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How to manage your boss 
r i T k NLESS you've reached the apex of the corporate net-
I I I work and are safely ensconced at the top, odds are, no 
\ ^ matter how successful a manager you are, you must 
nonetheless report to a "superior" in the corporate hierarchy. 
Learning to live with the man or woman who is your boss can 
become the most trying task a manager has to perform — 
especially if the relationship is not approached properly. 

S w i m m i n g up t he corpora te f l o w char t 

Whether you "float like a butterfly" or "sting, like a bee" in 
your relationship with your boss is all a matter of attitude. A 
boss-subordinate relationship comes so close to duplicating 
that of parent and child that many managers mistakenly view 
their boss as a parent whom they resent and find impossible to 
please. (Simplistic psychology but, unfortunately, true.) 

In order to be a successful subordinate, it's imperative that 
you perceive your boss neither as an omnipotent parent who 
never does anything wrong, nor as an incompetent idiot who 
never does anything right. Instead, an effective manager 
realizes that, at best, the boss is only human. 

Ge t t i ng i t t oge the r 

Many managers who are excellent at dealing with subor­
dinates are at a loss to manage their relationship with a feisty, 
fussy, or fickle boss. "I never thought that was part of my job," 
laments one executive who landed on the street after 
numerous disputes with his boss finally came to a clashing 
conclusion. 

Where do such managers go wrong? 
John J. Gabarro, a professor at the Harvard Business 

School, has done extensive research, investigating how ex­
ecutives build effective working relationships. He attributes 
these problems to "unrealistic assumptions and expectations 
about the nature of boss-subordinate relationships." Among 
the factors he cites as sources of potential friction are: 

• Failure to understand rnutual dependence. The boss-
subordinate team is one of mutual dependence between two 
people. Both are capable of making mistakes. Unless a subor­
dinate understands this, his or her actions can lead to disaster. 

Underlings often fail to recognize just how much their 
superiors do need their assistance to perform their own jobs 
effectively. Your boss can injure his own chances for success 
or, worse yet, lose his or her job if you fail to cooperate. 

• Failure to obtain needed information. Subordinates who 
view themselves as independent often fail to get help from 
their boss in clarifying their jobs. It's vital that you know what 
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Management 

your boss's priorities are: Otherwise you may omit information 
that is critical in reaching the right decision. 

• Don't assume your boss has given you all the informa­
tion. Some bosses virtually spoon-feed subordinates all they 
need to know. But don't expect your boss to do likewise. 
Some modest help is the most you should expect. Don't let 
this upset you. Seek the information and help you need rather 
than waiting for your boss to provide it. 

W a l k a mi le in you r boss 's shoes 

In order to better understand where your boss is coming from, 
give heed to these points: 

•• Know your boss's goals and the pressures on him. One 
newly appointed sales vice-president believed that the CEO's 
top priority was to improve the distribution system. In fact, this 
was only one of the CEO's aims. By failing to clarify what the 
boss's objectives were, he found himself at odds with the 
CEO's priorities and lost his job. 

• Determine your boss's managerial style. When a new 
president was brought in at one corporation, it soon became 
evident that, unlike his predecessor, he was a "reader" rather 
than a "listener" — in other words, he preferred to have 
everything written up before discussing the issue. 

One division manager recognized this trait and provided 
written reports and agendas for discussion. Another division 
head rarely sent memos, preferring to brief the chief in person. 

Consequently, the president viewed the "talker" as an inef­
ficient person to have around, and had him transferred. The 
"writer" was promoted. 

Manager , heal thyse l f 

While the ability to appreciate your boss's style doesn't re­
quire a degree in psychology, knowing your own style can 
prove far more difficult. Frequently, subordinates overreact to 
their boss's position. For instance, when a manager and her 
superior differed as ,to what approach should be taken on a 
particular problem, the boss inevitably hardened his position. 
In turn, the manager reiterated her own arguments with even 
greater intensity. The result was anger on both sides. 

This.manager would have been far better off if she had 
recognized her own infipatience whenever an impasse was 
reached — and simply suggested that they both give the idea 
some more thought and discuss it later. With the passage of 
time,'differences can be digested, tempers calmed, and the 
problem worked through without heated emotion. 

The urge t o be i ndependen t 

The very nature of the boss-subordinate relationship implies 
that the subordinate's opinions will invariably be restricted by 
the boss's final decision. Of course, give and take is necessary 
in any joint endeavor; and compromise is the key to success. 
But some managers are predisposed to dislike anyone whom 
they have to take orders from. 

• Escalating the conflict. The manager who rebels against 
this "dependency" sometimes blows an argument way out of 
proportion. The boss becomes an "enemy," simply because 
of his or her superior position. 

• The overly compliant manager. At the other end of the 
spectrum are those managers who passively agree tp 
anything and everything the boss wants—even if they believe 
the decision is unwise. In its own way, this is as bad a reaction 
as that of the manager who constantly rebels. Overly acquies­
cent managers deny their own feelings and see the boss as a 
parent figure who knows best and will take care of them. 

The problem with both of these positions is that they ignore 
the fact that the boss is not God. Bosses do not have vast 
knowledge on every topic, nor are they enemies who spend 
their time conspiring to destroy a subordinate's career. 

Being aware of your own reaction in a tense situation can 
help you better understand where you may be rubbing your 
boss the wrong way. 

Let your boss k n o w w h e r e y o u s tand 

If your boss is vague on certain matters and difficult to pin 
down, there are still ways to get needed information. For ex­
ample, draft a detailed memo covering key aspects of the job 
and send it to your boss for approval. Follow up by discussing 
each item face-to-face. 

Other methods of getting useful information include 
contacting those people who used to work for your boss and 
are familiar with his or her modus operandi. Also, any formal 
planning system, such as committees on which your boss 
may serve, are sources of information as to your boss's posi­
tion on particular issues. 

Keep your boss in the k n o w 

One sign of good management is keeping your boss abreast 
of what's happening in your department. This means channel­
ing information that the boss may not like to hear. But, for the 
good of the company, your boss needs to hear about failures 
as well as successes. Try to get this information through to 
your boss in a way that is most palatable to him. 

Disp lay your dependab i l i t y 

If your boss asks whether or not you can do a job by a certain 
date, don't say yes when you know it's impossible. Your 
failure to honor that commitment will make you look like a per­
son who reneges on his word and is unworthy of trust. 

V / 
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Warning! Your office 
may be hazardous 
to your health 

a 'M tine when I first go into work, but by the time I've been 
there an hour, all the muscles in my neck and;shoulders are 
tight," complains Oine rhanager: Such complaints are 

being echoed throughout executive suites, secretarial pools, 
and comtputer rooms around the country. 

The fact is that off ice.work can take asevere physical toll — 
especially when it requires constant sitting atid keyboard 
work. And it's no longer just secretaries who sit at typewriters. 
With video-display terminals cropping up like weeds ori 
management desktops, both supervisors and undertingsalike 
are beginning to suffer from neuralgia — i.e., acute pain 
radiating along the course of one or more nerves. 

The h igh pr ice of sedentary l i fe 

The field of ergonomics— health problems relating to the ad­
justment of man and machine — has recently emerged from 
the scientific shadows-and stepped into the spotlight. A study 
prepared for the National Institute for Occupational Safety and 
Health (NlOSH) revealed that 50 percent of keyboard 
operators —whetherthey work at typewriters, keypunches, or 
video-display terminals — complained of muscular distress In 
arms; neck, and shoulders. 

Why the problem? Scientists-suspect that the combination 
of flying fingers and static upper body muscles leads to 
nothing but'trouble. 

What can you do about it? The answer is relatively simple. 
Japanese scientists who studied the problem recommend job 
rotation and rest periods. So does MIOSH; which concluded 
that the importance of rest periods "cannot be over­
emphasized." 

Three Cheers fo r Three-Star Chairs 

Sitting all day can addto blood circulation problems, varjcose 
veins, and hemorrhoids. And sitting in poorly designed office 
chairs Contfibutes tb muscle and spinal column tension — 
leading to lower back-pain and even to spinal damage. 

