psychological States and ou-the-job
outcomes are illustrated in Fisure 1. (hen a{l three are high, then

internal work motivation is high, job satisfaction is high, work quality is

\ L -
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high, and abgentecism and turnover are low.

What Job Characteristics Make It Happen?

Recent research hrs identified five 'core’ characteristics of jobs
which elicit the psycholonical states described above.3 These five core
job dimensions provide the key to objectively measuring jobs, and to changing
them so they have high potential for motivating people who do them.

Toward Meaningful '"ork. Three of the five Core Dimensions contribute

to a job's meaningfulness for the worker:

1. Skill Variety. The degree to vhich a Job requires the worker to periorm
activities which challenge his skills and abilities. When even a eingle gkill
is involved, there is at least a seed of potential meaningfulness. When
several are involved, the job has the potential of appealing to more of the
whole person--and also of avoiding the monotony of performing the same task
repeatedly, no matter how much skill it may require.

2. Task Identity. The degree to which the job requires completion of
a ‘whole' and identifiable piece of work--doing a job from beginning to end
with a visible outcome. For example, it is clearly more meaningful to an
employee to huild complete toasters than to attach electrical cord after
eiectrical cord--especlally if he never sees a completed toaster. (iote that
the whole job, in this example, prubably would involve greater skill variety
as well as task identity.)

3. Task Significance. This is the degree to which the job has a sub-
stantial and perceivable impact on the lives of other people, whether in the
immediate organization or the world at large. The worker who tightens nuts
on aircraft Lrake assemblies is more likely iLo perceive his work as
significant than the wor’er who tills small boxes with paper clips--even

thoupgh the skill levels involved may be comparable,



Fach of these three job dimensions repregents an important troute to
experienced meaninafulness. If the job is high in all three, the worker is.
quite likely tc experience his job as very meaningful. It is n.t necessary,
however, for a job to he very high in all three dimensions. If the job is
low in any one of them, there will be a drop in over-all experienced
meaningfulness. But even when two dimensions are low the worker may find
the job zieaninaful if the third 1is high enough.

Toward Personal Responsibility. A fourth core dimension leads a worier

to experience increased responsibility in his job. This is Autonomy, the
degree to which the job gives the worker freedom, independence, and
discretion in scheduling work and determining how he will carry it out.
People in highly autonomous jobs know that they are personally responsible
for successes and failures. To the extent that their autonomy is high,
then, how the work goes will be felt to depend more on the individual's own
efforty and initiatives--rather than on detailed instructions from the bess

or from a manual of jch procedures.

Toward Knowledne of Pesults. The fifth and last core dimension is

Feedback. This is the derree to which a worker, in carrying out the work
activities required by the job, gets information about the effectiveness of
his efforts. TFeedback is wmost powerful when it comes directly firom the
work itself--as for example, when a worker has the responsibility for
gauging and otherwise checkins a component he has just finished, and learns
in the process that he has lowered his reject rate by meeting specifications

mora consistently.4

Summary: The Overall ‘'otivating Potential” o’ a Job. Fisure 1 shows

how the five Core Dimensions combine to affect the psychological states which
are critical in detcrminine whether or not an employe. will be internally
motivated to work effectively. Indeed, using an instrument to be described

later, it 1s possible to compute a "Motivating Potential Score (iPS) for any

5



Job. The MPS provides a single summary index of the degree to which the
objective characteristics of the job will prompt hish internal work motivation.
Following the theory outlined above, a job hi~h in Motivating Fstential must
be high on at least one (and hopefully more) of the three dimensions which
lead to experienced meaningfulness, and high on both autonomy and feedback as
well. The MPS provides a quantitative index of the degree to which this is

in fact the case.5 As will be seen later, the MPS can be very useful in
diagnosing jobs and in assessing the effectiveness of job enrichment

activities,

Does the Theorv 'ork for Fveryhody?

Unfortunately not. Wot everyone is able to become internally motivated
in his vorl, even when the Motivatins Potential of a job is very high indeed.

Pesearch has shown that the psycholorical needs of people are very

important in determining vho can (and who cannot) become internally motivated
at worl:. Some People have strong needs for personal accomplishment, for
learning and developine chemselves beyond where they are now, for being
stimulated and challenced, and so on. These people are high in “growth need
strength.

Figure 2 shows diagrarmatically the proposition that individual growth
needs have the power to moderate the relationship between the characteristics
of jobs and worl. outcomes. Many workers with hish growth needs will turn
on eaverly when they have jobs which are hich on the Core Dimensions. Workers
whose growth needs are not so strone may respond less eagerly--or, at first,
even ballk at beinn “pushed ' or ‘'stretched too far.

