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10.8: From Motivation Theory to Application

7. How can managers redesign existing jobs to increase employee motivation and performance?

The material presented thus far in this chapter demonstrates the wide variety of theorists and research studies that have contributed
to our current understanding of employee motivation. Now we turn our attention to more practical matters, to ways that these
concepts can be applied in the workplace to meet organizational goals and improve individual performance.

Motivational Job Design
How might managers redesign or modify existing jobs to increase employee motivation and performance? The following three
options have been used extensively in the workplace:

Job enlargement. The horizontal expansion of a job, increasing the number and variety of tasks that a person performs, is called
job enlargement. Increasing task diversity can enhance job satisfaction, particularly when the job is mundane and repetitive in
nature. A potential drawback to job enlargement is that employees may perceive that they are being asked to work harder and
do more with no change in their level of responsibility or compensation. This can cause resentment and lead to dissatisfaction.
Job enrichment. Job enrichment is the vertical expansion of an employee’s job. Whereas job enlargement addresses the
breadth or scope of a job, enrichment attempts to increase job depth by providing the employee with more autonomy,
responsibility, and decision-making authority. In an enriched job, the employee can use a variety of talents and skills and has
more control over the planning, execution, and evaluation of the required tasks. In general, job enrichment has been found to
increase job satisfaction and reduce absenteeism and turnover.
Job rotation. Also called cross-training, job rotation is the shifting of workers from one job to another. This may be done to
broaden an employee’s skill base or because an employee has ceased to be interested in or challenged by a particular job. The
organization may benefit from job rotation because it increases flexibility in scheduling and production and because employees
can be shifted to cover for absent workers or changes in production or operations. It is also a valuable tool for training lower-
level managers in a variety of functional areas. Drawbacks of job rotation include an increase in training costs and decreased
productivity while employees are getting “up to speed” in new task areas.

Work-Scheduling Options

As companies try to meet the needs of a diverse workforce and retain quality employees while remaining competitive and
financially prosperous, managers are challenged to find new ways to keep workers motivated and satisfied. Increasingly popular
are alternatives to the traditional work schedule, such as flextime, compressed workweek, four-day workweek, telecommuting, and
job sharing.

One option for employees who want an adjustable schedule is flextime, in use at 57 percent of U.S. companies.  Flextime allows
employees to decide what their work hours will be. Employees are generally expected to work a certain number of hours per week
but have some discretion as to when they arrive at work and when they leave for the day.

Another option for employees who want to maximize their leisure hours, indulge in three-day weekends, and avoid commuting
during morning and evening rush hours is the compressed workweek. Employees work the traditional 40 hours, but fit those hours
into a shorter workweek. Most common is the 4-40 schedule, where employees work four 10-hour days a week. Organizations that
offer this option claim benefits ranging from increased motivation and productivity to reduced absenteeism and turnover.
According to the Society for Human Resource Management, 29 percent of U.S. companies offered employees a compressed
workweek in 2017, down from 35 percent in 2013. One of the reasons for the downward trend may be the increasing popularity of
a four-day workweek.

