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150 OBJECTIVES
After goingthrough this Unit, you should be ableto:

e appreciatethe conceptsrelated to employee motivation and job satisfaction,
e understand the techniquesthat can be used for motivating employees, and

e comprehendalternative methods by which jobs can be made moreinteresting.

15.1 INTRODUCTION

Employee motivation and job enrichment are described as two management techniques
used to improve human behaviour and attitude towardswork. This is done with a view to
utilise available human resources more efficiently and thus make human management more
effective. Just astheemployee has certain wantsthat the organisationis expected to satisfy,
the organisation too expects certain types of behaviour usually térmed as "' Direction™ or
"Motivation”. Obvioudy this managerid function is not so easy as it involves many
problems. These problemsand their possiblesolutionsare the concernsin this Unit.

Job enrichment is al'so a motivationa problem created by the alienation of employees
from their work, or by lack of interest in their work. Here the problem is how to make
the work more interesting, purposeful and acceptable to employees so that they may
perform it more enthusiastically and 'with a greater sense of responsibility. Like
motivation this is also a problem of human behaviour and work attitude. In fact both
employee motivation and job enrichment are the problems ghich every supervisor and
manager hasto face while managing and making their subordinateswork.

15.2_‘ WHAT ISMOTIVATION?

Literally motivation means incitement or inducement to act or move. In an industrial
setting it means to make a subordinate act in a desired manner so as to achieve certain
ams. Obvioudy "desired” implies as desired in the interests of the organisation or
employer. It implies not only that the subordinate should act in a disciplined manner, but
also that he or she should act in an efficient and productive manner. To motivate,
therefore, is to induce, persuade, stimulate, even compel (as when fear becomes the
motivator) an employee to act consciously or subconsciously in a manner which may

25



Block-2 Human
Resour ce Development

26

help in attaining an organisationa objective. This may be a limited view. Motivation
really comprises all the internal urges which are described as desires, wishes,
drives, etc. which make a person strive for doing a thing. Motivation is what makes
people do things. In the US it is commonly described as ""making John run”. Webster
definesthe term ""Motivate" as meaning to provide with a motivation to impd or incite
oneto action. It may be a need, idea, emotion or inorganic state that may prompt one to
action or work. It is not a matter or manipulation but it is an act of making employees
work better and effectively by understanding their desires/needs.

M otivationand I ncentives

Moativation is usudly not the same as incentive. Regarding incentives we generdly expect
greater output with the same inputs, while motivation usudly involves some more inputs
congdered necessary for changing the work attitude and behaviour of the employee.
Motivesor motivation is conddered as the expression of a person's inner needs, as they are
personal but incentives are externa in nature and are provided by someone to the person
concerfied. Again, financial incentives may not motivate dl, particularly those employees
whose physicad needs are dready satisfied. Persons with higher earnings may remain
disstisfied and frustrated because their employment and working conditions mey not be
conducive to meke a person work wholeheartedly and give his or her best. To motivate
means redly to produce a god-oriented behaviour, which may not be made possble by
mere provisonof incentiveswith the object of higher earningsand higher outpuit.

Need and Importance

Need and importance of motivation are too obvious to have a detailed discussion.
Survival and growth of an undertaking depends considerably on the performance of its
employeesand the performance of an employee dependson two factors, that is(i) hisor
her ability to work and (ii) hisor her will to work. The first is determined by the
quality of education, training and experiencethat he or she hasacquired. Even if thereis
any deficiency in the same, it can be made good by arranging further training, retraining
and developing facilitiesfor the employee. The second factor i.e. willingness to work, is
moredifficult to manageas it involves bringing changein the behaviour and attitude of a
person towards work, or motivating him or her to work in a desired manner and give an
overdl better performance. Motivated workforce is essential for efficient working and
optimum motivation in personnel management can hardly be better seen than from the
fact that after planning and organising, motivation is the third important function of a
personnel manager. In order to meke any manageria decison really meaningful, it is
necessary to convert it into an effective action which the manager can accomplish by
motivating his or her subordinates. Almost every human problem the manager faces
throughout the organisation has motivational elements. The manager, therefore, should
incorporate the principles and concept of motivation into his or her own philosophy of
management. By understanding and applying them, he or she can influence others in
attaininga better or positive motivation.