Psychologists vho emphaszize human potential argue that everyone has
within him at least a spark of the n:ed to grow and develop personally.
Steadily accumulating evidence shows, however, that unless that spark 1s
pretty strong, chances are it will get snuffed out by one's experiences in

typical organizations. So, a person who has worked for 20 years in

} 9
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stultifying jobs may find it difficult or imposaible to become internally
motivated overnight when given the opportunity,
Ve should be cautious, however, about creating rigid categories of
people based on their measured growth need strength at any particular point
in time. It is true that we can predict from these measures who is likely
ﬁo become internally motivated on a job and who will be less willing or
able to do so. TNut what we do not know yet is whether or not the growth
need ‘spark can be rekindled for those individuals who have had their growth
needs dampened by years of grcwth—depresqiug experience in their organizationg.
Since, in many cases, it is the organization which is responsible for
currently low levels of growth desires, we believe that the organization
alco should provide the individual with the chance to reverse that trend
vhenever it can. DIven if that means putting a person in a job where he mzy be
"stretched” more thar he wants to be stretched right now. He can always
move back later to the old job--and in the meantime the embers of his growth
needs just might burst back into flame, to his surprise and pleasure, and to

the good of the organization.,

FPOM THEORY TO PRACTICE: A TECRIOLOGY FOR JOB ENRICHMENT

hen job enriciment fails, it often fails because of inadequate

diacnosis of the target job and employees' reactions to it. Often, for
example, job enrichment is assumed by management to be a solution to ‘pecple
problems’ on the job, and is implemented even though there has been no
diagnostic activity to indicate that the root of the problem is in fact how
the work is desianed. 01, other times, some diaznosis is made--but it
provides no concrete guidance about what specific aspects of the job require
change. 1In either case, the success of job enrichment may vind up depending
more on the quality cf the intuition of the change azent--nr his luck--than

on a solid base of data about the people and the work.

11
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In the psrageoshe to follew, wo ounidse o new tachuinlogy for use {n
Job enrichment which explicitly ac wevaas rha diasronric as well ae the
action component of the change proccsg. The tecnclogy has two parts:

1. A set of diagnostic tools which are useful 1n evaluating jobs and
Peoples' rsactions te them prior to change--and Iin pinpointirg exactly whaf
aspects of specific jcbs are rost critical to a succensful change attempt.

2. A set of “Implementing Concepts” which previde concrete guidance for
action steps i1 job enrichment. The Implenenting Concepts are tied directly
to the diagnostic tools: the sutput of ihe disgnostic activity specifias

which action aleps are likely %o have the moat impact in & particular situation.

The Diagnostic Tuols

Central to the diagnoatic procedura we prorcae is a package of instruments
to be used by employees, supervisors, and outsida odu2xvers in aesessing the
target job'and empisyees’' reactions to 1:.6 These ingtriments gauge the
following:

1. The objecrive charactaristics of the jobs themeelves, including both
an overall indication of the "motivating potential” of the Job as it exists
(1.e., the MPS score), ard the score of thie job on each of the five Core
Dimensions deecribed earlier. Because know{1g the strensths and wesknesses
of the job is critical to any work re-design effort, assessmenis of the job
are made by eupervisors ard outside observers as well as the encloyees
themselves--and the final assesament of ¢ job uses data irom all three sources.

«. The current “evels of motivatiosn, satisfaction, cud work performance
of employees on the ‘olL. In addition to satlsfaction with tha work itgelf,
measures are telen of how peonle fael sbout other aspecte of the werk setting,
such "4 ray, supirvialon, and velaticuatdrag it co-raorkers,

J. The level of growth need stresgth of the employzea, As indicated

earlier, emplojyeer vho ".ive stro.: growth noeds sre .wore likely to be rore

">
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responsive to job enrichment than employees with weak growth needs. Therefore,
it is important to know at the outset just what kinds of satisfactions the
people who do the job are (and are not) motivated to obtain from their work.
This will make it possible to identify which persons are best to start changes
with, and which may need help in adapting to the new enriched job.

What, then, might be the actual steps one would take in carrying out a
job diagnosis using these tools? Although the approach to any particular
diagnosis depends upon the specifics of the particular work situation
involved, the sequence of questions listed belov is fairly typical.

Step 1. Are Motivation and Satisfaction Central to the Prot lem?

Sometimes organizations undertake job enrichment to improve the work moti-
vation and satisfaction of employees when in fact the real problem with work
performance lies elsewhere--for example, in a poorly designed production
system, in an error-prone computer, and so on. So .the first step is to
examine the scores of employees on the motivation and satisfaction portions
of the diagnostic instrument. (The questionnaire taken by employees is
called the "Job Diagnostic Survey," and will be refered to hereafter as the
JDS). 1If motivation and satisfaction are problematic, the change agent
would continue to Step 2 if not, he would look to other aspects of the work

situation to identify the real problem.

Step 2. Is the Job Low in Motivating Potential? To answer this question,

one would examine the Motivating Potential Score of the target job, and
compare it to the MPS scores of other jobs to determine whether or not the

job itself is a probable cause of the motivational problems documented in
Step 1. If the job turns out ot be low on the MPS, one would continue to

Step 3. if it scores hirh, attention ghould be given to other possible reasons
for the motivational difficulties (e.g., the pay system, the nature of

supervision, and so on).

13
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Difficulety?

