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Chapter 6   Applied Performance Practices


6

Applied performance
Practices

Learning Objectives

After reading this chapter, students should be able to:

Explain how money and other financial rewards affect our needs, attitudes, and social identity.

Discuss the advantages and disadvantages of the four reward objectives.

Identify two team and four organizational level performance-based rewards.

Describe five ways to improve reward effectiveness.

Discuss the advantages and disadvantages of job specialization.

Diagram the job characteristics model of job design.

Identify three strategies to improve employee motivation through job design.

Define empowerment and identify strategies to support empowerment.

Describe the five elements of self-leadership.

Explain how mental imagery improves employee motivation.
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Chapter Glossary

autonomy The degree to which a job gives employees the freedom, independence, and discretion to schedule their work and determine the procedures used in completing it. 

 balanced scorecard A reward system that pays bonuses to executives for improved measurements on a composite of financial, customer, internal process, and employee factors. 

 employee stock ownership plans (ESOPs)  A reward system that encourages employees to buy shares of the company. 

 empowerment A psychological concept in which people experience more self-determination, meaning, competence, and impact regarding their role in the organization. 

 gainsharing plan A reward system that rewards team members for reducing costs and increasing labour efficiency in their work process. 

 job characteristics model A job design model that relates the motivational properties of jobs to specific personal and organizational consequences of those properties. 

 job design The process of assigning tasks to a job, including the interdependency of those tasks with other jobs. 

 job enlargement Increasing the number of tasks employees perform within their job. 

 job enrichment Employees are given more responsibility for scheduling, coordinating, and planning their own work. 

 job evaluation Systematically evaluating the worth of jobs within an organization by measuring their required skill, effort, responsibility, and working conditions. Job evaluation results create a hierarchy of job worth. 

 job feedback The degree to which employees can tell how well they are doing based on direct sensory information from the job itself. 

 job rotation The practice of moving employees from one job to another. 

 mental imagery Mentally practicing a task and visualizing its successful completion. 

 motivator–hygiene theory Herzberg’s theory stating that employees are primarily motivated by growth and esteem needs, not by lower-level needs. 

 O open-book management Involves sharing financial information with employees and encouraging them to recommend ideas that improve those financial results. 

 profit sharing A reward system that pays bonuses to employees based on the previous year’s level of corporate profits. 

 scientific management Involves systematically partitioning work into its smallest elements and standardizing tasks to achieve maximum efficiency. 

 self-leadership The process of influencing oneself to establish the self direction and self-motivation needed to perform a task. 

 self-talk Talking to ourselves about our own thoughts or actions for the purpose of increasing our self-efficacy and navigating through decisions in a future event. 

 skill variety The extent to which employees must use different skills and talents to perform tasks within their job. 

 skill-based pay Pay structures in which employees earn higher pay rates according to the number of skill modules they have mastered. 

 stock options A reward system that gives employees the right to purchase company shares at a future date at a predetermined price. 

 task identity The degree to which a job requires completion of a whole or an identifiable piece of work. 

 task significance The degree to which the job has a substantial impact on the organization and/or larger society. 

 job specialization The result of division of labour in which each job includes a subset of the tasks required to complete the product or service. 
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Chapter Synopsis

Money and other financial rewards are a fundamental part of the employment relationship. They potentially fulfil existence, relatedness, and growth needs.  Money generates various emotions and attitudes, which vary across cultures. People (particularly men) also tend to identify themselves in terms of their wealth. 

Organizations reward employees for their membership and seniority, job status, competencies, and performance. Membership-based rewards may attract job applicants and seniority-based rewards reduce turnover,  but these reward objectives tend to discourage turnover among those with the lowest performance. Rewards based on job status try to maintain internal equity and motivate employees to compete for promotions.  However, job status-based rewards are inconsistent with market-responsiveness, encourage employees to compete with each other, and can lead to organizational politics. Competency-based rewards are becoming increasingly popular because they improve workforce flexibility and are consistent with the emerging idea of employability. But competency-based rewards tend to be subjectively measured and can result in higher costs as employees spend more time learning new skills.

Awards/bonuses, commissions, and other individual performance-based rewards have existed for centuries and are widely used. Many companies are shifting to team-based rewards such as gainsharing plans, and to organizational rewards such as employee stock ownership plans (ESOPs), stock options, profit sharing, and balanced scorecards.  ESOPs and stock options create a ownership culture, but employees often perceive a weak connection between individual performance and the organizational reward.

Financial rewards have a number of limitations, but there are several ways to improve reward effectiveness. Organizational leaders should ensure that rewards are linked to work performance, rewards are aligned with performance within the employee’s control, team rewards are used where jobs are interdependent, rewards are valued by employees, and rewards do not have unintended consequences.

Job design refers to the process of assigning tasks to a job, including the interdependency of those tasks with other jobs. Job specialization subdivides work into separate jobs for different people. This increases work efficiency because employees master the tasks quickly, spend less time changing tasks, require less training, and can be matched more closely with the jobs best suited to their skills. However, job specialization may reduce work motivation, create mental health problems, lower product or service quality, and increase costs through discontentment pay, absenteeism, and turnover.

Contemporary job design strategies reverse job specialization through job rotation, job enlargement, and job enrichment. The job characteristics model is a template for job redesign that specifies core job dimensions, psychological states, and individual differences. Organizations introduce job rotation to reduce job boredom, develop a more flexible workforce, and reduce the incidence of repetitive strain injuries. Two ways to enrich jobs are clustering tasks into natural groups and establishing client relationships.

Empowerment is a psychological concept represented by four dimensions: self-determination, meaning, competence, and impact regarding the individual’s role in the organization. Individual characteristics seem to have a minor influence on empowerment.  Job design is a major influence, particularly autonomy, task identity, task significance, and job feedback. Empowerment is also supported at the organizational level through a learning orientation culture, sufficient information and resources, and corporate leaders who trust employees.