153 SOME COMMON ASSUMPTIONSABOUT
MOTIVATION

Both, the academics and the practisng manager have been trying to understand the
motivational factors since long. The theories that have been put forward regarding
motivation are till tentative and cannot give any definite concluson. Some common
assumptionsabout motivetion are:

i) Itiscommonly stated that, it isthe subordinatesor rank and file among the workers
or non-supervisory staff in an organisgtion who need to be motivated and not the
supervisory and managerid staff. The fact is that the latter need to be motivated
first and it is then that they will be able to motivate their subordinates and other
workersat the shop floor or front office level. How can a demotivated manager or
supervisor motivate persons working under him or her?



n)  Mouvalon ad rigrier proguctivity go ogetic. 11is Ity be thue Dy dld 1arge, bul
individua motivation at the workplace or group motivation, as in the case of trade
unions, may not have such a correlation with productivity.

iii) All motivational techniques are designed and applied by the personne managers
and other line executives, who directly control and take work from those under
them. In fact, the latter are more concerned as it is their primary function to see the
persons under them work most efficiently. Asthey are in closer touch with their
workers they can understand their problems better and also know their needs. If
necessary they can take the advice of the personnel expert or industrial psychologist
or any consultant.

' iv) Standard theories of motivation developed by psychologists may also apply to
industria Situations. Most of these concepts and theories have been developed by

the sudy of human material other than the industriad personnel, and 0 their
applicationto the latter may not provide dependable results.

15.4 TYPESOF MOTIVATION

In the industrial or service set-up motivation may be intrinsc as well as extrinsic.
Intrinsic motivation is related to the job one is doing. When a skilled operative
performsajob well, he or she derivesa sense of satisfaction. Thisisintrinsic motivation
which satisfies the creative instinct in a person and gives an inner satisfaction due to
some sort-of achievement.

Extrinscmotivation isexterna to thejob or task. For example, financia incentivesfor
doing a job wdl or giving higher wages may motivate the workers. Other external
motivatorsare praise from the superior for good work, recognition of good

by the company in the form of public citation and award, admiration of fellow workers,
and improved working conditions, more power and authority and other facilities.

Determinantsof M otivation

The traditiona approach that humans could be made to work by monetary rewards has
been gradudly giving place to a more complete pluralisticexplanation which recognises
that humans work to fulfil a variety of needs. It isrecognisedthat motivation isthe result
of the following three groups of factors:

i) Individuals: To know what can motivate employees we must know their aims,
objectivesand vaues. Human needs are both numerous and complex, and often it is
difficult to identify and categorise them. Motivation is not an easily observed
phenomenon. We have first to observe individua action and behaviour at work and
interpret the same in terms of some underlying motivation. Our interpretation may
not necessarily reved the individua's true motivation, as some of the human needs
may bedifficult to describeand identify.

ii) Organisational Components. Organisation structure, technological system,
physical facilities etc. which constitute internal environment of an organisation
affect employee motivation. Some machines are more interestingto work with than
others; or certain kinds of work may be boring to many persons.

iii) External or Exogenous Variables. A worker's life outsde the organisation i.e.
‘employee's socid life is also an important factor affecting the employeg's motivation
or willingnessto work in the organisation. Troublesand joys of off-job life cannot be
totdly put aside when reporiing for work, nor can, the organisational matters be
completely dropped after returning home. A strong motivationa role is aso played by
culture, customs and norms, images and attributes cdnferred by society on particular
jobs. An individua for example may find that hisor her work commandsa substantial
degree of respect and socid acceptance quite apart from holding a postion in a

Employees Motivation and
Job Enrichment
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particular organisation, and so he or she may be more willing or motivated to perform
such a work. Y et there are certain indications through which you may decide who
can be considered a motivated worker, like:

a) Onewhowantsto come towork and workswillingly.
b) When at work one givesones best.

c) One has adefinite sense of belonging and pride in the organisation and in the
improvement of management effectiveness.