Step 3, Yhat Specific Aspects of the

This step involves examining the Job on each of the five Core Dimensions,

Job are Causing the

to pinpoint the specific straengths and weaknesses of the job as it is
currently structured. It is useful at this stage to construct a “profile" of
the target job, to make visually apparent where improvements need to be made.
An illustrative profile for two jobs (one 'sood" Jjob and one job needing
improvement) is shown in Figure 3.

Job "A' 1s an engineering maintenance job, and is high on all of the
Core Dimensions*: the }PS of this Job is a very high 260.7 Job enrichment
would not be recommended for this job: if employees workins on the job
wvere unproductive and unhappy, the reasons ara likely to have little to
do with the nature or desisn of the work itself.

Job "B", on the other hand, has many problems. This job inveclves the
routine and repetitive processing of checks in the "back room' of a bank.
The IfPS is 30, which is quite low--and indeed, would be even lower if it were
not for the moderately higin Task Significance of the job., (Task significance
1s moderately high because the people are handling large amounts of other
people's noney--and therefore the quality of their efforts potentially have
important consequences for their unseen “clients.”’) The job provides the
individuals with very little direct feedback about how effectively they are
doing it; the employees have little autonomy in how they go about doing the
job: and the job is moderately low in both skill variety and in task identity,

For Job 3, then, there is plenty of room for improvement--and many
avenucs to examine in planning job changes. For still other jobs, the
avenues for change often turn out to be considerably more specific: for
example, feedback and autonomy mnay be reasonably high, but one or more of
the Core DPimensions which contribute to the experienced meaningfulness of

the job (i,e., skill variety, task identity, and task significance) may be

14
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low. In such a case, attention would turn to way: to increase the standing '
of the job on these latter three dimensions.

Step 4. Yow "Ready’ Are the Fmployees For Chap~e? Once it has heeu

documented that there is need for improvement in the job-~and the particularly
troublesome aspects of the job have been identified--then it is time to

begin to think about the specific action steps which will be taken to enrich
the job. An important factor in such planning is ‘he level of growth needs

of the employees, since employees high on growth aeeds usually respond more
readily to job enrichment than do employees wita little need for growth. The
JDS provides a direct measure of the growth need strength of the employees.
This measure cuan be very helpful in planning how to introduce the chanses to
the people (e.g., cautiously vs. dramatically), and in deciding who should

be among the first group of employees to have their jobs changed.

In actual use of the diagnostic package, additional information is
generated which supplements and expands the basic diagnostic questions
outlined akove. The point of the above discussion is mercly to indicate the
kinds of questions which we believe to be most important in diagnosing a
job prior to changing it. 'e now turn to how the diagnostic conclusions are

translated into specific job changes.

The ImglementiugﬁConcegggg

Five ‘'Implementing Concepts' for job enrichment are identified and
discussed below. Each one is a specific action step aimed at improving both
the quality cf the working experience for the individual and his work
productivity. They are’

1. Forming natural wvork units.

2. Combining tasks.

3. Establishing client relationships.

4, Vertical loading.

0. 5. Nrening feedback channels.

16
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The links between the Iiblementing Concepts and the Core Dimensions are
shown in Figure 4--which illustrates our theory of job enrichment, ranging
from the concrete action steps through the Core Dimensions and the Psychological
States to the actual personal and worl outcomes.

After completing the diagnosis of a job, a change agent would know
which of the Core Dimensions were most in need of remedial attention. Hhe
could then turn to Figcure 4 and select those Implementing Concepts which
specifically deal with the most troublesome parts of the existing job. How

this would tale place in practice will be seen below.

l. Tormine tatural York Units. The notion of distributing work in some

logical way may seem to be an obvious part of the design of any job. 1In
many cases, however, the logic is one imposed by just about any consideration
except jobholder satisfaction and motivation. Such considerations include
technological dictates: level of worker trainirg or experience; “efficiency,”
as defined by industrial engineeriny; and current wvorkload. In many cases
the cluster of tasks a woriier faces during a typical day or week is natural
to anyone but the worker.

For example, suppose that a typing pool (consisting of one supervisor
snd ten typists) handles all work for one division of a company. Jobs are
delivered in rough draft or diccated form to the supervisor, who distiibutes
them as evenly as possible arong the typists. 1In such circumstances the
individual letters, reports, and other tasks performed by a given typist in
one day or werk are randumly assivned. There is no basis for idencifying
with the work or the persoa or department for whom it 1s perforned. or for
placing any persona’ value upon it.

The principle uinderlying natural units of work, by contrast, is

“ownership' --a worker's sensc of continuing responsibility for an identifizble

body of worl,

[ At ]
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There are two steps involved in ¢ ing natural work units. The first
is to identify the basic work items. In cne typing pool, fcr example, the
items might be "pages to be typed.' The second step is to group the items
in natural categories. For example, each typist micht be assigned continuing
responsibility for all jobs requested by one or several specific departments.
The assignments should be made, of course, in such a way that workloads are
about equal in the long run. (For example, one typist might end up with all
the work from one busy department, while another handles jobs from several
smaller 'accounts.') )

At this point we can begin to see specifically how the Job Design
Principles relate to the Core Dimensions (:f, Figure 4). Tte Jownership"
fostered by natural units of work can make the difference between a feeling
that work is meaningful and rewarding ind the feeling that it is irrelevant
and boring. As the diagram s'.ows, ratural units of work are directly related
to two of the Core Dimensions: Task Identity and Task Significance.