Self-leadership is the process of influencing oneself to establish the self-direction and self-motivation needed to perform a task. This includes personal goal setting, constructive thought patterns, designing natural rewards, self-monitoring, and self-reinforcement. Constructive thought patterns include self-talk and mental imagery. Self-talk refers to any situation in which a person talks to him- or herself about his or her own thoughts or actions. Mental imagery involves mentally practicing a task and imagining successfully performing it beforehand.
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PowerPoint® Slides

Canadian Organizational Behaviour includes a complete set of Microsoft PowerPoint® files for each chapter. (Please contact your McGraw-Hill Ryerson representative to find out how instructors can receive these files.) In the lecture outline that follows, a thumbnail illustration of each PowerPoint slide for this chapter is placed beside the corresponding lecture material. The slide number helps you to see your location in the slide show sequence and to skip slides that you don’t want to show to the class. (To jump ahead or back to a particular slide, just type the slide number and hit the Enter or Return key.) The transparency masters for this chapter are very similar to the PowerPoint files.
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	Applied PERFORMANCE Practices

Opening vignette: wESTjET’S sUCCESS

WestJet employees are highly motivated through profit sharing and stock options, empowerment, job design, and self-leadership 

•
Rewards: Share corporate rewards

•
Empowerment: Have autonomy to serve guests

•
Job Design: Perform a variety of tasks

•
Self-leadership: Manage their own performance 

The Meaning of Money

Financial rewards are a fundamental part of the employment relationship

•
Concept of economic exchange can be found across cultures

Money and Employee Needs

•
Money affects our existence, growth needs as well as our innate drive to acquire

•
Those with a need for achievement -- value money as a source of feedback and indicator of goal achievement

•
Money identified as one of the top three factors that attract individuals to work for an organization




	
	Money Attitudes and Values

•
Money brings out strong emotions –mainly negative e.g. anxiety, depression, anger and helplessness

•
Cultural values influence attitudes toward money e.g. Australia’s egalitarian values discourage people from talking about money and displaying wealth

•
Money ethic -- the extent to which people believe:

--
money is not evil

--
money is a representation of success

--
money should be budgeted carefully

Money and Social-Identity

•
People identify themselves in terms of how much money they have acquired and dispersed

· Money tends to be a higher priority for men than women
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	Types oF Rewards in the workplace

•
Four types -- membership/seniority, job status, competencies, and performance 

•
Organizations use a variety of rewards to attract, motivate and retain employees. 

Membership and Seniority-Based Rewards 

Most common reward -- fixed wages, seniority increases

Advantages 

•
Guaranteed wages may attract job applicants

•
Seniority-based rewards reduce turnover 

Disadvantages

•
Do not directly motivate job performance

•
Discourage poor performers from leaving voluntarily

· May act as golden handcuffs


	[image: image10.wmf]
Job Status Rewards

Slide 6
	Job Status-Based Rewards

•
Job evaluation – estimates job worth by measuring the job's required skill, effort, responsibility, and working conditions to 

•
Some job status perquisites -- exec. dining room, larger office, company-paid car

Advantages:

•
Job evaluation tries to maintain pay equity

•
Motivates employees to compete for promotions

Disadvantages:

•
Employees exaggerate duties, hoard resources

•
Creates psychological distance from executives

· Inconsistent with market-responsive organizations with few layers of hierarchy that encourage initiative from all employees
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	Competency-Based Rewards

Pay increases with competencies acquired and demonstrated

•
Organizations are shifting from job status to rewarding employees for their skills, knowledge and other competencies that lead to superior performance

Skill-based pay -- pay increases with number of skill modules learned, even though only one skill area performed at a time

Advantages 

•
More flexible, multiskilled work force

•
Better product/service quality

•
Consistent with employability 

Disadvantages

•
Competencies may become subjective personality assessments -- skill-based plans are more objective

•
Increases training costs
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	Performance-Based Rewards

Individual Rewards

•
Awards and bonuses -- achieving a performance goal or for individual task accomplishment

•
Commissions -- earnings based on sales volume 

•
Piece rate pay -- pay per number of units produced

Team Rewards

•
Bonuses -- team paid lump sum for reaching targets

•
Gainsharing plans –  paid to the team based on cost reductions and increased labour efficiency

Open-book management – encourages employees to think of financial performance as a game they can play and win

Organizational Rewards

•
Employee share ownership plans -- employees own company stock -- some employees own company

•
Profit sharing -- employees receive share of profits

•
Stock options -- right to purchase company stock at a future date at a predetermined price  

•
Balanced scorecard – rewards for improving composite results (financial, customer, internal processes, employee) 
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	Effectiveness of Performance-based Rewards

•
ESOPs, share options and balanced scorecard create an “ownership culture” – employees feel aligned to the organization’s success

•
Profit sharing -- automatically adjusts pay with the firm's prosperity




	
	Problems With Performance-Based Rewards   

1.
Rewards undermine intrinsic motivation

--
shifts from job content to extrinsic rewards as motivation source

2.
Rewards rupture relationships

--
psychological distance with reward giver

3.
Rewards are quick fixes

--
ignores causes of behaviour

4.
Rewards discourage risk taking

--
people do only what is needed to attain reward
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	Improving Reward Effectiveness

1
Link rewards to performance (better performers should be rewarded more than those with poorer performance)

--
increases P-to-O expectancy

--
problems with organizational politics and difficulty measuring performance

2
Ensure rewards are relevant

--
reward outcomes within employee’s control

--
adjust for situational factors -- e.g. effect of economy on sales

3.
Use team rewards for interdependent jobs

--
easier to measure team output than individual

--
increases cooperation and reduces competitiveness

--
increases employee preferences for team-based work 

4.
Ensure rewards are valued

--
people have different needs and wants

5.
Watch out for unintended consequences

--
difficult to anticipate effect of rewards on behaviour
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	Job Design

Job design -- assigning tasks to a job, including the interdependency of those tasks with other jobs.  A job is a set of tasks performed by one person.  Jobs differ in the number of tasks and the skill or effort required.