Similarly, some common indicationsof demotivationare:

a) [Increasing absenteeismamong employeesand excessive |abour turnover.
b) Low output and productivity.

c) Anincreasing rate of accidentsand wastage of raw material.

d) Rank indiscipline.

e) Frustrationand unrest in the workforce.

f)y Defiant and violent behaviour of employees at or outside the workplace, and
frequent confrontation or argument with supervisors and managers.

g) Non-cooperationand strikes, etc.

Frustration, which is the most common manifestation of demotivation may be caused by
erosion of real wages due to rising prices and unsatisfactory personnel administration.
But whenever it develops, an employee will either seek a better job elsewhere if he or
she can or will develop a sense of apathy towards the organi sation and work so that he or
she would do as little as possible. Other demotivation consequences of frustration may
beasillustratedin Figurel.

FHgnt Internd Withdrawd Aggresson
(Change of Employment (Apethy, Aliengtion etc.)
Resgnationetc.)

|

Externd (Individua Group or Unionised)

Towards the management Towards innocent Intemalisad (Resentment,
(protests & dtrikesetc.) other persons and objects Hodlility)

Figurel: Frustrationat the Work Place

15.5 THEORIES OF MOTIVATION

Although no area of personnel management has been more debated than motivation, the
latter has been and still is an important area, where considerable research is being
conducted by psychologists, behavioura scientists and management scholars. Based on
this research many theories of motivation have been formulated. Some of the important
theories which try to provide explanations of the behaviour outcome are as bel ow:

i) B.F. Sinner's Theory of Operant Conditioning or Behaviour Modification
Theory: According to this theory people behave the way they do because in past
circumstances they learned that certain behaviour was associated with pleasant



ii)

Physiclogical

outcomes, while certain other behaviour was associated with unpleasant outcomes.  Ermployess Mativation and

In other words behaviour of a person depends upon its consequences. In simple
language this is a theory of learning, i.e. how to make a human being learn what is
positive or desirable behaviour? This feeling can be induced by introducing some
favour at the end of some positive behaviour, thus strengthening the urge to repeat
the behaviour. Skinner did not make any research in the field of industries, but he
conducted his researches to study learning process among rats, and aso
experimented with school children and found that stimulusfor desirable behaviour
could be strengthened by rewarding it at the earliest. In the industrial situation, the
relevanceof this theory may befound in theinstallation of sometype of incentives.
More immediate is the reward, and the stimulation or the motivation it creates.
Withdrawal of reward in case of substandard work may aso produce the desired
result. However, researches show that it is generally more effective to reward
desired behaviour than to punish undesired behaviour.

McClelland’s Need for Achievement Theory: Thistheory has particular reference
to industrial enterprises, as the achievement motive naturally has much to do with
the success and failure of an enterprise. In the US maximum research-Has been
conducted on the achievement motive. According to McClelland the three human
needs are need for affiliation, need for power and need for achievement. His
theory postulatesthat some people are much more achievement minded than others
and they attain job satisfaction, and derive a specid kind of joy in attaining an
obj ective successfully or accomplish a challenging job or completingajob of great
responsibility rather than receiving a monetary or other reward. According to him
need for achievement or self-actualisation is the strongest and lasting motivating
factor, particularly in case of personswhose power needs are satisfied. McClelland
stated that the motivational pattern and factorsare influenced by e family, friends,
culture, socia attitudes and other similar factors. And achievement motivated
people are usually not as much money hungry as they are for achievement and
accomplishment. This type of motivation may be seen more among people with
higher technical skill and professional knowledge, than in labour intensive
traditional organi sations.

Abraham H. Maslow’s Need Hierarchy or Deficient Theory of Mativation: You
have already read in Unit 5 about Maslow’s theory. The crux of Maslow’s theory is
that human needs are arranged in a hierarchy composed of five categories., The
lowest level needs are physiological and the highest levels are the self-actualisation
needs. Maslow starts with the formulation that man is a wanting animal with a
hierarchy of needs, of which some are lower in scale and some are in a higher scale
or system of values. As the lower needs are satisfied, higher needs emerge. Higher
needs cannot be satisfied unless lower needs are fulfilled. A satisfied need is no
longer a motivator. The hierarchy of needs at work in the individuals is today a
routine tool of the personnel trade, and when.these needs are active they act as
powerful conditionersof behaviour- as motivators.