A typist vhose work is assigned naturally rather than randomly~--say,
by departments--has a much greater chance of performing a whole job to
completion. Instead of ctyping one section of a large report, the individual
is likely to type thr whole thing, with knowledge of exactly what the product
of the work is (t~sk identity). Furthermore, over time the typist will
develop a grow'ng sense of how the work affects co-worlers in the department
serviced (tnsk sipnificance).

2. ‘ombining Tasks. The very existeace of a pool made up entirely of

persons whose sole function is typing reflects a fractionalizatinn of jobs
winich has been a basic precept of 'scientific management.” l!lost obvious in
assewl iy line wori., fractionalization has been applied to non-manufacturing
jobs a: well. It is typically justified by “efficiency,”” which 1is usually

defined in terms of elther low costs or some time-and-motion type of critcria.
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It 1s hard to fiud fault with measuring efficiency ultimately in terms
cf cost-effectiveness. 1In doiAﬁ 80, however, a manager should be sure to
consider all the costs involved. It is possible, fur example, for highly
fractionalized jobs to meet all the time-and-motion criteria of "efficiency,
but {f the resulting job is so unrevarding that performing it day after day
leads to high turnover, absenteeism, drugs and alcohol, and strikes, then
productivity is really lower (and costs higher) than data on 'efficiency"
might indicate.

The principle of Combining Tasks, then, suggests that yhenever possible
valsting aud fractionalized tasks should be put together to form new and
larger modules of workf At the Medfield, Massachusetts plant of Corning
Glass llorks the asscmbly of a laboratory hotplate has been redesigned along
the lines suzsnested here. Each hotplate now is assembled from start to
fiuisk by one operaror, Lustead of going thiongh several separate operations
which are performed by different people.

Coue tasks, if combined into a meaningfully larece module of work, would
be more than an individual could do by himself. 1Ia such rases, it is often
useful to consider assigning the new, larger task to a small team of workerg--
who are given great autonomy for its completion. At the Racine, ''isconsin
plant of Emerson Electric, the assenbly process for trash disposal appliances
was restructured tihis vay. Instead of a sequence of moving the appliance
from station to station, the assembly is now done from start to finish by
one team. Such teams include both men aud wonen to nermit switching off
the heavier and more delicate aspects of the work. The team responsible is
identified on the appliarce. 1In case of customer complaints, the team often
drafts the reply.

As a Job Deslgn Principle, task combination, like natural units of work,
expands the Tasl: Identity of the job. For example, the hotplate assembler

can see and identify with a finished product ready for shipment, rather than

<0
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a nearly invisible junction of solder. Moreover, the mores tasks are combined
into a single worker's job, the greater the voriety of skills he must call

on in perfufming the job. Sc, task combination also leads directly to
sreater Skill Variety--the third Core Dimension which contributes to the
overall experienced meaningfulness of the work.

3. Establishing Client Relationships. One consequence of fractionali-

zation is that the typical worker has little or no cortact with (or even
awareness of) the ultimate user of his product or service. By encouraging
and enabling employees to establish direct relationships with tiae 'clients
of their work, improvements often can be realized simultaneously on three
ot the Core Dimensions. Feedback increases, because of additional
opportunities for the individual to receive praise or criticism of his work
outputs directly, Skill Variety often increases, because of the necessity
to develop and exercise onc's interpersonal skills in naintaining the client
relationship. And Autonomy can incrcase because the individual often is
given personal responsibility for deciding how to manage his relationships
with the ‘‘clients' of his work.

Creating client relationships is a three~-step process. First,
identification of who the client actually is., Second, establishing the most
direct possible contact hetween the worker and the client. Third, setting
up some criteria by vhich the client can judge the quality of the product or
service he receives. And, whenever possible, the client should have a means
of relaying his judements directly bac' to the worker.

The contact hetween wcrker and client should be as great as possible,
and as frequent as necessary. Face-to-face contact is highly desirable, at
least occasionally. ‘*here that is impossible or impractical, telephone
and mail can suffice. 1In any case, it is important that the performance
criteria by which the worker will he rated bv the client rust be mutually

understood and agreed.
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4. Vertical Loading. Typically the solit between the ‘doing' of a job
and the “planning’ and “‘controlling ' of the work has evolved along with
horizontal fractionalization. 1Its rationale, once again, has been
‘efficiency through specialization.' And, once again, the excess of
specialization which has emerged has resulted in unexpacted but significant
costs in motivation, morale, and work quality. In vertical loading, the
intent is to partially close the gap bgtween the doing and the controlling
parts of the job--and thereby reap some important motivational advantages.

0f all the Job Design Principles, vertical loading may be the single
most crucial one. In some cases, where it has been i~possible to ‘m, ‘ement
any other changes, vertical loading alone has had significant motivational
effects,

"hen a job is vertically loaded, responsibilities and controls which
formerly were reserved for higher levels of management are added to the job.
There are numerous means of carrying this out:

~-Return to the job holder greater discretion in setting schedules,
deciding on work methods, checl.ing on quality, and advising or helping to
train less experienced workers.

