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AB STRAC T

Since the all volunteer force came into being, retention

of military personnel beyond their first enlistment has be-

come an increasingly important problem , especially for the

U.S. Navy. Yearly retention conferences have been held for

the purpose of developing plans to reduce turnover . The re-

sults of the latest conference brought the focus of attention

to better leadership and management training of U.S. Navy

personnel.

Among the techniques that deals with the problems of ab-

senteeism and turnover is job enrichment . The main thrust of

job enrichment is to increase retention by increasing work

satisfaction. Job enrichment as a management technique focuses

on the basics of employee motivation and work behaviors. It

aids managers in identifying the components which comprise a

job ,  and enables them to determine satisfying components that

can be enhanced and dissatisfying components that can be di-

minished or eliminated .

One of the rating groups in the U.S. Navy that poses a

retention problem is the Antisubmarine Warfare Operator (AW) .

The purpose of this thesis is to: 1) provide a history of the

AW rate and to describe the extent to which the AW retention

problem has improved ; 2) provide a comprehensive background of

literature on employee work motivation and job enrichment

techniques for interested U.S. Navy Personnel; and 3) develop

4
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an organizational change strategy proposal, directed at the

AW rate and at a specific AW community (Moffett Field , Ca.),

using job enrichment as a technique to increase AW worker

satisfaction and thereby retention. Further, examination of

the risks, benefits and recommendations associated with this

particular organizational change project are presented along

with specific considerations for future application to other

rates and communities in the U.S. Navy .
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I. BACKGROUND

Since the all volunteer force came into being , retention

of military personnel has become an increasingly important

problem. In 1977 PERS-12 (Bureau of Personnel Retention

Analysis) and PERS-5 (Bureau of Personnel Enlisted Develop-

ment and Distribution), and FEES-OR (Scientific Advisor to

the Chief of Naval Personnel) developed a possible approach

to the problem of enlisted attrition and retention. Their

idea was to interest the Chief of Naval Personnel in job

enrichment as a way to increase worker satisfaction, and

consequently retention . They arranged for a meeting between

the Chief of Naval Personnel and Professor Richard Hackman

of Yale University on June 24, 1977. The topic was to be

“Job enrichment techniques and their impact on job satis-

faction and performance.”

In that briefing Dr. Hackman pointed out the basic

problems involved in worker satisfaction/dissatisfaction . He

also presented the Hackman-Oldham model for job enrichment.

This model depicts job enrichment through task attribute

identification, and how the task attributes influence the

critical psychological states which in turn produce specific

work outcomes . These outcomes involve motivation, satisfac-

tion and quality of work performance.

At the close of the meeting PERS-12 recommended that

Dr. Hackman visit U.S. Navy units for more information . This



~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~
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vi sit would be fol lowed by ancth er  meeting before set t ing

up a j ob er irichment , crganizationa l change p ro jec t .

On May 3, 19”8 Dr. Hackman visited Moffett Field , Ca.,

a fixed wing anti-submarine patrol plane base, and North

Island , Sari Diego , Ca., a base for shipboard , helicopter

and fixed wing squadrons . These bases, with the exception

of bases in Hawaii, house the Pacific fleet ’s anti-submarine

warfare operations ~AW ’s). S

The purpose of the week long vi s it was to take a pr e-

iiminary look at the AW rating as a target job which might

be improved through a work redesign project. The stated

goals as reported by Hackman and h is associates were :

1~ to gain an understanding of what the AW job consists of

and the environment within which it operates; 2) to identify

major issues that impact on the problems of retention and

satisfaction ci’ AW’ s; and 3~ to develop proposals and alter-

natives f-c r improving the AW job.

~n June 1~ , ~~~ a meeting was held at Commander Patrol

Wings Pacific (CO~~ATWIN GSPAC~ , RADM Frindie ’s headquarters

at MOffett Field . This meeting focused on the results of

Dr. Hackman ’s interview with AW’s at Moffett Field, and at

San Diego . The purposes of the meeting were reported to be

to obtain a common understanding of Dr. Hackman ’s proposal

:‘or a job redesign project: to determine SADN Frin d le ’s

intentions and desires regarding the possible outcomes and

to identify methods and resources tha t would be available .

10
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Ini tially, measures to be adopted were indicated to be

items that would influence job satisfaction, motivation, team

work , state of training and retention. These measures would

be applied to all rates with special , but not exclusive ,

attention given to the AW rate.

The criteria outlined for the proposed project are

stated below :

a) Some guidance about wha t needs to be accomplished
Clearly stated by CO~~ATWINGSPAC.

b ) Development of an interna l Navy capa b i l i ty to be built
into the ‘roject, i.e., FERS-6 or a :~uman ResourceManagement Center/ Detachment.

c) The research component to include evaluation by the
Navy Personnel Research and Development Center , San
Diego , Ca.

d) Competent people to assist with the change process.
• (Navy Postgraduate School personnel, :-~MC/D personnelor outside organizational development experts .~

e) ~ureau of Personnel support and continuing contact.

As a result of th e meetings , an agreement was reached

that CCF~~ATWINGSPAC would submit a written proposal covering

the nature and scope of the project. This proposal W O U l d

provide definition for further action.

In october of 1973, senior chief Mel Fadness, AW train-

ing , C O?,’~ ATWINGSPAC staff , was contacted by Lt. Rcbert Delateur ,

Naval Postgraduate School , (NPS) Monterey, Ca. The possibility

of including Lt. DeLateur in the Hackinan job enrichment pro-

ject to compile data for a thesis project was discussed. A

mee ting was arranged for Lt. Delateur and Chief Fadness to

11



determine whether Lt. DeLateur ’s involvement in the job

enrichment task would be beneficial.

It was brought to the attention of Lt. DeLateur that a

survey to measure AW satisfaction had been given to 159 of

the 300 AW’s at Moffett Field . No statistical analysis had

been done on the survey results to that date. The survey

was intended to measure motivation , satisfaction with the

AW job, and the reenlistment intention .

Lt. DeLateur returned to NPS to analyze the survey data.

These analyses ranged from compilation of simple descriptive

statistics to the use of multiple regression and factor an-

alysis.

In November 1978 Lt. DeLateur returned to Moffett Field

to brief the Readiness Trci.nirig Officer, Capt . Winter , and

other members of the CO~~ATWINGSPAC staff on the results

of the analysis . Further , he provided recommendations and

ideas in regards to certain areas that could be used for an

initial job enrichment project. One of the outc omes of the

meeting was a decision that Lt. DeLateur return on December

11 and 15 to facilitate meetings with senior and junior AW

chiefs respectively , to help set up an AW advancement pro-

gram , one of the areas of AW dissatisfaction , that would be

acceptable to all concerned. These meetings were accomplished

s’~ccessfully and a final meeting with Capt . Winter and

Cdr. Munch , the Assistant Readiness Training Officer , was

held on 20 December 1978 to discuss the results .

12



At present the job enrichment project has r.~t yet

begun at either Moffett Field or North Island , San Diego ,

California.

A . HISTORY OF AW

The antisubmarine warfare operator (AW) is a relatively

new occupational rate in the U.S. Navy. This rate was first

formalized in 1968 because the airborne submarine detection

devices were becoming increasingly sophisticated . Prior to

1968 other rates such as Aviation Electronics Technician (AT),

Anti-Submarine Warfare Technician (AX) and Aviation Electrician

(A.E) were operating these sophisticated devices , along with

their regular jobs of inflight repair work and radio oper-

ation. These same people were required to do two separate

jobs , and to have an allegance to two different bosses .

When flying or doing required -training , the AT, AX or AE

would be responsible to the Operations Officer but when he

was needed for maintenance on the aircraft the Maintenance

Officer would be his supervisor.

It became evident that demands for the time of these

individuals would pose somewhat of a problem. In discussing

this problem with individuals who worked both jobs , ‘they in-

dicated that conflicts in fact did occur.

Creation of the AW Rate

In June of 1968 an all volunteer program was launched to

create the AW rate . At this time individuals in the other

1’3
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rates who wished to change to the AW rate could do just

that. After one year , the program that allowed other rates

to change to the AW rate was cancelled . Thereafter recruit-

ing and retention programs were expected to keep the rate

filled . ~~enner , 19727

Initial Training and Assignment

A typical non-reserve individual in the AW rate completes

the AW ‘A” school at the Naval Air Technical Training Com-

mand , Memphis, Tennessee. He then progresses through the

Fleet Airborne Electronic Training at either Norfolk, Virg inia

or San Diego , California (the electronic training requirement

was dropped in 1970). This individual is then assigned to

a training squadron for the type of aircraft that he will he

concerned with , either Patrol Plane (VP), Antisubmarine War-

fare Plane (VS) or helicopter (1-IS ” . Upon graduation from the

training squadron he is assigned to a f l ee t  squadron.

The reservist, after completion of the AW “A” school is

assigned to the Reserve Antisubmarine Warfare (ASW) Tactical

School at either Willow Grove , Illinois (east) or Los Almitos,

California (west) and then to a reserve squadron.

There are two sub-specialities within the AW rate, the

acoustical operator and the nonacoustical operator. The

acoustical operator is concerned with sound related equip-

ment and techni ques while the nonacou stical  operator is con-

cerned with  equipment and techniques which process signals

of a nonauditory nature , such as electronic impluses.

aohnson, 197~7
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B. NATURE OF THE PROBLEN

Introduction - On 22 August , 1978, the Navy wide Reten-

tion Conference was held in Arlington , Virginia . The format

of the meeting consisted of a day of plenary sessions , two

days of workshops and a wrap up session.

The Chief of Naval Operations (CNO), Admiral Hayward ,

was the keynote speaker. In his remarks on attrition , the

CNO pointed out that 33% of all first term enlistees leave

the Navy by the time two years have passed , and that nearly

50% have lef t  by the end of their  four year commitment .  Be-

cause of this, he indicated that people-related issues demand

paramount attention in the Navy . The shortages in the petty

officer ranks were said to number 7,000 and with an increase

in billet requirements (new jobs) that shortage will be well

over 30,000. Admiral Hayward said that with this type of

shortage in existence today , it may result in new ships being

tied up or being unable to meet their deployment (sea duty)

commi tments . Obviously, retention is a crucial issue .

Admiral Hayward cited his own experience as a Pacific

fleet commander . He said that the Navy has to change in

some fundamental ways. He further commented that the Navy

has to learn how to make it possible for senior petty officers

and junior petty officers to find satisfaction in what they

and the Navy are doing . Concentration, he said , should be

focused on the things that effect our people , and leadership

is one of those crucial issues. One effort to help develop

~ 
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_ 
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this leadership is the leadership, management, education and

training courses (L.M.E.T.) that are being implemented at

the present time . This program is being expanded rapidly.

It is the intention of this study to address the subject

of retention by focusing on a particular rate , the Antisub-

marine Warfar e Operator (AW) rate. The objective is to

develop a method to increase AW retention through an increase

in job satisfaction. The subject of this study is the fixed

wing patrol airplane base at Moffett Field , California.

The Problem - The retention rates for the AW are on a

downward trend . This trend is readily apparent if one views

the summary of the 1977 Bureau of Personnel Health and

Welfare report as shown in Table T 1 .

16 
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Table I-I. demonstrates that even though the percentage

of AN billets that are manned is 90$ and descending , this

number does not reflect the number of petty officers needed

for second term reenlistment. The siimmnry table only indi-

cates the total number of AW’s available in that rate . In

Fugure I-i, which portrays the AW retention and general

career path , the difference in the number of second term

petty officers needed and those who have actually reenlisted

is illustrated . In the first enlistment, completed in four

years , retention is approximately 29$.~ At this point the

AW has just completed his first tour at sea . ~~eriner , 19727

In the Navy , duty may be divided between sea and shore

tours in alternation. Sea duty consists of deploying aboard

ship or with an aviation squadron from six to eight months ,

and also for shorter periods of time for operational fleet

exercises close to home port when not deployed . The deployed

operations are world wide and are at times extended beyond

the normal six to eight months . The shore duty cycle does

not have any deployment ; the AW is usually assigned to a shore

installation as an instructor or for other duties involving

his rate . After shore duty , the AW faces another tour of

sea duty .

Of those that completed their second enlistment , reten-

tion is Ll.2$ and at later reenlistment points it levels off

first term retention of 29$ indicates that 29% of those
available for reenlistment at the end of a four year f i r s t
enlistment do enlist.

18



at about 50$. This rate is calculated on the total number

of people (AN’S) available for reenlistment. At the end of

his second enlistment the AW is a senior second class petty

off icer (E-5) and is very close to becoming a firs t class
petty officer (E-6). If he decides to reenlist at the

close of his second enlistment he may be viewed as a

careerist.

Figure 1-2 emphasizes the shortage in junior petty of-

ficer ranks, E-~1. through E-6 , by depicting the reenlistmnents

needed to keep the petty officer ranks manned enough to meet

CNO manning levels. The lower line of Figure 1-2 indicates

those numbers of individuals actually reenlisted .

1.9
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Figure 1-2k Reenlistment Needed/Received
(Bupers Health and Welfare Report)

Further study of AW reenlistment figures from the patro l

plane squadrons stationed at Moffett Field indicates that of

those individuals that were eligible to reenlist on comple-

tion of first enlistment, only j4.6% elected to remain . At

the end of the second tour , of those eligible to reenl is t ,

‘4.0% reenlisted .

According to the retention figures obtained from

Lt. Jim P. Hopkins , the Assistant for Enlisted Retention,

OP-1J6DIA, the present Navy-wide retention rates for AW’s

completing their first term is 24.0.8%, while second tour

retention rates are at 64.5$.2 Navy-wide reenlistment

2The Navy-wide retention figures are computed by dividing
actual reenlistment plus extension by those eligible for re-
enlistment plus extension . This figure is admittedly in-
flated due to the inc lusion of those individuals who have
extended their enlistment.
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figures for all rates are ‘4-0 .3% for first enlistees and

47.3% for second term enlistees. Although AW retention

may be better than retention for many other rates, it is

stIll substantially below requirements needed -to maintain

mission readiness.

C .  T~~ AW RETENTION SURVEY

As a means of  trying to develop a more accura te and

tim ely picture of the AW retention intention at ~offett

Field , a survey was administered to 153 of approximately

300 AW’ s located there in August of 1973. The survey was

diviied into three parts s 1) motivation/’~tilization ;

2) training ; and 3) retention intention. The data collected

from the survey was subjected to statistical analysis. The

survey results are explained below.

The Sample Demographics

Of the 158 AW ’s who completed the survey, 10 .1% were

AWC or higher ; 21.5~ were AWl ; 25.3% were AW2; 11..~4.% were

AW); and 29.7% were non-rated AW ’s. Further , 7O~ of the

total surveyed were reported to be in their f irst  or

second enlistment ( typically non-rated through A w l ) .

Motivation/Util ization

One of the questions in the survey that dealt with motiv-

ation and utilization inquired why the individual became an

AW . The responses indicated that 31.~ -’~ sim ply wanted to

fly ; 25.3% were looking for a job that was challenging and
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satisfying, and 12.7% felt that being an AW offered -them a

good career opportunity . Another question asked the rank

that each respondant had set as a goal for himself. Approx-

imately 80$ had set petty officer first clas.~ or higher as

their goal.

Training

In regards to the present squadron training programs

(i.e., PQS , NATOPS , Acoustic and Nonacoustic Aircrew Train-

ing), roughly one half of the AW’s surveyed felt that the

training was either too time consuming and repetitive or

that it was missing important points vital to performing

their job.

Retent ion Intention

The responses to intention to reenlist revealed that

58.2% would not reenlist while 27.2% responded that they

would reenlist and 14.6% remained undecided.

Stepwise Multiple Regression

One of the procedures , a stepwise multiple regression,

indicated those areas that had the strongest relationship

with the AW’s intention to reenlist. There areas are:

1) pay ; 2) a promise of schooling for reenlistment ;

3) advancement opportunity ; 4) job satisfaction ; 5) reen-

listment bonus ; and 6) job dissatisfaction. According to

the survey, these areas need to be addressed to increase

AW intention to reenlist.
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The above results are com p lemented by a memo from the

commanding officer of Patol Squadron Six which states:

“Efforts to enhance the appeal of the AW career
pattern by providing greater opportunities in an expanded
warrent officer program are supported as is the initia-
tive to gain an increase in enlisted aircrew fl ight  pay .
Success in either of these areas would certainly improve
AW career incentives.

It is in the area of AW job satisfaction that I
believe the greatest lasting gains in AW career moti-
vation can be achieved. Job satisfaction in a rating
whose professional effectiveness is so directly depend-
ent upon a continuous , repetitive training program is
difficult to attain and has not been successfully
addressed. ”

The problem , then, is to increase retention in the AW

rate by improving the AW ’s satisfaction with his job. This

can be done by using certain organizational development

techn~ques tha t are specifically aimed at provi d ing the

worker ~noreased satisfaction levels through work redesign

and job enrichment.

In Chapter II, worker motivation is discussed as it

Pertains to understanding perceptions that lead to perfor-

mance on the job. In Chapter III job enrichment is studied

through two viewpoints ; Motivational :—~ygiene Theory and

Task Attributes . Each viewpoint deals with increased worker

satisfaction as a means for reducing employee turnover and

absenteeism.

The final areas of discussion in Chapter III are goal

setting plus job enrichment and physical location of working

groups . With job enrichment and goal setting , worker
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L - - --— - --~~-- -
~ -~~~~~~~-~~~~- - - -  ~~~—-- - - - - - -  -



- -

productivity is increased while change of physical location

of employees to more natural working task groups provides

increased satisfaction through a feeling of belongingness.

All of these, then , will help to develop a proposal for a

job enrichment project in the AW rate at Moffett Field ,

California.
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II. MOTIVATION

Introduction

Intensified interest in human behavior during the past

thirty years has wrought significant innovations in the

theory of practice of management. The following review of

motivational and organizational theories and techniques is

presented -to enhance the reader’s background in the specific

areas of employee motivation and worker satisfaction.

Chapter II - Motivation deals with why the employee

works and what induces the employee to expend effort while

on the job. It also attempts to explain the thoughtprocesses

that the individual makes when accepting any assigned task .

The moderating effects on effort that lead to the degree of

individual performances is also discussed . Further , a model

of individual performance in an organization is developed as

a means to increase and clarify this effort-performance

relationship.

In Chapter III , various theories and techniques of job

enrichment and job design are presented . They are: 1) work

simplification ; 2) job enlargement ; 3) job enrichment and

Herzberg ’s two factor theory ; 14.) task attributes and job

redesign; 5) job enrichment and goal setting ; and 6) job

enrichment and nesting . Discussion of specific job enrich-

ment projects and their designs will illustrate the various

techniques .
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Individuals in today ’s Navy are interested in th~ c o n t en t

of their jobs as well a~; their pay . They expect a job to be

not onl y s a t i s f y i n g, but  chal lenging as w e l l .  The management

techniques presented here should enable the Navy manager to

increase his knowledge of worker motivati on m d  the condi-

t ions  tha t  are necessary to increase the lovol ct’ job satis-

f a c t  ~on . It is hy r o  th e~~i.~ed tha t these t .echn  i ~ u :~s , o~’roc t L y

applied , would result jr-i Lncreased ‘od~ ct iv it. v and would

lower turnover  due to i c r ~~~so in work~’r ~;a t. is  ~ ic t.ion

A. ALDERFER ’ S NEED THEOR Y

C .F .  A l de r t ’or  e la bor a t o d  on ~1as low ’s ‘l assic ~io~~d theory

(A ldag and B r i e f .  lO7~~ by i n t ro d u c  i.n~ his t h e o r y  of Ex is

Rela tedness  and ~r o w t h .  A lde r f e r ’ s th eory  /~~1Jert’ r, 1~~’2~
is less r ig id  than Mas low ’ s theory and r c c ~ n I .~.os tho ~‘c t o n —

t i -al for frustration . t h a t  is, t h o  inahi 1 ty o ~a s fy a

need .  I t  also recogni .~os r eg ress ion .  wh ich is t h e  movement .

to a less fr u s  t .rat ing need . For examp 1~~, i ~
‘ one a t . t omp

to fu l f i  11 ~r o w t h  needs and t h i s  p r ov e s  t ’  be nc ta’s t  t i

t hen  re latedness or exis tence needs becc~n~ mor e  i mp o r t a n t

needs to f u l t ’i l l .  A l d e r fer ’ s v e r s ion  of human  needs  a re

I bed be low:

Ia. Exts t ~nce . Phe need ~‘or cx once L 5  a : ioe~1 or

n at e r  ~al cx ts  t ence  goods , such  is fo o d  • water , pay m d

f r i n g e  benet’i ts

lb .  Re Ia tedness  . Re La tedness is the no ~t 1 i o  :‘ nra . n t a in i n:~

L -~~~~~~~~~~~~~~~~~~~~~~~~~ — —- -
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interpersonal relationships with friends, family and super-

visors , co-workers and subordinates .