Hierarchy of Needs. The main needs of a person are fivei.e. physiological needs,
safety needs, social needs, ego needsand self-realisation or self-actualisation needs,
asshown in order of their importanceand working in thefollowingtwo Models.

SHf-Actudisation

Edeam

Bdonging

Safety

Modd |

The above five basic needs are regarded as striving needs which make a person do
things. The first modd indicates the ranking of the different needs. The second is

Job Enrichment

29



Block-2 Hinan
Resour ceDevelopment

30

more helpful in indicating how the satisfaction of the higher needs is based on the
satisfactionof the lower needs. It aso shows how the number of personswho have
experienced the fulfilment of higher needsgradually tapersoff.

1)

4)

Self-realisation Needs

/ | Ego Needs
: / " Social Needs | 1\
/ Safety Needs \
(7 Physiological Needs 1\

Modd 1I

Physiological or Body Needs: The individua moves up the ladder responding
first to the physiologica needs for nourishment, clothing and shelter. These,
physica needs must be equated with pay rate, pay practices and to an extent
with the physical conditionsof the job.

Safety/Security: The next in order of needsissafety/security need, the need to
be free from danger, either from other people or from environment. The
individua wants to be assured, once hisor her bodily needs are satisfied, that
they are secure and will continueto be satisfied for the foreseegblefuture. The
safety needs may ‘take the form of job security, security against disease,
misfortune, old age, etc. as also againgt industrial injury. Such needs are
generaly met by safety laws, measures of socid security, protective labour
laws and collective agreements.

Social Needs: Going up the scale of needs, the individua feels the desire to
work in a cohesive group and develop a sense of belonging and identification
with a group. He or she feels the need to love and be loved and the nesd to
belong and be identified with a group both within the organisation and in the
society. In a large organisation it is not easy to build up socid relations.
However, close relations can be built up with at least some fellow workers.
Every employee wants to fed that he or she is wanted or accepted by the
society where he or she belong or want to belong.

Ego or Esteem Needs: These needs are reflected in our desire for status and
recognition, respect and prestige in the workgroup or workplace, such asis
conferred by the recognition of one's merit by promotion, by participation in
management and by thefulfilment of aworker's urge for self-expression. Some
of the needs relate to ones sdf-esteem, e.g. need for achievement, salf-
confidence, knowledge, competence, etc. On the job, this means praise for a
job well done. But more important, it means a feeling by the employee that at
all times he or she hasthe respect of hisor her supervisor as a person and asa
contributor to the organisation's goal.

Self-realisation or Self-actualisation Needs. This upper leved nead is one
which when satisfied makes the employee give up dependenceon otherson the
environment. The person becomes growth-oriented, self-directed, detached and
oregtive. This nead reflects a state defined in terms of the extent to which an
individual attains hisor her persona god. This is the need, which totally lies
within onesdf and there is no demand from any externd situation or person.



To quote Maslow, “A musician must create music; an artist must paint, a  Employees Motivationand
poet must write, if heis to be ultimately happy. What a man can be, he Job Enrichment
must be. This need we may call self-actualisation". The person has "the

desire to be more and more what one is, to become everything what one is

capable of becoming™. In practical terms, in an organisation one seldom

achieves self-realisation. However, the creativity of a person in producing mew

and practical ideas, in bringing about productivity, innovation and reducing

costs might satisfy some of these needs.

