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Preface

This book is designed to appeal to the wide range of people interested in the
problem of organizing people and work. Over the last two decades considerable
interest and controversy has been generated from such developments as job enrich-
ment and autonomous group working and several examples, such as those at ICI,
Saab and Volvo, have attracted international interest and speculation. However,
interesting though these may be, the question is how far this alternative approach to
organizing people and work is practical and applicable to other situations. Are we
looking at the application of a specialized technique or at a different approach to
the way we organize people and work? This book (aimed both at people in industry
such as managers, specialists and trade unionists, and at those studying for an
industrial or commercial career) seeks to answer this question and provides a com-
prehensive review of newer approaches to the design of jobs and to the organiza-
tion of work.

Many people in industy and those observing or studying it would
acknowledge that we have not yet found the answer to gaining people’s real com-
mitment and involvement at work. Traditional approaches to organization and
increased efficiency involving specialization, de-skilling and centralized manage-
ment control have often failed, resulting in low productivity, lack of flexibility and
alienation of people from their work. These problems are examined in Part I in rela-
tion to what we know about people and their needs at work. From this we can
identify new criteria for effective job design and work organization, thus providing
targets for people to work towards in practice. In the light of these criteria the book
then examines how far techniques such as job rotation, job enrichment and group
working meet these aims and overcome some of the problems identified.

From Part I of the book the reader will be able to establish the extent to which
work restructuring has been implemented and how far it is applicable to his or her
own situation and to different types of industry. While it may be easy to restructure
jobs in light electronic assembly work, can the same be said for process type
industries with their technological constraints? While people are aware of the
problem on the shop floor, are there needs and opportunities for work structuring
in office and white collar jobs? Also, how far really do these changes lead to the
improvements in productivity and job satisfaction anticipated?

This book, however, is very much about application, and while it is one thing
to read and talk about work restructuring it is quite another to do it. Therefore in
Part Il the implications of these developments are examined together with the
issues involved in introducing this type of change. Thus problems like where we
should start, who should be involved and how we should measure our results are
examined, together with what tools and techniques are available to help the process
in practice.

Finally, while the focus of the book is essentially on practice, new technology
and changes in society are already influencing our approach to these problems.
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Thus the final part of the book helps the reader to consider the implications of new|
technology on job design and work organization in the factories and offices of thel
future. In examining future trends it identifies the opportunities and constraints that
may affect its future development and the sources and resources available to help
those interested in this field. ]

This book is therefore not just an academic text. It seeks to combine both a
thorough review of relevant theory and research with a pragmatic evaluation off
work structuring in practice. Not only will it appeal to students as part of thei
overall education but it will also be of direct use to people in industry who are
interested in improving their own effectiveness. While the book analyses past mis!
takes it also looks at future opportunities, examining both advantages and limita:
tions of the techniques and how they can be applied in practice. It offers studen s}
and managers alike guidelines, checklists and tools that can be used both to aid
and measure change and, through the many case studies, a wealth of practi alf
experience.
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PART |

Concepts

The first part of this book seeks to examine some of the underlying
thinking about organization and the needs of the individual.
Traditional approaches to organizing people and work are examined
and their effectiveness, particularly in regard to employee reactions
‘and motivations, is explored. Current thinking on human motivation
h examined, with particular regard to its implications for job design

and work organization. Finally, in the first part of the book, current
thinking on alternative approaches to the organization of people and
work are examined with a view to determining the criteria for effec-
tive job design and work organization.






CHAPTER 1

The problem

What is the problem? Why have traditional approaches to organization and
increasing efficiency failed? How far do poor organization and lack of job
design contribute to the problems of alienation from work, low productivity
and lack of flexibility? What has been the impact of increased specialization
and centralized management control on people’s sense of involvement and
‘commitment at work? Why do we need to change?

1.1 THE NATURE OF THE PROBLEM

1.1.1 FAILURE OF THE TRADITIONAL APPROACH TO
. ORGANIZATION AND EFFICIENCY

Many people feel we have not yet found the answer to gaining people’s
involvement and commitment at work. Traditional approaches to organiza-
‘tion and increasing efficiency often seem to fail in practice to achieve the
improvements in performance and productivity anticipated. Increased
'specialization, the de-skilling of jobs and more centralized management
‘control, while they are felt necessary for increased efficiency, often result in
"more boring and monotonous work, a lack of sense of responsibility and
‘involvement leading, in some cases, to indifference or even positive feelings
of alienation from work.

The costs of our failure to adequately match the needs of the organiza-
tion from an efficiency point of view with the needs of employees on whom
the organization depends can be high. While some of these costs may be
reflected in relatively visible features such as poor operator performance,
| absenteeism, labour turnover, strikes and disputes, others are less
‘immediately obvious but may ultimately be of greater significance. Thus
factors such as lack of flexibility of labour, poor quality, late deliveries, over-
- manning and resistanéd to changes in method and technology may in the
longer term incur greater costs in terms of a company’s productivity and
- competitive position.

“ However, ultimately the greatest cost of our failure to effectively involve

 our employees is one of lost opportunity in tapping and developing the con-

| tribution that people at all levels in the organization can make to the continu-

- ing improvement and success of the organization in meeting the increasing
and changing demands made upon it.
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