The solution: Again, breaks from constant sitting and job 
rotation can help reduce the problem. But long-term solutions 
require proper office furniture. Make sure that your own chair 
and that of your secretary give^proper support. 

Frorii a cost-benefit viewpoint, a good chair pays for itself 
almost immediately in the time it saves.^trfploYees by reduc­
ing awkward motions, 

Dr, E,R, tichauer of New'York University estimates a gain of 
40 minutes of productive work time per day when employees 
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are provided with properly designed seating. This translates 
into a gain of 21 .workdays per year. 

The eyes have it 

Eye strain caused by faulty lighting isalso a major health prob­
lem in offices. Some employees complain that they'are work­
ing in "twilight" because rooms are too dark — while others 
suffer from the glare of fluorescent lights, which.can lead to 
splitting headaches. 

The solution:lry using adjustable lights, spot-lighting, non-
reflecting materials {such as matte rather than shiny finish in 
wail paints), and colors that can help alleviate eye ache. 

Of f i ce air qua l i ty and vent i la t ion p rob lems 

New building and furniture materials (especially plastic-based 
synthetics in furnishings), machines which emit fumes, and 
improperly maintained or faulty .ventilation systems that recy­
cle infectious bacteria and other contaminants are all factors in 
the growing concern about office air quality. 

'There's probably more damage to human health by indoor 
pollution than by outdoor pollution," reports a spokesperson 
for the World Health Organization, 

Poor office air quality can lead to fatigue, lethargy, head­
aches, mucous membrane irritation, skin rashes, nausea, 
colds, increased stress, menstrual irregularities, and respira­
tory diseases. 

So many outbreaks of building-related health problems 
have occurred in'the past few years that scientists have coined 
the phrase- 'Tight Building Syndrome" to describe these 
mystery illnesses. 

Companies have been forced to recognize the dangers of 
poor air quality in "sealed" buildings because large numbers 
of employees have become too sick or too drowsy to work. 

Unseal ing t he sealed bu i ld ing 

Office machines such as photocopiers and specialized print­
ing, duplicating, and "signature-writing" machines are often 
situated in small, wJndowless rooms or in closets to reduce 
noise. This only increases the danger of accumulating toxic 
concentrations of byproducts such as ozone, methanol,-for­
maldehyde and aromatic hydrocarbons. Even worse, if the ex­
haust flows into an air-conditioriing system-rather than to the 
outside, the air contaminants are recycled throughout the en­
tire work area, • 

The solution: Photocopiers should be kept in weD-yentiiated 
areas. If necessary, local exhaust vents should be installed 
near machines to remove fumes to the outside. Machines 
shouldbe regularly cleaned and maintained„and ozone levels 
measured and kept below Occupational Safety and Health Ad-, 
ministration limits. Clerical workers should know what 
chemicals are used in toners ^ and make sure nitropyrene is 
not present. {It is suspected as a cancer-causing agent.) 
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Old blood .isn't 
tired blood 
; W STUDY by Stanley M. Davis in 
; * 1 the Harvard Business Review 
\ i ist« makes short shrift of the* popular 
notion that "young" management is 
better than "o ld" management which, 
due to age, is less effective. 

Davis's study of 40 major corpora­
tions over the last 20 years indicates 
that there is no connection between age 
and perfprrriance. 

Why do most corporations still insist 
on retirement age ceilings? Usually 
because the top, of the corporate 
pyramid is clogged and the young 
Turks are champing at the bit. 

There are better ways to ensure room 
at the top, insists Davis, He suggests 
sabbaticals, better outplacement ser­
vices, earlier decision-making about 
potential top managehient personnel, 
entrepreneurial spinoffs, and simple 
growth. 

Also, instead of pegging career 
development to climbing up the cor­
porate ladder, align it with the progres­
sion of products and businesses 
through their life cycles. Matching 
managerial maturity to market maturity 
may be the key to the future, 

Sick calls 
ETROPOLITAN Life Insurance 
Company's statisticians recent­
ly took a close look at empioy-

ees' absences from vvork during a two-
year period and came up with these 
results: 

• Female employees, especially at 
younger ages, recorded a higher' fre­
quency and agreaternumber of'days of 

.disability than did males. The reason: 
pregnancies, (In the report, disability 
means'absences due to illness lasting 
longer than a week.) 

• Sales personnel, who are mainly 

compensated on a commission basis, 
had a lower incidence rate but a longer 
average duration of disability per 
absence than did office:personnel, 

• One in every six, employees be­
came disabled each year and the time 
lost'from work averaged seven and a 
half, weeks. 

• Accidental injuries were the most 
common cause of disability among men 
— but more disability days were at­
tributed to diseases of the circulatory 
system than to any other cause. 

Productivity prodders 
IX tips on improving productivity: 
• Keep employees busy. Slow 
workers are not more efficient: 

Don't let them fall into sluggish habits. 

• Continue training. Improving skills 
improves efficiency. 

• Set efficiency standards. These can 
serve as guides, as well as goals, 

• f^ovide close supervision at; the 
beginning and end of the workday, 
usually the lowest efficiency times. 

• Encourage pride, in workmanship, 

• Act promptly when work falls 
below standard. Don't expect auto­
matic improvement. 

Stepping down 

aSURVEY by the consulting firm o f 
Towers, Perrin, Forster & Crosby 
revealed that 29 of the country^s 

100 largest companies provide retire­
ment benefits to outside directors. 

Deals differ, but companies usually 
offer a yearly amount equal to the direc­
tor's annual retainer at the time of retire-
,ment or a predetermined flat fee. 

One hitch; many of these arrange-
. ments are conditioned on the director's 

periodically advising the company. 

Pinch pennies 
at sales meetings 

aEGIN by negotiating room rates. 
Maybe you can get the 10 percent 
normally given to travel agents. 

The hotel may be willing to donate one 
sleeping room for every 50. Perhaps a 

• free suite that is not often rented by the 
hotel wiUbe provided. 

Don't be above making a small 
change in a dinner menu, perhaps sav­
ing a' dollar per meal by having fruit 
salad instead of a shrimp cocktail. Use 
houserbrand liquors rather than name 
brands. Save half the cost of Danish 
pastries for morning coffee brealcs by 
having each one cut in half. 

In recent profit-improvement pro­
grams, Kraftco cut back-on the number 
of regional sales meetings by combin­
ing those of adjoining regions. Con­
tinental Can Company asked its sales 
staff to gather oh Saturdays for sales 
meetings to keep the workweek open 
for selling. 

Layoff selection 
r ^ ELECTING layoff candidates is not 
5 ^ ^ an easy-task. Here are the factors 
S j ^ Ge/iera/£/ecfnc used when.it was 
forced to lay off some of its technical 
people: 

• Experience (work history, jobs 
held). 

• Proven ability {results, skills, adap­
tability, length of time on current 
level, of work, versatility, and so 
forth). 

• Potential for greater contributions 
and/or responsibilities. 

• 5emi::e (length of company service 
—total and exempt). 

A laid-off worker accused GE of' race 
discrimination, but his lawsuit was dis-
rnissed since "the company had applied 
these criteria equally to all employees in 
his department. 
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WE spend a lot of time and money put-
tirig together an e'mployee publtGatJoh. 
What do employees really want to read 
about in a house organ? 

According to surveys, employees are 
riost interested in the following topics: 

• The success of their company and 
• how it affects their job.security. 

• How company profits are used, 

• How employee benefits and sal­
aries are determined. 

• How their jobs fit into the overall 
picture. 

• EEO policies and training programs. 
For mpre information, contact lABC, 
870 (\4arket St., Suite 940, San Fran­
cisco, CA 94102, • 

A PERSISTENT question we get from 
our employees is: Why does it often 
take weeks after the first of some years 
before raises begin showing up in pay­
checks? How should we answer this? 

One company that was bugged by 
the,same question chose this concise 
response: 

"It takes some period of time after 
budget objectives are set for the in­
dividual recommendations to be made 
and approved for the whole division; 
Once this, is done, the process usually 
moves smoothly. People whose review 
dates have passed get retroactive ad­
justments," • 

ONE of our managers recently suffered 
a death in her family, (Slqvy that .she's 
returned to the job, I'd like to offer my 
condolences but, frankly, I'm not quite 
certain what to say. Some of my col­
leagues also fear that mentioning the 
subject might be too painful. What do 
you suggest? 