By and large Maslow’s analysisis significant, and he may also be correct in
saying that saturated basic needs act as disincentives, but his reasoning is not
freefrom flaws. For the majority of industrial workersor executiveseven basic
needsare never satisfied fully. These needsare recurrent and some of them are
fairly constant. They may vary, say from a small flat to a bigger flat, or from a
small car to a bigger car, but al the same they are there. Moreover, as observed
earlier, the industrial scene is hardly conducive to satisfying higher needs,
particularly the one of self-actualisation. A highly dedicated and committed
executive may have a highly developed sense of responsibility, but may not
have the need for self-actualisation.

iv) Herzberg’s Two Factor or Hygiene or Maintenance Theory of Motivation:
According to Herzberg, one has two different categories of needs which are
essentially independent of each other and affect ones behaviour in different ways.
When people are dissatisfied about their jobs, they are concerned about the
environment i.e. the job conditions in which they are working. On the other hand,
when peoplefed good about their job, this.hasto do with the work itself. Herzberg
callsthefirst category of needs hygiene/maintenance factors becausethey describe
one's environment and serve the primary purpose of maintaining a reasonable level
of job satisfaction. He calls the second category of needs as motivator ssince they
seem to be effective in motivating people to superior performance. Hygiene factors
include company policies, administration, supervision, working conditions,
interpersonal relations, wages and allowances, status and security. Motivators or job
content factors include achievement, recognition, increased responsibility,
challenging work, growth and development. Accordingto Herzberg both the sets of
factors work in one direction only. Absence of hygiene factors may dissatisfy the
workers but will not demotivate them. Similarly, in the presence of motivators,
workers may be motivated, but their absence does not make them dissatisfied.

Herzberg’s theory and observations are based on the information collected by him
and his colleagues by interviewing 200 engineers and accountantsin the late fifties
at Pittsburg in order to assess what motivated them in their work. Obvioudly this
was a group of employees whose lower needs, i.e. physiological, safety and even
socia needs by and large were satisfied and so they could be motivated by the
remaining two higher needs, i.e. esteem and self-actualisation. Herzberg’s theory
may, therefore, be relevant for better-paid executives. Moreover, it has to be
understood that some maintenance factors for one person can be motivational
factors for another and vice versa. Hardly any organisation can offer unbounded
opportunities for persona growth to its executives. So a middie way has to be
found.

) Alderfer’s ERG Theory of Motivation: Taking Maslow’s theory as the starting
point, Clayton Alderfer has built up a theory which he claims has redlistic
application to awork organisation. Accordingto him, Maslow’s five levels of needs
can be amalgamated into three, i.e. " existence relatedness and growth™ resulting
in his approach being termed ERG Theory. His Existence Needs include al forms
of physiological and safety needsor Maslow’s first two level needs. Related Needs
include relationship with other people (Social Needs of Maslow’s third level) and
that part of Maslow’s fourth level (Esteem Needs) which are derived from other

people. Growth Needs, like Maslow’s notion of self-actualisation, are concerned 3
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with the desire to be creative and to achieve full potentia in the existing
environment.

Alderfer’s theory conceives of ERG needs along a continuum thus avoiding the
implication that the higher up an individua is in the hierarchy the better it is.
According to him different types of needs can operate smultaneoudy, and if a
particular path towards the satisfaction is blocked, the individual will both persist
along that path and at the same time regress towards more easily satisfied needs. In
this way, he distinguishes between chronic needs which persist over a period and
the episode needs which are situational and can change according to the
environment.

vi) V.H. Varoom's Expectancy Theory: Accordingto Varoom, an individual's level
of performanceis determined by one's preferencefor particular goas. Hecalslevel
of performanceas the first level outcome and preferencefor a goa as second level
outcome. An individua's preference for a particular goal which Varoorn calls
Valence can be positive or negative, or zero, depending on whether the individual
prefersto attain the goa, or not, or it can be zero, if he is indifferent towardsthe
outcome.

The degree to which the individua believes that his first level outcome
(performance) leads to the second level outcome (preferred goal) is a subjective
probability estimate which Varoom calls Instrumentality. The combination of
Valence of the Goa and the Instrumentality determines the importance of level of
performance. Another major variable in the Varoom's motivatiortal scheme is
Expectancy which like Instrumentality is aso a probability estimate, in other
words an individua will relate whether an effort in a particular job will give the
desired performance. Theformer relateseffortsto the level of performance. And the
latter relates performance to the preferred goa i.e. relate a particular level of
performance to some reward. Expectancy will depend on the requisite skill and
abilities of the individual, as aso on his perception of the most appropriateway of
obtaining his objectives.

