Job Design: The Job Characteristics Model 
The job enlargement and job enrichment movements came about in part because of some of the negative effects observed when jobs were designed according to the principles of scientific management. Both movements attempted to increase employees’ levels of intrinsic motivation to perform their jobs, in the hope that employees who found their jobs more interesting and meaningful would be more motivated to perform at higher levels and be more satisfied. Satisfied employees would mean less turnover and absenteeism. The job characteristics model proposed by Richard Hackman and Greg Oldham in the 1970s was built on these early approaches but went further. Based on the work of A. N. Turner and P. R. Lawrence, Hackman and Oldham attempted to identify exactly which job characteristics contribute to intrinsically motivating work and what the consequences of these characteristics are. 
The job characteristics model is one of the most popular approaches to job design. Hackman and Oldham sought to provide a detailed and accurate account of the effects of job design on motivation, performance, job satisfaction, and other important aspects of organizational behavior. Like the job enlargement and enrichment approaches, the job characteristics model focuses on what makes jobs intrinsically motivating. When employees are intrinsically motivated, Hackman and Oldham reasoned, good performance makes them feel good. This feeling motivates them to continue to perform at a high level, so good performance becomes self-reinforcing. 
Core Job Dimensions 
According to the job characteristics model, any job has five core dimensions that affect intrinsic motivation: skill variety, task identity, task significance, autonomy, and feedback. The higher a job scores on each dimension, the higher the level of intrinsic motivation. 
1. Skill variety is the extent to which a job requires an employee to use a number of different skills, abilities, or talents. Employees are more intrinsically motivated by jobs that are high on skill variety. 
High variety: In the opening case, we described how Zappos’ employees use a variety of skills to perform their jobs. Today, even factory jobs, which traditionally have had relatively low levels of variety, are increasing in skill variety due to the prevalence of sophisticated and computer-based technology. Factory employees now use a variety of skills, including computer skills, mathematics, statistical control, and quality control, in addition to skills related to whatever they are producing, such as metal products. 
Low variety: The jobs of employees in a Subway restaurant have a low level of skill variety. All the employees need to know is how to slice rolls and put meat and trimmings on them. 
2. Task identity is the extent to which a job involves performing a whole piece of work from its beginning to its end. The higher the level of task identity, the more intrinsically motivated an employee is likely to be. 
High identity: At Zappos, C.L.T. members view each customer as an important human being that they develop a personal relationship with and strive to keep happy; they deal with customer inquiries and problems from start to finish and until customers are happy and satisfied. As another example, a carpenter who makes custom wood cabinets and furniture has high task identity. The carpenter designs and makes cabinets and furniture from start to finish. 
Low identity: For a factory worker assembling computer printers, task identity is low if the worker only attaches the paper tray. 
3. Task significance is the extent to which a job has an impact on the lives or work of other people in or out of the organization. Employees are more likely to enjoy performing their jobs when they think their jobs are important in the wider scheme of things. Recall from the opening case how C.L.T. members view their work as highly significant for Zappos’ customers and the company as a whole. 
High significance: Medical researchers and doctors experience high levels of task significance because their work pro- motes the health and well-being of people. 
Low significance: The job of an employee who dries cars off after the cars go through a car wash has low task significance because the employee doesn’t think it has much impact on other people. 
4. Autonomy is the degree to which a job allows an employee the freedom and independence to schedule work and decide how to carry it out. High autonomy generally contributes to high levels of intrinsic motivation. 
High autonomy: From the opening case, it is clear that employees at Zappos have high autonomy. 
Low autonomy: An employee at the Internal Revenue Service who opens tax returns and sorts them into different categories has a low level of autonomy because she or he must work at a steady, predetermined pace and follow strict guide- lines for sorting the returns. 
5. Feedback is the extent to which performing a job provides an employee with clear information about his or her effectiveness. Receiving feedback has a positive impact on intrinsic motivation. At Zappos, employees receive positive feedback from happy customers. 
High feedback: Computer-based technology in factories often gives factory workers immediate feedback on how well they are doing, and this information contributes to their intrinsic motivation. 
Low feedback: An employee who reshelves books in the New York City Public Library rarely receives feedback as he or she performs the job and is often unaware of when he or she makes a mistake or does a particularly good job. 
According to the job characteristics model, when managers consider the five core dimensions of a job, it is important for them to realize that employees’ perceptions of the core dimensions (not the actual reality or a manager’s perceptions) are the key determinants of intrinsic motivation. As we discussed in Chapter 4, two people can watch the same movie or take part in the same group meeting and have very different perceptions of what they have experienced. One person might hate a movie that another person loved, and one group member might perceive that a group meeting was a noisy, incomprehensible, free-for-all while another perceives that a reasonable and lively discussion took place. In a like manner, two employees may have the same job yet perceive it differently. For example, one employee might perceive the job to be high on task significance while another perceives it to be low on this dimension. 
Additionally, it is also important to recognize that sometimes employees take proactive steps to actually modify the design of their jobs or their perceptions of their jobs so as to make them more enjoyable, meaningful, intrinsically motivating, and for other reasons. In particular, sometimes employees engage in job crafting whereby they proactively seek to modify the kinds of tasks that comprise their jobs, modify how they view their jobs, and/or change who they inter- act with while performing their jobs. 
[bookmark: _GoBack]As indicated in the following OB Today, sometimes tough economic times can spur employees to engage in job crafting and also result in managers changing the nature of employees’ jobs. 


e st nd o ot et s e
e il S
o e s e b s
B e T
e e T
e Tt e o B
e 2 T

e e e et b
e ot s, e s e e
e b Lo e o St e,
e o e o A s ety W
oo e oty e ok o e £t

P e e o T g s e e e
e ke s

et et st
e T e 0 e s e W e et o

S it ik s o o s ol
e s« o i . e e
it

it e spetin o, e b T oy e i o
e S S M
i i o e

Lo T o nscin s Skt ot f 1
oy e ey et o o Akl s P s