~-Grant additional authority. The objective should be to advance
workers from a position of no autliority or highly restricted authority to
positions of reviewed, and eventually, near-total authority for his own work.

--Time management. The job holder should have the greatest possible
freedom to decide when to start and stop work, when to breal, and how to
assign priorities.

--Trouhleshootineg and crisis decisions. 'lorkers should be encouraged
to s:2ek problem solutions on their own, rather than calling immediately for

the supervisor,
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--Financial controls. Some degree of knowledge and control over
budgets and other financial aspects of a job can often be highly motivating,
llowever, access to this information frequently tends to be restricted.
Workers can benefit from knowing something about the costs of their jobs,
the potential effect upon profit, and various financial and budgetary
alternatives.

When a job is vertically loaded it will inevitably increase in autonomy.
Aﬁd, as shown in Figure 4, this increase in objective personal control over
the work will also lead to an increased feeling of personal responsibility
for his work--and ultimately to higher internal work motivation.

5. Opening Feadback Channels. In virtually all jobs there are ways to

open channels of feedback to individuals or teams to help them learn whether
their performance is improving, deteriorating, or remaining at a constant
level. tVhile there are numerous 'channels’ through which information about
performance can be provided, it generally is better for a worker to learn

about his periormance directly as he does his job--rather than from management

on an occasional basis.

Job-provided feedback usually is more immediate and private than
supervisor-supplied feedback, and increases the worker's feelings of personal
control over his work in the bargain. Moreover, it avoids many of the
potentially disruptive interpersonal problems whiech can develop when the only
way a worker has to find out how he is doinz is from direct messages or suktle
cues from the boss.

£xactly what should be done to open channels for joh-provided feedback
will vary frou job to job and organization to organization. Yet in many
cases the chanses involve simply removing existing blocks which isolate the
individual from naturally-occuring data about performance--rather than

generating entirely new feedbac!: mechanisms. For example:
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--Establishing direct cliient re.ntionships (discussed above) often
removes blocks between the worker rui natural external sources of duta
about his work,

==Quality control efforts in mmny organizatinng often eliminate s
natural source of feedback., The qualiry chack or & product our service is
done by people other than the individuais responsibie for the work., Peed-
back to the workers--1f chere 1s &ny=-i3 delated eud dilluted. It often
fosters a tendency to think of quality as "somecne else's coucern." By
Placing quality control clos: to the worker (perheps evan in his own hands),

‘the quantity and quality of data shou pevformance tha* is availeble to him
can dramatically incresse.

=-Tracition and established prccedurs in zery organizations dictate
that records abount performance are kept by a supervisor and trensmitted
up (not down) in %he crganizational hierarchy, Somertines supervisors even
check the work and correct any errcrs themseiver., The worker who made the
error never knows it occurred--and ts danied -he very information waich
can enparce tol his internal wovk zetlvatinn and the tectnical acequacy
of his perfcimanca. Ip manv cases, 3t is pogsidle to zrovide mtandard
summaries ¢f norformance re-ords Glrecuiy to the woerker Zas w211 aa ¢o his
superior), therchy giving him perasnajlv aad vegulatly che date he naeds
to improve hir nwerformarce,

-~Couputurs and cther ruonated operstlozg sometlries can e ueed o
provide the iriividual with data nsv biocke? “roa “im. Many clerical
operations, fur a2xampie. ore now perforced o scmeuter consales.,  These

congnles 2iten can he vrogrormed th procido whs cier! saits Imiedieve
feedback {n *.¢ form of & 087 d1snuay or & pri~e-cut faditeting that an

error has been mgde,  Jore svstemus evan have huern srevrawmed to provide

the operator with a positive feedbka k mesmage wher a rerlod of error-free

<}l

ERIC performance has beeu scatained.
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Many organizations simply have not recognized the importance of
feedbach as a motivator. Data on quality and other agpects of performance
are viewed as being of interest only to managemeut. Worse, the standards
for acceptable performance often are kept from workers as well. As a result,
workers who would be interested in following the daily or weekly ups and
downs of their performance, and in trying accordingly to improve, are
deprived of the very guidelines they need to do so. They are like the
golfer we mentioned earlier, whose efforts to correct his hook are stopped

dead by fog over the driving range.

THE STRATEGY IM ACTIOM: HOW WELL DOES IT WORI?

So far we have examined a basic theory of how people get ‘'turned on'
to their work: a group of Core Dimensions of jobs which create the conditions
for such internal work motivation to develop on the job: and a set of five
Implementing Concepts which are the action steps recommended to boost a
job on the Core Dimensions and therehy increase employee motivation,
satisfaction, and productivity.

The remaining question is straightforward and important: Does it work?

In reality, that question is two. First, does the theory itself hold
water, or are we barking up the wrong conceptual tree? And secondly, does
the change strategy really lead to measurable differences when it is applied
in an actual oranizational settin~?