- Thus, what the individual does will depend on athree step thought process (i) How

important are the various second level outcomes(preferred goal)?(ii) Will thefirst level
outcome (level of performance) leed to second level outcome or preferred goa
(instrumentality)? (iii) Will existing effort in fact achieve high performance
(Expectancy)? Although Varoom's theory does not directly contribute to the techniques
of motivating personnel in an organisation, it is of value in analysing organisational
behaviour. It aso points out that people can differ greatly in how they size up their
chances for successin different jobs. Therefore, to motivate people, it isjust not enough
to offer them some rewards. They must also feel reasonably convinced that they have the
ability to obtain the reward.

Asfar asthe hospitality sector isconcerned this is still open for further research.

156 MOTIVATION OF EMPLOYEESIN ACTUAL
PRACTICE

These two expressionsare not synonymous or interchangeableas may be clear from the
definition and nature of motivation explained earlier in this Unit. But the fact remains
that a motivated group of workers generaly has a high degree of morale. Morale is a
compesite attitude of variousindividuals employed by a company. It is generated by the
group'and may be considered as a by-product of the group. It is not an average of
individual attitudes. M.S. Viteles definesmorale as™ an attitude of satisfaction, with a
desireto continuein, and willingnessto strivefor, thegoalsof a particular group or
organisation" . Milton Blum describes morale as" the possession of feeling of being
accepted by and the belonging to a group of employees through adherenceto a
common goal and confidencein thedesirability of thesegoals’ . Put smply, moraeis



a group concept, while motivation is largely an individual concept. Morale is the Employees’ Motivation and

summation of feeling of employees as a group towards various aspects of their work job,
the company, working conditions, fellow workers, supervisors and so on. If the attitude
of employeestowards all these aspects is more positivethan negative, the morale of the
group can be said to be high, otherwise it is low. Some of the important components and
determinantsof morale are (a) a feeling of togetherness, (b) need for a clear goal or
obj ective to be achieved, (c) expectation of successtowardsthe attainment of the godl,
(d) feeling of each member within the group that each individual has a meaningful
task to perform for achieving the goal and whatever may be the job assigned to the
individual it matters and (e) supportive and stimulative leadership. All these
determinantsof morale are equivalent to that of job satisfaction which is a precursor of
morale. However, the two differ as the term job satisfaction is used for an individual and
moralefor groups.

An enlightened management should be conscious of the need for assessing the morale of
- its employees by opinion poll or attitude survey from time to time. Low morale can be
caused by factors beyond the control of the organisation. However, employee morale can
be boosted up by (a) better methods of working in which employees or their
representatives may have a bigger say, (b) utilisation of incentive schemes with the
widest possible coverage, and (c) consultative and participative style of management.

What Demotivatesor Demor alises the Employees? Well, there are some management
practices which affect the morale and motivation or willingness of employees to give
their best or work in thedesired manner. Some of these practicesare:

a) Under assiénment: If a skilled person is assigned an unskilled or routine job, it
may causefrustration or job dissatisfaction and thus demotivation.

b) Over assgnment: If agood worker is overloaded to the point where he or shefeels
being exploited, this may make him or her lose interest in work. In big
organisations, it is rather a common practice to pick up good workers as others
cannot be trusted or depended upon.

c) Buckmastership: Superiors or |eaders avoiding hard work themselves and passing
on the same to their subordinates, and then finding fault with them is a common
management practice which may erode employee motivation.

d) Coercivetypes of control or supervision which may give the enployee a feeling
that he or sheis not being trusted may also demotivate or erode his or her interestin
the work. Some control no doubt is essential but if it istoo coercive resulting in
frequent warnings or punishments, or withdrawal of facilities to chasten the
employee, moraleand motivation of the employee may go down.

e) Manipulativebehaviour ofthe management which may take the form of divide and
rule policy or tactics, making promises which are not fulfilled, encouraging
groupism and so on may aso have a demotivating effect. When employees perceive
such behaviour, they naturally cease to work and lose interest in the same.