Ic. Growth. This is the need for personal development.

It is a need to enhance one’s creative or productive poten-

tial ~~ldag & Brief, 1979, Alderfer, 197~7.

Using Alderfer’s Need Theory , the following model illus-

trates the employee ’s motivation to work.

______________ IV. Employee Receives 
_ _ _ _ _ _ _ _ _ _ _ _ _

Need Satisfaction of

I. Employee Needs III. Work Outcomes
a) Existence a) Wages
b) Relatedness IMOTIVATIONI b) Energy Expen-
c) Growt h diture

c) Production of
goods &
services

d) Social
Stature

Effort II. Employee Exhibits
_________________  Job Behaviors

To Produce Performance

Figure 2-1. Outcomes of Work
~ Xldag & Brief 1979, p. i~7

II. The job behaviors produce work outcomes to satisfy

needs .

]1a. Wages satisfy existence needs for food , water,

clothing , etc., and also can act as a gauge of personel de-

velopment when used as a measuring device (growth) . Wages

can also satisfy relatedness needs by increasing the

employees ability to frequent social gatherings . Wages may,
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- in part, sat isfy ego needs in relat ion to how much one has

or spends as compared to others.

IlIb. Energy expend i ture , both physical and mental,  is an

outcome of work that enhances personal worth and adds to

• the feeling of accomplishment during the work day .

IIIc. This energy expenditure produces goods or services

tha t are perceived to be of some worth or value , and may be

viewe d by the individual as a positive contribution to society .

Energy expend i ture , through the product ion of goods and

services, is a means of fulfilling the growth needs ~~ldag

and Brief , 19727.

h Id . Social in terac t ions  refer to the physical locat ion

of the worker to the other employees and can be viewed as

res t r ic t ive  or permissive . For example if an employee works

in close physical proximi ty to a group in a certain work

area, he will have more time to get to know and socialize

with his fellow workers (permissive). The opposite is true

of the restrictive work setting . Social interactions both on

and off the job satisfy the relatedness need but are moder-

ated by the degree that the individual has contact with

others on the job and desires this interaction ~~ldag and

Brief , 19727 .

As shown in Figure 2-1, need fulfillment is the basis for

motivation. Need fulfillment induces this effort that pro-

du~es performances that are exhibited as job behaviors .

29 

- -  r~~~~~tr~~~~



B. EXPECTANCY THEORY OF E~~~LOYEE MOTIVATION

In order to understand the nature of inducement it is

assumed that before the employee exerts any effort on a

particular job, a rational decision-making process takes

place [Aldag and Brief, 197.27. This process has been de-

veloped into the model of “expectancy” or “ instrumentality

theory of employee motivation ” ~~ldag and Brief 1979,

Alderfer 1972, Hackman and Qldham 197~7. The model has

three basic parts , Expectancy, Valence and Instrumentality

~~ldag and Brief 19727.

Expectancy. Expectancy is a perceived effort - perform-

ance association . It is the perceived estimation of individ-

ual capability of achieving some performance goal (can I do

it with any degree of success?).

Valence. Valence is most associated in the feelings

about a certain work outcomes .  It may be viewed as the leve l

of sat isfact ion or dissatisfaction an employee expects to

experience after attaining a particular work outcome , and can

be measured in strength of an employee ’ s desire or aversion

for a given work outcome . Valence therefore can be either

positive or negative , depending on individual perception.

As an example , a promotion to sales manager may be viewed

as positive to the company but may be viewed as negative to

the salesman receiving the promotion because it may cause him

to have to move to a new location when he likes where he

lives now. (If I do i t ,  is it good or bad for me?)

30
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Instrumentality. Instrumentality is the perceived like—

lihood that performance will in fact lead to a particular

outcome . (If I think I can do it, and I do do it, will they

give me what I want?)

As shown in the model in Figure 2-2 this rational de-

cision-making process will lead to the degree of effort

put forth on a particular job. Motivation that leads to

effort is therefore a function of expectancy miltiplied by

the sum of the valences for all potential work outcomes,

each weighted by its corresponding instrumentality . To

increase an employee ’s motivation , a manager would want to

increase the effort-performance linkages (expectancies),

the array of outcomes the employee can anticipate as being

satisfying (valences) and the performance-outcome linkages

(instrumentalities) ~Aldag and Brief , 1979, p. 2~7.

EFFORT = ~~cpectancy K~~(Valenc e X Instrumentality~
Figure 2-2.  The Expectancy Model of

Ernployee Motivation
~Aldag and Brief , 1979 p. 47

C. EFFORT PERFORMANCE RELATIONSHIP

To produce total job behavior there must be a link be-

tween effort and work outcomes . This link is performance.

Performance depends on 1) aptitude skills and ability ,

2) role perception , 3) technology , and 14.) certain other

factors . Without  these factors effort could be applied ,
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but there would be no performance. Aptitude skills and

ability are cognitive , motor and physical proficiency at-

tributes which enable an employee to accomplish a task.

The degree of performance is contingent upon the limiting

attributes an individual possesses ~Aldag and Brief , 19727.

Role perceptions are how an employee views or defines

his job. This may be altogether different from the way the

company or organization defines his job. It also may be

the amor.mt of effort and level of performance that he feels

is necessary to complete the job. Again, there may be great

differences between his perception and management’s [Aldag

and Brief, 19727.

Technology may be viewed as another limit to performances.

Operation , materials and knowledge to produce a good or

service have to be developed to be performance enhancing .

For example , without increased technology no degree of physi-

cal effort or flapping of man’s arms could make him fly.

Certain other factors act as motivators to the effort

performance relationship. These factors are market demand

and the social structure of the work place ~~ldag and Brief,

19727. Market demand limits performance to that which is

needed to be produced by the demand during a given period.

The social structure of the work place may limit performance

because of the need to maintain group interpersonal relation-

ships . Figure 2-3 shows how effort leads to performance

• through the moderating factors previously discussed.
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C. INTRINSIC AND EXTRINSIC MOTIVATION

In regards to work outcome as related to instrumentality

~If I think I can do i t , and I Jo it , will they give me

what I want or dese rve? ),  it should be noted that people

are motivated extrinsically or intrinsically. Extrinsic

mo tivations are job behaviors that  address the work outcomes

w h i c h  are der ived f rom sources ot h e r  tnan the work itself.

These outcomes would , for example , be like an in d ivi dual who

works at a job because it gives him ,-’her a lot of tine off

so tha t  the individual may pur sue  other  endeavors . In tr i ns ic -

al ly mot iva ted  in d i vid u a l s  gain  trieir satisfaction :‘rom the

work itself. This satisfaction oar. be viewed as benefits

that are provided as part of the job , such as challenge ,

novelty and excitement Orgar.. I’~’.:T.

E. IND :v : :t JAL FERFC~MANCE IN AN ~RG &NI’k~ IL~N

A model of i n d i v i d u a l  pe r fo rmance  in an or~ar.izatior. is

~resermted in Fi gure 2-u. This model and fcllowin~ explana-

t ion  is mean t to c larify  f u r t h e r  th e  e ffor t -pe rforrna r .ce  re-

l at i cn s h i p  and how the  p rev ious ly discussed f a c to r s  impact

on work behaviors . The upper section of the diagram dep ic t s

organizational ccntr ibu tior .s  of the individual performer.

The behavioral process itself moves from left to ri~ nt across

the diagram . At the beginning , are displayed perceived or-

ganizational outcom es  which  r e s ul t  f rom i n d iv idu a l work

behavior. there are six stages that describe the various

3L~
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states in the behavioral process . These stages are explained

below porter , Lawler and Mackman , 19~~7.

Stage I - Perception and Appraisal of Organization Demands.

Work behavior may be instigated by the organizat ion , by its

managers and supervisors communicating to the employee the

expectations , or demands regarding work behavior of the em-

~ioyee (Circle B, Figure 2—c~~. The crgar .izatior. generates

these demands from the goals of the organi~aticn and from

the needs that the orgar.ization has to deveicp a ui gh decree

of coordination among i t s  members , to I i f f ~ r e n t i a t e  amcn~
f u n c t i o n s  in d iv i dual employees per fo rm , and to encoura~ e

t o o s e  behavio rs  which  enable the organization to survive .

(Circ le A. Figure 2—o~

:~owe zer, wr.er. a supervisor of the cr~anicati:n commu n i-

cates  an o b j e c t i v e  demand or e xp e c t a t i on  ~o an i n d iv i d ua ,

it mus t be perceived and appraised before ~~ i n d i v i d u a l

can act  upon i t .  These demands nay be J i o ta t~ -J ~n c o n s c L o~.s~~.-

at  tnis state to render them more persona 11 acc~ p table :r

mean~ n~ fu i  to the receivers . In o t u e r w o r d s ,  the demands are

made to f i t  wi th  the performer ’ s needs and va lu es ~~cx I ,

Circle E).

$ta~ e II - Task Redef initior.. A fter an in d i v i du a l  has

perceived , understood and appra i sed  an or g an i z a t i o n a l  demand,

he may decide to  redefine it before accept ing it as a per-

sonal endeavor ( Box II~ . Again t O i S  process v ’. ~.oh is no w

more cor .sci~ us and de l ib era te  than I:’. Stage i. is dependent

_ _



upon the personal needs , values and goals of the individual

performer .

The tasks that a person accepts for himself do not all

originate from the organization. A person may generate

self tasks that  may not be congruent with the demands of

the organization.

The critical poin t in making decisions of whether to

accept any tasks , o rgan iza t iona l  or personal , are the expec-

tations the  in d iv i d ua l  has about  the nature of the conse-

quences of accep t ing  versus r e j e c t ing  each of the demands

which he is experiencing, and the valence the individual

has for those outcomes (Circle F) . In revi ewing  expectance

theory , i t ~ proposed that the individual during the decision

p r oc e s s ,  w i l l  reject or redef ine  those demands w h i c h  have

the lowest expected pay of f  f~ r h imse l f .

Stage III - Cevelopin~ a ~eha’rioral Plan. nce the in-

dividual has determined what he is gc’ing to attempt to do

in :ne course of his organizational activities , he must

develop a plan for how he will behave to accomplish those

tasks , In most jobs the worker has a certain amoun t of lat-

i tude in hcw he performs his job. :~e may have tc make a

detision as to the  pe r fo rm ance  s trategy and the amoun t of

effort he nay ex:end in task acocmplishmer .t. Again expec-

tatior.s and valences play a significan t role in the decision

process.
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Stage IV - Work Behavior. Work behavior (Box IV) is

moderated and limited by the skills , energy capacities and

level of psychological arousal of the performer (Circle G).

Even a well-executed plan of attack on an organizational

task may be doomed to failure if the individual does not

have the skill or energy for successful performance, or if

his psychological arousal is no t  appropriate for  e f fec t ive

work bek~ vior.

Stage V - Obtaining Outcomes. Work behavior leads to

some ~et of outcomes , both performance outcomes , such as

work q u a l i t y  and quantity , and personal outcomes, such as

satisfaction , as shown in Bo x V. Outcomes are jointly de—

termined by the work behavior of the individual and by the

task and organizat ional  cont ingencies  which are relevant to

the p er f :rm an ce  situation (Circle D) . These contingencies

are characteristic of the situations wh ich determine what

kinds of outcomes result from various patterns of work

behaviors .

The degree to which such behavior-outcomes contingencies

are clear cut , reliable , and visible varies from organization

to o rganiza t ion .  Pay , for  example , may be by the hour or

by the performance displayed by the individual. The contin-

gency therefore becomes the individual’ s perceived under-

standing of what he does and what he gets .

The major point is that for most organizational resources,

there is some set of behavior-outcome contingencies which

3-.



determine wr~en thcse resources t i .e. , ~a : , advan ce m e n t ,

e t c  ~ become available to the in d i v i du a l .

Fina lly, it should be noted that the outcomes of work

behavior act as a test for the individual’ s earlier expec-

tancies about  the or g a n iz a t ion  and the env i ronm en t  ~Ci rcle

The ou t c om e s  r em i t  the in d iv idual to d e t e r m in e  the

degree to whtcn tnose ex p e c t an ct e s  at’cut ~e~ avtor-cut cone

contingencies were realistic.

Sta ~ e VI - F eedback .  As :nd~ cat e o  :n F’:gure 2-c. wcr~c

o u t c o m e s  prov ide feedback to organizational needs and ~ca
’
~s;

to p ersonal  needs, values and goals; to benavior outcom e

contingencies and va er’.ces and expectancies. Feedback to

valen ces,  e xp e c t a n ci e s  and behav ior  c o n t in g en c i e s  were dis-

cussed e ar l i e r .  ~‘eedb ack  to the  or o a n i z a t i c n  of  w o r k  o u t c o m e s ,

p r o v i d e s  th e  cr~ a ni z a ti c n  w i t n  a ~o .ug o to measure i t s  o f f e c —

t : V e n C SS  in m e e t i n g  it s  goals ~nd needs . I t  may a l so  be

u sed as a mea sure  of employee effectiveness on the  j o b .  :n

e i t h e r  case,  the i n f o r m a ti on  p r o v i d e d  by th e  fe e d b a c k  oop

h e lp s  th~ o r g a n i z a t i o n  d e t e r m i n e  what  new or diff erent

s t ra tegies  nay be needed to in sure  i t s  s ur v iv a l  in an un-

c e r t a in  e n v i r on m e n t .

Feedback ~r o v i Je d  to the  in d i v i du a l of his wcr~ o~~t oo me

enab les  h i m  to evalua te  his own p er f o r m a n c e  n suon  a way

as to ~J~~u st  h i~ personal v al ue s and goals to be more in

l i n e wi tn th~ or g an iz a t i o n  if he de si r e s  to c o n t i n u e  to

work  t n er e .  The f e e d b a c k  lccr r r o v i d es  a n e c e s sary  f u n c t i o n

- ~~~~~~~~~ _--~~~~~~~~~~~~~~~~~~~~~ -~~~~~~~~~~ - — -~~~~~~-



~a reassessment of one ’s position in regards to personal
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I I I .  JOB ENR I C H ~~ NT AND JOB DESIGN

A.  THE CONSEQUENCES OF WORK SIMPLIFICATION

I n t r i n s i c  mot iva t ion  has been addressed by theor ies t s

many of whom have tried to increase intrinsic motivation by

increasing satisfaction through job redesign . For example ,

Frederick W. Taylor dealt with selecting , training and com-

pensating employees, designin~ the employee ’s job and tools ,

and assigning management the responsibility for taking in-

i t i a t i v e  tha t was p r ev ious ly  ves ted wi th the employee  ~ ldag

and B r i e f ,  19?° , A l d e r f e r,  19T’~7. Time and m o t i o n  s tud ies

were performed to discover and set down standards for exact

employee benavior. In essence, all employees were required

to perform the same job and ‘use the same techniques and pro-

cedures. Work was simplifi ed and standardized to conserve

t im e , money and energy  ~ Aldag  and Brief, 10~
Q ”. Ther ~ ar e

consequences t h a t  are i s scc i at ed  w i t h  work  s t a n dar d i za t ion

and s i m p l i f i c a t ion ~ olembiewski , L~~~~~~. These consequences

are summarized as f o l l o w s :

1) The worker loses control , as when paced by a mach ine
or assembly line .

2) The simplification of  work reduces the co~ sibilitv of
-

- the employee developing ~k~ li~ that can lead to his
advancement.

3) The simplifi cati on cf work i l u c  de~ erscnalizes work in
that skill content tends to be reduced and equalized ,
thus undermining the hierarchy of ok ii tna t • fo r
example , can c o n s t i t u te  a promo tlor~ ladder and can
give social  meaning to w or k .



~
) The simplification of work reduces the degree to which

the individual can meaningfully participate in organi-
zational affairs through his work .

5) The simplification of work often prevents the individual
from completing a task that is meaningful to him.

6) The routinization of work implies monotony .

7) The routinization of work often requires that the in-
dividual work alone , or at least, there are few positive
incentives for  individuals in separate organizationi
uni t s  to integrate their contributions into a continu-
ous smooth f low of work .

Along with the above consequences, there are negative

employee behavior consequences that are associated with work

that is made routine and mundane . The behavior consequences

are presented in Figure 3-1.

- - 

2



0
~~~) I U~~~~~ 0 4-’
~~Ca I ~~~~~~~~~~~~001 Q) W + ~~ 0..

~-~Ql W~~~~~Q 4-’
>‘~~4 ~~~~~~~~~~~c~~U) 0 0~~~. , 0
.0 0) W~~.,+)
W~~ Ca~~~~~~~~4-t

~ ON,.
0 “-~1
..-4 ~~

(~~~~
.