This section summarizes the findinas we have generated to date on these

questions.

Is the Job Enrichment Theory Correct?

In general, the answer scems to be 'yes.' The JiS instrument has been
taken by over one thousand employees working on about 100 diverse jobs in

more than a dozen organizations over the last two years. These data have

<H
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been analyzed to test the basic motivational theory--and especially the impact
of the Core Job Dimensions on worker motivation, satisfaction, and behavior
on the job., An illustrative overview of some of the findings are given
below.9

1. People who work on jobs high on the Core Dimensions are more
motivated and satisfied than are people who work on jobs which score low on
the dimersions. Employees with jobs high on the Core Dimensicns (i.e., MPS
scores greater than 240) were compared to those who held unmotivating 3obs
(MPS scores less than 40). As shown in Figure 5, employees with high MPS
Jobs were higher on (a) the three psychological states, (b) internal work
motivation, (c) general satisfaction, and (d) ‘'growth’ satisfaction.

2. Figure 6 shows that the same is true for measures of actual behavior
at work--absentceism and performance effectiveness~-although less strongly
8o for the performance measure.

3. Responses to jobs high in Motivating Potential are more positive
for people who have strong growth needs than for people with weak needs for
growth. In Figure 7, the linear relationship between the lfotivating Potential
of a job and employees' level of internal work notivation . 8 shown, separately
for people with hizh vs. low growth needs as measured by the JDS. %hile
both groups of employees show increases in internal motivation as MPS

increases, the rate of increase is siznificantly greater for the sroup of

employees who have stron- needs for growth,

How Noes the Chanpe Strategy Unrk in Practice?

The results summarized above sugnest that btoth the theory and the
diagnostic instrument “work' when used with real people ir real organizations.
In this section, we summarize a job enrichment project conducted at The
Travelers Insurance Companics, which illustrates how the change procedures

themselves work in practice.

<6
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The Traveler's proiect was designed with two purposes in mind. One wvas
to achieve improvements in morale, productivity, and other indicators of
employee well-beins., The other was to test.the general effectiveness of
the strategy for job enrichment we have summarized in this paper.

The work group chosen was a keypunching operation. The group’'s function
was to transfer information from printed or written documents onto punched
cards for computer input, The workgroup consisted of 98 keypunch operators
and verifiers (both in the same job classification), plus 7 assignment clerks.
All reported to a supervisor, who, in turn, reported to the assistant manager
and the manager of the data input division.

The size of individual punching orders varied considerably, from a few
cards to as many as 2,500, Some work came to the work group with a specified
delivery date, while other orders were to be given routine service on a
predetermined schedule.

Assignment clerks recezived the jobs from the user departments, After
reviewing the work for obvious errors, omissions, and legibility problems,
the assignment clerk parceled out the work in batches expected to take
about one hour. If the clerk fouand the work not suitable for punching it went
to the supervisor, wiio eithier returned the work to the user department or
cleared up problems by phone. '™hen work went to operators for punching,
it was with the instruction, '‘Punch ouly what you see. Don't correct errors,
no matter how obviuvus they look,

necause of the high cost of computer time, keypunched work was 100%
verified-~a task that consumed nearly as many man-hours as the punching
itself. Then the cards went to the supervisor, who screcned the jobs for
due dates before sending tiiem to the computer. FErrors detected in verifi-

cation were assigned to various operators at random to be corrected.
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The computer output from the cards was sent to the originating
department, accompanied by a printout of errors. Eventually the printout
went back to the supervisor for final correction.

A great many phenomena indicated thai. the problems being experienced
in the work group might be due to poor motivation. As the only person
performing supervisory functions of any kind, the supervisor spent most of
his time responding to crisis situations, which recurred continually. le
also had to deal almost daily with employee's salary grievances or other
complaints. Fmployees frequently gshowed apathy or outright hostility toward
their jobs.

Rates of work output, by accepted work measurement standards, was
inadequate. FError rates were high. Due dates and schedules were frequently
missed. Absenteeism was higher than average, especially before and after
weekends and holidays.

The single, rather unusual exception was turnover. It was lower than
the company-wide averasje for similar jobs. The company has attributed this
fact to a poor job mariet in the base period just before the project began,
and to an older, relatively more settled work force--made up, incidentally,
entirely of women.

The Diagnosis., Using some of the tools and techniques we have outlined,

a consulting team from the !lanagement Services Department und from Roy Y.
Walters & Associates concluded that the keypunch operators' job exhibited the
following serious weaknesses in terms of the Core Dimensions.

Skill Variety: There was none. Only a single skill was involved--the
ability to punch adequately the data on the batch of documents.

Task Identity: Virtually nonexistent. Batches were assembled to provide

an even workload, but not whole identifiable jobs.
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Task Significance. ot apparent. The keypunching operation was a
necessary step in providing service to the company's customers. The
individual operator was isolated by an assignment clerk and a eupefvisor
from any knowledge of what the operation meant to the using department-~let
alone its meaning to the ultimate customer.