•
Technology doesn’t determine job scope -- corporate leaders can influence the way jobs are designed

•
Employability -- employees expected to perform a variety of work rather than hold specific jobs

Job Design and Work Efficiency

Job specialization -- dividing work into separate jobs -- each job  includes a very narrow subset of tasks usually completed in a short cycle time (time needed to complete the task)

Job specialization increases work efficiency because:    
•
Less time lost changing tasks -- fewer tasks to juggle

•
Lower training costs -- fewer skills to learn

•
Jobs mastered quickly -- short cycles time

•
Better person-job matching

Scientific management

•
Systematically determining how to partition work into smallest elements and how to standardize tasks for maximum efficiency.

•
Frederick Winslow Taylor (early 1900s)

-- also encouraged goal setting, training, person-job matching, individual incentives

Frederick Winslow Taylor’s application of scientific management at a ball bearing factory:

•
120 women each worked 55 hours per week.  Through job specialization and work efficiency analysis, Taylor increased production by two-thirds using a workforce of only 35 women working 45 hours per week and doubled salaries of employees




	
	Problems with job specialization – doesn’t always improve job performance due to:   

1.
Job boredom -- tedious, socially isolating 

2. Discontentment pay - higher pay offsets dissatisfaction

3.  Higher costs -- turnover, absenteeism, sabotage etc.

4.
Work quality -- small part of total job performed, so can’t identify with customer needs

5.
Work motivation -- overlooks job content as motivator

Job Design and Work Motivation

Frederick Herzberg 

•
Proposed the idea that job content motivates, whereas extrinsic conditions (hygienes) prevent dissatisfaction
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	Job Characteristics Model (Hackman and Oldham) 

Identifies five core job characteristics, three psychological states, and individual moderators

Core job characteristics

1.
Skill variety -- extent that job requires different skills

-
e.g. sales clerks also stock inventory and change store-front displays

2.
Task identity -- extent that job requires completing a whole or identifiable piece of work

-
e.g. employee assembles an entire computer modem

3.
Task significance -- degree that job has impact on organization and/or society

-
e.g. assembly line worker for medical devices impacts life and death of patients


	
	4.
Autonomy -- freedom, independence, and discretion

-
e.g. employees (not boss) make decisions

5.
Job feedback -- degree that employees receive job performance information from the job itself

· e.g. airline pilots know good landings

Critical Psychological States

1.
Experienced meaningfulness -- belief that one’s work is worthwhile or important

2.
Experienced responsibility -- feel personally accountable for outcomes 

3.
Knowledge of result -- information about the consequences of their work

Individual Differences – job redesign doesn’t increase work motivation for everyone in every situation

-- employees must have skills and knowledge and be reasonably satisfied with their work environment
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	Increasing Work Motivation Through Job Design

Mike Just has an enriched job as wine maker at Lawson’s Dry Hills Winery in New Zealand. “[W]e plant vines here, we pick them, we make the wine on site and bottle it, then sell them to customers who come in,” explains Just, who also enjoys jousting.

1. Job rotation

•
Moving from one job to another 

•
Three functions 

1.
reduces boredom

2.
reduces repetitive strain injuries 

3.
increases multiskilling -- more flexible workers
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	2. Job enlargement     
•
Combines several tasks into one job

•
Improves work efficiency and flexibility

•
Improves job satisfaction and performance when combined with more autonomy and job knowledge

3. Job enrichment

•
Increasing employee meaningfulness and responsibility

•
Establishing client relationships – putting employees in direct contact with their clients

· Tends to improve quality, job satisfaction, work motivation and reduce absenteeism and turnover
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	Empowerment Practices

Empowerment is a psychological concept with four dimensions:

1. Self determination

•
Employees are given freedom, independence, and discretion over their work activities

2. Meaning

•
Empowered employees care about their work and believe that what they do is important

3. Competence

•
Empowered employees have feelings of self-efficacy – they are confident about their ability to perform the work well and have a capacity to grow with new challenges

4. Impact

· Empowered employees view themselves as active participants in the organization – their decisions and actions influence the company’s success

Creating Empowerment – changing the work environment to support empowerment

Includes ensuring employees have necessary competencies; design jobs with a high degree of autonomy, task identity and task significance; ensure information and resources are accessible; trust employees.
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	SELF-LEADERSHIP

The process of influencing oneself to establish the self-direction and self-motivation needed to perform a task

1.
Goal setting (Chapter 5)

2.
Social learning theory (Chapter 3)

3.
Sports psychology -- constructive thought processes
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Elements of Self-Leadership

Slides 19-23 (build)
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	Practising Self-Leadership

1. Personal goal setting

•
self-set goals

•
apply effective goal setting 

2. Constructive thought patterns 

•
Self-talk:  talking to yourself about your own thoughts or actions

-
positive self-talk increases self-efficacy

•
Mental imagery: mentally practicing a task and visualizing its successful completion

3. Designing natural rewards

•
Finding ways to make the job more motivating e.g. use discretion in how a task is performed

4. Self-monitoring 

•
Keeping track of one’s progress toward goal 

•
Checking naturally occurring feedback

•
Design artificial feedback if no natural feedback

5. Self-reinforcement

•
Controlling a reinforcer but don’t “take” it until completing a self-set goal

•
e.g. taking a break, preferred task

Self-Leadership in Practice

•
Constructive thought processes improve performance

· Using self-set goals and self-reinforcement enhances motivation

•
High conscientiousness employees have a more natural tendency to apply self-leadership strategies

•
Self-leadership can be learned
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1.
As a consultant, you have been asked to recommend either a gainsharing or profit sharing plan for employees who work in the four regional distribution and warehousing facilities of a large retail organization.  Which reward system would you recommend?  Explain your answer.

Gainsharing plans re team rewards that motivate team members to reduce costs and increase labour efficiency in their work process. Profit sharing includes any arrangement where a designated group of employees receives a share of corporate profits.

In this situation, a gainsharing plan in each of the four regional facilities would probably be more appropriate.  The main reason is that these employees would have a small effect on corporate profits, but could significantly influence costs in their respective facility. As noted in the textbook, rewards are more effective when employees have direct control over the outcomes measured for those rewards.

A related explanation is that gainsharing is team-based whereas profit sharing applies to al employees. The mandate here is clearly to introduce a reward system for people within the four facilities, not a reward for the entire organization. 