00 . .
-‘-I

--.1 0’.
-I N-

0
o -—

0) I 0 +.’
> 0 ) 1  ~

-
~~~0

4’ OI :~~
~~J ~~~~~~C,~4 tI) ~~~ 4.)

c$_4 0) 0 0
O tJ) Cl)

a)~~ )

ift
- 0 0

Cl)
,0

Q 0 —

Ca 0 - 0 )~~
~~~0 ‘~~~ > — I  ci)

~—4 -.-4 0 ) 0 ) 0
i#’  .-l --4 >~E.-~ 4-4 Q

•-~~~~ .,-4~~~4 ‘—4‘I-’ O I~~-4 4-’
(/) 0 

~~~~~~~~~~0 E~~~~~O
-‘-4 C/) .0
C/, C/)

L~J

L ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~



F- ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

As shown earlier , just because work is designed to be

efficient and productive for the employer, costs associated

with worker dissatisfaction , i.e., absenteeism , restrictive

output or high rates of turnover , may prove quite the oppo-

site. Increased study in the area of worker satisfaction and

productivity has led to techniques of job enlargement , job

enric hment , job redesign and job enrichment combined with

goal setting .

B. JOB ENLARGEMENT

Job enlargement is the horizontal expansion o~ job con-

tent to include a wide variety of tasks. This includes the

responsibility for checking the quality and adds discretion

in use of a particular method ~~ ilbridge , 1eo27 . The

specific elements of job enlargement are:

1) Increase the num ber of tasks .

2) Increase the variety of tasks.

3) Allow for self determination of work pace.

4) Increase responsibility for work quali ty.

5) Increase discretion over work methods .

6) Allow for completion of an entire work unit.

A l though the studies in job enlargement seemed to be

weak , positive results have been reported idag and Brief,

1 ~~

C .  JOB ENRIC HI~~NT

In the 19~O’ s, before the results of job enlargemen t had
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been completely studied, job enrichment was introduced . One

of the pioneers of job enrichment is Frederick Herzberg .

Dr. Herzberg studied the results of over two hundred engineers

and accountants responding from nine different companies .

These responda rt ts were asked to recall specific events that

had occurred and caused them to feel exceptionally “goode’ about

their jobs . They were also asked to recall those events that

resulted in negative feelings . Each individual was asked to

give as many anecdotal reports as he/she could ~~erzberg ,

Manusener and Snyderman , 1050 , Merzberg , 1°oo , Tannehill , 1QT~7.

Con tent analysis of the interviews generated two distinc t

areas that were independent of one another . Those that led

to job satisfaction wer e called motivation elements , and those

that lead to dissatisfaction were called hygiene factors .

The motivation and hygiene factors are listed below :

Motivation F~ ‘tors ~-{ygiene Factors

Achievement Company Policy and Administration
Recogni t ion Sup ervis ion
Work Itself Relationship with supervisor
Responsibility Work conditions
Advancement Salary
Growth Relationshi p with peers

Personal l i fe
R e l a t i o n s h i p  w i t h  subordinates
Status
S e c u r i ty

Hygiene fac tors are explained in more detail below:

CompanI- Policy and Administration. These areas include

polic y procedure involved in runnir~ an organization and

contain reactions to how the organization is managed,

45



_ _ _  

—- .— .- ~~~~~.- — - —--~ -~~~~-— -

possible problems in communication , inhibitions caused by

limiting policies or problems created by the absence of ap-

propriate policies and procedures . Problems in these areas

surface as the way that things are done and procedures for

getting things done .

Sup ervis ion.  Included in this catagory are the technical

compe tencies of the individual’s supervisor and the general

management style ot’ that immediate boss. Situations included

here are the supervisor ’s willingness to delegate responsi-

bility and his fairness when dealing with subordinates .

R elationship with Supervisor. This catagory includes

in terpersonal relationships , both on and off the job.

Work Conditions. These responses had to do with the

physical conditions on the job. including the availability

of, and the efficiency of tools , working space and physical

f a c i l i t i e s  that include ligh t , heat and ventilation.

Salary. This area inc ludes  compensa t ion  and the way in

which  pay is administered to the i n d i v i d u a l .

Relationship wi th Peers. Th i s  ca tagory  deals w i t h  the

events where the individual interacts with his fellow

workers . This may be strictly social or may take place

at work .

Personal Life. Relocation of family due to job require-

ments dominates this catagory , but other personal problems

caused by the job, such  as irritability, are also key

factors .



Relationship with Subordinates. This is another catagory

dealing with interpersonal relationships and is relevant to

situations where the individual felt dissatisfaction with his

interpersonal behavior with subordinates .

Status. Events related here were associated with status

symbols such as the dimensions of the desk , the type of

car driven , carpeting in the office and an expense account.

Security. The areas included in this catagory are the

perceived stability or instability of the organization , those

events related to seniority and those situations that maj

threaten the actual security of the job.

Motivators are related to job satisfaction . Below they

are dealt with in more detail.

Achievement. In this catagory individuals completed a

job , solved a problem , or in some way had experienced accom-

plishment. In these events an individual can see for himself

that he had accomplished something worthwhile and def ini t ive .

Recognition . In this area an individual received

specific recognition for his performance by another person .

Acknowledgemer~t of actual performance is a key factor here .

Work Itself. Th~ specific content of the job is the

essential ingredient in this catagory . Specific questions

asked here are whether or not the work is routine ; does it

have some intrinsic interest to the individual or is it

boring ; is it challenging enough to call for a creative

effort on the part of the job holder?
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Responsibility . The degree of autonomy of the work is

addressed in this section. The individual’s actual control

over how the job gets done is of strong significance and

leads to increased job satisfaction .

Advancement. This is the degree to which people have

upward mobility and a chance for  promotion.

Growth. This catagory included events related to oppor-

tunities people felt they had in their jobs for learning more

and increasing their skills and abilities further. This

also includes learning for potential  advancement in the

organization ~Tannehill, 197~7.

D. MOTIVATION HYGIENE TI-IEORY

The Herzberg theory of job satisfaction (motivation-

hygiene theory) states that certain factors surrounding the

job, called hygiene factors , if present in proper form , will

tend to eliminate dissatisfaction . But their presence will

not necessarily produce job satisfaction or motivation .

Other factors called motivators will , if present in

proper form , cause job satisfaction and/or motivation . The

maximum motivation at work will therefore occur when both

hygiene factors  and motivators are present in proper form in

the work situation ~~erzberg , Mausner and Snyderman , 1959,

Tannehill, 197~7.

In other words , the Herzberg view is that the fulfillment

of the motivator factors can lead -to positive satisfaction on
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the job , and the fulfillment of the hygiene factors can pre-

vent dissatisfaction but canno t contribute to p o s i t i v e  satis-

faction. Job satisfaction and dissatisfaction should not be

considered at opposite ends of the same continuum , but rather

as different fac tors ~McCormick and T i f f o n ,  1~~’~3T. T h e r e f or e

the opposite of s a t i s f a c t i o n  is no s a t i s f a c t i o n  where  as the

oppos ~~te of d i s sa t i s f a c t i on  is nc d i s s a ti s fac t i o n  ~~‘1hilsett

and W i n s l ow ,  10o~~~.

The s u p p o r t  of ~e rzb e r g ~ s two fac t or  t h e o r y  comes from

a umb er of st u d i e s  _M c C or m i c k  and T i f f o n ,  ~~~~~~ ~‘ne study

ca r r i ed  o u t  a t  Texas Ins t ruments  ~TI~ f o l l o w e d  the h~ rzberg

~r o c e d ur e s .  TI interviewed 2~2 s ubj e c t s  ~in c lu J in g  ~~~~

males~ in va r ious  o c cu p a t i o n a l  gr oups . A l t h o u gh  the  r es u l ts

were gene ra l ly  c o n s i s t en t  wi th wha t  would  be p r e d i c  ted f r o m

~e rzoerg ’ s t h e ory , t he re  wer e some d~ f fe r enoes  the s:occ

m ot i v a t o r  and hygiene  f a c t o r s  that were do m in an t  in the

s ron ses  of  individuals in the  d i f f e re n t  o c c u p a t i o n ~~ ~t r o u p s

Mey ers , p4 ’.

Or. the ot h e r  side of the coin, there have beer. numerous

studies that have been interpreted as not supporting the two

f a c t o r  t heo ry  ou se and Wigdor , 10cy~~ . In one s t u dy  over

500 people in six o c c u p a t ion a l  g roup s  de s c r i b e  b o t h  :orev ious -

ly s at l s f ~.- ing  and p r e v i o u s l y  d i s s a ti s f y in g  ob ex p er i e n c e s

by c h o o s i n g  among th i r t y  s ix  p r e s e l e c t e d ,  ana lyzed  and soa od

s t a t emen t s  presented to them on c ar ds .  Su ch  t a t eme n ts  were

worded b ot h  pos i t i ve ly  and n e g at iv e y so t h a t  t h e y  o~~u d  be
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used to describe either a satisfying or a dissatisfy ing job

event.

Responses to these statements were used in der iv ing

“scores ’s on each of twelve factors that corresponded essential-

ly with those of Herzberg . The scores reflected the importance

of eacn factor as related to each s i t u a t i o n  being d e s c r i b e d

~ unne tt e , Campbe l l  and :-~a ke i ,  l0~ 2 . he f i n d i n g s  e s s en t i a l l y

were tha t  c e r t a i n  hyg iene  fa ct o r s  were f o u n d  to onaracterize

b o th  sa~ i s f yin g  and d i s s a t i s f ying s i t u a t i o n s  J - o us e  and

W i g d c r ,  1Qc~~~.

Therefore , some m ct i v a tcr s  ~su ch as a c h i ev e m e n t , resPon-

s i b i l it y ,  r e c ogn i ti o n  :~nd advancement)  f r e q u en t l y were used

to c h a r a c t e r i z e  d i s s a t i s f ying s i t u a t i o n s  anc c e r t a i n  hyg iene

fac  z~ rs were ~sed tc d e s c r i b e  s a t i s f y i n g  s i t u a ti o n s  _:—cuse

and Wi gd or ,  ~c .  :t is as t h c u gn  tuere is a cr o s s - ov e r

e f f e c t  t h a t  is dependent upon the s i tu at i o n  that the indivii-

ual is reporting or describing .

In reviewing the literature or. job enrichment , the ocr.-

troversy about ~erzberg ’s two factor theory snculd not in-

hibit understanding of the basic compcr.er.ts of job satisfao tion

and d~ssat~sfacticn wh~ cn co mpose the total ot ~cb enr~.cnmertt .

The purpose of job enrichment is increased humanization

work and consequentl y hi gher  worker satisfaction, lower

personnel costs and improved performance.

ob enrichment, then, adds increased humanization in work

to enhance psychological grcwtr.. The worker is responsible
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f o r  the  t ot a l j o b  c y c l e  from p l a n n i n g  and organizing to re-

porting and evaluating the final results . Where job en-

largement expands the job horizontally, job enrichment adds

a vertical dimension to the job. See Figure 3-2.

JOB
ENR IC-~~~N T

PS o~ oL~G::AL

~ w SKILL Hi~~ SKILLVAR ETY VARIETY

F oure 3-2. Job  E n r i c h m e n t  and Job
E n l a r g e me n t  R e i a t i o n s n i p

Work redesic-n to increase worker satisfaction t h r o u gh

‘,vork h .umanization is the main thrust of job er.rionment

~e rz c e r c ,  ~~~~~~~~~~ ~ c rk  r edes i gn enhances  toe in d iv i d u a l ’ s

:e r scna l ~r o w t o  oeedg in t e rm s  of wn a t  he can learn , what he

ca n a c c o m ~~~iso , and o~ w ne can d e v e i o p  _he r zb e r g ,  1°~~

E .  :R:~o~cx J L

The ~er z b e r -  i r r r o a c h  to j ob  e nr i c h m e n t  in the  military

was b es t  tv~~i f i e d  by an ~r t : -.odo x j o b  en r i c h m e n t  ~~~~~ p r oj e c t

t o at  was c on d u c t e d  a t  ~-i i i 1  A i r  f o r ce  Base , i’gd er., ~tai~

~~ e rz ~ erg ,  R e f a l K o ,  :°‘7f . S i x t e e n  k e y  men were selected or.

t o e i r  m an a g e r i a  a b i l i ty  and r ec e i v e d  lOt’ c l a s s r o o m  h o u r s  on
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or t o o d o x  job enrichment. These managers continued to study

whi le  cn their job for an additional eigh t months before they

were considered proficient in job enrichment techniques.

These key men operate as internal consultants and coordina-

tors of O~E training in their respective divisions . Upon

completion of initial training , the 1~ key men selected 11

‘r~~jec t s . Each p r o j e c t  fo l l owed  a s imilar  pa t te rn  of

job .enrior .mer.t.

The f i r s t s t ep  in toe job enrichment process was the

f o r m u l a t i o r .  of the implementing and cocrdinatin~ committees.

The im p l e m e n t in g  c o m m i t t e e  is a group of fou r  to ei.zh t members ,

c o m p o s e d  of supe rv i so r s  of the  area to be en r i ch ed,  f i r s t

and second ieve . s u p e r v i s o r s , and spec ia lis t s  to :telp J e —

v e l o p  tOe strategy f~ r im p l e m en t a t i o n  of job  enrichment

pr in c i~~les . The c o or d i n a t i ng  c o m mit t e e  is of a simi lar size

and nc udes  m i d d l e  and urpor evel mar.agers over the areas

under  c on s i d e r a t i on .  The coo rd ina t ing  c o m m i t t e e  is charged

w i t h  remcvi r .g  o b s t ru c t i on s  to irnpiemer .tat ion .

The key ncr. d i rec t  the i m r l e me n t in g  c o m m i t t e e  in brain-

storming t econ i ques as a mean s to genera te  ideas f o r  implan t-

ir.g m c t i v a t o r s  i n to  the  jobs  cnder  e v a l u a ti o n .  Th i s  is the

green ligo t p r o c e S S .  :he green ligh t l i s t  is then  eva lua t ed .

Th i s  ocess is cal~Iei red li~~h t i o g .  If c e r t a i n  jobs  to be

en riched  o on t a n  too many hyg iene  prob lems then the  hyg iene

are to be f i x e d  b e f o r e  t ry in g, to ear ich the jobs  ~a:’alko ,

~~~~~~~~~~~~ (See a p p e n d i x  for C E  ~a n d b o c k . )
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The results of the I-till A ir Force Base CJE p r oj e c t  were

a savings of $1.7.5 million in two years. The cost of im-

p l emen ta t ion  was $500 , 000 of wh i ch  95~ was a one t ime cost

only .  The $1.75 mi l l ion  in savings was the resu l t  of ~m-

ployee reduced sick leave , lowor turnover , less overtime

and rework , and reduct ion in man hours and mater ia l

savings ~~ erzber g ,  19ó~~, ~er:berg and Rafalko , 1°~5,

R a f alk o , 1°T~.7.
The reported savings prompted a cverr.ment A c o c u n t

Ozf~ ce letter to Secretary Nhite, Assostant oecretarl

Defense  ( Manpowe r Reserve Af fa i r s  and Logis~~L c s )  wn ioh in

summary cautioned against accepting any claims of cost sav-

ings using job enrichment where there has not beer . a good

evalua t i o n  :ro~~ram .sing c ont r o l  groups. The comments made

in the  l e t t e r  were quali ta t ive in na tu re .  The quantitative

data used in e v a l u a t i n g  ~~s: sav ings  c la ims  were c o l l e c t e d

and r e p o r t e d  by the U n i t e d  Sta tes  Air  Force ~uditing A~ ency

a t  W r i g h t  Pa tt e r son  Ai r  F orce  Base. The ir f i n d i n g s , after

taking a sample  of ~r t o o d o x  j o b  en r i o nm en t  :r cj ec ts  across

the Air Forace, were that 2 3~ of  all claimed savings could

be substantiated , ~~~ were rejected and 3~~ 
coul d n ot be

su b s t a n t i a t e d .  The Or.i~ b e n e f i t s  c o n s i d e re d  were those

tra t were t r ang i ble  and measu reab ie .  The q u al it y  of work

life and worker satisfaction :laims were r.ct measured due

to t he i r  intangible  n a t u r e  / I loyd , 1°7~~~. The s a t i s f a c t i o n

mea sure r o~’ts collected by the e xp e r in en t c r  are p r e sen t ed

in the f o l l o w i n g  paragraphs .
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rho  o mp l oy o  es , of ’ who m ~~ were samp led • r’~ ~o r ted the

f o l l o w  in~ c h n ~~os in sat i sfac  t ion

Fac torn Increase  N o change Dec re;ls~
Recogn i tion ror ich i. t e v e m e n t  2C 75 3

Ach ievement  oo 2Q 3

W o r k  i t s e L f  c ’~’ 2° 2

~osponnil’i ii ty ‘:~ 1’~
Advanc ement 3 3

rtowth 71 27 C

Chan ~. e in s : t t i uf u c  t i o n  1°

Nhle ~— I. Results of hill A i r  F or c e  i~use  O r t h o d o x
J~ b E n r L c h l n e n  P r o j e c  t o n  Sa t i ~~t ’:ic t ton  L e v el s

: ‘ r ’ .~b er~ :, 1Qn ~~, p.  ~~

~‘ uo~hout the e nt i r e  Hi ll A i r  ~‘°rc ’ ihioe O 1 E  ~u - e j ’c  t,

t o o  mana~ emen t was inve Ived :uiJ 1~ n t it s so opo t- t . , uoi had

owner .~ship of’ all the phases c f ohatu’~o t h a t  wer e  t o  t ak e

~l L O t ’ R ,u ’a lk c  , lo ’”~ , .  I t  seems t ,hu t. :‘ ‘r an y  :;ot ’~’

ch: i n~te to Lu k e  p nice t h a t  anse  m o o t .  be Lj~~~e~i , r i o  i.:u t i o n

wide i rd managed f r o m  the t o p  for iocre: io ’d 055 :r in  .ui t i o r u ~ 1 e t ’ —

t o o  tiven~ss . \ p l t rm ’ ’d u’~ t~~vrr t ~o n or is ~~~t I ~~\ j oh

t t o t t  uses  t’, ’h , t v t o r:i.l so ~ ‘:o’~ kr w l ’ h . ~e as t o

hanc ’ must have  th s ins;red ien t f o r  ~; ‘ ‘oss  ‘9 u s o  , ~~~~~

F. :‘Aslc :1 ‘TR r Bu’rEs

~~~ i~1e nt i f 1 c :~ t i L ~r~ o f  t~isk a ttr’~ i’u t o o  hV A u t h u r
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and Paul Lawrence of Harvard tiriiversity represented a radical

departure from the job enrichment and job enlargement re-

search. Their hypothesis was that a specific set of task

attributes directly and indirectly influenc es t he a f f e c t i v e

and behavioral responses of the employee to the job ~Al dag

and Brief , 1Q79 , Turner and Lawrence, 196~7.

Using a previousl y designed classification system they

were able to identify specific sets of task attributes.

These sets were encompassed in two general groups , t he el-

ements of behavior and the elements of task. The elements

of behavior include activities - what people do on the job;

interrelations - contact be tween people for the  purpose of

physical or social exchange ; and menta l states - attitudes ,

feelings, awareness , cognition , etc . ~Aldag and Brief , 1OTQ7.

The two elements of task are identified as orescribed -

the part of the task behavior that is predetermined by the

defined role of tha t job In the organization; and discretion-

arv - that behavior that is at the descretior. of t he

irdi’~’ idua l  ~Aldag and Brief, ~~~~~

The task attributes that emerged were called Requisite

‘ask A t t r i b u t e s  (RTA) because they were viewe d as required

• by the intrinsic nature of the j o b .  Those a t t rib u t e s  are s

• L~ variety - the number of different activities toa~ can be

deve loped  by var ious  job  designs ; 2~ au t o r .cmy - toe am oun t

of discretion the worker is expected to have in c ar r y i ng

out ass i~ r.ed activ ities; 3~ requi red  in t e r a c t i o n  - toe
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amount of necessary interdependenc e in which direct face-to-

face communication is needed to perform the task properly ;

4) optional in terac t ion  - the amount of voluntary communica—

tion feasible given the technology (machinery , layout or

noise) employed; 5)  knowledge and skill required - the degree

of mental preparation or learning that can be presented as

essential in order to perform the job adequately ; and

6) responsibility - the unprogrammable but necessary level

of felt accountability required for task performance.

Six Associated Task Attributes (ATA) were also identified .

The ATA are task ident i ty, pay , working condit ions , level of

machinization and capital investment .

To test the theory , Turner and Lawrence measured 14.7 j obs

over a wide range of technologies , company sizes, community

sizes and regional setting . In addition , 470 job occupants

completed a job attitude survey which included measures of

job satisfaction and perceived task attributes. Their find-

ings indicated that perceived task attribute scores from the

job incumbants were positively related to the more objectively

• measured requisite task attribute scores and to levels o±

job satisfaction . The requisite task attribute scores were

also positively related to attendance ~~ ldag and Brief , 19727.

G. JOB REDESIGN

Additional work in the area of task attributes was done

by J. Richard :iackman and Edward Lawler III. They investi-

gated the task attributes ofi 1) variety ; 2) autonomy ;
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3) task identity ; 4) feedback; 5)  dealing with others ; and

o)  friendship opportunities. All o±~ these a t t r ibutes f low

directly from the work of Turner and Lawrence ~~ ldag and Brief ,

1979, Hackman and Lawler , 197g. Their study consisted of

administering a questionnaire to 208 individuals employed by

an eastern telephone company . The employees occupied thirteen

dif ferent jo bs ranging from d irec tory assistance operators to

central office repairmen. The general findings indicated

tha t  the greater the degree of variety , autonomy , task identi-

ty and feedback that employees perceived in their jobs , the

higher was employee m o t i v a t i o n ,  s a t i s f a c t i o n, performance and

attendance. It was foun d that the fac tors  of wor king wi th

other people and oppor tuni t ies  for fr ien dshi ps wer e unrelated

to emp loyee mot ivat ion  and per formance ~~ idag and Brief, 1979,

p. ~ 7.
Approximately four  years la ter J . Richar d Hackman and

Greg Didham developed a strategy for job redesign. This was

based on th ree years of collaborative wor k and desi gned as a

set of tools f or diagnosing exis ting jobs and se tting down

guidelines for translating the diagnostic results into speci-

fic action steps for change ~~ackman and Oldham , 1972. The

basic desire for action was to get people involved in their

work .

In Fi gure 3-3 the Hackman-Cldham model is presented with

implementing concepts . The implementing concepts will be

discussed later. The core job dimensions that led to the
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cr i t i ca l  psychological states are explained in further

detail  below *

Skill variety. The degree to which a job requires the

worker to perform activities that challenge his skills and

abilities. The job appeals ‘to the “whole” person when

more skills are involved.

Task identity . The degree to whic h the job requires

completion of a whole and identifiable piece of work ; doing

a job from beginning to end wi th a visible outcome .

Task significance. The degree to which the job has a

substantial and p~rceivable impac t on the lives of other

people , whether in the immed iate ~rganization or the world

at large.

Autonomy. The degree to which the job gives the worker

free dom , independence and discretion in scheduling work and

determining how he will carry it out. The individual re-

sponsible  f o r  success and f a i l ur e  of work .

Feedback. This is the degree to which a worker, in

carrying out  the job, gets information about the effective-

ness of his efforts ~~ackman and Cidham , 197g.

Growth need s trength  is a mo derator in the mode l .  I t is

hypotoesized tha t people high in g rowth  need strength tend to

respond mcre readily to job redesi gn than those w ith littLe

or no growth need strength. 

. ..-~• ~~~~~~~~~~~~~~~~~~~~ - • -•
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H. JOB DIAGNOSTI C SURVEY

To implement job enrichment in the Hackman/Oldham style ,

a job diagnostic survey (JDS) must first be given to the em-

ployees on the job to be enriched. The JDS , as developed by

Hackman and his associates , measures~ 1) the overall leve l

of motivation and satisfaction of employees on the focal job;

2) the overall motivating potential of the job and if the

job is realistically open to improvement; 3) the readiness of

employees for change . It also identifies what areas of the

core job dimensions that are specifically in need of improve-

ment ~~ackman and Oldham , i97~7. A copy of a typical  J S  is

enclosed in the Appendix . The job  diagnostic survey pro-

duces a motivating potential score (~PS) based on the formula

in Figure 3-4. The ~~S is a single summary index of the

degree to which the objective characteristics of the job wiii

prompt  high internal  work motivators ~~ackman and Cliham , 1°~~~
’.
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In using the ~~ S as an index , studies have shown that

people who have jobs that are high in the core job dimensions

also have scores that are high on the MPS index . The reverse

is true for those jobs that are low on core job dimensions .

The five itnplementary concepts are s 1) forming natural

work units ; 2) combining tasks ; 3) establishing client rela-

t io nships ; 
~~~ vertical loading ; 5) open feedback channels .