Autonomy: llone. The operators had no freedom to arrange their daily
tasks to meet schedules, to resolve problems with the using department, or
even to correct, in punching, information that was obviously wrong.

Feedback: Wone. Once a batch was out of the operator's hands, she had

no assured chance of seeing evidence of its quality or inadequacy.

Design of the Uxperimental Trial. Since the diaznosis indicated that

the Motivating Potential of the job was extremely low, it was decided to
attempt to improve the motivation and productivity of the vork group

through job errichment., Moreover, it was possible to design an experimental
test of the effects of the changes to be introduced: the results of changes
made in the target work sroup were to be compared with trends in a control
work group of similar size and demographic make-up. Since the control group
vas located more than amile away, there appeared to be little risk of
communication between members of the two groups.

A base period was dufined before the start of the experimental trial
period, ani appropriate data were gathered on the productivity, absenteeism,
and work attitudes of members of both groups. Data also were available on
turnover; but since turnover wvas already below averace in tlie tarpet group,
prospective chanpges in this measure were deemed insignificant.

An cducational sessioun was conducted with supervisors, at which they
were given the theory and implementing concepts and actually helped to
design the job chanzes themselves. Out of this session came an active plan
consisting of about twenty-five change items that would significantly affect

the design of the tarcet jobs.
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The Implementing Concepts and the Changes. Because the job as it

existed was rather uniformly low on the Core JolL NDimensions, all five of
the Implementing Concepts were used in enriching it,

Matural Units of f'ork, The random batch assignment of work was
replaced by assigning to each operator continuing responsibility for
certain accounts'--either particular departments or particular recurring
jobs. Any work for those accounts now always goes to the same operator.

Task Combination. Some plannins and controlling functions were combined
with the central task of teypunchina, 1In this case, however, these additions
can be more suitably discussed under the renaining three Implementing Concepts.

Client Relationships., Each operator was civen several channels of
direct contact with client;. The operators, not their assignment clerks, now
inspect their documents for correctness and legibility. ‘'hen problems arise,
the operator, not the supervisor, takes them up with the client.

Feedback. 1In addition to feedback from client contact, the operators
were provided with a number of additional sources of data about their
performance. The computer department now returns incorrect cards tc the
operators who punched them, and operators correct their own errors. Fach
operator also kreps her own file of Nerox conies of her errors. These can
be reviewed to determine trends in error frequency and types of errors.

Cach operator receives weekly a computer printout of her errors and
productivity--which 1is sent to her directly, rather than ~iven to her by the
supervisor.

Vertical Loading. Tesides consulting directly with zlients about work
questions: operators now have the authority to correct obvious coding errors
on their own. Operators may set their own schedules and plan their daily work,
as lon; as they meet schedules. Scnme competent operators have been given the

option of not verifying their work and making their own prearam changes.
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esults of the Trial. The results were dramatic. The aumber of
operators declined from 98 to 60. This occurred partly through attrition
and partly through transfer to other departments. Some of the cvperators
were promoted to higher-paying jobs in departments whose cards they had been
handling--something that had never occurred before. Some details of the
results are given below.

Quantity of Work: The control group, with no job changes made, showed
an increase in productivity of 8.1% during the trial period. The experimental
group showed an increcase of 39.6%.

Error Nates: To assess work quality, error rates were recorded for
about 40 operators in the experimental group. All were experienced, and all
had been in their job before the job enrichment project began. For two
months before the study, these operators had a collective error rate of
1.53%7. For two months toward the end of the study, the collective error
rate was 0.997%. Ty the end of the study the number of operators with poor
performance had dropped from 11.17 to 5.57.

Absenteeism: The experimental sroup registered a 24.17 decline in
absences. The control group, by contrast, showed a 29% increase.

Attitudes Toward the Job: An attitude survey given at the start of the
.ﬁroject showed that the two grouns scored about average, and nearly
identically, in nine different areas >f work satisfaction, At the end of
the project the survey was repeated. The control group shiowed an insignificant
0.5% improvement, while the e.>erimental group's overall satisfaction score
r08e lo.57.

“elective Flimination of Controls: Demonstrated improvements in operator
proficiency permitted them to work with fewer controls. Travelers estimates
that the reduction of controls had the same effe:t as adding seven operators--a

savine even beyond the effects of improved productivity and lowered ahsenteeism
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Role of the Supervisor. One of the mont significant findings in the
Travelers experiment was the effect of the changes on tle supervisor's job,
and thus on the rest of the organization. The operators took on many
responsibilities that had »een reserved at least to the unit leaders and
sometinmes to the supervisor. The unit leaders, in turn, assumed some of the
day-to~day supervisory functions that had plagued the supervisor. Instead
of spending his days supervisinpg the behavior of sulordinates and dealinn
with crises, he was ahle to devote time to developins feedback systems, setting
up work modules and spearheading the enrichment effort--in other words,
managina.lo

Summary. By applying work measurement standards to the changes wrought
by job enrichment--attitude &nd quality, absenteeism, and selective
administration of controls--Travelers tas able to estimate the total dollar
impact of the project. Actual savings in salaries and machine rental
charnes durings the first year totaled $64,305. Potential savings by further
application of the chanses were put at 891,937 annually., Thus, by almost
any measure used--from the wori: attitudes of individual employees to dollar
savines for the company as a whole- The Travelers test of the job enrichment

strateny proved a success.