15.7 JOB ENRICHMENT -= MEANING, NATURE AND
OBJECTIVES

Job enrichment is a term used often for the process of achieving and improving the
"quality of work life"”. Herzberg describes job enrichment asthat typeof improvement
in the context of the job which may give a worker more of a challenge, moreof a
complete task, mor e responsibility, mor e opportunity for growth, and more chance
to contributehisor her ideas. The need for such an improvement in the job content is
being stressed by the social and behavioural scientists. This is because excessive job
specidisation introduced by scientific management and advancing modern technology
has been dehumariising thework by making the workers job meaningless, routine

Job Enrichment
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repetitive, removing all challengesfrom it and making the worker a part of the machine

culture. As human capabilities are not being fully utilised under such conditions, it is

creating frustration among the workers and aienating them from their jobs. The

increasing alienation of workers from their jobs is creating a serious human relations-
problem. Some organisations have been trying to solve the problem of excessive job

speciaisation by periodic job rotation to provide variety, but this has not proved

adequateto reducework boredom and monotony.

In recent years, considerable research has been undertaken with respect to more unusua
and seemingly risky changes in job content. Among these are job enlargement, job
enrichment and semi-autonomousgroups.

Job Enrichment and Job Enlar gement: Both these changes involve redesigning of the
job and have the objective' of humanising work by introducing more variety in work,
increasing responsibilities, and making work more interesting, challenging and
motivating. Job enlargement implies additionsof more functions and increasingthe
variety of tasks and dutiesto reduce monotony. But the additional responsibilities
involved are of a horizontal nature, Job enrichment ‘mplies an improvement in the
quality and variety of work, and the additional responsibilitiesare of a critical nature
encompassing self-growth by introducing motivators. Again the job enlar gement merely
makes a job structurally bigger, while job enrichment provides the opportunity for the
employees psychologica growth. “The job enrichment approach to job designing is,
therefore, more often recommended by the behaviourists.

158 HOW TO ENRICH JOBS?

Usualy job enrichment is undertaken at the management initiative, often with the
assistance of behavioural scientists as consultants for analysing the content of the job
and designing a new job-structure. The management's initiative is aroused by its
perception of workers apathy and indifferent performance, high rate of absenteeism, and
other symptoms which indicatethat workersdo not likethe jobsthey are doing.

There is no one way of enriching a job. The technology and the circumstances dictate
which techniques or combination of techniques could be appropriate. According to
Tripathi, some of the important technigues followed are:

i) Rotation of tasks, broadening of qualifications of skills and responsibilities,
enhancement of the intrinsic interest of the job and removing or lessening
supervision.

ii) Increasing responsibilitiesof individualsfor their own work.

iii) Giving employees more scope to vary the methods, sequence and pace of their
work.

iv) Giving a person or a work group a complete natural unit of work i.e. reducing task
specialisation.

v) Removing some controls form above while ensuring the individua or groups are
clearly accountablefor achieving targetsor standards.

vi) Allowing moresay or influencein setting targets and the standard of performance.

vii) Giving employees the control information that they need to monitor their own
performance.

viii) Encouraging the participation of employees in planning work, innovating new
techniquesand reviewing results.

- ix) Introducing new and more difficult tasks not previously handled.



X) Assigning individuals or groups specific projects which' givé them more
responsibility and help them to increasetheir expertise.

xi) Making crisisdecision in problem situations rather than relying on the boss.

As observed by Edwin B. Flippo the mogt critical core dimension of job enrichment is
that of job autonomy. It is certainly the critical difference between job enrichment and
job enlargement. The autonomy is created through a process of **vertical loading™ that is,
the worker is given self-management rights in multiple areas. In various programmes
such additional responsibilitiesinclude setting one's own work scheduleand work break,
in establishingwork methods, making one's own quality checks, varying the work break,
in establishingwork methods, changing duties with others, setting priorities as to work
performed, making crisis decision in problem situations rather than relying on the boss
and training less experienced workers.

A recent survey of 58 companieswith job enrichment programmes has revealed that two-
thirds felt that product quality had improved and half said that employee turn-over was
down to an average of 18%. Over one-third reported decrease in absenteeism by 16%,
and one-third indicated that employee satisfaction had improved with grievances
dropping by 16%.