In 2017 the Society for Human Resource Management began tracking the popularity of a four-day workweek, offered in 13 percent
of U.S. companies. In this option, employees work only four days a week, the same as a compressed workweek, but work 32 hours
or less. The year before, Amazon announced a pilot project that allows some tech teams in their human resources department to
work fewer hours for 75 percent of pay but retain the same benefits as full-time employees. In contrast, Tower Paddle Boards made
permanent its pilot of reducing the workday to only five hours for the entire company. Employees retain the same pay and
obligations as before so are challenged to be more productive in less time. In addition, the company started a 5 percent profit-
sharing plan. Founder Stephan Aarstol says he expected to lose some revenue for a bit, but that didn’t happen. Revenue the first
year was up 40 percent.
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Telecommuting is a work-scheduling option that allows employees to work from home via a computer that is linked with their
office, headquarters, or colleagues. Often employers will use a mix of these scheduling options depending on the situation.
Jacqueline Pawela-Crew was a group leader in Intel’s management engineering unit who worked a compressed schedule. She
worked Monday through Thursday, and on two of those days she telecommuted from her home. On the other two days, she worked
a flexible schedule, sometimes getting to the office at 6 a.m., so she could be home when her children came home from school. Her
former manager, Dan Enloe, was a U.S. Navy reservist and divorced dad, so he also used Intel’s flexible schedule to meet his
military and family needs.  He sees the flexible scheduling as a key motivator for Intel’s employees. “I’ve had workers tell me flat
out, they were going to leave Intel if they didn’t have the option of some flexibility with their schedules,” he says.  Ricardo
Semler, CEO of Semco, a Brazilian conglomerate with 3,000 employees, sums up flexible work schedules this way: “The essence
to us [at Semco] was that people who are free people, who [can act] based on self-interest, who can balance their own lives, are
much happier, more productive people. If you take a business call on a Sunday afternoon, for instance, why not go to the movies on
a Monday?” Semco’s employees not only choose their own schedules, they often choose which part of the business to work for and
even how much they’ll be paid.

Job sharing is a scheduling option that allows two individuals to split the tasks, responsibilities, and work hours of one 40-hour-
per-week job. Though used less frequently than flextime and the compressed workweek, this option can also provide employees
with job flexibility. The primary benefit to the company is that it gets “two for the price of one”—the company can draw on two
sets of skills and abilities to accomplish one set of job objectives. Mary Kaye Stuart is an account executive at a broadcasting
company is Austin, Texas. After her doctor warned her that the stress of her 100-mile commute could shorten her life, she pursued
job sharing. She teamed up with a former coworker, and each works three days a week, working together on Wednesdays. “Job
sharing is a great solution to keeping people from burning out and preventing turnover,” says Melissa Nicholson. She believes in
the power of job sharing so much that, after years of doing it herself, she founded Work Muse to help companies set up job-share
arrangements. Not all partnerships have been successful, she admits, but when they are, she loves having the ability to be flexible
and for the workers to cover each other and support each other. “I’m able to just not think about email or work for four days a
week,” she said. “That’s just an impossibility for most people.”

Although each of these work-scheduling options may have some drawbacks for the sponsoring organizations, the benefits far
outweigh the problems. The number of companies offering flexible work options has grown, and the trend is expected to continue.

Recognition and Empowerment
All employees have unique needs that they seek to fulfill through their jobs. Organizations must devise a wide array of incentives
to ensure that a broad spectrum of employee needs can be addressed in the work environment, thus increasing the likelihood of
motivated employees. A sampling of these motivational tools is discussed here.

Formal recognition of superior effort by individuals or groups in the workplace is one way to enhance employee motivation.
Recognition serves as positive feedback and reinforcement, letting employees know what they have done well and that their
contribution is valued by the organization. Recognition can take many forms, both formal and informal. Some companies use
formal awards ceremonies to acknowledge and celebrate their employees’ accomplishments. Others take advantage of informal
interaction to congratulate employees on a job well done and offer encouragement for the future. Recognition can take the form of
a monetary reward, a day off, a congratulatory e-mail, or a verbal “pat on the back.” Recognition does not have to come from
superiors to be meaningful, however. At The Motley Fool, a financial services company dedicated to helping people invest better,
employees use the app YouEarnedIt to recognize the contributions of coworkers. In the app, employees are given “gold” to spend
by thanking or complimenting one other along with a statement of what the recipient did to earn it. The recipients cash in the gold
for real prizes or gift cards. Employees say this type of recognition may be better than management recognition.