Although the situation is awkward, 
there are several things you might want 
to keep in mind: 

• Don 'f worry about the vi/ords. You 
don't have to phrase your-sympathy in 
grandiloquent style. Most often,,simply 
saying "I'm sorry to hear about it" is suf­
ficient. The fact that you said something, 
is, in itself, comforting, 

• Ba prepared for a wave of sadness. 
Spmetimes bringing up the subject will 
trigger tears. Don't try to stop them. It's 
part of the grieving process. You might 
want to offer a handkerchief or hold the 
person's hand, 

" Avoid pep talks. Trying to cheer the 
person up by saying "you'll feel better 
in a few weeks" or "you've got to deal 
with it" is both inappropriate and off-
putting. • 

WHENEVER one of our employees ap­
plies for a loan, it's axiomatic that the 
bankwill catl andask personnel to:verify 
the borrower's salary. Should we give 
them the go ahead? 

Definitely not. Verbal inquiries should 
never be verified unless you have 
received written or oral permission from 
the employee to release the inforrnation 
to the.party in question. Since your per­
sonnel department has no way of identi­
fying a person making a phone inquiry, 
the policy protects both the company 
and yvorker by safeguarding confiden­
tial information. • 

WE give our employees preempfoy-
ment physicals just to make sure that 
they are fit to perform the jobs in ques­
tion. Do we have to let the employee 
know what the results are? 

That question was recently tackled 
by a U.S. District Court in Tennessee 
when a widow sued the employer for 
the death of her husband. She claimed 
thatthe employer's failure to inform her 
husband of his [ung abnormality de­
prived him of the opportunity to seek 
early treatment that could have saved 
his life. 

The court held that an employer has 

the duty to' inform an employee of a 
rnediCal conditibn known to the com­
pany but not to the employee. If the 
employer remains silent about medical 
conditions, the court reasoned, the 
employee might interpret this;asa clean 

. bill of health. 

CM pointer: If you give employees 
preemployment physicals, let them 
know justJwhat's involved. If the exam 
is far from thorough, encourage them to 
go for their usual checkup as well. • 

WE'D .like to reward those managers 
who contribute most to our organiza­
tion, but inflation is making life mbre dif­
ficult than ever. Has anyone set 
"guidelines" on what a top performer 
should receive in salary adjustment? 

According to Marsh Bates, an ex­
ecutive compensation expert with Hay 
Associates, those' who do the most 
deserve raises of between 14 to 17.5 
percent; average managers could get 
about 11,5 percent; those who do least, 
nothing. 

Bates admits that this package could 
jump payroll costs by 10 percent, but he 
believes it. would motivate and keep 
achievers, induce vvheel spinners to 
leave,,and boost morale. • 

WE'RE having trouble recruiting quali­
fied people tb serve as outside direc­
tors, Is there.anything we can do to 
make such duties more attractive? 

.According to Towers, Perrin, Forster 
& Crosby, a New York consulting outfit, 
median pay fof outside directors is 
modest. The top 100 U,S^ industrial 
firms paid board mertibers an average 
of $15,000 annually, plus $500 per 
meeting. 

Because these amounts are meager 
— given the heavy responsibilities that 
outside directors face ^ some com­
panies novv dangle these carrots as ad­
ditional bait: insurance plans, retirement 
benefits, and deferred compensation. • 
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Corporate philanthropy: 
Should you become a 
patron of the arts? 

ULIUS Rosenwald, the late Chicago merchant prince 
who gave avyay $60 million during his lifetime, once 
observed that it is "nearly always easier tb make $1 

million honestly than to dispose of it wisely." John D. 
Rockefeller I, who received 50,000 tettersa year imploring him 
for aid, said that he almost suffered a nervous breakdown 
before he learned how to give money away judiciously. 

A f a r e w e l l t o a lms 

True, these men had fortunes to spend. But nowadays it's 
more than likely that your company will be receiving requests 
for funds. The Reagan Administration's budget curtailments 
could add.uptoa loss of $27 billion to nonprofit groups within 
the next three years. In addition, the new tax law coufd reduce 
contributions to charities by at least $18 billion. And with infla­
tion eroding personal income, it's likely that many folks will 
say "1 gave at the office," 

Who will pick up the tab for the public's ever-expanding ap­
petite for cultural events and social services? For a: host of 
feasons, corporations have suddenly found themselves occu­
pying the limelight. And the public is waiting watchfully to see 
who gives what. 

Shou ld y o u pu t all your begs in o n e ask it? 

How do corporations decide which charities wi|l be the 
beneficiaries of their largesse? In a Creative Management in­
terview, Dr. Barbara Reuter, Philip Morris's contributions 
manager, elaborated on the company's corporate advertising 
campaign, which proclaims: "It takes-art to make a company 
great." 

"In addition to backing prestigious exhibitions at major 
museums, we pay additional grant moneys to make it possible 
for the shows to get to Richmond, Louisvilie, or Milwaukee — 
key cities that would not necessarily get some.of these, show/s. 
Since our tobacco and beer operations are located in those 
areas, our employees get the benefit of seeing the exhibit." 

• A t Exxon, Leonard Fleisher> senior advisor to the arts pro­
gram,, informed us: "Our contributions are based on a three-
year averaging of pre-tax net income." Fleisher agrees that 
there has been tremendous pressure on corporations to do 
more— from shareholders as well asthe public. 

According to Fleisher, Exxon's philosophy is that "corpora­
tions are part of society and function in the community. If the 
community does not have cultural facilities^ life is not going to 
be pleasant for anybody." ' 

• A t IBM, which contributes about $35,000,000 annually to 
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charities, including the arts, a spokesperson told :us: "We 
allow employees to decide howthe money will be spent by 
making matching 'two-for-One' grants to hospitals and the 
arts. For instance, if ah employee and his or her spouse con­
tribute' $1,000 to a qualified hospital or cultural institution, 
we'll rhatch that with another $2,000." IBM sets a limit of 
$S,000 per person per institution. 

How to go about it 
The Cultural Assistance Center in New York City is instrumen­
tal in helping companies plan a contributions program. Pat 
Jones, executive vice-president, told us that' a small- or 
itiedium-sized firm can.do a great deal of giving without a full-
time staff, • 

A book detailing how to set up a corporate arts prpgram is 
available from the Cultural Assistance Center at 330 West 
42nd Street, New York, NY 10036: 

The Business Committee for the Arts suggests the follow­
ing ways in which a company can assist cultural organizations: 

• Publicize cultural activities in your house organ. 
• Donate a company product to a fund-raising auction. 
• Provide corporate products appropriate to an artist's field 

— metals for sculpture, lights for drarriatie shows, and so 
forth. 

• Subsidize an artist to work with new materials, especially 
a company's own products. 

• Encourage employees to work with arts groups by pro­
viding compensatory time: off, 

• Offer expert staff advice to an arts organization. 

Dec id ing w h e r e your dol lars shou ld g o 

How should you size up a charity to determine if it merits your 
support? Use the following checklist: 

1, How does it raise money? Don't contribute on the 
basis of a phone call. Wait until you've received-full details by 
mail, 

2, Does it provide full information? The arts group or 
charity should make availabSe to you its budget and in­
dependently audited financial reports prepared by a CPA. 

3, What does it do w i th its money? Many charities have 
completely ineffective programs that accomplish little. And if 
the services are available free through government institu­
tions, there's no sense in duplicating funds, 

4, What does'it claim to do? The Red Cross rarely men­
tions its services to the military, even though it's a bigger 
budget item than disaster relief. So find out'if the organization 
you're interested in /-(ea/Zy does what it claims to do. 

5, Who runs it? Just because the letterhead is filled with 
names pf luminaries does not necessarily mean much. Many 
prominent people serve on charity boards'for publicity or as a 
favor to friends, and they may be unaware of the true nature of • 
the enterprise to which they've lent their name. 
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C h e c k i n g o u t chai ' i t ies 

The Council of Better Business Bureaus (C6BB) and the Na­
tional Information Bureau set standards for ethical promotion 
and fund raising, financial accountability and disclosure, 
responsible and active, governing bodies, reasonable ex-
penses, and worthwhile programs and purposes. 