These implementar y concepts  are described in greater detail

below :

Forming natural work units. To form natural units of

work, elements o± the task are distributed in a logical way.

The employee does not have a piece of the produc t, as in an

assembly line . Instead he has a whole identifiable body of

work that gives a sense of ownership upon completion .

Combining tasks. Existing and fractionalized tasks should

be put toge ther to form new and larger modules of work to

increase skill variety and task identity .

Establish client relationshirs . There are three Steps in

establishing client relationships . They are 1~ identify the

client; 2) insuring the most direct contact possible between

client and worker ; 3) the client must be willing and able to

jud ge the ~uality of tOe product services he receives.

Vertioai loading . Ver t ica l  loading gives the job holder

oreater discretion in completing the assigned work unit. To

increase ver t ical  loading the  employ ee  is give n greater  dis-

cretion in planning and controlling work , evaluating and

reporting the results.
62



~pen feedback channels. Feedback channels must be open

to help the worker learn about his performance either directly

from the work by completion of a job, or by the client-re-

lated feedback. The job provides more immediate and private

feedback than client/supervisor-related feedback LRackman

and Cldham, 197g.

In Figure 3-3 the implementiry concepts and the effect

on the core job dimensions are depi cted.

Will the :~ackman-cldham job enrichment model work in

every circumstance? It depends in part on the psychological

needs of people and whether or not the job may be modified.

Figure 3-5 depicts the moderating effect of employee growth

need strength upon the influenc e of the core job dimensions .

As was stated previous ly, the higher tne growth need, as

measured by the job diagnostic survey, the greater chance

of s i g n i f i c a n t ly p o s it i v e  results when undertaking a job

enrichment projec t osing the :~ackman-cldham mo del.
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I. JCB ENRIC~~~NT AND G OA L SETT ING

it has been hypothesized in the previous literature

~ Hackman , 1975, Herzberg , 196~7 that increased worker satis-

fac t ion led to increased quali ty of performance , internal

motivation and low absenteeism and turnover . These in turn

increased profits or savings but evidence of increased pro-

d o c t iv i ty  seems to be lacking .

The addi t ion of goal se t t ing  theory to job enr ichment

would , it is hypo thesized, increase satisfaction and pro-

d u c t i vi t y  ~~ msto t ,  Mi tche l l  and Bell, in press ,  Tj mstot and

Ro senbach, 19~~7. Denis D . Umst ot  and William E .  Rosenbach

tes ted the hypothesis  that job  enrichment is related to goal

setting . Umstct and Rosenbach used a combination of the

~ackman and :~erzberg job enrichmen t techniques and E.A. Locke ’s

go al set t ing  tneory .  :~ack man ’ s model has previousl y been pre-

sented. Locke ’ s goal setting theory states: 1) specific

goals result in greater output than a general goal like

“do your best” ; 2) a difficult goal results in greater output

than an easy goal ; and 3) goals serve to moderate performance

only if they are accepted LLocke 1968 , tlms t ot ,  Mi tchel l  and

Bell, in pres~7.

Further , where job design refers to the deliberate purpose-

ful planning of the job, including all of its structural and

social aspects , goal setting is the process of developing and

formalizing targets or objectives that an employee is respon-

sible for accomplishing ~Thnstot , ~1i t c h el l , and Bell , in pres~7.



— - -w _ — ~~~~~~~ 
- --— —

The effect of goals on a job are s

1) They provide direction for all work activities.

2) They create a sense of challenge that enhances the sig-

nificance and meaning of a job.

3~ 
They facili tate increased feedback from the job.

4~ They enable the manager to give the employee more free-

dom to get the job done .

5) They allow a closer match between toe lulividual and the

organiza toona l goals . Toals further enhance role clarity for

toe job nolder ~~mstot , ~~~~~~

ynstot, Bell and Mitchell developed a two-phase research

projec t to investigate the effeot o-f job enrichment and coal

setting on employee producti ’iitv arid satisfaction in a well—

c on t r o l l e d ,  simulated job environment. The first phase con-

.sisted of twc conditions of goal setting ,assigned gori s vs.

no goals) arid two :ondi tions o job enr:ohmen: (enroohed vs.

.nenriched’ - The results indicated that job enricnmeot had

a subs tan t i a l  im p a c t  or. j ob  satisfootion but  little effect

or ’. : :r o d o o t i v i t y .  In. c o n t r a s t  goal s e t t in g  ~ad a major impac t

on productivity arid a less substantial i:i:pact on satisfaction .

In tne second phase of the  e x o e r im e o t ,  those that were in

toe  unenriched jobs worked under en r i ched  c o n d i t i o n s  and t ros e

that rreviously had no goals were assi.cned goals . The r e~~ul  ts

were the same as wit:’. the first rhase of the experiernerit

mstc: and ~senbacr , 1’~~O .

60

• ~~~~~~~~~~ 
•-



!T! “ 
-

Due to the resuit s  of the Um stot , ~e i l  and ~i i tche l l
• exper im ent  there seems to be conclusive evidence that goal

s e t t i ng  and job enrichment can be combined wi thout  creat ing

any adverse effects . A further explanation of how goal

s et t i n g  interacts  wi th  j ob  characterist ics  is given in

Ta b le 3-2. I t  shou ld  be noted tha t  in almost all cases the

job attributes are ennanoed .

Job Characteristics Predicted Effect of Task Coals
or. the Job Charac te r i s t i c s

Skill variety No change

Task identity Enhance

Task significance Enhance

Au tonomy noance if participation used

Feeobaok on the job Enhanc e

~cle c lar i ty  Ennar.ce

Challenge Enhance

Individual and organizational Enhance
goal congruen c e

Table 3-2. The Tht eract ior~ of Goal Se t t i ng
with Job Characteristics
Cmsto :, Mitchell and Bell, in press~

~
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A final note should be interjected in regards to goal

setting in the work environment. According to results of

s tudies  of a West Coast u t i l i t y  p r o j e c t  by R . M .  Steers , the

individual differences of needs for achievement, affiliation

and autonomy moderate  the goal usage process. If an individ-

ual’s need for achievement is high the individual will react

adversely to goal setting but conversely i f  his affiliation

need is low he will reac t favorably to goal setting. A

• high ly a ut o n om o u s  i n d i v i d u a l  wi l l  reac t f avo rab ly  to goal

setting provided that the means to accomplish the goal are

under  tI’e ind iv idua l ’ s con t ro l .  The reverse is also true for

those individuals wi th a low need for autonomy ~~ teers , 1~ T5,

Steers , 19Th , Umstot, Mi tchell and B e l l ,  in presa7 .

K.  JOB ENR IC~~~~NT AND ThE Ph YSICAL CE TTIN G

In his a r t i c l e  “Jo b Enrichment Lessons from A . T . & T . ”

Jord , 19 Rober t M. Ford describes a job enrichment tech-

nique to bolster employee motivation in white and bl ue collar

jobs . Ford visualizes going beyond high-level concepts as

“ self actualization ,” “ need for achievement” and “ t o yc h olog -

ical growth .” t-te favors a strategy that can be broken do~~

into three aspects -of improving work through systematic

changes in~ I ) the modules of work ; 2) control of  th~ m o d u l e s ;

and 3) the f eedba ck  signaling whether s o m e t h i n g  has beer

ac ~omp l is h ed.

1
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The module of work refers to a complete set of work . In

the control of the module , the supervisor turns over more and

more responsibility as the worker gains in experience and

ability . Feedback signaling gives the employee direct

knowledge of the results as the job is accomplished ~~ord ,

19 7~7.
According to Ford to improve or er.rich an already exist-

ing job , the parts must f i rst  be rearranged. Prework , such

as planning , and later work stages , such as reporting and

evaluating , are put back into the job. Responsibility for

the work module is obtained from upper echelons . Work that

does not belong in the work module after rearrangement is

pushed down to other job classifications or automated. See

Figure 3-8.

Pull Down Responsibility
From Above

____ 

..L.

Pull “Preworic” To Improve this Job Pull Later
into the job ~ Rearrange the Present~~~~work stagesParts back into job

4

Push Work on D own to Lower
Job Classifications or

Auto mate Compl e te l y

Figure 3-8. A.T.&T .’ s Steps in Improving the Job.
cord , 1973, p. io~7
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A.T.&T. has established that job enrichment works to

their satisfaction. Now they are studying wadis to enrich

a number of jobs by a techni que called “ nesting . ” ~~ ord ,  io ’~ 7.
Nes ting essentially changes the physical location of a

number of related jobs in a given office space to provide

co mplete work modules , and easily iden t i f i ab le  work groups

which are involved in getting a specific task or a typical

days work completed . Nesting can be shown by a typical

o f f i c e  f loo r plan . An example is given in Figure 3-9 b e i c w .

Uni t  “A” T T Uni t  “B”
Manager f Typing Pool Manager

P T

Unit “A” Unit “B”

3oss 3oss Boss Boss

E E E E E E

E E E E E E

Figure 3-9. Plan “A” - Typical Ci’fice Floor Plan
Without Nesting

By this oversimplified depiction , it can be seer. ~h a t  a

typical organizational hierarchy exists . Indirect oh a n n el s

of communica t ion  and a lack of identity with the existing

work of each unit is prevalent. Further it should be nc~ ed

73
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that the typists (T) are secluded from the identifiable work

group. There is quite a contrast between “A” and “B” (Fig-

ure 3-10.).

Unit “A” Unit “A”
Manager

E E
T T

E

Unit “B”
Manager

Unit “B”

E E
T T

B E B

BO ~ S

Figure 3-10. Plan “B” - Office Plan
Wi th Nesting

Plan “3” floor plan shows typists (T” that can be identi-

fied in working with a specific unit. They became familiar

with work and essentially became par t of that specific unit.

They share in. the feedback and the p roduc t iv i ty  of their re-

spective units . Again, this is an over simplification of the

nesting procedure described by Ford , but it reflects the

main ingredients . With this technique it is possible to en-

rich many jobs at the same time .
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L. SUMMAR Y AND I?~~LICATION FOR THE NAVY

In summary, the previous discussion has highlighted the

dymanic variables related to job satisfaction. The three

general areas defined were : 1) the characteristics of in-

dividual work motivation ; 2) the nature of the job; and

3) the management of work . The specific variables for each

general catagory are :

A) The characteristics of individual work motivation

1) The employee ’s need satisfaction.
2) The development of work outcomes .
3) The expectancy, valence and instrumentality of

the worker .
Li.) The effor t-performance relationship of the worker
5) Identifying the moderators of the motivation

to perform .
6) Role perceptions and their relat ionship to the

organization’ s expectations .
7) The performance of an individual in an organization .

3) The nature of the job

1) The e f fec t  increased work s impl i f ica t ion  has on
worker behavior.

2) An increase in skill variety by enlargement of
the task hor izonta l ly .

3) The increase of psychological growth on the job
through job enrichment.

4’-) The identification of the attributes that make up
a task and their relat ionship to worker sa t i s fac t ion
and motivation to perform .

5) The moderating effects of growth need strength .

C) The management of work

1) The addition of goals ‘to existing jobs and the i r
effect on productivity and satisfaction.

2) The rearranging of existing parts of a job in t o a
more meaningful whole.

3) The rearranging of physical office or work space
to provide natural working groups .

75
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All of these variables can be used in existing Navy

organizations when managers interac t with subordinates during

the daily routine of work . Using the expertise that has

been developed by noted theorists , small initial job en-

richment projects may be developed by Navy managers to

enhance the productivity and worker satisfaction within

their particular spheres of influence.
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IV. ORGANIZATIONAL C:~ANGE STRATEGY PR OPOSA L

A. AW JOB DESCRIPTION

In viewing the “job” of the individual Antisubmarine

Warfare operator , it must be realized that it is , in reality,

two jobs. These jobs can be described as; 1) the antisub-

marine warfare flying job that consists of the search for sub-

marines by use of acoustic and nonacoustic sensor equipment,

and 2) the collateral duty job which consists 0±’ all other

du ties necessary to help the squadron function or. a day to

day basi s.

The flying job is considered a crew function . The A~ is

an integral part of a team of eleven. to th i r teen o t r ,er  in-

dividuals that process electronic data when patrolling the

oc ean in search of su bmarines and other  sh ips of interes t .

It is the AW ’s job to interpret these data .

From the survey that was described in the problem state-

ment (see p. 22 of this thesis) it was learned that anti-

submarine warfare cperatior.al flights are the most satisfying

part of the AW’s job. Searching for and finding submarines

has much of the enrichment necessary to sustain the critical

psycholog ical states of experiencing responsibility, meaning-

f u ln ess and kn owle dge of actu al wcrk ou t come s.

According to the responses received to the surve~,’ question ,

“What is most iessatisfying about your jcb’~” , the  pro~ iem area

is in the second part of the .~W ’s job. This part r~ quires
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the AW to be used as a ‘manpower poo i,” i.e. , to wash aircraft,

clean the hangar , and f l y as an observer on pilot training

flights and also includes his collateral duties of maintaining

the AW shop records and training documentation.

It is important to identify all the functions in the AW

job. Not realizing it has two distinct parts could prove to

be fatal in a job redesign project.

B. FORCE FIE LD ANA LYSIS

As depicted in Figure Li -— i , a force field analysis [Lewin,

195 ,~.7 could be used to si gn i fy  how a meani ngful change can

take place. To increase satisfaction level, the pro jec t

could recommend more submarine (VPSS ) or out of area (OOA)

flights . This may not be possible due to scheduling or other

constraints , i.e., aircraft , fuel , submarines , etc . but it

woul d give the AW less time on the ground to be used as a

“manpower pool” and increase the port ion of the jo b that is

most satisfying . From the squadron ’s viewpoint , however ,

certain routine jobs must be completed. With the entire

work force focused on VPSS or OOA flights there is l i t t le

time for the chores necessary in the daily routine .

Another way to attack the problem would be to reduce dis-

satisfaction through job enrichment. Th is idea would not be

dependent upon aircraft, fuel or submarines, but instead woul d

be dependent upon the people resources tha t are available to

the squadrons arid staff of Commander Patrol Wings Pacific

(COMP ATWINGSPAC ) at the present time .
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sible fo r accomplishing LUmst ot .  ) l i tchell , and Bell , in pres~/.

cçises ~anagenent  ~ VPSS/OOA Flights

Job II Manpower Foci
Job Well Do ne Job I

P i lo t  Training Fli ghts  ~
Rep itit iou s Train :no rew Belongingr.ess

irection of
moveme n t

SATISFACTI N 
~

-‘ DISSA2I3F,-’~CTICN

Figure  -+ -1. Force Field Analysis of AW Job 3

The F r o p o s e d  nange  S t r a t e g y  — he change strategy that

is proposed f o r  . M o f f e t t  F i e ld  is g iven  in F igure  ~4~— 2 .  A

more detai explanation of the par:s of the strategy is

- ~‘zided below.

C .  I~~ N T I F I C A T I O N  A N~~~ FCR A 3E~AV OR OF INTEF’J .NTICN

This is tne  oeg inn in g  of tne cha nge s t r a t egy . Ident i f i -

c a t i on  of the neco f o r  a b enavicra l  inte rven t ion  may ‘Ce

accomplished by reviewong records on turnover, individual

p e r f o r m a n c e ,  a b s e n t e e i s m  and squadron  operat iona l e f f i c i e n c ’ ,’ .
,cw r~ c en t i on  in a p ar t i cu l a r  rate . such as the ,A~

’ rate or

low scores in sq .adrcn efficiency may indicate ow satisfaction

3The subjects Presente i in the force field an.al~,’sis were taken
f rom the .~~~~~ R e t e n t ion  su r v ey  anc i’~dividuai AW interviews ,
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levels within a particular squadron. Other means of identi-

fication would be to give surveys to check the job satisfac-

tion levels of those involved in a particular job or rate

wi th in  the squadron.  Hackman and Lawler proposed using a

job diagnostic survey (JDS ) to find out if a job can be en-

ric h ed . They also use the JDS to id en t i fy  the portions of

the j o b  that  could be targets  for  enr ichm ent .

An important  moderat ing variable in the Hackman-Oldham

model of job enrichment is growth need strength . The survey

given should include , as the job  diagnostic survey does ,

questions that measure the employee ’ s need for growth . The

employee ’ s need for  growth may be def ined as the employee ’ s

desire for  self ac tualization through his exercis ing inde-

pendent thought and action while on the job L’~ennis ,  Benne

and Thin, 196,~7. :~igh growth need strength scores could in-

dicate that a job enrichment project would be successful in

increasing the level of job satisfaction. Low growth need

strengtn scores could indicate that a job enrichment project

would have no impact on job satisfaction.

In any case, surveys and interviews should be conducted

• to help the change agent gather data to determine the satis—

f ac t ion  level of the individuals in the organization ’ s jobs .

The survey could be of any type desi gned to measure the satis-

fac tion level of those in the organizat ion tha t may ‘ce the

focal point of the job enrichment project.
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I d e n t i f i c a t i o n  of a Need fo r  a Behavioral  In te rvent ion

Selection of a Program Leader

~1~Selection of a Key Organizational Person (KOP )

Determination of the Initial Feasibility of a Job Redesign

Creat ion  of an Of f i ce r -En l i s t ed  Job Redesign Task Force

Iden t i f i ca t ion  of A c t i v i t i e s  Compris ing  the Job

1~Identification of Job Activities Task Attribute Linkages

Spec i f i ca t ion  of a Spec i f ic  Job Redesign Intervention

1~Evaluat ion of the Proposed Intervent ion

Figure Li.~ 2 . A Proposed Job Redesi gn Strategy in the AW Rate
adop ted from Aidag and Br i e f ,  1979 , A l de r f e r ,

1972 , p. 7~7
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Squadron efficiency records absenteeism or turnover, and

as in the case of A~(’ s, reenlistment records, should be kept

and reviewed from the onset for later evaluation of the job

enrichment project.