COMCLUS T

Mhat we have presente! in this paner is a new strateey for the re--desien
of vork in general, and for job enrichmeat in rarticular, The onnroach
has Tour main dist n-uishine characteristics.

1. It is ercunded in a basic psveholosieal theory nf wihat motivates
people in their werk
2. The stratur v uncccTies thnt olannin o for job c¢hrnyes should he done
on the naris of daen ~hont the jobg ae the peonl: who do them=-snd 1 sor

of divnnstic iestrurents »r. provided te colleet such d-ta.
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3. 1t provides ¢ sct of specific Implementing Concepts to guide actual
job changes, as woll as a sat of theory-based rulcs for selacting vhich
action steps are likely to be most beneficial in a given situation.

4. The strategy is buttrussed by a set of findings showing that the
theory holds water, that the diagnostic procedures arc practical and
informative, and that the Implementing Concepts can lead to changes which
are beneficial both to organizations and to the peoplc who work in them.

We believe that job enrichment is moving beyond the stage where it
can be considered "yat 2nother management fad." Instead, it represents a
potentially powerful strategy for change which can help organizations achicve
their goals for higher quality work--and at the same time further the
equally legitimate needs of contemporary employees for a more meaningtul
work experience. Yet there are pressing questions about job cnrichment
and its use which rcmain to be answered,

Prominent among thcese 18 the question of employce participation in
rlanning and inplementing work redesign. The diagnostic tools and implementing
concepts we have presented are nelther designed nor intended for usc only
by management. Instcad, our belief 1s that the effectiveness of job
cnrichment is likely to be enhanced when the tasks of diagnosing and changing

jobs are undertaken collborantively by management And by the employees whose

work will be affocted.

Yoreover, the effects of work redesign on the broader organization
remain generally uncharted. Evidence now 18 accumulating that when jobs
are changed, turbulence can appear in the surrounding orpanization--for
example, in supervisory-subordinate rcelationships, in pay and benefit plans,
and so on. Such turbulence can he vicwed by management cither as a
"problem" with job cnrichment, or as an opportunity for further and broader

organizational development by tcams of managers and employees. To the

Jd6
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degree management takes the lattar view, we believe, the oft-espoused
goal of achieving basic organizational chanze throuph the redesipn of work
may come increasingly within reach.

The diagnostic tools and implementing concepts we have presented
are useful in deciding on and designing basic chenges in the jobs themselves.
They do not address the broader issues of who plans the changes, how they
are carried out, and how they are followed up. The way these broader
questions are dealt with, we believe, may determine whether Job enrichment
will grow up--or whether it will die an early and unfortunate death, like
80 many other fledgling behavioral science approaches to organizational

change,



Footnotes

1. The authors acknowledge with great appreciation the editorial assistance
of John liickey in the preparation of this paper, and the help of Kenneth
Brousseau, Daniel Feldman and Linda Frank in collecting the data which are
summarized here. The research activities reported were supported in part by
the Organizational Effectiveness Research Program of the Nffice of i'avel
Research, and the Manpower Administration of the U.S. Department of Labor,
both through contracts to Yale University.

2. Sec, for example, l'erzberg et al., 1959; Herzberg, 1966, 1963; Paul et ol.,
1969, Ford, 1969.

3. See Turner & Lawrence, 1965: Hackman & Lawler, 1971; Hackman & Oldham, 1974%.

4. Useful feedback can come from other sources as well--for example, from
co-workers, from an immediate supervisor, or from higher levels of management.
In focusing on the motivatjonal potential of jobs in this article, we are
restricting our discussion to feedbac!: that the individual gets directly from
his joh es he does 1it.

5. For the algebraically inclined, the Motivating Potential Score is computed
as follows:

. cn "‘ﬁ . e— Lads — —~-
' ) ,
| Skill Taslk Task | Job

’ X

t
| | X, :
. Variety + Identity + Significance Autonomy X!Feedback i

MPS =

- K -

It should be noted that in some cascs the MPS score can be too high for positive
Job satisfaction and effective performance--in effect over-stimulating the
person who holds the job. This paper focuses on jobs which are toward the low
end of the scale--and which potentially can be improved throuzh job enriciment.

h. The diagnostic packape is described in more detail by Hackman & Oldham,
1974a.

7. 1PS scores can range from L to about 350. An ‘'averase score would be
about 125.

8. The nature of the Impiementin~ Concents and details about their use are
described in more detail by alters & Associates, in press.

9. Netailed results are reported by Hackia: and Oldham, 1974a and 1974b.

10. [t should be noted, howaver, that helpin~ supervisors change their owm
work activities when their subordinates' jobs have teen enriched is itself
a challencing task., And if appropriate attention and help is not eiven to
supervisors in such cases, they rapidly can hecome disaffected--and a job
enrichment “'backlash can result (see, for example, Lawler, Hackmau & laufman,

1873).
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