The CBBB maintains files on 7,000 national charities and 
publishes a quarterly rating list, which costs $1. Up to three 
brief reports on any specific charities are available free. Send a 
stamped, self-addressed, envelope with yout request {plus $1 
for the rating list) to the Philanthropic Advisory Service, Coun­
cil of Better Business Bureaus, 1515 Wilson Blvd., Arlington, 
VA 2209, 

The nonprofit NIB pijblishes a monthly rating of 400 na­
tional charities it monitors regularly. The list is free. Write to 
the National Information Bureau, 419 Park Ave, South, New 
York, NY 10016. 
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The six deadly 
management myths 

a^ MPROVING the "quality of-work life" is the latest buzz­
word being echoed in management and labor officers 
throughout the land. Boosters of this concept contend 

that it is the key that will unlock the door to greater productivi­
ty. But if the concept is not property utilized it may turn into a 
shibboleth rather than a solution. 

What is the real relationship betw^een the quality of working 
life and productivity? The truth is hard to uncover, claim.Pro­
fessors Gerald J. Wacker and Gerald Nadler —yyho have done 
intensive work in the field — because of the following manage­
ment myths. 

The Thanksg i v i ng t u r k e y m y t h 

Some managers equate quality of work'life! with the notion of 
the complimentary thanksgiving turkey. They think that if an 
employee is given a free meal by the company, he or she will 
naturally want:to do more for the company. 

The element of paternalism makes the turkey seern like 
"y»/elfare"; instead of rousing productivity, it only arouses 
resentment. 

The know- i t -a l l m y t h 

If you depend oh experts who claim to know it all, you may 
soon discover that they know very little or nothing at all. 

for instance: Ten women had worked together on an 
assembly tine in two row's of five, facing each other. After a 
quality of work life "specialist" measured these jobs, he con­

cluded thatthe work was boring — and changed the jobs so 
that each woman assembled the whole product, yvorking in 
separate places. 

What happened? Productivity plummeted. The women 
complained that they rtiissed the social contact that they had 
had with each other acrossthe assembly line. 

The " s n a p s h o t " m y t h 

Managers who get hot and bothered over improving the quali­
ty of work life often see it in terms of a "snapshot" They have 
a preconceived idea of what thirigs will look, like "before and 
after." Before and after snapshot thinking fails to provide the 
means for undoing the old before the company can do 

.something new—and neglects all the problems inhefieritin the 
transition. 

The m y t h of i ns tan t g ra t i f i ca t ion 

One manufacturer became convinced pf the f^eed to imple­
ment a quality of work life program. He ordered his engineers 
to redesign products and processes in order to promote 
greater vvbrker autonomy. He then announced that the pro­
gram would be installed "by Friday," Came Friday, and the 
program proved so ineffective :it almost led to a strike call. 

Bear in mind that designing and implementing a new social 
c3rganization''can create as many problems as designing a new 
piece of machinery. Unanticipated problems,inevitably arise, 
yvhich can trigger a chain of crises. So don't expect overnight 
success. 

The c lor i ing m y t h 

Bewarethe packaged program. Wh^n you assume that a solu­
tion that worked well elsewhere can be imposed on your own 
organization, you are falling prey to the cloning myth. 

In actuality, the techniques used to improve the quality df 
working life can succeed only when they are adapted to the 
particular needs of each company. 

The t ypecas t i ng m y t h 

Don't try to cast jobs from a sing[e mold. This ignores the fact 
that people have different, perspectives, abilities, and tirnita-
tions; 

For example: A poll of assembly workers indicated a high 
degree of job satisfaction. The jobs required little concentra­
tion or responsibility. The jobs were then changed from work 
on a conveyor belt assenribly line to individual whole product 
assembly stations. 

A follow-up poll again Indicated high job satisfaction — but 
for entirely different reasons. While they were satisfied with 
their old jobs, they unanimously preferred the nipre enriched 

-approach. 
The lesson:- Employees cannot predict their own reactions 

to new work arrangerhents until they have, actually experi­
enced them. 
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scope Gases you should know 
about. Names of principals 
have been changed. 

Should an employee quit 
because of favoritism? 
What Happened: It's difficult to imagine two more dissimilar 
employees than Edna Copeland and Marlene Morgan. The 
two women wprked at adjacent tell ers'stations at Beaurat Nar 
tional Bank. 

Edna was a workhorse who steadily tackled long lines bf 
depositors with speed, accuracy, arid courtesy. Edna's 
neighbor was a frivolous chatterbox who often wandered 
away from her post to chat with friends or bank customers. 
When it came to her teller's job, Marlene vyas the biggest 
slowpoke in town, 

Edna's resentlnent turned to fury when'the bank issued its 
annua! ratings. Both she and Marlene received the same rating 
and the same salary, ' . 

"I'm not going to work for Beaurat any longer," "Edna told 
her mother that night. 

The next day Edna Copeland turned in her resignation. Her 
note, which was recieived without comment, made no men­
tion of the cause of her quitting.. However, Edna clarified her 
complaints before the unemployment compensation agency 
when she applied fbr benefits: 

P- Our head teller, Mr, Whitley, permitted Marlene Morgan 
to do less work than 1 andto spend her time sbcializing. 
As a result, 1 was'burdened with many of her duties, 

•- What's worse, when rating time came, Marlene received 
the same score and the same raiseasTdid, That's notfair, 

•• I was provoked into quitting. 

The bank representative^rebutted: 

1. This is the first we've heard of Edna Copeland's belief 
that we favored Marlene Morgan, She never complained 
to her supervisor or the personnel department. 

2. We think Edna exaggerates Marlene's idleness and 
talkativeness.^ Since Edna left us without good reason, 
we don't think she deserves benefits. 

The Decision: No joi>lesspay for Edna Copeland. The jobless 
pay agency reproached Edna fbr her silence about her 
grievance concerning Marlene. 

"Since she did not alert her employer to the problem that 
was creating her job dissatisfaction, the bank> was unable .to 
take steps to rectify her situation," the agency commented.' 
(N YUI AB Appeal #1 £13,872) 

Comment: In another case, an employee was granted 
jobless pay because she had been singled out for hard work 
and inferior benefits while other employees, were given 
favored treatment. A Louisiana- court upheld the employee 
after it learned that she had;been treated vindictively when she 
protested her treatment, {319 So. 2d 855) 

If an employee dies after 
working overtime, will his widow 
get workers compensation? 
What Happened: A large contract obtained by the Cosiper 
Corporation thrust a heavy workload on engineer Alfred Bur­
ton, For two weeks Burton worked overtime every night. 

The engineer's stint culminated in a one-day^ trip to 
Washington, during which he left his home at 6 AM and re­
turned exhausted at 8 PM. 

Back at his desk the next day, Alfred Burton was assailed by 
chest pains, A fellow engineer undertook to drive hirin home. 

On the road, the pains grew so severe that it was necessary 
to call for help. By the time an annbuianee arrived, Alfred Bur­
ton was dead from a heart attack.. 

The engineer's widow, Nora Burton, applied for workers 
compensation benefits. She met with strong opposition from 
the Cosiper Corporation's insurance company. -Said the 
widow at a hearing: 

^ The strain of overtime and overwork brought on my hus­
band's death. 

^ His death was job-related. 
^ Consequently, I'm entitled to collect workers compensa­

tion for his untiinnely demised 

An Insurance representative maintained: 

1. Heart attacks are a long time in developing. Usually they 
come after the slow but progressive hardening of the 
arteries, 

2. You can't attribute Alfred Burton's attack to an isolated 
, period of overtime. 
3. While we deeply regret Mr. Burton's death, his widow is 

not entitled to a cent. 