D. SELECTION OF A PROGRAM LEADER AND KEY ORGANIZATIONAL PERSON

T he se lect ion of a proper leader is extremely important in a

job enrichment pro ject ~~use, 1979. The individual should

have a broad knowledge and experience in the behavioral sci-

ences, including motivational theory , as well as excellent

kncwledge of installing job enrichment programs . In most

cases, organizations do not have in-house personnel to use

an d outsi de consultants may have to be called LHuse ,  1979.

The progr am leader would run the p r o j e c t , but would have

help  f rom a key organizat ional  person . This  individual  would

be someone who is familiar with the operation of the squadron

at 24offett Field and would act as an interpreter to help  w i t h

comxnur ,,jcation f lows between the consul tant  and f lag , s t a f f  and

squadron personnel. Flag, staff and squadron personnel are

def ined  in th is  case as: Rear Admiral 0 . 0 .  Prindle , CC~~~AT-

WINGSFAC (flag); CO~~ ATWINGSPAC personnel (flag staff); in-

div idua l  squadron ’ s commanding and execut ive  o f f i c e r s  and all

officer and enlisted personnel who work for them (squadron

personnel) . A background in behavioral science would be

essential , as well as a Navy background . A suitably quali-

f i e d  indiv idual  to f i l l  the pos i t ion  of key organizat ional

per scn  might  be found at the Navy Postgraduate School in
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the Human Resources  Management  c u r r i c u l u m,  or at HRM centers

or detachments .

E. • DETERMINATION OF THE INITIAL FEASIBILITY OF JOB REDESIGN

Even though the survey results in the Appendix indicate

A~ job dissatisfaction and the potential for the use of a

job enrichment project , there are o t h e r  f ac tors  to c o n s i d e r .

Certain critical questions should be answered to the satis-

faction of the change agent (consultant) and the client

alike. These questions are s

1) Have we diagnosed all of the problems in the work
s ;s tems?

2) Are the  managers involved ready to deal with the prob-
lems that are encountered  when a major change takes
place in an organization?

3) Is there a firm and complete commitment from top
management? hackman , ~~~~

If these iuestions are answered in th~ at’firmativ~ and

the results of the surveys and interviews indicate that a

job enrichment project is needed, then the project would

seem f e a s i b l e .

F.  C R E A T I O N  OF A LABOR MANAGE1~~NT FET E SI GN TASK FORCE

In an:.’ char.ge effort, the main ingredient for a success-

~l project is the degree to which the management and the

labo r force support and change efforts . If comm i tm e n t  to

the pro jeot is only superficial the  results will be iess

than desired.
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A t  the  squadron level - In the AW rate job e n r i c h e m e n t

project, it will be esseo.tial to have the AW ’s , the branch

and division officers , branch and division chiefs , department

heath., executive officers and commanding officers all in-

volved . Their commitment to the change effort will give

support, accelerating implementation, and lend credabilitv

to the project. The management areas given above will be

:‘ormed into a squadron job enr i chmen t  task for c e .

At the CCMFATWINGSPAC staff level the .AW training office

s h o u l d  be invo lved  in s e t t i n g  up training r e q u i r e m e n t s  t h a t

w o u l d  be necessary fo r  the AW ’ s and in g a t n e r in ~ r e t e n t ion

data for the project evaluation..

0 .  I:ENTIFICATION OF ACTIVITIES CO~~ R I SING THE J03 AND
LINKAGES TO TASK ATTRIBUTES

Once the task forces nave been identified , tue change

au~ nt wi~ l ~et cut ~o tientu~ all o.t the actlv:toes that

make up the job of the AW. These rarts would be evaluated

as tc t he i r  a b i l i t y  to increase satisfaetion , or to ~ecrease

Jisottisfaction. The j o b  ;:arts would be further anai’,’zed as

to whe the r  or not  they cou ld  be linked with the task attri-

b u t e s  of skill variety, task i de n t i t y , task s ig n i f i c a n c e ,

au t o n o m y  and f e e d b a c k  by the use o f a ob diagnostio ourvey

or by interviews .
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H. SPECIFICATION OF A JOB REDESIGN INTERVENTION

In approaching the proposed job enrichment project, it

is important to outline a strategy for implementation and

key areas for focus. At Moffet’t Field the consultant or

change agent and his key organization person should approach

the intervent ion from three levels . These levels are : 1) the

flag level; 2) the staff level; and 3) the squadron level,

The main reason for this approach would be to : 1~ in-

volve all of upper and middle management and thereby increase

project ownership at each level; 2) to increase credibility

of the project in the eyes of the squadrons who are the tar-

get for the change effort by the interest generated from the

Admiral and his staff ; 3) to provide a means of communication

to all levels about what the project is, what it intends to

accomplish  and what involvement  or support  is needed from

each level; and L~) to insure that ultimate control of the

project still lies in the hands of upper managemen t .

At the flag level , the consultant would act as an advisor

to the  Oomrnar ,der of Pat rol  Wings Pacific on the job enri chment

p r o j e c t,  In the absence of the consultant the key organiza-

tional person would be responsible for c larifying specific

stages of the job enrichmen t pro jec t . Therefore any questio ns

tuat are generated could be answered completel y and promptly

and most  of all , c o r r e c t l y . Keeping top management well in-

formed will be vital to the project’ s success.
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At the staff level , the consultant and the key organiza-

tional person would set up plans for the job enrichment inter-

vention. They , along with the AW training personnel, would

analyze the AW rate by gathering data on dissatisfaction

levels and report on problems and possible solutions .

Group problem solving sessions would be scheduled wi th

the  consul tant  and the AW ’ s. These sessions would be used

to get the individual AW ’s ideas on ways to solve problems

within the rate and specifically problems they perceive at

• M o f f e tt  F i e l d .  Examples of pro blems that could be solved

would be advancemen t and career paths and shortages of man-

power in the AW rate . Potential solutions would be reported

back to the staff.

Training of squadron and staff personnel in the job en-

ri chmen t techniques would be provided by the consultant,

and the key organizational person. Onc e initial training

had been accomplished , ongoing consulting services would be

provided as the project developed. Feedback from t he  con -

sultant and the squadron to the staff would be increased

by regular progress reports . These reports would be used to

keep all informed of the project’ s well being and could help

address areas of concern where Jiroct intervention by the

c o n s u l t a n t  may be necessary . As the  p r o j e c t  p rogresses ,

r e f r e s h e r  or reeducation training would be scheduled .

Fi gure 
~— 3 illustrates activities and fu n c t i o ns  a t  the  f lag

and staff level diagrams .

So
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I

COMPATWINGSPAC

SLF Key Organizational
/ Person
/ I

AW Training Off ice” ‘Brief ‘ Advise

‘Progress ‘Ongoing

AW Training Chief Report Consulting

‘Training ‘Planning ‘Coordinating

‘Training on ‘Career Path ‘Group Problem
Job Development Solving
Enrichment

‘HRMD Management
‘Reeducation and Leadership
Program C lasses

Figure L~._3, Consultant , Flag and Staff Interactions

In summary the consultant or key organizational person

would be on hand to brief and advise on the effect that the

job enrichment project is having on the organization. He

also would conduct training in job enrichment,  faci l i ta te

group problem solving and help plan and coordinate the im-

plementation of the job enrichment pro ject at the squadron

level.

Job enrichment at the squadron level - Sinc e squadrons

deploy overseas once every year and a half , those squadrons

ident if ied for job enrichment would start the p ro j ec t  on their

87 



-~ - ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

return . Prior to returning however , the consultan t and key

organizational person should visit with and brief the squadron ’s

commanding officer and executive officer. During this visit

detailed outlines on what is to take place over the next few

months would be presented. Further , those individuals that

would be needed as implementors and coordinators  could be

identified and briefed. The purpose of the pre-visit is to

obtain squadron top management support.

After  the squadron returns to Moffett Field, a pretest

or job diagnostic survey should be administered and inter-

views held , Education of the AW’ s, branch officers and

division chiefs on job enrichment concepts would begin. The

subjects covered would be motivation hygiene theory , the

Hackman-Oldham job enrichment model , implementing concepts ,

job enrichment and goal setting and nesting . The department

heads, division officers and division chiefs would he in-

structed in the same concepts but frorr a coordinating group

viewpoint. In each of these management education classes on

job enrichment theory the consultant , or the key organization

person would be in charge .

The AW branch officer and branch chief along with the

first class petty officers would become the implementing

group. Once they finish their job enrichment training the

implementing group would ‘brainstorm ” the focal job to identi-

fy the  mot iva tors , They would then develop imp i e m e nt a t i on

• 
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s trategies to enhance the job motivators . This session is

commonly referred to as the “greenlight” session ~~afalko ,

i972.
The implementor ’s main task is to come up with ideas for

providing the AW wi th more recognit ion,  responsibil i ty,

growth and achievement and by doing so point out areas that

may increase the level of satisfaction in that job. The

only ground rules would be that no ideas are unacceptable

and all ideas are recorded .

Once the implementing group has run out of ideas , the

areas of concern should be placed in catagories of 1) main-

tenance items - job context factors (social , economic,

physical); 2) road block items - constraints and limitations

to a job (rules and regulations) ; 3) growth items - the ideas

or tasks that require new learning and additional challenges

by the AW in order to perform adequately ; Li.) recognit icn  items

feedback that permits the employee to evaluate the results

of his work and to determine corrective action withou t being

overly dependent on supervising value judgeinent; 5)  respon-

sibility items - either vertical loading (assigning higher

level responsibi l i t ies)  or horizontal loading (extending the

work process from either direction) in making a whole job;

6) module items - a natural unit of work that gives the em-

ployee a whole job or complete responsibility for a task

(rearranging the job so that the individual performs the

planning , doing and evaluating of the job) . Until the group
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gets into the swing of the operation the consultant may be

needed to help facilitate the operation.

In the session called the evaluation, or “red light ses-

sion,” the implementing group discusses all of the ideas

and labels them as either good or excellent. For those items

deemed excellent, the group will develop implementation

s trategies .  If the change cannot be handled a t  the AW shop

level, then the idea and its implementation will go to the

coordination group .

The coordinating group should be composed of upperar.d

middle level managers in. the organization. One of the main.

purposes for  having a coord ina t ing  committee or group at the

f lag and s taff  level is to iden t i fy  the squadrons that are

to be the first to use job enriohemnt . Squadrons selection

should be lore with great care and with the aid of the con-

su l t ant .  Improper se lec t ion  may cause fa i lure  of the pro-

j e c t .  An example of this would be a squadron that  would be

selec ted wit hout  complete  commi tment or wi thout  m y  commit-

men t from the selected squadron ’s commanding officer.

At the squadron level the coordinating group wculd con-

sis t  of the execut ive  o ff i c e r ,  the depar tment  head , the

d iv i s ion  o f f i ce r  and the d iv i s ion  chief of the  ra te  that  is

to be en r i ched .  In the squadron,  the purpose of the coord in -

a t i n g  group would be to serve as a r ev i ew  bc~ rd f o r  the

squadron on projects recommended by the implementation group

~Herzberg and Rafalko , l9Tf. The coordinating group wo uld



also have approval power over imp lemen ta t ion  p r o j e c t s . If

a certain project is disapproved , immediate , constructive

and honest feedback would be given to the implementation

group as to why the projec t  cannot be approved .

It shouid be noted however , that i t  would be the duty of

the coordinating committee to try to enhance the project’ s

p r o b a b i l i t y  of success by reducing any roadbli~cks that may

stand in the way of implementation. After the “red light’

session, feedback would be obtained from the coordinating

er-cup, the projects that are approved would he implemented.

The implementa t ion  group would be in contact with tue

consultant throughout the project development as would be

the coordination group. After a certain length of time , may -

be a :ncnth or two , the consultant or his assistant develop

a progress report for CO~~ATWINGSPAC , nis staff and squadron

co anders or. what has been. accomplished and what perceived

cuan~ es nave taken place. Any changes or adjustments to the

existing p r o j e c t  would then  be brought out for review.

¼ A dIagram of a squadron job enrichment project is provid ed

in Figure 
~
i.-
~~

.)

The final stage of the job enrichment process tna t is

reilly ongoing is the  followup meeting . This is where the

im plementa t~ on gr oup  again. meets in a green light session.

More areas are iden.tified and t h e  pr ocess  begin s again.
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Figure ~~~~~~~~~~ A Diagram of a Proposed Squadron Job
Enrichment Project
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It  should be noted that the u l t imate  author i ty  over all

phases of tne job enrichment project within a squadron rest

with the squadron commanding officer . The consultant , co-

ordinating and implementing groups advise him as to the

phases of the project and any cha nge strateg ies that  would

be developed.

I .  EVALUATION OF Ti-~ PROPOSED INT ERVENTION

An evaluation 0±’ the job redesign project is the measure

of success it obtained in achieving the goals it identified

at the onset. In the case of the AW , it would be increased

retention and increased job satisfaction. The best way to

verify if we are successful is to review the AW retention

figures in the squadrons over time and see if any change can

be ident i f ied be tween the enriched and the unenr iched

squadrons .

After six to ei ght months a Jo b Diagnost ic Survey is given

or other surveys that measure satisfaction levels would again

be administered. The changes in satisfaction level would

help to determine if any meaningful change has occurred.

J. AREAS FOR CONSIDERATION

In setting up any job enrichment project it is imterative

that those involved understand the theory of job en.richement

and its implementing concepts . One must also identify and

be in tune wi th why employees are working in the f irs t place.

Essential information to the squadron supervisor would be to
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f i nd  out  why an employee is motivated to work , what he

expects from his work and what needs are being satisfied by

his working .

If an individual’ s performance is low , is it because h is

aptitude, skill and ability is lacking or is it just because

his role perception of what he is to do and the supervision

or organizat ion’ s role perceptions are not compatible?

Ano ther basic considerat ion is,  has the organizat ion pro-

vided the proper tools to enable the individual  to per form

up to expectat ions? Once these basic quest ions have been

addressed and answered the problem of enriching a j o b  can

begin.  (See Review of Li terature , Section a)

Jo b enrichment failures are of ten cause d by po orly diag-

nosed problems in the work system L’~ i~rvis, Berg, 19? 7. The

job and the people should be studied in depth to avoid

faulty initial assumptions that may doom a project from the

s tar t .

When. studying jobs , it should be realized tha t given the

existing technolc~y, some jobs may be as good as they ever

wil l  be ~~ackman , 1972 . In. this case job enr ichment  may

add complexity , destroy worker r e l a t ionsh ips  and make the

job  even more unbearable than it already is.

Targetinz  a job  redesign p r o j e c t  fo r  wha t is desired as

an acceptable  outcome is another c o n s i d e r a t i o n .  Is the target

r.igher worker satisfaction, low turnover or increased

productivity?