2.
You are a member of a team responsible for developing performance measures for your college or university department/faculty based on the balanced scorecard approach.  Identify one performance measurement for each of the following factors:  financial, customer, internal processes and employee.

The balanced scorecard is an organizational reward system that strives to improve performance in the areas of financial, customer, internal processes and employee factors i.e. a balanced, systemic approach vs. over-emphasizing only one or two of the above factors. 

Responses will vary, however, following are some sample measurements:

Financial.  
· Increasing enrolment

· Increasing revenue
Customer.

· Improving student satisfaction

· Increasing student retention

Internal Processes.

· Improving timeliness of information availability e.g. Access to student records

Employee.

· Improving staff/instructor satisfaction

· Increasing staff retention/reducing turnover

3.
Inuvik Tire Corp. has redesigned its production facilities around a team-based system. However, the company president believes that employees will not be motivated unless they receive incentives based on their individual performance. Give three explanations why Inuvik Tire should introduce team-based rather than individual rewards in this setting.

Inuvik Tire should definitely use team rather than only individual rewards in this situation. One reason is that the company probably won’t be able to identify or measure individual contributions very well in the redesigned production facility.

Even if Inuvik Tire could distinguish individual performance, it should use team incentives because they tend to make employees more cooperative and less competitive. People see that that their bonuses or other incentives depend on how well they work with coworkers, and they act accordingly. 

The third reason for having team rewards in team settings is that they influence employee preferences for team-based work arrangements. If Inuvik Tire wants employees to accept and support the team-based structure, a team-based reward system would help to increase that acceptance.

4.
What can organizations do to increase the effectiveness of financial rewards? 

Link rewards to performance.  Use objective performance criteria; ensure rewards are timely and significant enough to create positive emotions.

Ensure rewards are relevant.  Reward people for performance within their control/influence and be ready to adjust performance measures due to factors beyond employees’ control.

Ensure rewards are valued.  Know your employee and what you need and want.

Watch out for unintended consequences.  Use pilot projects to test the impact the reward will have on employees and make changes before implementing throughout the organization.

5.
Most of us have watched pizzas being made while we are waiting to pick up a pizza from a pizza shop. What level of job specialization do you usually notice in these operations?  Why does this high or low level of specialization exist? If some pizza shops have different levels of specialization than others, identify the contingencies that might explain these differences.

The answer to this question partly depends on how pizzas are made in your area. Our nonsystematic observations of pizza-making is that, in busy pizza places, several people are assigned to specific tasks. One person prepares the dough; one or more people fill the orders (puts ingredients on the pizza and places it in the conveyor or fixed oven); someone else unloads, cuts, and boxes the cooked pizzas. The person operating the cash register usually has the pizza unloading task. Other people perform the pizza delivery task.

This relatively high level of specialization occurs because it increases efficiency. Time is saved because employees don’t change tasks. They develop their skills quickly in their assigned task (an important issue where pizza shops rely on students and other temporary part-time staff).  This specialization also allows the store to assign people to tasks for which they demonstrate the best skill.. For example, some people have better coordination at tossing the pizza dough so it spreads out evenly.  Others have good physical strength to cut pizzas.  

Students will probably identify different degrees of specialization than we have noted here.  Smaller pizza shops may be operated by two people who share most tasks (except delivery). They might both prepare the pizzas as well as load and unload them from the oven.

Technology may also play a role in the division of labour. Conveyor-type ovens (uncooked pizza is placed on one end and cooked pizza comes out the other end) would allow two people to load and unload the pizzas, respectively.  A fixed oven (where the pizza is loaded in and pulled out) might work better with one person because he/she keeps track of the cooking time.

Lastly, some students might note that jobs are generally specialized but there is job rotation throughout the shift.  This might occur to minimize boredom and avoid repetitive strain injuries.  

6.
Can a manager or supervisor “empower” an employee.  Discuss fully.

Empowerment refers to a feeling of control and self-efficacy that emerges when people are given power in a previously powerless situation. Empowered people are given autonomy -- the freedom, independence, and discretion over their work activities. They are assigned tasks that have high levels of task significance -- importance to themselves and others.  In summary, empowerment is a psychological concept.  A supervisor or manager cannot directly empower an employee, however, they can create a work environment where employees are more likely to experience empowerment.  Some of these initiatives include:

· Ensuring employees have the necessary competencies to be effective

· Reducing bureaucratic control

· Designing jobs that provide task significance and task identify

· Ensuring employees have the information and resources they need

· Appreciating learning and recognizing mistakes are part of the learning employees

· Trusting employees

7.
Describe a time when your practised self-leadership to successfully perform a task.  With reference to each step in the self-leadership process, describe what you did to achieve this success.

This question provides the opportunity for students to reflect on their own application and experience with self-leadership.  Increasingly, corporate leaders desire to hire employees with the ability to demonstrate self-leadership.  Reflecting on a time when you demonstrated self-leadership and describing your behaviours will prepare you to respond to an interview question designed to assess this valued competency.  

Responses will vary.  Following are some considerations that an organizational recruiter may look for:

Personal goal setting.  Establishing goals that were specific, results-oriented and challenging.

Constructive thought patterns.  Engaging in positive self talk and/or using mental imagery to visualize successful completion of a task.

Designing natural rewards.  Considering your own needs and preferences to make your job more motivating and satisfying.

Self-monitoring.  Keeping track of your progress and/or ensuring you received feedback needed to enhance your performance.

Self-reinforcement.  Using self-induced forms of positive reinforcement to reward yourself for completing a task or achieving a goal.

8.
Can self-leadership replace formal leadership in an organizational setting?

Self-leadership is an applied performance practice that enhances and supports formal leadership in an organization.

Self-leadership is a process where people regulate their own actions and manage themselves most of the time.  Effective formal leadership practices will still be needed in certain situations to ensure alignment of individual and team results with organizational goals.
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	Photo Caption Critical Thinking Questions


IKEA Rewards

Q: Under what conditions would money not motivate employees?