The Decision: Give the widow her vyorkers compensation 
benefits. The New Jersey Supreme Court noted that prior to 
the attack Burton had never experienced any difficulty requir­
ing medical attention, 

'The evidence at the hearingwas'susceptible of the conclu­
sion that the extra vi/ork and pressure associated with It had a 
marked debilitating effect upon him," the court held, 
(284 A, 2d 182) 

Comme/jf;,Courts and workers compensation boards 
may often rebuff an employee or his survivors when the 
employee has had a history of heart difficulties prior td"his.at­
tack. 

A Florida court denied benefits to a departmerit store mer­
chandise buyer who had already had one heart attack before 
he was felled by another during his employment. The 
employee.was turned down in spite of evidence that he had 
been subjected tb added responsibilities on the job. 
(365 So. 2d 385) 
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" Critical to the company because of the threat 
of loss or serious penalty.^ 

The one-time undertaking often involves a 
new product, where the emphasis is on research, 
development, testing, and production. Although 
such an effort is mainly developmental, the 
project manager cannot ignore the ultimate mar­
ketability of his product any more than a prod­
uct manager can ignore the development of 
products which he is marketing. 

Important Role 

The traditional functibnal form of organiza­
tion is based on the premise that there will be a' 
continuous Sow of products or services, with 

'See JoIiJi M. Stewait, "Makiiig Project Majiagement 
Worlt," BMiJTjess Hori^a^s, FaU 1965, p. 54. 

substanOal. similarity in the performed tasks. 
Funetional organizations often cannot accom­
plish unusually complex or markedly different 
projects because of these conditions: 

• • No one in a functional organization besides 
the,, company or division manager is entirely re­
sponsible for project costs and profits. Functional 
department executives are concerned only with do­
ing specialized work within budget. 

> FunGtional departments often are jealous of 
their prerogatives, and fight to promote and pre­
serve their specialties rather than work toward a 
unified project bbjective. 

• The total perspective of a project is lost 
among functional departments. They can.be guilty 
of "tunnel vision" -— that is, a concern for only 
their own portions- of the task without regard for 
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the impact of their actions on the company and 
on the project. 

• More and faster decision making is required 
on a new project, and it is slowed by passing 
interdepartmental problems to the top through all 
levels of functional departments. This process 
often delays important project decisions or prevents 
them from being made. 

• Functional departments performing repetitive 
tasks often lack the flexibility and responsiveness 
necessary to cope with new and rapidly changing 
project requirements. 

The project organization can provide the ar­
rangement, emphasis, and control necessary to 
counteract any weaknesses, functional or other­
wise, that could impair successful completion of 
the project. 

W i d e Responsibility 

To be able to wield total control, a project 
organization must be responsible for: 

1. Product Definition — Define or direct the 
definition of products to be developed in terms of 
hardware, software, and services, including stan­
dards for performance, quality, rehabihty, and 
maintainability. 

2. Task and Funds Control — Assign tasks 
and allocate funds to all groups performing the 
tasks and/or procuring hardware and services for 
the project. 

3. Make-or-Buy Decisions — Coordinate anal­
yses of company capabilities, capacities, and effi­
ciencies, and make final decisions on whether the 
company supplies or buys hardware and services 
for the project. Participate in selection of major 
sources. 

4. Scheduling — Develop master project sched­
ules and coordinate schedule requirements with 
affected company organizations, associate subcon­
tractors, and customers. 

5. Project Status — Establish status-reporting 
systems and continuously monitor project expendi­
tures, schedules, task completions, cost to complete, 
and deliveries. 

6. Identification and Solution of Problem — 
Identify problems significant to project success and 
initiate action to solve them. 

7. Project Change Control — Approve and ex­
ercise control over aU project changes, including 
design changes. 

8. Associate or Suhcontract Control — Have 
control of major subcontractors involved in team 
arrangements on major tasks. 
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9. Customer and Public Relations — Serve as 
the outside contact for the project. 

10. Market Potentials — Maintain awareness 
of customer attitudes, customer desires, and any 
other factors which could affect the project. De­
velop plans for logical follow-up action, potential 
or new apphcations, or new versions of the project 
hardware or services. 

All of the above controls are required for a 
product design-development effort. Not all of 
them are needed for other types of projects, but 
all essential controls must be in the hands of the 
project organization if it is wholly accountable 
for results. 

Organization Table 

The size of an organization needed to" exer­
cise project control can vary from one person 
to several thousand employees organized by de­
partments, sections, and groups. In all cases, 
however, management must appoint one person 
as the project head. 

Kinds of Project Uni ts 

The organization structure and the elements 
needed for project control are governed by the 
desires of top management and by company 
and project circumstances: 

e An individual project organization consists of 
only one person — the project manager. He exer­
cises project control through the functional depart­
ments performing all the work on the project. No 
activities or personnel (except clerical support) re­
port direcdy to him. 

C In a staff project organization, the project 
manager is provided a staff lo exercise control 
through activities such as scheduling, task and 
funds supervision, and change control, and to 
carry out any functions unique to the project, hke 
testing or site activation. Functional departments 
still perform the primary tasks of engineering, pro­
curement, and manufacturing. 

C An intermix project organization is established 
when some of the primary functions are removed 
from functional departments and are assigned to 
report directly to the project manager, along with 
staff functions. 

e Under an aggregate organization, all depart­
ments and activities required to accomplish a proj­
ect report direcdy to the project manager. 

A project organization can change radically 
in form during its lifetime. For example: 



Harvard 

Business Review 
January-FehnuiTy 1968 

/A. 

Fiedeiick Heizheig 
""^-yc-u.^ 

One more time: Howcto^yo u 
motivate employees? 

Not hy improving woik conditions, raising 
salaries, or shuffling tasks 

Foreword 
KITA—the externally imposed attempt by manage­
ment to "install a generator" in the employee—has 
been demonstrated to be a total failure, the author 
says. The absence of such "hygiene" factors as good 
supervisor-employee relations and liberal fringe bene­
fits can make a worker unhappy, but their presence 
•will not make him want to work harder. Essentially 
meaningless changes in the tasks that workers are as­
signed to do have not accomplished the desired objec­

tive either. The only way to motivate the employee 
is to give him challenging work in which he can as­
sume responsibiUty. 

Frederick Herzberg, who is Professor and Chairman 
of the Psychology Department at Case Westem Re­
serve University, has devoted many years to the study 
of motivation in the United States and abroad. He 
is the author of Work and the Nataie of Man (World 
Publishing Company, 1966). 

H, .ow many articles, books, speeches, and 
workshops have pleaded plaintively, "How do 
I get an employee to do what I want him to do?" 

The psychology of motivation is tremendous­
ly complex, and what has been unraveled with 
any degree of assurance is small indeed. But the 
dismal ratio of knowledge to speculation has 
not dampened the enthusiasm for new forms 

of snake oil that are constantly coming on the 
market, many of them with academic testi­
monials. Doubtless this article will have no de­
pressing impact on the market for snake oil, 

Author't notz: I sbould like to acknowledge tbe contributions tbat Robert 
Ford of the American Telephone and Telegraph Company has made 
txi the ideas expressed in this paper, and in particular to the successful 
application of these ideas in improving work performance and the 
ioh satisfaction of employees. 
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but since the ideas expressed in it have been 
tested in many corporations and other organi­
zations, it will help—I (hope—to redress the im­
balance in the aforementioned ratio, 

'Motivating with KITA 
In lectures to industry on the problem, I have 
found that the audiences are anxious for quick 
and practical answers, so I will begin with a 
straightforward, practical formula for moving 
people. 

What is the simplest, surest, and most direct 
way of getting someone to do something? Ask 
him? But if he responds that he does not want 
to do it, then that calls for a psychological con­
sultation to determine the reason for his obsti­
nacy. Tell him? His response shows that he 
does not understand you, and now an expert 
in communication methods has to be brought in 
to show you how to get through to him. Give 
him a monetary incentive? I do not need to 
remind the reader of the complexity and diffi­
culty involved in setting up and administering 
an incentive system. Show him? This means a 
costly training program. We need a simple way. 

Every audience contains the "direct action" 
manager who shouts, "Kick him!" And this 
type of manager is right. The surest and least 
circumlocuted way of getting someone to do 
something is to kick him in the pants—give him 
what might be called the KITA. 