Employee empowerment, sometimes called employee involvement or participative management, involves delegating decision-
making authority to employees at all levels of the organization, trusting employees to make the right decision. Employees are given
greater responsibility for planning, implementing, and evaluating the results of decisions. Empowerment is based on the premise
that human resources, especially at lower levels in the firm, are an underutilized asset. Employees are capable of contributing much
more of their skills and abilities to organizational success if they are allowed to participate in the decision-making process and are
given access to the resources needed to implement their decisions. Netflix removes obstacles from employees’ paths to success by
eliminating policies and procedures to show its trust in employee decision-making, including in decisions about expenses and
vacations. Netflix hires “fully formed adults” and tells them to use their best judgment to act in the company’s best interest. The
company believes employees will be more productive if not bound by processes. As a result of following these practices, Netflix is
noted among companies 40 percent more productive than others.
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Economic Incentives
Any discussion of motivation has to include the use of monetary incentives to enhance performance. Currently, companies are
using a variety of variable-pay programs such as piece-rate plans, profit sharing, gain sharing, stock options, and bonuses to
encourage employees to be more productive. Unlike the standard salary or hourly wage, variable pay means that a portion of an
employee’s pay is directly linked to an individual or organizational performance measure. In piece-rate pay plans, for example,
employees are paid a given amount for each unit they produce, directly linking the amount they earn to their productivity. Profit-
sharing plans are based on overall company profitability. Using an established formula, management distributes some portion of
company profits to all employees. Gain-sharing plans are incentive programs based on group productivity. Employees share in the
financial gains attributed to the increased productivity of their group. This encourages employees to increase productivity within
their specific work area regardless of the overall profit picture for the organization as a whole.

One well-known approach to monetary incentives is the award of stock options, or giving employees the right to purchase a given
amount of stock at below-market prices. Stock can be a strong motivator because those who receive the options have the chance to
make a lot of money. Government tax incentive changes have affected how much equity (stock) companies offer each year,
indicating that stock options are declining in popularity.

One popular incentive is the bonus. A bonus is simply a one-time lump-sum monetary award. In many cases, employees receive
bonuses for achieving a particular performance level, such as meeting or exceeding a sales quota, and it is not uncommon for
bonuses to be substantial. Google created a Founders’ Award and once gave $12 million in restricted stock to the winners, a huge
spot bonus for great work on a project. For line and staff employees, bonuses can add up to 3 to 5 percent of their annual pay; for
middle managers, that figure rises to the low double-digit percentage range. For executives, specifically senior executives, bonuses
can constitute up to 50 percent of their annual compensation.

That’s not to say that small bonuses aren’t good motivators. Google discovered the large range in values for the award created
jealousy instead of fostering better teamwork. Based on employee input, Google changed from monetary awards to experiential
awards, such as gifts and trips, and everyone was happier.  “Spot” bonuses allow companies to target employees that impact the
bottom line and can help motivate average employees. Sarah Clausen received her first bonus from Dallas-based Associa, a
property management company, for overseeing the rollout of video-based town halls. “It really creates a feeling that your work is
being valued and appreciated,” she says. “It definitely leads me to want to stay here and do a good job.”

Regardless of their size, bonuses are replacing the raise as the way companies compensate employees for a job well done and
motivate them to perform at even higher levels. That is because bonuses can vary according to outcomes. Financial incentives that
allow variability in compensation to reflect an individual employee’s contribution are generally known as pay-for-
performanceprograms. One of the many companies that use pay-for-performance programs is Allstate, which assigns employees’
individual performance one of five grades. The size of an employee’s bonus depends on his or her grade. For example, one worker
may receive a bonus of 5.5 percent of her annual pay, but the worker in the next cubicle doing the exact same job—though less
efficiently or productively—may receive only 2 percent. The pay-for-performance approach can also be used for CEOs.
Teslaannounced that CEO Elon Musk’s compensation could be worth up to $55.8 billion over the next ten years, or nothing.
Musk’s compensation is tied to the market capitalization of the company.  The percentage of annual payroll companies commit for
pay-for-performance bonuses has fluctuated slightly in recent years but remains above 12 percent and is expected to continue.

CONCEPT CHECK
1. Explain the difference between job enlargement and job enrichment.
2. What are the four work-scheduling options that can enhance employee performance?
3. Are all employees motivated by the same economic incentives? Explain.

This page titled 10.8: From Motivation Theory to Application is shared under a CC BY 4.0 license and was authored, remixed, and/or curated by
OpenStax via source content that was edited to the style and standards of the LibreTexts platform.
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