A: This is an interesting question for class discussion because it brings out the complex meaning of money compared with nonfinancial rewards. The answer partly depends on what needs are related to money. Students should identify that money fulfills physiological and safety needs. Some will also point out that money can relate to status, so fulfills some aspects of relatedness needs. It is more difficult to see how money fulfills growth needs, so people with high growth needs would be less motivated by money. Indeed, research on people with high need for achievement supports this view -- high need achievers might value money as an indicator of their success, but money is a weak motivator for them.

Mike Just, Winemaker

Q: Based on the job characteristics model, why is Mike Just highly motivated by his work?

A: Mike Just is motivated because his job is enriched rather than just enlarged. The tasks have more than just skill variety.  They also cluster together as a natural work unit. Just is involved in the entire process of wine making, from planting grapes to selling the wine to customers. He has strong task identity and apparently task significance from this work.

Rand Merchant Bank

Q: In what way does Rand’s “Book of Rules” symbolize and support empowerment?

A: The blank “Book of Rules” symbolizes the notion that rand merchant Bank gives employees the autonomy to make their own rules when serving clients.  The task characteristics of autonomy is one of the most important influences on employee feelings of empowerment.

Sirius Consulting Group

Q: Along with self-set goals, what other self-leadership practices would improve the job performance of account managers?

A: To answer this question, students need to think about all elements of the self-leadership model in the context of account managers. Basically, every element applies to some degree. Account managers can benefit from constructive thought patterns by building their self-efficacy through positive self-talk and clarifying the task through mental imagery. They can try to re-arrange their jobs to maximize rewards, and can engage in self-reinforcement by “taking” rewards after completing tasks. Self-monitoring can also occur, although this is less clear.

.
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	Activity 6.1: Case Analysis
The Regency Grand Hotel


Case Synopsis

The Regency Grand Hotel was one of Bangkok’s most prestigious hotels when it was recently sold to a large American hotel chain. John Becker, an American with 10 years of management experience with the hotel chain, was appointed as the new General Manager. Becker applied empowerment practices to the hotel’s 700 employees, who have always worked according to management’s instructions. He told the hotel’s supervisors to give employees the opportunity to use their initiative, and to coach and assist rather than provide direct orders. Becker reduced the number of bureaucratic rules, which upset those who previously had decision-making power over these issues. The general manager spent time encouraging empowerment among employees, although they still had trouble knowing the limits of their autonomy. Supervisors would reverse employee decisions by stating that they were major issues requiring management approval. Eventually, employees reverted back to relying on their superiors for decision making. Rather than improve customer service, the hotel’s performance deteriorated. Absenteeism and turnover of staff also increased.

NOTE: This is a true case that occurred in another (but culturally similar) Asian country.  The industry has also been changed to maintain anonymity.  The original industry also requires high levels of customer service. 

Suggested Answers to Case Questions

1.
Identify the symptoms indicating that problems exist in this case.

The main symptoms in this case are that employees stop using their initiative, that employees applied empowerment ineffectively, and that the hotel experienced higher turnover, absenteeism, stress, and customer complaints. Students might also identify conflict and dissatisfaction.

2.
Diagnose the problems in this case using organizational behaviour concepts.

Empowerment Problems. The most obvious problems in this case is that the empowerment process did not create a setting that supports empowerment. First, it is not clear that all employees possessed the necessary competencies to feel comfortable with that degree of autonomy.  

Second, empowerment requires a learning orientation culture, yet it is clear that employees were not supported when mistakes were made. Similarly, although John Becker seems to trust employees, other supervisors seemingly do not have the same level of trust.

Third, empowerment requires jobs with a high degree of autonomy with minimal bureaucratic control. The opposite seems to exist here. Employee decisions were reversed, thereby undermining their autonomy.

Job design. This case can also be understood from the perspective of job design. Empowerment is a form of job enrichment,.  According to job characteristics model, enrichment requires certain conditions, lacking here:

Skills/knowledge -- employees did not have competencies or role clarity to engage in empowerment

Growth Needs -- some employees probably lacked growth needs because of their contented roles taking orders from management. (But as noted above, other employees demonstrated that they did have fairly high growth need strength.)

Work context -- Fine initially, but deteriorated with low supervisor support

Some concepts from other chapters are also relevant to this topic. These include expectancy theory, ERG theory, behaviour modification, and stress management.

Expectancy theory. Expectancy theory is the main motivation theory that applies here, particularly regarding employee motivation to engage in empowerment practices. With respect to the E-to-P expectancy, employees were uncertain about how much discretion they had in their jobs. When they did try some initiative, their supervisor’s reversed these actions.  This likely undermined their self-efficacy regarding the ability to work in an empowered job.  Low self-efficacy results in a lower E-to-P expectancy.

P-to-O expectancy also had an adverse effect on employee motivation.  Employees who tried empowerment experienced negative outcomes from their supervisors, and possibly from customers. While Becker initially supported employee empowerment, he later retreated to his office, thereby providing less favorable outcomes to employees to took initiative. Overall, employees stopped taking initiative because both their E-to-P and P-to-O expectancies decreased.

ERG/Needs Hierarchy theories. Some students might apply content motivation theories to explain part of this case. Specifically, they might suggest that most regency employees have low growth needs because they were comfortable with the previous leadership, which did not offer much job challenge.  This point may be true for some employees, but several regency staff members DID try to apply empowerment, suggesting that they had some degree of growth need strength.  Moreover, content theories generally explain what needs people possess, not what behaviours they engage in. 

Behaviour modification. This case can also be discussed in terms of behaviour modification (covered earlier in this book). The supervisors either punished or provided extinction reinforcement to employees who engaged in empowerment practices.

Stress management. Some employees quit or increased their absenteeism because they experienced higher levels of stress. Several stressors explain the causes of this stress:

Role-related stressors -- ambiguous expectations and practices about how to engage in empowerment

Interpersonal stressors – Employees experienced increasing conflict with management.

Organizational stressors – It is possible that the purchase of the regency as well as subsequent changes probably added to stress, but this issue isn’t certain.