There are various forms of KITA, and here 
are some of them: 

D Negative physical KITA. This is a literal ap­
plication of the term and was frequently used 
in the past. It has, however, three major draw­
backs: (i) it is inelegant; (2,) it contradicts the 
precious image of benevolence that most organi­
zations cherish; and (3) since it is a physical at­
tack, it directly stimulates the autonomic ner­
vous system, and this often results in negative 
feedback—the employee may just kick you in 
return. These factors give rise to certain taboos 
against negative physical KITA. 

The psychologist has come to the rescue of 
those who are no longer permitted to use nega­
tive physical KITA. He has uncovered infinite 
sources of psychological vulnerabilities and the 
appropriate methods to play tunes on them. 
"He took my rug away"; "I wonder what he 
meant by that"; "The boss is always going 
around me"—these symptomatic expressions of 

ego sores that have been rubbed raw are the 
result of application of: 

D Negative Psychological KITA. This has sev­
eral advantages over negative physical KITA. 
First, the cruelty is not visible; the bleeding is 
internal and comes much later. Second, since it 
afifects the higher cortical centers of the brain • 
virith its inhibitory powers, it reduces the pos­
sibility of physical backlash. Third, since the 
number of psychological pains that a person 
can feel is almost infinite, the direction and 
site possibilities of the KITA are increased many 
times. Fourth, the person administering the kick 
can manage to be above it all and let the system 
accomplish the dirty work. Fifth, those who 
practice it receive some ego satisfaction (one-
upmanship), whereas they would find drawing 
blood abhorrent. Finally, if the employee does 
complain, he can always be accused of being 
paranoid, since there is no tangible evidence of 
an actual attack. 

Now, what does negative KITA accomplish? If 
I kick you in the rear (physically or psycholog­
ically), who is motivated? 1 am motivated; you 
move! Negative KITA does not lead to motiva­
tion, but to movement. So: 

D Positive KITA. Let us consider motivation. 
If I say to you, "Do this for me or the company, 
and in return I wiU give you a reward, an in­
centive, more status, a promotion, all the quid 
pro quos that exist in the industrial organiza­
tion," am I motivating you? The overwhelming 
opinion I receive from management people is, 
"Yes, this is motivation." 

I have a year-old Schnauzer. When it was a 
small puppy and I wanted it to move, I kicked 
it in the rear and it moved. Now that I have 
finished its obedience training, I hold up a dog 
biscuit when I want the Schnauzer to move. 
In this instance, who is motivated—I or the dog? 
The dog wants the biscuit, but it is I who want 
it to move. Again, I am the one who is moti­
vated, and the dog is the one who moves. In 
this instance all I did was apply KITA frontally; 
I exerted a pull instead of a push. When indus­
try wishes to use such positive KITAs, it has 
available an incredible number and variety of 
dog biscuits (jelly beans for hlimans) to wave in 
front of the employee to get him to jump. -

Why is it that managerial audiences are quick 
to see that negative KITA is not motivation, 
whild they are almost unanimous in their judg­
ment that positive KITA is motivation? It is 
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because negative KITA is rape, and positive 
KITA is seduction. But it is infinitely worse to 
be seduced than to be raped; the latter is an un­
fortunate occurrence, while the former signifies 
that you were & party to your own downfall. 
This is why positive KITA is so popular: it is a 
tradition; it is in the American way." The or­
ganization does not have to kick youj you kick 
yourself. 

Myths about motivfltion 

Why is KITA not motivation? If I kick my dog 
(from the front or the back), he will move. And 
when I want him to move again, what must I 
do? I must kick him again. Similarly, I can 
charge a man's battery, and then recharge it, 
and recharge it again. But it is only when he 
has his own generator that we can talk about 
motivation. He then needs no outside stimula­
tion. He wants to do i t 

With this in mind, we can review some posi­
tive KITA personnel practices that were devel­
oped as attempts to instUl "motivation": 

1. Reducing time spent at work—This repre­
sents a marvelous way of motivating people to 
work—getting them off the job! We have re­
duced (formally'and informally) the time spent 
on the job over the last 50 or 60 years untU we 
are finally on the way to the "6>4-day weekend." 
An interesting variant of this approach is the 
development of off-hour recreation programs. 
The philosophy here seems to be that those who 
play together, work together. The fact is that 
motivated people seek more hours of work, not 
fewer. 

2. Spiialing wages—Have these motivated peo­
ple? Yes, to seek the next wage increase. Some 
medievalists still can be heard to say that a 
good depression will get employees moving. 
They feel that if rising wages don't or won't do 
the job, perhaps reducing them will. 

3. Fringe bene^ts—Indtistry has outdone the 
most welfare-minded of welfare states in dis­
pensing cradle-to-the-grave succor. One company 
I know of had an informal "fringe benefit of 
the month club" going for a while. The cost 
of fringe benefits in this country has reached 
approximately 25% of the wage dollar, and we 
still cry for motivation. 

People spend less time working for more 
money and more security than ever before, and 
the trend cannot be reversed. These benefits are 
no longer rewards; they are rights. A 6-day 
week is inhuman, a lo-hour day is exploitation, 

extended medical coverage is a basic decency, 
and stock options are the salvation of Ameri­
can initiative. Unless the ante is continuously 
raised, the psychological reaction of employees 
is that the company is turning back the clock. 

When industry began to realize that both the 
economic nerve and the lazy nerve of their em­
ployees had insariable appetites, it started to 
hsten to the behavioral scientists who, more 
out of a humanist tradition than from scien­
tific study, criticized management for not know­
ing how to deal with people. The next KITA 
easily followed. 

4. Human lelations training-Over 30 years of 
teaching and, in many instances, of practicing 
psychological approaches to handling people 
have resulted in costly human relations programs 
and, in the end, the same question: How do 
you motivate workers? Here, too, escalations 
have taken place. Thirty years ago it was neces­
sary to request, "Please don't spit on the floor." 
Today the same admonition requires three 
"please"s before the employee feels that his 
superior has demonstrated the psychologically 
proper attitudes toward him. 

The failure of htmaan relations training to 
produce motivation led to the conclusion that 
the supervisor or manager himself was not psy­
chologically true to himself in his practice of 
interpersonal decency. So an advanced form 
of human relations KITA, sensitivity training, 
was unfolded. 

5. Sensitivity training—Do you really, really 
understand yourself? Do you really, really, real­
ly trust the other man? Do you really, really, 
really, really cooperate? The failure of sensitiv­
ity training is now being explained, by those 
who have become opportunistic exploiters of 
the technique, as a failure to really (five times) 
conduct proper sensitivity training courses. 

With the realization that there are only tem­
porary gains from comfort and economic and 
interpersonal KITA, persormel managers con­
cluded that the fault lay not in what they were 
doing, but in the employee's failure to appreci­
ate what they were doing. This opened up the 
field of communications, a whole new area of 
"scientifically" sanctioned KITA. 

6. Communications-The professor of com­
munications was invited to join the faculty of 
management training programs and help in 
making employees understand what manage­
ment was doing for them. House organs, brief­
ing sessions, supervisory instruction on the im­
portance of communication, and all sorts of 
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propaganda have proliferated until today there 
is even an Intemational Council of Industrial 
Editors. But no motivation resulted, and the ob­
vious thought occurred that perhaps manage­
ment was not hearing what the employees were 
saying. That led to the next KITA. 

7. Two-way communication—Management or­
dered morale surveys, suggestion plans, and 
group participation programs. Then both em­
ployees and management were communicating 

' and listening to each other more than ever, but 
without much improvement in motivation. 

The behavioral scientists began to take an­
other look at their conceptions and their data, 
and they took human relations one step further. 
A glimmer of truth was beginning to show 
through in the writings of the so-called higher-
order-need psychologists. People, so they said, 
want to actualize themselves. Unfortunately, 
the "actualizing" psychologists got mixed up 
with the human relations psychologists, and a 
new KITA emerged. 

8. Job participation—Though it may not have 
been the theoretical intention, job participa­
tion often became a "give them the big pic­
ture" approach. For example, if a man is tight­
ening 10,000 nuts a day on an assembly line 
with a torque wrench, tell him he is building a 
Chevrolet. Another approach had the goal of 
giving the employee a feeling that he is deter­
mining, in some measure, what he does on his 
job. The goal was to provide a sense of achieve­
ment rather than a substantive achievement in 
his task. Real achievement, of course, reqtiires 
a task that makes it possible. 