Despite the well-developed theories and many reports of programme success, one can
say that job enrichment is not a panacea. When a large insurance company attempted to
introduce job enrichment, 82% of the affected employees reported liking the jobs, but
almost as many as 68% stated that the employees morale was lower because they were
not being pad in proportion to increased duties. Success of job enrichment process is
influenced by employees growth need. Those high in the need for achievement are more

-Tikely to respond to job enrichment opportunities, and employees with low achievement
needs are often unaffected by these changes. A person with high achievement needsis
one who feels a need to accomplish something important, to compete against a
challenging standard of excellence and prefers to receive a clear feedback of results.
Again, employees who are younger and more educated are more responsive to job
enrichment. The fact that all employees are not alike in their growth needs is further
indicated by another survey of some 1500 employees which reveals that collar
employees ranked 'interesting work' as most important. On the other hand, blue-collar
employeesranked 'interesting work' in the seventh position, after such items as security,
pay, helpful co-workers, and clearly defined responsibilities. Hence, management should
not assume that job enrichment would be a successwith all employees.

Check Your Progress

1

1) Discussthedifferent typesof motivation.

......................................................................................................................................

E NN NN NN RIS NN NN EEEEEEEEEEEEREEE

3) Mentionthefactorsthat improvemotivationand morale.

4) How canjobs beenriched?

Employees’ Motivation and
Job Enrichment
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Willingnessto work is as important acomponent of one's performanceas hisor her ability

- towork, if not more. Motivation means not only willingnessto work but also willingnessto

work in a desired manner which may help to attain organisational objective. The incentive
can be meant to motivate employees to better performance. Importance of motivation as
management function is obvious from the fact that it is an essential pre-requisitefor the
survival and growth of an organisation, which largely depends on the effective utilisation
of the workforce. And it is not possible unless the workforce is motivated adequately.
Every human problem has a motivationa element. Apart from other characteristics,
motivation is a Situational and complex problem as it relates to human behaviour and'
attitude towards work, which issubject to changeand o difficult to predict.

Employee motivation is intrinsic as well as extrinsic because it is affected by elements
present both within and outside the job. This is confirmed by motivation theories
formulated by social and behavioura scientists. Some of these theories indicate the
factors including human needs, which influence employee motivation, particularly
Maslow’s and Henberg's theories of motivation which have been discussed in this
Unit. However, in practice employees attitude and behaviour at work are influenced
considerably by organisational structure and its working and quality of work life. They
are aso influenced by personnel problems like recruitment, selection, promotion and
transfers, wage and salary administration, handling of conflicts, grievances and
disciplinary cases, and employeewelfare.

The need for job enlargement and job enrichment has arisen from the increasing dienation
or workersfrom their job monotony and boredom created by advancing modem technology
and specidisation. The management tries to improve the jobs horizontally (job
enlargement) or vertically (job enrichment) on perceiving workers apathy or indifferent
performance, high rate of absenteeism, and other symptomsindicating that the workers do
not like their jobs even when they are rewarded adequately for the same. Important job
enlargement and enrichment techniques used are: additional job functions, rotation of job
tasks, broadening of qualificationsor skills and responsibilities, increasing job autonomy
by lessening or removing supervision, enhancement of the intrinscinterest of the job, etc.
Experiments have been made to improvethe quality of work life by enrichingor enlarging
the jobs with such good results as increased output, decreased absenteeism, dropping
grievances, and increased employee satisfaction. However, the response of blue-collar
employeesand employeeswith low growth needswas not encouraging. Y et, both are used
extensively in hospitality and tourism industry for a variety of reasons like: lack of
availahility of trained manpower in destination zones, to provide better customer care,
seasona nature of employment, small size of tourismfirms, etc.
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Check Your Progress
1) Read Sec. 15.4. 2) See Sec. 15.18.
3) Base your answer on Sec. 15.7. 4) Read Sec. 15.8.

Some Activities

1) Identify your own motivatorsin order of priority.

2) Visitany tourism firm or hotel and assess the motivatingor demotivating
factors among the employees.