3.
Recommend solutions that overcome or minimize the problems and symptoms in this case.

Students might identify a variety of recommendations for this content-rich case.  Some might suggest that Becker (or his successor, as some students doubt that Becker has any credibility now) requires sessions in cultural sensitivity.  Others suggest that empowerment will work at the regency if employees are given clearer instruction and training, and employees see role model examples of empowerment.  It might also be useful to introduce the process slowly so employees have time to adjust with less stress.

The empowerment intervention is a major form of organizational change, so students who have read that chapter would recommend a number of change management initiatives, including coercion to supervisors who do not “get on board” the change effort. 
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	Activity 6.2: Team Exercise
Is Student Work Enriched?


Purpose

This exercise is designed to help students learn how to measure the motivational potential of jobs and to evaluate the extent that jobs should be further enriched.

Instructions

Being a student is like a job in several ways.  Students have tasks to perform and someone (such as your instructor) oversees their work. Although few people want to be students most of their lives (the pay rate is too low!), it may be interesting to determine how enriched is a student’s job.

Step 1:  Students are placed into teams (preferably 4 or 5 people).

Step 2:  Working alone, each student completes both sets of measures in this exercise. Then, using the guidelines provided, they individually calculate the score for the five core job characteristics as well as the overall motivating potential score for the job.

Step 3:  Members of each team compare their individual results. The group should identify differences of opinion for each core job characteristic.  They should also note which core jobs characteristics have the lowest scores and recommend how these scores could be increased.

Step 4:  The entire class will now meet to discuss the results of the exercise.  The instructor may ask some teams to present their comparisons and recommendations for a particular core job characteristic.

Comments to Instructors

This exercise is self-explanatory.  The answer key is provided in the textbook for students to score their own results. 

Students tend to enjoy this exercise because it forces them to evaluate something that is central to them (particularly full-time students).  Be prepared for some searching questions about why some instructors don’t make student work more enriched! Here are some discussion activities for this exercise.

1. Compare student enrichment scores with those of other jobs. The average scores of the five core job characteristics and MPS for selected job groups are presented in the exhibit below. (This information is not provided in the textbook.)

2. Determine where students are least enriched in their work, and determine how this could become more enriched.  In other words, after identifying the weakest core job characteristic(s), identify job enrichment strategies that would raise the motivating potential score for students along this or these dimensions.

Motivating Potential Scores for Selected Job Groups.

	Variable
	Managerial
	Clerical
	Sales
	National (U.S.)

	Skill Variety
	5.6
	4.0
	4.8
	4.7

	Task Identity
	4.7
	4.7
	4.4
	4.7

	Task Significance
	5.8
	5.3
	5.5
	5.5

	Autonomy
	5.4
	4.5
	4.8
	4.9

	Job feedback
	5.2
	4.6
	5.4
	4.9

	MPS
	156
	106
	146
	128
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	Activity 6.3: Self-Assessment
What is Your Attitude Toward Money?


Purpose

This exercise is designed to help students to understand the types of attitudes toward money and to assess their attitude toward money.

Overview

Money is a fundamental part of the employment relationship, but it is more than just an economic medium of exchange. Money affects our needs, our emotions, and our self-perception. People hold a variety of attitudes towards money.  One set of attitudes, known as the “money ethic”, is measured in this self-assessment.

Instructions

Students are asked to read each of the statements in the survey instrument and circle the response that they believe best reflects their position regarding each statement. Student then use the scoring key in Appendix B to calculate their results., or they can have the results self-scored by using the student CD.

Feedback for the Money Attitude Scale

[NOTE: The following information is also provided in Appendix B and/or the Student CD.] This self-assessment generates considerable interest among my students, not surprising given the interest that most people have about money. 

This money attitude scale estimates the person’s overall “money ethic” as well as scores on its three dimensions: money as power/prestige, retention time, and money anxiety. Each subscale has a potential score ranging from 4 to 20 points; the overall money attitude scale has a range from 12 to 60 points. Higher scores indicate that the person has a higher level of each attitude. The following tables indicate the range of scores among a sample of over 200 MBA students.

Money as Power/Prestige

People with higher scores on this dimension tend to use money to influence and impress others. Scores on this subscale range from 4 to 20. The average score among a sample of MBA students was 9.9.

Score
Interpretation

12 to 20
High power/prestige score

9 to 11
Moderate power/prestige score

4 to 8
Low power/prestige score


Retention Time

People with higher scores on this dimension tend to be careful financial planners. Scores on this subscale range from 4 to 20. The average score among a sample of MBA students was 15.

Score
Interpretation

17 to 20
High retention time  score

14 to 16
Moderate retention time  score

4 to 13
Low retention time  score

Money Anxiety

People with higher scores on this dimension tend to view money as a source of anxiety. Scores on this subscale range from 4 to 20. The average score among a sample of MBA students was 12.8.

Score
Interpretation

15 to 20
High money anxiety  score

12 to 14
Moderate money anxiety  score

4 to 11
Low money anxiety  score


Money Attitude Total

This is a general estimate of how much respect and attention you give to money. Scores on this total scale range from 12 to 60. The average score among a sample of MBA students was 37.6.

Score
Interpretation

41 to 60
High money ethic  score

35 to 40
Moderate money ethic  score

16 to 34
Low money ethic  score
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	Activity 6.4: Self-Assessment
Assessing Your Self-Leadership


Purpose

This exercise is designed to help students understand self-leadership concepts and to assess their self-leadership tendencies.

Overview and Instructions

Self-leadership is the process of influencing yourself to establish the self-direction and self-motivation needed to perform a task. It recognizes that individuals mostly regulate their own actions through various behavioural and cognitive (thought) activities. 

Students are asked to individually read each of the statements in the instrument and select the response that they believe best reflects their position regarding each statement. 

Feedback for the Self-Leadership Scale

[NOTE: The following information is also provided in the Student CD.] The six components of self-leadership measured in this scale are personal goal setting, mental practice, designing natural rewards, self-monitoring, self-reinforcement, and cueing strategies. It is very useful for students to complete this self-assessment before any lecture or discussion of the topic because students pay much more attention to the details after estimating their own score.

The following table applies to all self-leadership subscales.