But still there was no motivation. This led to 
the inevitable conclusion that the employees 
must be sick, and therefore to the next KITA. 

9. Employee counseling-The initial use of 
this form of KITA in a systematic fashion can 
be credited to the Hawthorne experiment of the 
Western Electric Company during the early 
1930's. At that time, it was found that the em­
ployees harbored irrational feelings that were 
interfering with the rational operation of the 
factory. Counseling in this instance was a means 
of letting the employees unburden themselves 
by talking to someone about their problems. 
Although the counseling techniques were primi­
tive, the prograin was large indeed. 

The counseling approach suffered as a result 
of experiences during World War II, when the 
programs themselves were found to be interfer­
ing with the operation of the organizations; the 
counselors had forgotten their role of benevolent 

listeners and were attempting to do something 
about the problems that they heard about. Psy­
chological counseling, however, has managed 
to survive the negative impact of World War II 
experiences and today is beginning to flourish 
with renewed sophistication. But, alas, many of 
these programs, Uke all the others, do not seem 
to have lessened the pressure of demands to 
find out how to motivate workers. 

Since KITA results orily in short-term move­
ment, it is safe to predict that the cost of these 
programs will increase steadily and new vari­
eties wiQ be developed as old positive KITAs 
reach their satiation points. 

Hygiene vs. motivators 
Let me rephrase the perennial question this 
way: How do you install a generator in an 
employee? A brief review of my motivation-
hygiene theory of job attitudes is required be­
fore theoretical and practical suggestions can 
be offered. The theory was first drawn from an 
examination of events in the lives of engineers 
and accountants. At least 16 other investiga­
tions, using a v«de variety of populations (in­
cluding some in the Communist countries), 
have since been completed, making the original 
research one of the most replicated studies in 
the field of job attitudes. 

The findings of these studies, along with cor­
roboration from many other investigations us­
ing different procedures, suggest that the fac­
tors involved in producing job satisfaction (and 
motivation) are separate and distinct from the 
factors that lead to job dissatisfaction. Since 
separate factors need to be considered, depend­
ing on whether job satisfaction or job dissatis­
faction is being examined, it follows that these 
two feelings are not opposites of each other. 
The opposite of job satisfaction is not job dis­
satisfaction but, rather, no job satisfaction; and, 
similarly, the opposite of job dissatisfaction is 
not job satisfaction, but no job dissatisfaction. 

Stating the concept presents a problem in 
semantics, for we normally think of satisfac­
tion and dissatisfaction as opposites—i.e., what 
is not satisfying must be dissatisfying, and vice 
versa. But when it comes to understanding the 
behavior of people in their jobs, more than a 
play on words is involved. 

Two different needs of man are involved here. 
One set of needs can be thought of as stemming 
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from his animal nature—the built-in drive to 
avoid pain from the environment, plus all the 
learned drives which become conditioned to 
the basic biological needs. For example, hunger, 
a basic biological drive, makes it necessary 
to earn money, and then money becomes a spe­
cific drive. The other set of needs relates to 
that unique human characteristic, the ability 
to achieve and, through achievement, to experi­
ence psychological growth. The stimuli for the 
growth needs are tasks that induce growth; in 
the industrial setting, they are the job content. 
Contrariwise, the stimuli inducing pain-avoid­
ance behavior are found in the job environment. 

The growth or motivator factors that are in­
trinsic to the job are: achievement, recognition 
for achievement, the work itself, responsibility. 

and growth or advancement. The dissatisfaction-
avoidance or hygiene (KITA) factors that are 
extrinsic to the job include: company policy 
and administration, supervision, interpersonal 
relationships, working conditions, salary, status, 
and security. 

A composite of the factors that are involved 
in causing job satisfaction and job dissatisfac­
tion, drawn from samples of 1,685 employees, is 
shown in Exhibit J, The results indicate that 
motivators were the primary cause, of satisfac­
tion, and hygiene factors the primary cause of 
unhappiness on the job. The employees, studied 
in 12 different investigations, included lower-
level supervisors, professional women, agricul­
tural administrators, men about to retire from 
management positions, hospital maintenance 

Exhibit 1. Factors affecting job attitudes, as reported in 12 investigations 

Factors characterizing 1,844 events on the job that led to 
extreme dissatisfaction 

Percentage frequency 
50% 40 30 20 10 

Factors characterizing 1,753 events on the job that led to 
extreme satisfactian 

Percentage hequency 
10 20 30 40 50% 
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eGrowth 

Company policy and admimstration ^ ^ 

Supervision 

Relaoonship with supervisor 

Wotlc conditions 

.,1 Salary | 

Relauonshjp with peers 

^ ̂ , .^Personal life 

Relaaonship with subordinates 
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All factors 
contributing to 
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69 

All factors 
contributing to 
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rr 
Hygiene m i 
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personnel, manufacturing supervisors, nurses, 
food handlers, miiitary officers, engineers^ sci­
entists, housekeepers, teachers, techniciaiis, fe­
male assemblers, accountants, Finnish foremen, 
and Hungarian engineers. 

They were asked what job events had oc­
curred tn their work that had led to extreme 
satisfaction or extreme .dissatisfaction on their 
part. Their responses are broken doMrn in the 
exhibit into percentages of total "positive^' job 
events and of total "negative" job events. (The 
figures total more than loofo on both the "hy­
giene" and "motivators" sides because often at 
least two factors can be attributed to a single 
event; advancement, for instance, often accom­
panies assumption of responsibility,) 

To illustrate, a typical response involving 
achievement that had a negative effect for the 
employee was, "I was unhappy because I didn't 
do the job successfully." A typical response in 
the small number of positive job events in the 
Company Policy and Administration grouping 
was, "I was happy because the company reor­
ganized the section so that I didn't report any 
longer to the guy I didn't get along with.". 

As the lower right-hand part of the exhibit 
shows, of aU the factors contributing to job 
satisfaction, 8 1 ^ were motivators. And of all 
the factors contributing to the employees' dis­
satisfaction over their work, 69% involved hy­
giene elements. 

Eternal triangle 

There are three general philosophies of person­
nel management. The first is based on brgaiiiza-
tional theory, the second on industrial engineer­
ing, and the third on behavioral science, 

The' organizational theorist believes that hu­
man needs are either so irrational or so varied 
and adjustable to specific situations that the 
major function of personnel management is to 
be as pragmatic, as the occasion demands. If jobs 
are organized in a proper manner, he reasons, 
the result will be the most efficient job struc­
ture, and the most favorable job attitudes' wiU 
follow as: a matter of course. 

The iiidustrial engineer, holds that man is 
mechanistically oriented and economically moti­
vated aiid his needs are best met hy atttining 
the individual' to the most efficient work pro­
cess. The goal of persormel management there­
fore should be to concoct die most appropriate 
incentive system and to design the specific work­
ing conditions in a way that facilitates the inost 

efficient use of the human machine. By struc­
turing jobs in a manner that leads to the most 
efficient operation, the engineer believes that he 
can obtain the optimal organization of work and 
the proper work attitudes. 

The behavioral scientist focuses on group 
sentiments, attitudes of individual employees, 
and the organiza[tion's social and psychological 
climate. According to his persuasion, he em­
phasizes one or more of the various hygiene 
and motivator needs. His approach to person­
nel management generally emphasizes some 
form of human relations education, in the hope 
of instilling healthy employee attitudes and an 
organizational climate which he considers to be 
felicitous to bimaan values. He believes that 
proper attitudes wiU lead to efficient job and 
orgaiiizational structure. 

There is always a Uvely debate as to the over­
all effectiveness of the approaGhes of the organi­
zational theorist and the industrial engineer. 
Manifestly they have achieved much. But the 
nagging question for the behavioral scientist has 
been: What is the cost in human problems that 
eventually cause tnore expense to the organiza­
tion—for instance, turnover, absenteeism,, errors, 
violation of safety rules, strikes, restriction of 
"output, higher wages, and gieater fringe bene­
fits? On the other hand, the behavioral scien­
tist is hard put to document much manifest 
improvement in personnel management, using 
his approach. 