9L~



Job enr ichment  is not a cure-al l  f o r  all that ails an

organization. Sometimes instituting job redesign without

sufficient regard for the spin-off effects may prove dis-

ruptive and reverberations may be felt throughout adjacent

parts of the organizati on ~~ackman , 19~
’
~~~.

In adopting job redesign or job enrichment, are we ac-

tually cnanging the job , or ar e we merel y changing titles?

~Hackman , 19~~7. Jobs can be relabeled ~nd sti ll t hey  remain

routine , repetitive and without feedbacr~. To change a job- ,

the previous dissatisfying -~uali to e~ must be reduced or

e l imina ted  and the s a t i s fy ing  qu a i i t ~ es of increased feed-

back, skill variety , task identity and significance and

autonomy must be enhanced.

Finally, the changes developed in an organization must

come from w i t h i n .  A top dcwn ap p r c a c h  o ft e n  leaves em~ loy ees

with the feeling of being uninvolved ~hackman . ~~~~~~~~~~~ Tim ely

worker involvement w ith  the help of facilitations and educa-

tion in. the tneories sur~ :unding job enrichment will helm

to insu re  a last ing change takes place fcL ’ tue  b e t t e r men t

of the organization.
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V. CONCLUSION

The increasing retention problem in the AW rate is per-

ceived to be due in large part to the AW’s dissatisfaction

with his lot in life. Areas of high concern to the individ-

ual AW are pay, reenlistment bonuses, advancement opportunity

and personal growth through training. Job dissatisfaction

also plays an important role in his intention to reenlist.

A. E~.PLOYEE WORK ATTITUDES

A problem facing the U.S. Navy is one that employer ’s

throughout the nation are trying to solve , this is a marked

change from previous generations in employee work attitudes

LWitkin, 19727. A whole series of factors have come into

play to change work attitudes; our country has a higher level

of education than ever before , and a higher standard of liv-

ing ; young people are more sophisticated and anxious to throw

off parental shackles and get away from school discipline ;

and of course, more of today ’s young people have had no con-

tact with economic adversity as severe as the Depression of

the 1930’s. As a result of all this, the younger workers

feel that they have the right to be self assertive on the job,

and therefore are more vocal about situations that are not

to their liking. If today ’s young worker is unhappy with

his job, he is likely to pick up his marbles and walk away

[Witkin , 19727.
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Workers today are far more interested in personal satis-

faction LWitkin, 19727. Although pay is a factor, as long as

it is adequate, employees are motivated by far more complex

tasks than job holders of a generation ago. Many workers of

today want to be challenged and this need for challenge is

modified by the workers’ growth need strength.

The need for self esteem is another factor that comes

into play . Everyone needs to feel good about himself and if

he doesn ’t he may not only turn in a poor job performance but

in addition he may keep others from doing their best. Workers

of today refuse to submit to conditions that they feel are

unfair or demeaning ~Witkin, 19727.

With the change in work attitude , it is important that

the managers in todays Navy learn more about what motivates

workers and keeps them satisfied . It may riot be enough to

merely learn about employee motivation. Navy managers should

try to do something about the problems of dissatisfaction that

they are faced with.

B. T~~ PURPOSE OF T~~ THESIS

The purpose of this thesis, therefore , is tos 1) address

the AW retention problem ; 2) to provide an exhaustive back-

ground of literature on employee motivation and techniques of

job enrichment ; 3) to develop an organizational change

strategy using job enrichment as a means to increase employee

job satisfaction, and increase retention in the AW rate ;

97



and 4) have that change strategy tailored to a specific

U.S. Navy community .

• C. RISKS AND BENEFITS

There are certain risks associated with any change

strategy. With the strategy proposed for Moffett Field , the

following are areas of concern :

1) The degree of resistance to change . If there is a

high resistance to the change process, either at the flag,

staff or squadron level , then the project may prove to be

a worthless exercise . Although the degree of commitment is

important at the flag and staff level , the area of highest

concern is the support for the project provided at the squad-

ron level where the change process will have the most impact.

If upper management at squadron level is indifferent or

resistant, then efforts to increase satisfaction through job

enrichment techniques will be stymied.

2) A poor or faulty diagnosis of organizational problems .

Before the change effort is begun , extensive data gathering

on the AW’s job and his perceived satisfaction levels should

be gathered . After the information has been compiled, a

careful diagnosis of the results should be undertaken. If

the diagnosis is based on faulty assumptions , then the change

strategy may be misdirected which may lead to results that

are undesirable .
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• 3) The setting of unattainable goals. If the expected

results of the proposed intervention are unrealistic , then

the chances for success are diminished. For example , if the

goal set for retention is to move from 40% to 100% retention ,

the chances for such a success are nil. Reasonable targets

and expectations should be identif led prior to beginning

the project.

4) An increase of job complexity and worker dissatisfaction.

If the AW’s job is poorly diagnosed and the project is begun ,

the possibility of adding to the complexity of the job exists ,

with the ultimate result of increased worker dissatisfaction.

After studying the problem of AW retention , increased worker

dissatisfaction through the proposed job enrichment project

seems remote , however the possibility still exists.

Before discussing the benefits of the proposed change

strategy it should be clearly understood what change means

in an organization. Change is defined as resulting from

an alteration of an existing field of forces dennis, Benne

and Chin, 19627. If the present state of affairs , that is

the present force fields , are unacceptable and are causing

organizational problems , then a change in the existing forces

should be undertaken. When focusing on the AW retention

problem facing the U.S. Navy , it becomes obvious that a

change , if the proper one , may benefit the organization.
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The benefits associated with the change process through

the use of job enrichment in the AW rate are hoped to be:

1) Improved performance and mission effectiveness

2) Lower absenteeism

3) Increased retention

4) Increased organizational training in management tech-
niques, i.e., job enrichment and employee motivation.

5) High internal work motivation

6) Organizational problems identified , that may have gone
unnoticed through increased communication and infor-
mation flow

D. ROCC~~~NDATI ONS

In viewing the change strategy from the staff level , a

number of suggestions that may help to increase satisfaction

in the AW rate come to mind . A summary of these follows :

1) The development of an AW career path program . This

career path would have the benefits of providing the AW with

the ability to proceed up the ladder to limited duty officer

(LDO) or Warrent Officer (WO) or to remain in the AW rate if

desired . This increases the motivational value of the AW rate

(cf. p. 31). To date the AW rate has no specific career path

that maps out a detailed progression in training and develop-

merit from the time he enlists to becoming an AW chief, LDO

or Warrant Officer. Part of the career path should include

options to change rates at the end of each enlistment. If

the career path program works well in the AW rate , then

future consideration should be given to its adoption in other

rates as well.
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2) Increasing electronic training in the AW “A’s school.

“A” school is where the AW learns to decipher the electronic

signals that are received on his equipment while he is flying.

With this proposal, increasing electronic training would pro-

vide the AW with the ability to develop a greater skill

variety . Once in the squadron , a greater understanding of

electronics would increase the AW’s ability to trouble-shoot

the equipment he works with in case cf break downs . Also

this increases motivational expectancy (of. p. 31). A greater

capability with electronics will also give the AW a chance

to develop a closer working relationship with other personnel

in the squadron who perform maintenance on the equipment that

the AW operates while flying. By increasing daily contact wi th

other rates, the APi would continue to build expertise alcr~r

with friendships by lending a he lping hand wher it is needed.

3) The rescheduling of compartment cleaning and mess ccck-

ing duties so that they are completed by the time the AW

joins a squadron. Compartment cleaning is the use ~f the

junior enlisted men for barracks cleanup duties. The enlisted

men, including the AW , are given tasks such as cleaning and

buffing floors , and general janitorial duties. When the AW

has mess cooking his duties involve kitchen help, such as

serving food , washing dishes, etc . At present the AW leaves

the training squadron for the fleet squadron and then is

assIgned to compartment cleaning and mess cooking. This

project would call for reorganizing the present schedule so
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that once the APi leaves the training squadron he rio longer

would be used for these menial tasks. In this way, the in-

dividual API would be able to concentrate on being an anti-

submarine warfare operator, his crew activities and profes-

sional deve”lopment while in the fleet squadron.

4) Increasing the use of group problem solving. Specific

problems that affect the AW directly , such as the sonobuoy

locker problem , for example, would be presented in large

group meetings. The sonobuoy locker problem pertains to

duty that each API shop in the squadron takes a turn at per-

forming. The job elements involve receiving , sorting, un-

packing and storing sonobuoys. The API’s find this duty to

be very dissatisfying , but to date no alternative solution

has been successfully attempted . At the proposed group

problem solving meeting the API’s would be split into sub-

groups and asked to develop solutions to the problem. This

meeting should be facilitated by an organizational develop-

ment consultant. Once a reasonable solution is developed ,

the AW’s would present that solution to CO~~ATWINGSPAC Staff

for approval. In this way, ownership for the solution lies

with those that are directly involved with the problem arid

increased commitment to the project solution is enhanced.

5) Increasing a*areness of steps involved and requirements

of IIDO and WO programs. This project would provide the AW

with increased knowledge of the steps necessary and require-

merits to fulfill to be eligible for selection to the LDO or

WO program.
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6) Development of a meaningful training program. Accord-

ing to the survey results discussed in Chapter I, unmeaningful

or repetitive training is a source area of API dissatisfaction.

The API training provided should be stimulating and thought

provoking. It is recommended that training be scheduled

bi-monthly, but great care will have to be taken in order to

avoid repetition.

The preceding recommendations all touch on the motivation

factors ;-ierzberg identified in his research. These motiva-

tion factors are achievement , work itself , responsibility ,

• advancement and growth. The ideas for these projects were

derived from interviews with selected API’s and the survey

results discussed in Chapter I, page 22.

E. FUTURE CONSIDERATIONS

The scope of the project does not have to be limited to

the API rate , nor does it have to be limited to one specific

locale. Each job enrichment project, though , should be

tailored to the host organization, to the specific target

group , and to the environment in which it operates. The

strategy presented herein is not one that will work for every

organization , environment or group. One should not assume

that the problem of one organization will be the same for

all organizations . The characteristics of each individual

job are also different and must be studied as unique entities

to enable proper and correct diagnosis of the effects of

103



job enrichment and whether or riot job enrichment is an

appropriate strategy to use.

The opportunities for job enrichment in the Navy may be

found where worker dissatisfaction is prevalant. These areas

may be small work groups such as flight crews or maintenance

teams , they may be large organizational entities, such as ships

or squadrons, or they may be specific occupational rates

within the organization as a whole . Identification of target

job enrichment opportunities can be made by checking for

high turnover rates and/or low efficiency and performance.

This study raises such additional questions as: what is

the effect that job enrichment may have on the Navy ; what

effect will job enrichment have on leadership and management

skills in the Navy ; will an increase in worker satisfaction

reduce turnover in the API rate , or any rate , when better

wages lure the worker away from the Navy ; and will the project

of job enrichment , if adapted by the Navy, have a lasting

effect on the organization , or will it’s effectiveness

diminish with time . These questions strongly indicate further

study of job redesign approaches within the U.S. Navy.
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• ‘To Be (ff ident ~~ To 5e Humjn’ *s the
subtitle of Th ~~~~~~~~~~~~ C?’o~~e byFrederick Herz~erg , pu~ 1 is ~ed by D~w Jon es-Irw fn , 197 6.

‘Orthodo ~ Job Enr~c~i’~nt ” a nd “OJE ’ are
trademarks or ~4cr~berg and As so~.iates

106
ENCI, ~



APPENDIX A

TABLE OF CO N TENTS

Page

1ntroduct~on ii

What ~is Orthodox Job En rich ~’ert ’ 

Why OJE in AFIC? 8

How OJ E is Done 12

How OJE is Meas ured 22

Glossary of OJE Term s 24

Bib flogr aphy 26

io~• ENCL 1



APPENDIX A

INTRODUCTIO~’1

I •

This handbook is Intended to give the reader a modest overv iew
of the develop ment of the Orthodox Job Enrichment Program in
the Air Force Logistics Corr rand. It is written to give super- •

viso rs, mi ddle m :nagement , executives , and other interes ted
parties a chance to become familiar with the program.

This AFIC ha ndbook will briefly cover the theory of OJE . how and
why we started an OJE program , how we implement or apply the
theory, an d how we measure the results .

Each section is written as Independentl y of the others as
possi ble , thus allowing the reader to peruse only the section (s)
of particular interest.

A glossa ry of terms is also Included.

11
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WHA T IS O~ fl~ODOX J03 ErlRlcH~:Etlr 7

In discussi ng what is Ortho dox Job En richment . as a fir s t step ,
It Is best to s e pa ra te  the “ orthod o x ’ f r .’rn the ‘job .~nrich.r~nt ” .
‘Orthod ox ” has t h .~ connot at ion of  t r j d l  t~ona l , c~ nv.’rmt i ~’nal • an ~i
In this case ,  o r ig inal . Or Fred e r ic k He r :berg . d i s t in~ u~ s~’’d

• Profe s sor of ~‘ ,n,r~~- —n t , Colleg~ of 3u n ’ ~~s .  Uni~~t’ rsi t y  o f  Uta h
in  S a l t  L’ke City , IPa h , is th~ Or i’ in i t~ r ~f tIi~’ j ’h p n rj i Pi ’ ’f l t
philosophy , conct~p t~ , and ~ ua~ t str 

~~
. y .  As~~~i:: :m , ~~~~~~~ ~

in j oh c nr lch c. ent th~ t u t i  I i:. ’ h i s  j p~’i~~i~.he ~ and t ~~~~~~~~ mm
referred to as Or~t~~~ )X Job E nr ic h • ~ ‘nt Progra- ’c • Ot~’ ‘rto or ga ni z at iona l m ’ m r j v e r r C n t  r~~ us e ’ jcb en r~~~ “m ’ a s  a l a m  ~o or
s~ma ll part of th ’ i r  stratt~Ji . Es1 pl~~ of s~~h ,m 1 t e r n j t m ~ ,’s a m ~~
socio tec h n i ca l ~~~~~~ pmr t 1 c ipa t m \~ m.’ana ;°”’ t . m n dj s t r i a l di’.’~ c-
racy, and or cm ni :a t icnal devt ’1c~’.” ,nt. Iii ARC , m~o ha.m ~ pu r~~:~’~1 anti
J p p l i I ’ Il j ob enr i c ~’~~ ’ mt w ith ~r l1erzber iJ s a1vm ~.,’; ~~~ ~ t’ have
Orthnd~ x Job Emm ri~ h “it.

A Str~~~~~~~ jf~ Pror~ cc

A second point to c l ar i f y Is that job ~r’ric?r’ent is both  . ‘ st r ati ’~y
and a proce~;. As a strate’jy, it inv jlv es tht ’~r~y ,  ~~rmc~’pts . and

on the nature of ir~n and di rection f~ r ir.a n a g ’ r ~ ’ 1t .  O,J E
provid~ ; a stra tc’’ ~:hich 1r .cor~~ratrs tli tac tic s ~f hunan rela-
tions , cor~n1un~c atmu m s , wa~e and salary a J . m m n i 5 t r a t m ~ ri , etc. , i~hiL hwe have u~n1 ‘~ r y~arc . As a proce~~ , i t invo~~ ’. put ting the
theoreti ral to pract ica l use. The p m~~cesc of in’~il. ’~ ~n t i r i ~ NE i
discuss ed unde r ~Icw I~ OJE Pcne in A~1C~ In d m c c u ssm:i 

,
~~j t

OJt Is ” • w e w i l l  c~v.er tt~’ tmr ~ rv an ‘y ~~n r ,~t s in t nar-
rat lye. We m~i st c~,’~ is j ze that cn l y the h 1 : t s  m . i l l  t’~’ c~~ ~rt’ S
and the road- Sr is ~tront~1~ cnc~’um a ;~ J t i  scrk c i t  f i r t h . ’r in sm ~ Pm~
m d  e~ p lanat i on in the sources hs~c I m m  ~~~ hai~ thc

• Where a certain source is pm ’ tic u la r t. p~’rtmnont t~) ~ mm ,mmea un~kr
discussio n , we ha~m~ rado di rec t ref~ r ”mc~’ to It.

I ~~~~~~~~ ~~~~~~~~~~~~~ ~~

The theor e tical b asi s for job enr ich ~ ’nt ~c~ in s wit h a pa rt f~ ular
view of the na ture of man. Though c’a ri e~~m s t s  a t  a l l  t t h~’c as aunity . C onceptu a l l y t.e vi ew him as han r’q  t~~ d i stinct n mtu r~s.Further , each nature has i t s  acco rpany fn~j need sys  t e n . One nature

1O~
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APPENDIX A

of man is concerned with escapi ng from or avoiding pai n .1 As such ,
man Is an animal. He doesn ’t want to hurt , or put differently,
he wants not to hurt. Now , by avo iding this pain, both ph ysical
and p sycholo gi cal (co ld , heat , hunger , thirst, sic kn ess , danger ,
loneliness, inferior i ty. e tc.). he does not achieve positive meaning
In his life. He merel y avoids bei ng un co~mforta ble. As an animal.
man Is able to find inf in i te sources of t imings that rr.oke him
miser able in an infinite variety of ways (too cold or too hot;
fooi th it is too spicy or too flat; and an office that Is too small ,
too rm ois , , too d’~l I , or too cro..ded; a partn ~’r that is too p ss f v ~or too aggr essive).

The second part of ran ’s make up Is directed tom ’~ard experiencing
psycholo g ic a l gro w th. 3 Man has a need to grow psyc h o l ogica l l y.
This want makes h i m distinctly human and separates him froma the
other ani ma ls on this pl anet. Where the anima l nature of man is
characteri zed by avoid ance b e ha v i o r (he ‘nay be seek i ng shelter but
the m3 t lv at l on is to avoid the ra i n ) ,  th e human side of man is
characterized by approach behav ior . In this posture , ran seek s ful-
fillment or gro wth as he does certain things. He gains frc~n experience
that provides psychological growth. If he doesn ’t have these ax-
pen ances , he isn ’ t worse of f  nor does he incur a d ef ic i t .  He mere ly
doesn ’t gain anything.

I Fre !.’i’i~~. ~~~~~~~~~~~ ‘r ~ “t l  . r~m of Y:n  (~‘,.‘.a York:
i,ortd ~~~~~~~~~~ Co.’—’ r’:’i, 1~’6d)
ThCa Ca ,vf.~i’m’:d eo ~~~‘ F~:rnherg ae tha M~rm ncz tmtra.

2 Ft ’ederi~ k !icm’: ”.m r j ,  “t ~~’~at iom: Th, - .’ — ’nt oL~~~~~~~~,
T~i~ cs 1—10 (~‘Zk ~~~~ V~ ZZ ~:j. , r: :ioCa: A.i~~ ’m~:~i j a t . ’~.; ~~ JTap s 8

S Fre derC~ ’.c N~ ra~~ar ’g~ i.t’r~ r— .f 21., ,Vatur. c’ (New Y,.’rk :
World F~ b Z C a h ~ ’mj ~~~~~~~~ 1~~ 6)
Thia is r.’ferr.mJ t~’ .“j  Narsbttr~y as thi A ’ o ~~ ”e ‘,4turJ.

2



APPENDIX A
The Important point about these ass ur’pt ion s concerning the na ture
of man and the thrust of the theory Is that iran exi sts on two
cont inua. From this concept of the duality of man ’s natu re comes
the motivation-hygiene of people at work. Simply stated , this
theory says that Itemns , polici es, or actions that deal w i th  the
environrent or the surroundings of the job se rve a hygienic function ,
of k ee p in g  peop le from being unhappy with their job. This Is equi-
valent to sa t i s f ying the pain avo i dance nature of man or placat ing
his anlr-al nature , Her zberg refers to these factors as hygiene
because, if mnammage d properly, they prevent unrest or d issa t is fac t ion
among w~ark crs (they keep them from experiencing pain), much as a
vaccine prevents a person innoc ula te d fro~s be ing strIc ken wi th  a
disease. Othe r aut hnrs t a l k  In te n ’s  of  ,‘ainto ,sr.~e f ac tors.  ~
Note though , that r,~gar d~ess of  tI~-~ ad equacy of the hygiene , it
Is of no value in m- ~et ing the psycholo gical gro.~th ot the worker.

The need system assoc ia ted with the human part of the worker is
served by the elemr~nts of the job i tse l f .  These factors that
lead to growth for the worker are teri~ed Irotiv ators . Those items
make the worker want to do h i s job because it r~ ets his human need
to grow psycholog icall y. Meeting these needs are by far r;ore
chall en; ing; but , when met , they pay big div i d e n ds for the organ-
ization and the worker . This graphic is a conceptu li zat i on of
the two dis tinct continua:

JOB DISSATISFACT IO N NO JOB DI SSA TISFAC T 1011

NO J03 SATISFACTION ~~ J0B SATISFACT IO N

Traditionall y, mana gement has placed total or almost total concern
with meeting the mm int enanc e needs of the we rker. One reason
for thf ~ has b~~n th a t mana’prent has conce ntr a t~d en r.~ v ing thoir
emp loyees rather than m otivat i ng thecn . The d i s t i , u t ion t~’ t m ~’~ n
these two mr iy be subtI~ , h u t i~ is cruc ial . When we r~~t’.’ an employ ee,
we entice him to do someth ing he wou ldn ’t ord ina r i l y ~ by using

~ Robart N. Turd , ~~~f ~~~~~~~~~~~~~~~~~~~~~ (New York:
• ‘rtc .’~ , ‘zn~zJ .r~qn~ ~~~~~~~~ : ‘: .‘ “; -: ; rc .i. .‘~~ )

Ford C.1U3 t ) :, ’u.a I?k lL ’ i ta I taf l ,C J ’ ~~ ’ z J  .‘ . ‘ . ,m ~~’~~~~: u ,?
Oms “lmwrwi ,,xzchinj ” iii ordsr tz’,d .ju z i ~~~~~~~ f - n  UjtP .
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APPENDIX A
ei ther a reward or a threat. We ore mot ivated to get the job done
and w’~ move the employe e. When someone Is motivated to do a job,
he does It for something that is conta ined In the job. A mot ivated
employee has an inte rnal generator that doesn ’t need to be charged
by the manage r. 5 There are many other reasons for the tradi-
tional concern with hygiene, but they are not important here. What ,
Is Important Is that the growth needs of Iran typically have not
been met in the work p lace and everyone has been the worse because
of It. Wh at is needed is to restructure jobs so that they are
endowed with motivators. This process , which previousl y has occur-
red as co inc ld” n ta l to other management strateg ies , may be denoted •

.

as jot, enrich ent .

Manag~ng Hygiene

Mow we will examine some of the implications ‘of the motivation-
hygiene theory for the ma.~agemen t of hy g iene and the manage ment
of motivator s . When discu ssIng hygiene or mainte n ance, we must
keep In mind that the goal for the management of hygiene is to
eliminate dissat i sfaction. The ulti m a te would be that there
exists no dissat isfaction within the work force. This is, øf
cou rse , an im possib il ity because , as we al rea dy know , people find
Infini te sources of frustration and we cannot hooe to resolve all
of them. We find ourselves in a minimization problem where we
went to keep the total or level of dissatisfaction as low as pos-
sible.

Before getting further Into how hygiene operates and how we
should manage It, It is appropriate that we list the factors con-
s idered as hygiene (remember th a t these are factors af f ec ting
the environ ment or the surroundings of the job): company
pol icy and ad m inistrat i on , supervis ion , re l ationsh ip w ith
superviso r , work conditions, sala ry, Interperson al relat ion c ,
statu s,and security .b

S Frsds ’rick Nerzb sr~j , M CL’,ltL, ’m: The ,l’.~~~~~ ,t~mt f
Tap.s 1-10 (ELk Cray. VC Iuje , ZL L IMOCS :  ~~~ c mceu S ar,wrj ~~~~~
Tap . 2

4 Fr .d.rick Rerabsrg. I’ark a,t d Tim. ~.a ew’a of ~.mm (Raw f o r k :
World PwbUshinj Ccmpv.rm~~ LS~ S)

‘
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In considering how best to deal with hygiene , the following points
most be consi dered. ? Fi rst, avoi d~nce behavior is characteristic
of hygie re problems (avoidance of fee ling inferior or inadequate ,
or going hungry , e tc). Seco nd , hygiene Is concerned with the con-
d i t ion , events and people around the job. Third , hygiene has a
short-te rm effec t and it mu st be continu ally reinforced. If you
get a thousand dollar raise now , then you feel great; but pretty a

soonyour new income level is your accepted base. Further , by
next year at the same time , you will likely expect another in-
creas e and If it isn ’t at least a thousand again you will feel
slighted. ~1 i t h  these ch aracteristicS in m ind , th-?rt are three
bj~ics to the ma naqerent of hygiene. A r.~a~~e~~er stn~ ld dt-~~ pi a-
size hyg iene prograr.s. He should give cc per.s~ tion . rake better
working conditions or improve the working environment and be
quiet about it. A lso , a manager give~ hygiene or meets mai nt—
enance needs with the appropr iate measure. Don ’t give someone
a ne’o parkin ; space when he needs a new desk. Or , more concisel y,
the rules for hygiene mana gement are : (1) Keep it simple.
(2) Give it and shut up about It. (3) Be direct.

Managing The t’otivator s

The anagere—t of the factors that lead to motivation represents
an entire ly differen t challenge. In this area , our goal is to
reap the rewards of motivated workers by provid ing t .em with
enriched jobs . Here , we want to rraxi m ize the sat isfact ion of our
employees. Rather than having no satisfaction from their job,
we want to be able to fill their h_ —an need for psychologic al
growth as much as possible iii thei r work. In try ing to do this,
our basic task is to put into jobs as much of each of the
follo.dn; rat ivators  as we can: ac h eve’~ent ; recog nit ion for
achieve ment; responsibil ity; the work i tsel f ;  adva~cecient; and
growth.8

7 ~‘rcd ’~t-~c¼ Her zherg ,  ~~~~ r : ~~~ . n ~ : ’ ’:r ~ cf Si~~~~~e~
Tapes 1—10 (Eik  Groo. V- l Z a j O . 2L~ i~:u : c:  ~d ’ .’.n1 ~‘sec - s r~ ) ,
Tapes 8 and JO

8 Fr.dert~ok Ftur zberg, Work cmd Th. ’ N.zt~’.re of .“u’~ (?c ~ York:
World T~bL h~r.g Ccr~~ ’iy, 16o’J
The:. are Listed :.~ ~~ ~~t~ ru in tb.: motiu:ti~n-h ygL~ene theory
mime. they ar: thc ~eams ith&z i.h1:’:  ,‘ob s .at isfw ~ ion a.rpe nien-
cas were p!~c:d by Pertherg at aL in h C~ tcs t~ ng f ’i ’  ~ntezTre ta tzor.
of wJ~.at th~ :m r -c~ in the p roce es c ’f enr ichii:j j ob~ (ceo the section
“low is OJE Done N.z’~ ? ”)
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In contrast to hygiene , the rotivato rs tend to be long lasting,
are available from limited sources , and do not need constant
reinforces,nt to be effective. For easy referenr.~ and comparison ,
the follow i ng table contrast ing the dynamics of hygie ne and
motivators Is provided:

DYNAI4ICS OF DYII,AIIICS OF
HYGiENE FACTORS ROTIVAT ION FACTORS

I .  EFFECTS : 1. EFFEcTS:

Dissatisfaction when at some Persona l sat i sfac ti on
low level , through p syc holog ica l
No job dissat isfaction at the gro..~th when prese nt.
hloh level .
2. TYPE OF BEHAVIO R 2. TYPE OF BEHAVIOR
Avo Idance Approac h

3. SOURCE : 3. SOURCE :

Environment Tasks or job content

4. NQ, OF SOURCES: 4. NO. OF SOURCES :

Infinite Fini te or limited

S. TYPE OF FEELING : 5. TYPE OF FEEL ING

Less than someone else More than one was before

6. DURATION: 6. DURATION:

Short Term Long Term

7. PSYCHOLOGICA L FUNCTIO1 7. PSYCHOLOGICAL FU;~CTION

Cyclical Addi tive or cumulative

8. ZERO POINT: S. ZERO POINT:

Escalating Nonescelating

9. OVERALL ANSWER: 9. OVERALL ANSWER :

None -- pain built into your More answer to meaning and
biology contentment in l i fe

6
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The Challenge

This sur~!Iary provides most of the hig h l1g ~its of the theory sup- ‘

porting the job enrIc hment program . We iterate that for a
complete understanding of the theory , the reader should consult
the sour ces listed in the b ack of th is handbook. One other point
is that job enrichment Is eith er not in the  answer or w i l l not be
effective If rotiv~t1on is n’t prt  of Ui’ question . P~pp lv in ;
.~ tivation to a job is a neces~a”y but not su fI~ic~ ’nt conditi o ,I
for motivated performance. If the people hired to do a task are
not skille d in the areas needed , then the most enriched job in
the world won ’t get per~or~3nc,. Sim ilarly, I f the workers are
‘hurting ” very badly, if there is excessive d~ssoti sfaction , if
we are pitifully managin g hygiene , then we should not eA~~CCt the
worker to provide us with — ati v ated performance. However , if the
hygiene is at acceptable levels , and our people are competent ,
then a lac k of performance is likel y due to a deflated , ur,chal-
lenging job, and job enrichr~ent (or enlivenment) is the answer.

In surrary, It Is Important to alw.iys keep in mind that the two
continua are separate , distinct , and represent equall y importan t
noncorpetitive need systems with unique dynamics. Therefore,
our manage’~ent approach to the two ~~~~ be differe nt and wemust be careful not to confuse the two continua in our management
actions.

7
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WHY OJE IN AFLC?

Continuing pressure to do more within existing resources led to
an Investigation of ways to increase employee productivity in
ARC.

At Ogden ALC . research and analysis of pub lished literature , U.S.
Govern.rent and indust ry progra m s , an d past Ogden AIC programs , led
to a proiosal for a new approach to motivation. Th is proposal was
presented to the Ogden ALC Com~rand er and the Executive Council
and approved on a conceptual basis in ~ay l~ 73.

In September 1973 , an ad hoe conrittee was established to further ‘
.

develop the proposed Ogden ALC program. in addition 1 contact
was made with Dr Frederick Herzberg of the University of Utah
in order to determ~~e if he and/or his 

staff would be avail able
for assis tance to the program.

Dr Herzberg was receptive to their request and agreed to assist
in the implementation of a trial program at Ogden ALC. So, In
January of m74, Ogden AIC contracted with Herzberg and Associates
for extens ive training in the motivation-h ygiene theory and the
applicatio n of Orthodox Job Enrich ’ent. The next month,
the initia l keyma n training started. Sixteen keymen represen-
ting the varIous directorates received 120 hours of training
in the theory and application of Orthodox Job Enrichment. At
the conclus ion of the training, eleven pil ot projects were selected
for applicat ion of the princip les of job enrichment.

Results from these projects were encouraging and 16 more
projects were begun in iune l’i74 . The prooram was increasingly
successfu l over time. the following chart (Figure 1) reflects
the growth of the program at O~jden .

In June 1976, the decision was made to appl y OJE consnand-wide
because it demonstrated consistent results and a universally
applicable approach. A letter from Genera l Rogers , 10 July 1976,
reflected this decision and expressed his tiesire to apply OJE
throughout the core~and. An implementation plan was prepared
and publis hed in September 1976. The plan calls for a time —
phased expansion both in terms of when each base begins, and
expansio n within each base.

8
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OGDEN AL.C OJE PP.QGRAM

Apr 74 Jan 75 Jan 76 Jan 17 •

Projects 11 18 46 64

Key1~en* 16 \ I
Cost $ 701000 $170 ,030 $654 ,030 $l ,l0~,0O0

Benefits $ 0 274 ,000 903 ,OZ~3 2 ,747 ,000

Workers
Impacted 425 607 2152 3584

— Data is cumulative for the month indi ated.

Huirb.r of Keymen on board and nurr5~r ( ) that have be en
rota ted.

Figure 1
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The Need for OJE

There is one more aspect to answer “Why Orthodox Jcb Enrich-
uicnt”. It deals with the necessity for such a program . In ‘

the recent DOD experience of decreasing manpower with a relative
increase In workload , there Is obviousl y a naed to be more
efficient in the use of our resources. Job enrichment accorn—
pu shes increased effic iency In the work force in two ways.
8y providing more m e ani n g ful jobs for the workers , the organi-
zation is i;-..-ediately bettor off because its work force is
doing more and using r~re of their human abilitie s . Second ,
the organization profits by reaping the gains of a more moti-
vated work force. That is, the same people provide more and
be tter output per tire period. The poin t that makes job
enrichm ent so particularly exciting is that it also has big
payoffs for the worker. Like the organizat ion , he gets d i v i -
dends because he now has a personally rewarding and meaningful
experience at work.

Put another way, OJE gives us the means to reconcile two
concerns pr eviousl y thought to be diametricall y opposed. The
two are productivity and quality of work life . These two issues
have become more and more important in recent years. The manage-
r.ent principles of 0J~ bring these two issues together and
Indeed make it imperative tha t we treat these issues as inter-
rela ted and simultaneousl y solvable problems . Dr Herzberg does
this when he describes the challenge of OJE as “to be efficient
and to be human ”. The model In Fig ur e 2 depicts this inter-
relatedness.

~1

10

118 
‘ E N L 1



A~~END IX A
ORTHODOX JOB EIIRICH !ENT

EFFICIE!iT _ J:lAtl

MOTIVATED GROWTH

MOTI VATORS
PERF0~ 1.A~1CE

e

FAIR DAYS DECE NT

WORK

HYGIE N E
TO BE DEC EN T

“10 ~E EFFI CTE hT A~~ TO ~

• a

Fi gure 2

S

11

E N d .  I
119



APPENDIX A

H0~4 IS OJE DC~E IN AFIC

Interpreting theory to Its oractical applic ation Is always a
difficult task. To do so , the interpreter must have a thorough
understanding of the theo ret ical aid also a uni que ability to
translate the theory Into usable . applic able f rin. In this
section , we are faced wi th the task of ou t li ning how we make
use of the concepts and ideas behi nd jcb enricL-ent. First ,
we will dIs c~~s ~~~ th~ t-eory tran s1az-~s into goal s f’r the
enrich ent pr e S S ;  s.~: ’ r ~d , t r C  pr c cc~ s a f~~~cw in i~~~e ~~
ting job enric~’— e n t  and t~ e staft ~ng that exists to su sta in the
effort ; a~i thir d , we ~i 1I provi de an exa p le of how the jcb
enrichment process works.

The Real Life Terms of Enrichr~ nt

The goal of the jcb enrichr-ent process is to enrich Jnh S. What
does it r~ an to enrich a ,.~cS? ~icw can yru tell if a job is
enriched ? H~w can you t e ll If a jcb ~s ailin g ’ Theoret icall y,
we would say: Does a Job contain a lar~e dose of the c’otlva—
tors, or is it lack ing tre rot ~to rs~ Pra ct ica ll y, w~ can cero
In on certain ele-ents of a ~ob that are derived from the r-oti-
va tors but are easier to deal wi t t~ in the real worl d and ~ess
ambiguous than terms such as ocp or t~.iity f~r growth ,9ac h i evemen t ,
responsibility , and advancement. Some of these are:

a. Direct Feedback. The erployce should know directl y (not
by way of one, two , three, or four suparvic~rs) and as quickly as
possible ~~ther his per~’ormance is acceptable cr not.

b. Client q~ l~ tjonc~ i.~~ The worker should have soreone to
serve besi~as ca~ ing his boss happy or pLay ing the regul ations
,tune.

c. New ~~~~~~ A job should offer a person a chance to
;ain new le arni ng . An i~--ortant p o in t here is that real growth
occurs not f~’.n learn ing the Sa~-C t ’ i r g  or sin~flar things many
tIres, but from learning new relationshi ps and new concepts In
new areas.

9 Frcde r~~k H~r:’~~r T , ~ l~e W~.j C~~ Tt &rk”, Y rt’~ir~f F~$~~~.’t s
Rcuic~., (S ~p~ cr r-O~~~b.~r 1974)
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d. Sch°~jj~J n .  The oppor t u n i ty  to schedule his worklo ad ,
as only he kno~ s is best ,Is another key elev ;~nt.

e. Unig~iej~portIse . Each worker has ind iv idu a l abilitie s ;
let ’s not ma ke hii~1ikc ecer~one else and c~eryor.e cIsc li ke liio i
by rout 1nfzi ~ j jobs down to the nirco second or niicro r:3ve~”ent .

f. Control over Resource s . Place re sp on sibil ity for costs ,
~caintenance, etc., to the peop~~ who use the resources.

g. ~~~~~~~~~~~~~~~~~~ 
‘ j~~~c r L  - the ~~~~ ~~~ to J’al

direct l y ~nth t h os e  pu~~~ie .~i t h  ~~~ ro r,ccd~ to  ~o to  occc -~~t s ’ ~
his job.

h . PCr~3n jl !nt1 ~~ l i~ ” . In ranv irst ~ r:es , ~:c ha ve
develop~d cnn:rol sy~~t ’ h s  or proca~ ;-e s t” ct . in effect , serve
to take any roc~’onsi b il ty f~ r perfor~~rir~ a.a : fr~r the
end put it on the system . Each person sho~~~d ~e pers on a lly
responsible and accour .t~blc for h is or l-”r perfor~~~ce .

The above ingredients of a gncd j oh are ir,d~catcrs tha t we
should lonk for in our jobs ari d our e~—p l~ vee ’ s jobs. ~~ia t
we a tte::” to do in job cn r i-~ ent is inc~ J~ e as oin ~ of these
ingredients as possible into c~ch person ’s j~’5.

A Concept ual liodel of the O.JE Process

Another w y  of vietl!ng the imp li cat ichi of ~ob enri ch-ent thcc -y
for practical app l icati on s the fol i o~~r.g ,3~ rar ~ ~h r c ’ dc~~~i-
str~tes the enrichin g process ~~ a ~c5 as it cur’-~nt ’ v C \ i S t S .

The concept d~ tp la’ed ~s t ee  c~ fort to 3 .~ rkc r a CO
job or job ~‘~.u1e. Y~~te h~w F~o~r!.1 T a13t ’~S to the e1~~-entsof an enr~chnJ job descriled a hevO .

10 ~~~,- r t  ‘.‘. Fo , ”’~ ~~i ‘i t!:e ~ :r’ i : ~~~~~
~~~~ York: hmcric~n -‘ ‘coJ . -re ’: t ~4~-s~~~~::~~ ’:, I’s.~., 96) ),
pa gc 157.
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PULL DOWN
RZSPONSIBILITIE S