Score
Interpretation

13 to 15
High score

8 to 12
Average score

3 to 7
Low score


Personal Goal Setting

Self-leadership includes the practice of setting your own performance-oriented goals and, more specifically, establishing specific, challenging, and relevant goals. Scores on this subscale range from 3 to 15. A higher score indicates a higher level of personal goal setting.  In a sample of 200 MBA students, the average score was 11.57.

Mental Practice

Mental practice (called mental imagery in the textbook) involves mentally rehearsing future events. Mental practice includes thinking through the activities required to perform the task, anticipating obstacles to goal accomplishment, and working out solutions to those obstacles before they occur. Mentally walking through the activities required to accomplish the task helps us to see problems that may occur. Scores on this subscale range from 3 to 15. A higher score indicates a higher level of mental practice. In a sample of 200 MBA students, the average score was 11.06.

Designing Natural Rewards

Designing natural rewards is the process of altering tasks and work relationships to make the work more motivating. This might involve changing the way you complete a task so the activity is more interesting.  Or it might involve making slight changes in your job duties to suit your needs and preferences. Scores on this subscale range from 3 to 15. A higher score indicates a higher level of designing natural rewards. In a sample of 200 MBA students, the average score was11.4.

Self-Monitoring

Self-monitoring is the process of keeping track of your progress toward a goal. It includes consciously checking at regular intervals how well you are doing. Scores on this subscale range from 3 to 15. A higher score indicates a higher level of self-monitoring. In a sample of 200 MBA students, the average score was11.78

Self-Reinforcement

Self-reinforcement is the practice of rewarding yourself after successfully completing a task. It occurs whenever you have control over a reinforcer but don't "take" the reinforcer until completing a self-set goal. Scores on this subscale range from 3 to 15. A higher score indicates a higher level of self-reinforcement. In a sample of 200 MBA students, the average score was11.49.

Cueing Strategies

The cueing strategies component of self-leadership is not explicitly described in your textbook’s discussion of self-leadership. However, it relates to the process of self-managing the antecedents (cues) of behaviour described in the chapter on behaviour modification. In self-leadership, cueing strategies are self-set or self-controlled antecedents rather than introduced and controlled by others. Scores on this subscale range from 3 to 15. A higher score indicates a higher level of cueing strategies. In a sample of 200 MBA students, the average score was10.98.

Self-Leadership (total)

Self-leadership is the process of influencing oneself to establish the self-direction and self-motivation needed to perform a task. Scores on this overall scale range from 18 to 90. A high score indicates a higher level of overall self-leadership. In a sample of 200 MBA students, the average score was 68.29. 

The following table shows the range of scores in categories based on the distribution of score from 200 MBA students.

Score
Interpretation

73 to 90
High score

65 to 72
Average score

18 to 64
Low score

.
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	Activity 6.5: Self-Assessment
Student Empowerment Scale


Purpose

This exercise is designed to help students understand empowerment and to assess their own empowerment as a student.

Overview and Instructions

Empowerment is a psychological concept represented by feelings of self-determination, meaning, competence, and impact. The empowerment concept applies to people a variety of situations not just the workplace.  This self-assessment is specifically adapted to the position of student at this college or university.

Students are asked to read each statement in this instrument and select the response that best indicates the degree to which they personally agree or disagree with that statement. Students need to complete each item honestly to get the best estimate of their level of empowerment. This instrument has 12 statements

Feedback for the Student Empowerment Scale

[NOTE: The following information is also provided in the Student CD.] 

The school empowerment scale estimates your personal feelings of empowerment as a student at the school where you are enrolled.  Specifically, this scale considers the feelings of self-determination, meaning, competence, and impact you have as a student. Scores on this scale range from 12 to 84. A higher score indicates a higher level of empowerment as a student.

How does your score compare with others? Ideally, you would compare your score with the collective results of other students in your class, but this might not be possible. Alternatively, the following graph provides a more general estimate of high and low scores on student empowerment.

Score
Interpretation

60 to 84
High empowerment

36 to 59
Moderate empowerment

12 to 35
Low empowerment
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	Supplemental Lecture: The Trouble with Rewards


Performance-based reward systems have become tremendously popular, but a few scholars claim that these incentives might do more harm than good for organizations. One strong critic of workplace rewards is Alfie Kohn, an educational researcher and writer.  Although Kohn identifies many concerns, he mainly links reward systems to the behaviour modification problems that we discussed earlier in this book. He even suggests that praise is unhealthy when applied as reinforcer. Kohn’s five main arguments against the use of performance-based rewards are as follows:

•
Rewards punish -- Kohn suggests that there are punitive features built into every reward. First, when rewarding people, we are also demonstrating our control over them. This can eventually assume a punitive quality by making the reward recipient feel subservient.  Second, after being rewarded, employees come to expect that reward in the future. If their expectation is not met, they feel punished.

•
Rewards rupture relationships -- Kohn complains that individual rewards create jealousies and competition. Team rewards aren’t any better, because they encourage peer pressure. In other words, rewards usually lead to feelings in inequity (see Chapter 3) because people invariably compare their rewards to others. Rewards also create a psychological distance between the person giving and receiving the reward. Taken together, rewards disrupt the collaboration needed for organizational learning.

•
Rewards ignore reasons -- Employers need to spend time discovering the cause of behaviour problems. Instead, according to Kohn, they use incentives as quick fixes.  We can see this in situations where companies use incentives for the most trivial reasons.  For example, an Arizona company hands out cash to employees who arrive early at company meetings and fines those who arrive late. The company would be better off identifying the causes of lateness and changing the conditions, rather than use money to force a solution to the problem.

•
Rewards discourage risk-taking -- Kohn cites evidence that rewards motivate people to do exactly what is necessary to get the reward and nothing more. Incentives dampen creativity because employees no longer explore new opportunities outside the realm of rewarded behaviour or results. In other words, rewards motivate employees to get rewards, not to discover better ways to help the organization.

•
Rewards undermine intrinsic motivation -- Kohn’s greatest concern with reward systems is that they kill a person’s motivation found in the work itself. This intrinsic motivation relates to fulfilling growth needs, which are the most powerful and sustaining sources of motivation (see Chapter 3). Kohn reports studies indicating that employees are less intrinsically motivated to perform a task after they have received an extrinsic reward for performing the task. Critics point out that these studies were not conducted in real work situations.  However, until more precise research indicates otherwise, we should be concerned about the risk of losing intrinsic motivation when extrinsic rewards are introduced.

Sources: A. Kohn, “Challenging Behaviorist Dogma: Myths About Money and Motivation,” Compensation and Benefits Review, 30 (March 1998), pp. 27+; A. Kohn, Punished by Rewards (Boston: Houghton Mifflin, 1993).
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	Supplemental Lecture: Task Versus Knowledge Enlargement


Job enlargement involves increasing the number of tasks employees perform within a job. This is a well known concept in organizational behaviour, yet few scholars have considered that there are at least two ways to enlarge a job, and that these different strategies can have dramatically different effects on employee motivation and performance.

Michael Campion and Carol McClelland have introduced the distinction between knowledge enlargement and task enlargement. They define task enlargement as “adding requirements for doing other tasks on the same product.” This is the type of enlargement we typically think about when discussing the concept of job enlargement. Our textbook example -- an assembly line worker performs seven or eight tasks rather than just two -- refers to task enlargement because the employee engages in new behaviours around the same product.

Knowledge enlargement is a different -- and appropriately contemporary -- way of thinking about job enlargement. Knowledge enlargement is defined as “adding requirements to the job for understanding procedures or rules relating to different products sold by the organization”. In other words, knowledge enlargement involves giving employees more information to think about in their jobs. A customer service representative, for example, might have a “knowledge enlarged” job if he/she is given more product groups to sell or describe to clients.

Notice that knowledge enlargement does not specifically involve performing additional behaviours. Rather, the employee must think about additional information when performing the job. The customer service representative still calls clients, fills out order forms, etc., but now must think about features of the product groups added to his/her list

Effects on Motivation and Performance

We know from previous research that job enlargement tends to increase the motivating potential of jobs by increasing skill variety. But do knowledge and task enlargement have different effects? 

According to Campion and McClelland’s research, there are important differences. In a study of clerical employees in a large financial services company, they reported that task enlargement had mainly adverse effects whereas knowledge enlargement had mainly positive effects on employee motivation and performance. Task enlargement reduced employee satisfaction, efficiency, and customer service. It increased mental overload and the number of errors. Knowledge enlargement had the opposite effects.

Here are four possible reasons why knowledge enlargement has positive effects on employee motivation and performance.

1.
Knowledge enlargement mainly involves mental processes rather than physical behaviours, so it may be more psychologically meaningful than task enlargement.

2.
Knowledge enlargement is more likely than task enlargement to have a positive effect on mental ability requirements, (e.g., memory, verbal). From previous research, we know that job redesign strategies have favourable consequences for employee motivation when they emphasize mental rather than physical abilities. 

3.
Additional knowledge requirements can form a natural knowledge unit (akin to a natural work unit described in the textbook). For example, employees with additional product knowledge might be able to serve all customer information needs. Thus, knowledge enlargement can potentially increase task identity rather than just skill variety.

4.
As companies move toward competency-based pay systems, employees might receive higher rewards for the amount of knowledge they have mastered. This idea is also consistent with organizational learning described in Chapter 2. Employees need more knowledge to help the organization adapt and be proactive. Thus, employees might receive higher compensation as they enlarge their knowledge base.

Source: M. A. Campion and C. L. McClelland, “Follow-up and Extension of the Interdisciplinary Costs and Benefits of Enlarged Jobs,” Journal of Applied Psychology, 78 (1993), pp. 339-351.
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Video Suggestions

Along with the video cases for this part of the textbook, the following videos and films generally relate to one or more topics in this chapter. These programs may be available at your college/university or rented from the distributor. Please contact your film librarian to determine the availability of these programs at your institution.  This list was compiled from library holdings of several universities. Due to the variety of video material, this is not a comprehensive list. Nor can we say that all of the programs below are suitable for your class.

What's New in Empowerment: Peter Quarry interviews Dennis Jaffe. (1998, 14 min., Ash-Quarry Productions). Looks at real cases of empowerment that have and haven't worked and practical insights to empower employees to achieve bottom line results. Key learning points include why empowerment programs fail, the crucial role of trust and communication, what a manager does in an empowerment organization, and the benefits of genuine empowerment.
Motivating and Rewarding Employees. (1997, 66 min., National Press Publications). Management consultant and author Bob Nelson shows managers how to spark enthusiasm in their employees and build an atmosphere of loyalty and trust where productivity flourishes.  This program is based on Nelson’s best-selling book, 1001 Ways to Reward Employees.

Repowered Employees (also called Signs of Life in the Workplace.). (1994, 60 min., TVOntario & PBS). This two part program offers a twist on the process of empowering employees. Part one explains how “repowerment” can help managers and workers achieve their potential and increase profitability. Part two explains the basics of how to implement a successful repowerment initiative. Dramatized vignettes illustrate these concepts.

Empowering Workers (1992, 28 mins., WNET/Rutgers). Companies are finding that an autocratic style of management is no longer working, as shown by the automobile industry. Methods of employee empowerment are necessary in order to encourage workers to be interested and involved in their jobs. Some of these are: work teams, group management meetings, and employee ownership programs. Typical results of achieving employee empowerment are: lower absenteeism, greater productivity, better quality, and more creativity at work. Companies that are mentioned are: Ford Motor Company, GE Aerospace, Avis, and Unette Corporation.  

Job Enrichment in Action. (1969, 30 min., 16 mm.) Frederick Herzberg explains how job content is directly related to motivation and that job content must be enriched to allow more responsibility and encourage individual achievement. Uses an actual case to point out some of the most common problems of successful job enrichment. 

Making Human Resources Productive. (1971, 30 min., 16 mm) Part of the Gellerman effective organization film series. This film stresses that the aim of job enrichment is not merely to provide satisfaction, but to make the organization more efficient. While building more responsibility into the job, job enrichment involves altering the relationship of the employees to the authority structure of the organization. 

Notes
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