FRO~L ABOVE

1. PLANNING WORK
2, GOAL SETTItIG
3. Q;JM..I’I? A SStRA ~CZ C~IECKS
4. DECISION M).KI~G
5. ~!ETHOOS IMPR0V~~1ENT
6. PRO3LE~I SOLVLN G

I

__________ ENRICHED JOB

H’ 
_ _ _  

1

PUSTI EARLIER PRZSENT JOB PULL LATER WORI
WORK SThGES ______________ 

STAGES BAC t
INTO THE JOB INTO THE JO~

1. WORK PL~~~ ItL 1. INSPECTIONS
2. SCtIEDULING 2, PI O OF  READ INc .

WORK LAYO t.~T 
. 3. DECI SION

4. COORDINATING MAHING

PUSH WORIt
ON DO~~ TO LO YER
JOB CLAGSIPICATIOW

~.. CLEAN UP DETAILS I
2. FILING
3. TYPIN G

- F.~ ure 3
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Imp lementation of OJE

W~ hay, the challenge (increase motivat ion and obtain increased
efficiency). We have the proce3s (job enrichment). We know how
to distingu ish an enriched job from a poor one. Now , how do we
Implement job enrichment?

Unlike most approaches , the strategy of Orthodox Job Enrichmen’t Is
to start at the bottom of the manag ement pyramid and work uo. First-
line sup ervisors are Involved in cnr ich ing the jobs of the line
workers . Later , upper level r.anaqerlent applies the O~i principles
to the management of the first -l in e supervisors , and so on. This
approarh is ner~rsary heca~~~ enrict”~nnt of one 

l.~vel has an
unavoidable rr 1 act on the joi~s of the ie .mad iate s 4porv sors.
Additionall y, the bulk of the work force Is on the li n e and this
is where he most deflated jobs exist.

A pivotal person in the enrich~’ent process Is the keynan. Each
directorate has one or more keyrren. Keyren are individuals from
within the organ~zation who have had extensive t rain ing in Jeb
enrichment theory and appl icat ion and have a broad k r o w l e dge of
the functions and operations of the directorate witn in ~hi ch they
operate. They serve as s pec ia l is ts  and consultants to managerent
in the imp lementation of OJE . In the OJE process , they are in-
volved extensivel y at first , but to a doc reasing degree as the
approach becomes rotc. of an accepted and adopted strategy.

Implementation is on a project basis. Projects are approved by
directors , usua lly on recoree ndotion of keymen , div is ion chiefs ,
or line supervisors. The fir s t phase in the project is the
establi shm ent of imple m enting arid coordinating committees. The
Implementing cormnittee is cocprised of the supe rvisor of the area
to be enriched (the key supervisor) and other firs t and second
level supervisors who can ue of assist ance in the imp La~~nt ati on
of job enrichment. Size o~ the im plement ing com’~itteo varies
from four to ei ght. The coordinatin o cormittee is rjd~ or
middle ond upper level managem ent wi th which the unit involved
Interfaces . Typic all y, it consists of four to eight cior bers. The
keynran serves as advisor to both groups.

After selection of the cn~rnittee s , the keyrnan Ccn~ jctS tr ainin g
in the motivation —hygiene theory, Training usua lly consists of
30 to 40 hours of theory including classroom exercises to high-
light the major points of the instruction.

15
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Following the traIning effort, the Implementing group has the
task of enriching the jobs under considerat ion. The techni que
used Is called gree n lightin g and red lighting. Green light ing, or
brainstorming, utilizes the concept of deferred judrjoent. The
purpose is to generate as many ideas as possible about how to instill
motivators into the jobs. After a list of perhaps two to three
hundred has b’~en greentighte d , the group enters a redl iglit session.
Here the ideas are evaluated to deter m ine which will be considered
for in~’ediate imp lenentat lon , which w i l l  be kept for possible future
Imp ) rrentation , and which w i ll be discar ded.

The imp lem entation of the accepted green~ i ght jtt’r’~ is the area ..

where th~ coor dinating corr,oittee can be most usefu l . Having been
trained in the theory , this committee can now understand the
strat °gy b e hind the changes suggested by implementing committee and
be of assistance in removing roadblocks to implement ation. The
coordinating co .rilttee also Jeve lcps the r.~asurement p lan for theDrOject. Important points to note in this process are the relation-
~ii ps and r los of the keyman , the key supervisor , and upper level
management. it is the keyman ’s responsibility to train the key
supervisor and to offer him guidance as he adopts a new approach
~o managing his people. The respons ib ility for running the unit
always rests with the supervisor in charge. The keyman serves in
a consultant role here as someone t ha t  offers sound , usable advice ,
but is not responsible for the actual function of the unit. The
keynian serves another function as an impartial observer who often is
able to help those caught up in the day-to-day routine of the operation
see better ways to accomplish their missions. Upper level manag~mnent ,
as members of the coordinating CO T ’ l i t t oe , pr-ov iie import ant assistance
to the project by m a kin g it p ossib le for th~ key supervisor to make
the changes he ha s d~cid~d ire no’ded. They w i l l  a lso need to cake
adjustir~nts to the ir manage r ent s t rategy as more and mo re of t h e i r
employees have their jobs enriched. The kevmen , key supervisors.
and the key supervisors manage rs fc u ’n a team , each with his o~n role ,ability, and responsibility in the ongoing task of managing by this
new strategy.

An Exampl e of’ A Proj~ct -- OJE in Act ion

This Is the rough outline of how a project Is run. To provide a
better feel fo r  the real-world application , the following descri p-
tion of an actual project is provided:

16
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The Warehouse and Receiving eranch (DSLO) of the Instal lat ion
Iqriipm ent t~anag ~ment Divis io n receives, issues , Inspects, stores ,
picks up, and deliverS insta llation and Indiv idu al c~ m mi p—en t for
Ogden AIC. 1hi~ branch was selected as a pilot project In February
1974. There are 24 people In the branch . This ar-cu u~s chos~’n as a
pilot because it was e~perlencing a high turnover rotc, low pro-
ductivity . end process ing prob lens . A ll  of these are Indicat iv e
of sick jobs rather than unqual if ied people.

besides the section chIefs of the two sect ion s being enriched , the
irplenientin] comnnittce included a section chIef frc ii one of the
other warehouse divisio n s , the engineeri ng stand ird s representative
for the branch , the qua lity supervis o r over the area , and a section
supervisor f l o i l  an ut ~m ’ ~r hi-~nrh that h cn’’ ~ i r )ac  t or t i”  b ranc h
under study . The coordini ting cor ai t tl ’ ’  ~rs r.ado u, of the In st al-
lat ion E~uip re nt Man ),ir~nt Division Ch i”t , all three OSE branch
chiefs , a branch ch ie f  from Depot Supp ly whose branch performs a

similar function , and the c1a~sifi’r from Personnel (or the area.

‘)~,keyn’an on the project provided both groups with 20 he~rs of
train ing on tho motivation-h yg iene th ory ut iln: in g vi~i o  tapes
and guidebooks prepared by Dr IIer~herg. After ccm i~ le t io n  of the
forma l trainlng~. a series of greenlight (brai nstcu .mi .~) sess ions
were held to come up wi th as many ways as poss ib le to Inst i l l
mot ivator s into the Jobs. Over 250 Ideas wore generated in these
~cssionc . A f t • r red l ight in g (eva l ua tlnq ~ th is list , tho fol lowin g
are some of the chan 9es and their acconr .panying rrcmt iv ator- (s ) that
were proposed to be accepted by the coordinating co j mn it tee :

J1~ 
FACTORS

Redesigned work flow Respons ibi l i ty ,  growth .
achicvemn,mt , work it~~lf ,
Internal reco g n1 t m~ Ti

Allowed work •n to do their Responsibility . aehievec ent
own work scheduling

Allowed workmen to schedule Re sponsibi lity
their own break periods

Assigned Ind ividu al drivers Responsibility, work itself ,
specific ve hi cles and assigned achievement , personal recog—
responsibility for first level nitlon
maintenance , gas , and repair
budgets

J 17
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lUll FAcToRs

Established for ,nal training Growth and lea rn in q , work itself ,
and OJT in insp e ctio n princi ples responsibil i ty , ach ie v er ~ent
and techni ques

Cave equlp: ent technicians work itself , responsibil ity,
and war ehous cmen/dr ivers achievenent
Inspect ion functions

In process of establ ishIng Growth , achievement
career visib ility through
cross training

In proc ess o~ establ ishing Advance”:ent or:~ortun ity
career prog~e ;sion , WG -4 to
WG-8

A conceptual tool to view the effect of OJE on the job is the use of
a flow diagr am which traces the pro; ess of the work th ou’~h th~ ware-house section. Figure 4 5h0 I5 the w~ rk f low prior to th~ ob e nrich—
lent effort and Figure 5 shows it after tho effort. Notic e how t h e
worker now has ouch added responsibility . personal ax oun t ah mli ty . and
challe nge in his job.

This kind of effort to redesi gn jobs according to OJE prin . i ples is
not w ithout payo f f  to manage ment and to the worker. B~~od on pro-jections resulting from reassignrrent of t o  inspectors and o n e
warehousonan , this projec t w i ll save the b ran ch appr oximat olv
$38 ,000 yearly. N~~t a bad return on the $8,500 investme nt in
salary for the keyrran and supplies used in the proiect . As for the
worker , well , these comirents about how he views his job ow are
typica l :

Be fore OJE , this job w a s  boring anJ unchallerg in~ . ~ow
tha t I have so’~e rea l re s p o nz nbil i t v ar. 1 a rea l  job tn  ~n ,
it’ s a lot easier to ge t up i n  t h o  m~orn in g . Aho . ~~~ th e
IG COfl ’CS t itO~~~

1l to i~1s , ct t~ e r.~~on~~s , I knuw th . w i l l
fInd the n all in order ar.d that r-’~n~ so et ti ing t ,1

In summary, we have seen how we ir’oler-~n t . w h it  the e’~ls of irpl ~-
rentation are , and a real 1 IC ox a~ p ie of  a p r o j e c t .  ~e h .  seen
how , when done correctl y, OJE gnses z h ’  wui~~or a job to d tha t
provides him with the motiv ation to work bocausc the job providos
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a means to meet his human need of psychological growth. The
supervisor now is able to return to doing supervisory functions
and get away from baby sitting functions. He is managing a dyna m ic
group of workers who have responsible jobs . The supervisor now
can differentiate between things that prevent unhappI ne ss arid things
that can offer sat isfaction to his empl oyees . Hi gher levels of
management reap the bene fits of motivated perfornance from workers
and lower levels of management. Their own jobs are enriched as
they find more time av a i l able for execut ive  level functions and
leave the lower level functio ns to Ic ier level man agement. It

— aU sounds nice, and It is; but we w aj ld  be r e—i ss i f we didn ’t
leave yo’a with so— ~ frank s ta te r re nt s  o f  what OJE is not. OJE is a
powerful tool .1n ’J a necessary maia o~~o~ st na egy, but it i s 1 o i l ed .

V The follo wing stat e ents serv e to p l ac e 0~E in its prouer perspec-
tive and point out some of the constraints and diffi c ulties in
applying OJE :

a. OJE is not a panacea for all of nin a ge ent ’ s i~ ls.

b. Orthodox Job Enrich m ent is not easy. It Is work.

c. It Is not effective if there is not a health y workload
and a real desire by management to be e fficie n t . ~ou cannottw, tivate people to do nothing or me an in giess work .

d. The purpose is to better uti li :e people ’s talents , not
to find excess positions .

e. OJE is not a program for bJ i ld i ’i gra b s o r a r g a n i c a t  ens;  ‘ V
to the contrary , it is meant to provide r o re  c o r o l ete  and st ron . ;o r
position structuring. Misuse of the pro;ran rr~ st be avoided .

f. It Is not a duplication of ot~’er p lan ’~mn q, n n~
4u s tr ial

eng ineering , or ranagerent anal ys is fu nc t i o ns ,  i t is a n~u approach
to mana gement to be ad opted by th~ super . i sor and ‘Jna ç e r .

g. You cannot app l y a cookbook sol.~t on to th’? problem of
sotivation.

h. Orthodox Job En r lch ren t ru st be a ccepted tv th~ su pe rvisor
as his own management philosophy , not as an insta ll ation program .
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HOW OdE IS ~~~~~~

In order tØ have fee tacln for o u rs el . . ’s on how s uc~ essf u l  our O~’tT
projects are , to be able to assess  our pro;resc . and to ha .,’ a sound
basis for re , n f ~ rci n~ te~ ran i;1’r ,nt • it is n,’Oos ~ . %n y to Ir~’acu, t’the in~ac t  of o~ r p r o  r o t s  .n~ J t~n~’ progr.in as •i wh~ 1~~. In th i s
sect ion , w e ~. il l hi :h : 1 ?  tine OI~ V~~II, i :.i t n on a nd , Io , . iu ,o ~ e s t .mh l  ~~~
for  mreas urcr iit , i’n u.~m nl g ap , ro p r n o t e esamp les or thes e areas and

~~~~~~

D irectio n (or 1 . ’ %s ~Ire-’ . i t  e f f o r t s  is t’.n’ ;n call v n i o s  n~~ - t  t h Io . ;~n t o
sources. As part  ~ f t~ .m r  i n i t i a l  ~~~~~~~~~~ c c - ~ o , the ~~~~~~ are
g iv . ’n t r a n n i n~ en tech i l , :  ~ s ‘ r r1.Is~~r i nt .  A1~ j , n, ’~ are i~~f ,.!

on pre v ious pr .’. o c t s , i n’c~ u~i nnng . a ~ nnJm ~~.iro ~
-
~ i~~~~

i’ t’ V \ e j  in t h~~~r
pr ojects  to n~~aSuI , t ’~o r.,.ict ot ~~l e rr ,)rt . ‘m ~roonJ ~0 L I  ~~
of d i rect ion is p~ l n c y  o n asun - ,~~o~ t c . as (~~~~~ I~~’4 ~~~~ .l lii ~~~~~ lette r .
Project t’-a su r e”’n C • p~.h I sn e b i’ . t ~n,’ .~..i I ~ ~~~ 0 e These ca.
cents man out a cc~n .’ona li t v ~f a~~: ’ -oa ~~ti to mea’1,? ~ L\~t resu lt .in~I
dcf Inc the pa ra ~ t t - r c  iced to c~ah,o to t - ’ ~~ i n  ea~~, di re~ t o t a t , ,
and for the A~C. Inte ; il parts cf t .’i c t r J i n m i n ~ a n i  ,~o 1i ~ v are its
emphasis ci b~ inj as sc i e n t i n i c a l l e  s.ilid is r,a~ it~ c, and th~placem ent of rCsOon5nt ~ ity l o t  a ,neasur c ” ’ents p l .in in the ii.tn.~ ~ t
the c o or J i n i tm n g co r . l i t t ee  for each projec t.

Level .in~f Areas ~ f ‘ a ’ m I , ’ c u t

In r r ’ . , mmr ln~ the t’(~ e c t  a - .l val u of t” n ~JE ~(‘~~ t • t’1-’ i m ’ .~l t ’ t , o
lev e ls to c on .nJ . r . L~I~ ’ t~~ ,’l i s  t m ~’ pro o c t , ci. ro . lese l  .

Here we .n re c o u .o  I r i ~~ ~ t m  n n_ I o.i r o - . i t  ~~~ us i t  w e has ’ ~_i
any PO0 ’ t 0 ~~5 a a re or h~ c ’ ,i:i o 1.0, 1 ~0 d r  ~ t~~t’~~t . ~ t I t O
os er .il l p r i ; ra l. or rac r o ~e s ’ l • ~ a , , . j , i t c rec t ~~j ii, .t~ ~\ I~i~
dm S v d l e ~~

_
en t  of tIn e p m 0 ; i c ’  a n d  in cO . ’.i rlfl g al l enr i .n~ d aroa’~ witt i

the l e s t  of the ,\L C.

W i t h i n  each project , we look for change to te re f lec te d  in three
area s:

a. Qu al i ty  of wor k l i f e  fo r the e’ rp lo~ee.

b. Product iv i ty of  the em ploy ee in_I or unit.

c . Quality o f  the w or k produced .

FNC~ 1
l ii:’
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APPENDIX A

Quality of work life for the employee is measured by such Indicators
as sick lea ve usage and trends, turnover ra tes , job satisf act ion
audits and test imon ia ls from both workers and superv iso rs.

Increases in prcd cot lv lty  are ofte n assoc ia ted w i t h  OdE p r ojec ts .  V

In general , anj in for n~atic n syst el tha t p’os ide s accurate pr oiuc- ‘

t iv ity data fOr the unit n y  be used to trac t c ban~es In p rC iuc t is i t )
Some of the prc~~ctiv lty increases in variOus ‘ro~octs noted to date
are flow time , reduced ov e rt i~r~, n ionber of ~n its pro duced , amid de-
crea sed use of ran~uc~er .

ty of the pu -ecuct put out t v  t r un~ t is  ‘~eas ur cd t~
IndIcators as CuSt0— ~r ~~ i t y  s~ r s e ’ s , re,~or ’ “ a l es , ‘ i t e r i a l  uSi lC , V

and nu~Sers of errors or Jiscrepanc~os .

Eva luation if th~’ tota l 0 E  P r C u i u  i5  a ‘:‘lns’r’~’ i’~ l~~c’.’n~ at
progress tc .ards i ns t i t~ t~ O , a l n ~ 3 t m O n . cc~ oa r 1son ~f ~n i r u c u ~ J a reas
with the rest or the ~~~~~ ani  cc~ pa” isJn ~ f c o s t s  w i t h  heflOt I t s .

Institutton aln:.iticn is achieved as (‘.1 is .nc:~~’teJ as t b t~ ~ouac e’~’ent
str a tegy for d eai i n with o~:ole and wOn . ‘~~Omt ~O rOs s t i n .’ i~~~
lndicat~ons of this i”cl co irorc~ e~ent in ~~C ~a~~n o -‘O.i -~~, O s . ore

V u t i l izat ion ~f ~~~~~~ as c ons u ltants. for~ or ke~~on as t .n - c t i C f l al
mana;ers , and ~ore hu ’Ine hyqiene rractice s eviconcea in part t~
fewer grievances and cr~ lan n ts . Sic k l e a v e  u sa cC and tn’’rds . cri tn ~~a t  . Iincident surseys and nuo-bers of d isciplira I y nct ~ ons are .ni ’oac t~hereenriched un i ts as a co— co s i te are coo~pared with t he res t  ~f tho A LC.
Tota l costs and to ta l  be nef i ts  of the ~‘ro~ ra’1 are aggrega :cd ~oInth l~

8y utilizing t’~ above a~ rr~~iches ~n i i  ‘neacu l - e c , n e  are ab l e  t o t r a~~k V
and evaluate th e 5oOOdss a o  o roc res s  ef O r  C J E  ~~~ f or t .n: al l l,~*~~lç
Spec ific Infor - o t i o n  in th i s  area is asail jble freii direct orat e Ley-
men and the AL C ~i Off Ice.

2)
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CI OSSA.~Y OF T ERMS

The fo l lowing term s are defined according to their reaning when
used in conjunction with Orthodox Job En ri ch’ ent:

Abraham: An archetype used by Her:berg to represent th e hwran”
side o( wan ’s nature, the nature of man that responds to the
motlvators. V

Adam : An archetype used by ILrr:b~ r~ to represent  t he  ‘ani eral’
side of r n ’ s nature,  the nature o r ii t h it  respo nic to tfn a h)~~ier.e J
or maintenance tactu r s .

C r d ~ n n t r r ~~ (~~~- ’. t t e e: A u ; r o u p of m id dl e and upper level m anagers
who exp ”Ji ~r’ ctI.I r~~es propo;ed t V  t h - ~ -o~e-e’it:ng group an_ I re”ove
roadblocks to ir.:~ lementatio n of jct e n n n c ’ - o r m t .

Dis ca t isfr ~ rc : Factors surreundi ng a job that lead to t’ p to~ee di s—
s a ti s fa ctio’r or cause unh .i~~,jn’~ ;. The rer.oval of these dis sat i s fie rs
cannot lead to job sat isfact ion .

Greenlfg!~t i n~~: A technique of generat ing idea s for job restructure
by ut ilic in g the concept of deferred ~ucc— ~nt ~tnrainstonin ing ). Used
by impleiitenting corn~ni t tee~ to cor’e up w i t i  ways to instill inotivators
Into jobs.

H~~iene: Refer , to factor s that affec t th~ job surrounding or theenviron.?ent of the job. Called ?‘ ;nene teca us e it iS ne0essa rv to
keep workers fr~~ii becoming unhappy t~ t doe s not lead to any s .m1, s -
faction (ceo o~mir n t en a n c e fj~~ t~~ rs or ~~~~~~~~~~~~~~~

lrp lt . ’ n t i r m ~ Co”n itt e~ : A ,iroup coi n 5istin ~ ~f rastl y first lin e
manager—n t .11) 1 0 . Or ’r s ’ecia l sts ~~~ ‘ra v e tie res ,’o n s m b m l  i t ~ to
deve lop and mo ~’le’nent changes to th’: war’~ers ~~~
J E ~~~~c ’ ’ nt: A i~~t ivat ion  theory iired oriraril y at restructuring
je~ s to c r oc  do e p lOyCd5 w i t h  wO rk t b .mt is ii and of Its e lf rc~arding.
sttmut i t tn ~ . and ~r~~t m t ~ c~øt1va~~~,~~. O cS ~n~~Leh~ ent may
pursued through severa l str ateg ies ~see Orthodos Job Enrichment ).
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APPENDIX A
KITA : Stands for kick In the ‘ pants ”. Refers to a traditional

~~~ ot—and—st lck approach to managemen t , when the motivation to
work is sc~rV .e intrinsic reward or threat. KLTP~ comes in either
psycholog ical or physical variet ies and may be doled out in positive
or negative flavors . 

•

less Thanf~!ore Than: This Is roughly equivalent to feeling inferior
or superior to someone. For instance , many peo3le feel “less than ”
th~1r neighbors because they have a smaller house or car .

Main tenince Factors: Factors affecting a job which keep the workers
going . They are net paet cf tha actu a l  j n b , but  keep the i;ork~ r
in a posture to do the meaningful i;o,.k (see hygiene or dissatisfiers).

Motivation: 

V 

Providing the e~mployee with his O.lfl Internal generator.
Giving the eop loyee a job he wants to do because doing the job is
a meaningful and important goal to him .

Motiv ation—Hygiene Theory: The theoretical basis for Orthodox Job 
V

Enrichment. The theory centers on a concept of man having a dual
nature and states there are motivation and hygiene factors tha t arc
dis tinctly separate.

Motivators: Factors affecting a job that are concerned with the 
V

work i tself . These i tems may lead to satisfaction or happiness
for the employce on his job. If not present, the employee is
deprived of satisfaction and also motivation (see satisfiers).

Movement: Threatening or bribing an employee to do his job V

using sorneth inj external to the job itself. Using the carrot V

or stick to gct  employees to perfor~i.

Orthodox Job Enrichne”t: The nagerne nt strategy and process
of job enrich : ent as developed by Cr icrzberg. The strategy uses
all levels of management in planning and inrpleo’ent ing job changes.

~~~~holoqi cal Growth: This relates to the Abr aham , or the hunan ,
nat ure of ran ,. The capacity for the seeking of psychological growth
is the basis for the motivators in the mot ivat ion-hyg iene theory. 

V

• Redlighting : The process of evaluating the ideas which come from 
* 1green light sessions.

Satisfiers : Aspects of the job that provide satisfaction to the
worker. These things are feedback in the work itself (see motiva-
tors). .

25
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Books and Articles

Ford, Robert U . Motivation Through the ’~hrk Itself , New York:
American M~nagement Association , Incorporated , 19G9.

}lerzberg, Frederick , The ~Vlana~~~rja1 Choice, Homewood, Illinois:
Dow Jones-Irwin . 1976.

Herzberg, Frederick . et aL , The ~lntivation to Work, New York:John Wiley ond Sc.ns, 1969. 
V

Herzberg ~rederick , ‘The Misc Old  Turk”, Harvard Business
Review , ~pteTber-October 1974).

Herzber g , Frederick, Wor k and The Nature of lIen, New York:
World Publishin g Company , 1966.

levinson , Harry , “Asinine Atti tudes Toward lIotivation ” ,
Harvard Business Review, (January-February 1973).

Hather, John R., Nem~ PersV2ectives in Jab Enrichment, Hew York : 
V

Van Nostrand Reinhold Company , 1971.

Meyers, M. Scott. “Who Are Your Motivated Workers”, Harva rd
Business Review

S~nith , Clifford , “The Implication of ‘New View ’ for Motivating
Officer Behavior ”, Air Universj~y Review .

Walters , Roy, “Jcb Enrichooent Isn ’t Easy ’, Personnel Adm inis-
trator/Pub] ic Pers nnel Revie~i ,(Septembar-October 1972).

Whit sett , David , “Human Growth in The Formal Organization ” ,
Air University Review , (May—June 1g69).

Vi deo Tapes

Motivation: The Ilenegement of Success, Tapes 1—10 , with Dr Frederick
Herzberg ; Advanced Systems Incorporat ed , E l k Grove V i llage , Ill inois.

V 
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The Mot ivati o n to Wn rk: The Ingredients of A Good Job , with
Dr Frederick lt~r~berg and Roy W a lters ; Advanced Systems Incorporated ,
El k Grove Vi l lage, Illinois. V

Note: Both of the above have accompany ing student
and instructor guides .

OJE ~~~~~~~~~~~~ with Major General Edmund Raf a l ko and
Dr Frederick Herzberg ; USAF Film , VRD3869/539~CH (produced by
Ogden A LC ). V

OJE —— What t E~~~~~es Thir~’~, with General F. ch~oI Per~re ,

• Major General Ed..;und Rafal ko , and Or Frederick Herzberg ;
USAF Film VR677d (produced by Ogden ALC ).

a
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