The three philosophies can be depicted as a 
triangle, as is done in Exhibit J2, with each per­
suasion claiming the apex angle. The inotiva-
tion-hygiene theory claims the same angle as 
industrial engiiieeiing, but for opposite goals. 
Rather than rationalizing the work to increase 
efficiency, the theory suggests that work be en-

Exhibit 11. 'Tnangle' of philosophies of 
personnel management 

Industrial eaEineeriiig 
(jobs) 

Organizational theory 
(Work flow) 

Behavioral science 
j attitudes) 

58 



Motivating employees 

riched to bring about effective utilization of 
personnel. Such a systematic attempt to moti­
vate employees by manipulating the motivator 
factors is just beginning. 

The tenn job enrichment describes this em­
bryonic movement. An older term, job enlarge­
ment, should be avoided because it is associated 
with jjast failures stemming from a misunder­
standing of the problem. Job enrichment pro­
vides the opportunity for the employee's psy­
chological growth, while job enlargement mere­
ly makes a job structurally bigger. Since scien­
tific job enrichment is very new, this article 
only suggests the principles and practical steps 
that have recently emerged from several suc-
cessftil experiments in industry. 

Job loading 

In attempting to enrich an employee's job, man­
agement often succeeds in reducing the man's 
personal contribution, rather than giving him 
an opportunity for growth in his accustomed 
job. Such an endeavor, which I shall call hori­
zontal job loading [as opposed to vertical load­
ing, or providing motivator factors), has been 
the problem .of earHer job enlargement pro-
grains. This activity merely enlarges the mean-
inglessness of the job. Some examples of this 
approach, and their effect, are: 

• Challenging the employee by increasing 
the amount of production expected of him. If 
he tightens io,ocx3 bolts a day, see if he can 
tighten 20,000 bolts a day. The arithmetic in­
volved shows that multiplying zero by zero still 
equals zero. 

D Adding another.meaningless task to the ex­
isting one, usually some routine clerical activity. 
The arithmetic here is adding zero to zero. 

D Rotating the assignments bf a number of 
jobs that need to be enriched. This means wash­
ing dishes for a while, then washing silverware. 
The arithmetic is substituting one zero for an­
other zero. 

• Removing the most difficult parts of the 
assignment in order to free the worker to ac-
comphsh more of the less challenging assign­
ments. This traditional industrial engineering-
approach amounts to subtraction in the hope 
of accornplishing addition. 

These are common forms of horizontal loading 
that frequently come up in preliminary brain-
stOTming sessions on job enrichment. The prin­
ciples of vertical loading have not all been 

worked out as yet, and they remain rather gen­
eral, but I,have furnished seven useful starting 
points for consideration in Exhibit 111. 

A successful application 

An example from a highly successful job en­
richment experiment can illustrate the distinc-

Exhibitlll. Principles of vertical job Joading 

Phndplc Mbtivdtora invDlvcd 

A. Removiiig some controls while 
retaining accountability 

B. In creasing; the accountability 
of individuals for own work 

C. Giving a person a complete 
natural unit of work (module; 
division, area, and so on] 

D. Gra lit ing additional authority 
to an employee in his 
activity; job freedom 

E. Making periodic reports 
directly available; to the 
worker himself rather than 
to the supervisor 

E Introducing new and more 
difficult tasks-not previously 
bandied 

G. Assigning individuals specific 
or specialized tasks, enabling 
them to become experts 

ResponsihUity and 
personal achievement 
Responsibility and 
recognition 
Responsibility, 
achievement, and 
recognition 
Respoiisibility, 
achievement, and 
recognition 
Internal 
recognition 

Growth and learning 

Responsibility, 
growth, and 
advancement 

tion between hori.zontal and vertical loading of 
a job. The subjects of this study were the stock­
holder conespondeiits employed by a very large 
corporation. Seemingly, the task required of 
these carefuUy selected and highly trained cor­
respondents was quite complex and challenging. 
But almost all indexes of perfoimance and job 
attitudes were low, and exit interviewing con-
firme;d that the challenge of the job existed 
merely as words. 

A job enrichment project was initiated in the 
form of an experiment with one group, desig­
nated as an achieving unit, having its job en­
riched by the principles described-in Exhibit III, 
A control group, continued to do its job in the 
traditional way: (There were also two "uncom­
mitted", groups of correspondents formed to 
measure the so-called Hawthorne Effect—that 
is, to gauge whether productivity and attitudes 
toward the job changed artificially merely be­
cause einployees sensed that the company was 
paying more attention to them in doing some-
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thing different or novel. The results for these 
groups were substantially the same as for the 
control group, and for the ;sake of simplicity I do 
not deal with them in this summary.) No chang­
es, in hygiene were introduced for either group 
other than those that would have been made 
anyway, such as normal pay increases. 

The changes for the achieving unit were in­
troduced in the first two months, averaging one 
per week of the seven rnotivatbrs listed in Ex­
hibit 111. At the end of six months the members 
of the achieving unit were found to be outper^ 
forming their cotinterpaits in the control group, 
and in addition indicated a marked increase in 
their liking for their jobs. Other results showed 
that the achieving group had lower absenteeism 
and, subsequently, a much higher rate of pro­
motion. 

Exhibit IV illustrates the changes in perfor­
mance, measured in February and March, before 
the study period began, and at the end of each 
month of the study period. The shareholder 
service index represents quality of letters, in­
cluding accuracy of inforrnation, and speed of 
response to stpckholders' letters of iiiquiry. The 

Exiiibit IV. ShaTehalder service index in 
compaBj experiment 
IThice month cumulauve average) 

Performance index 

100 

Exhibit V. Changes in attitudes toward tasks 
in company expeiiment 
(Ch-flnĵ n in mcAD »coret nvci lix-mnnth prfiodi 

fob reaction mean score 

March 
Time between suiveya 

September 

Feb. Mai. Apr. May Jun. JuL Aug. Sept, 
V ' 

Six-month study period 

index of a current month was. averaged into the 
average of the two prior months, which means 
that improvement wias harder to obtain if the 
indexes of the previous months were low. The 
"achievers" were performing less well before 
the six-month period started, and their perfor­
mance service index continued to decline aftei 
the introduction of the motivators, evidently 
because of uncertainty over their newly grant­
ed lesponsibilities. In the third month, however, 
performance improved, and soon the members 
of this group had reached a high level of ac­
complishment. 

Exhibit V shows the two groups' attitudes 
toward their job, measured at the end of March, 
just before the first motivator was uitroduced, 
and again at the end of September. The cor­
respondents were asked 16 questions, all involv­
ing motivation. A typical one w âs, "As you see 
it, how many opportunities do you feel that you 
have, ih yout job for making worthwhile contri­
butions?" The answers were scaled from i to s, 
with 80 as the maximum possible score. The 
achievers became much moie positive about 
their job, while the attitude of the control unit 
remained about the sarne (the drop is not- sta­
tistically significant). 

How was the job of these correspondents re­
structured? Exhibit VI lists the suggestions made 
that were deemed to be horizontal loading, and 
the actual vertical loading changes that were in^ 
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Exhibit Vi. Enlargement vs, enrichment of corrcspondenti' taski in company experiment 

HorixoQtil loadia£ *y£ĵ cBiiDnE jTcjectcd) Vertiu) iDidinctUKciuoiit Udoptcd) Principle 

Firm quotas could be. set for letters to 
be answered each day, using a rate 
•which would be hard to reach. 
The women could type the letters them­
selves, as well as compose them, or 
take on any other clerical functions. 
All difficult at complex inquiries could 
be channelfd to a few women so that 
the remainder could achieve high rates 
of output. These jobs could be ex­
changed from time to time. 

The women could be lotated thiough 
units handling different customers, and 
then sent back to their own units. 

Subject mattci experts were appointed within each unit for G 
other members of the unit to consult with before seeking 
supervisory help. (The supervisor bad been aiiswering all 
specialized and di&iciih questions.) 
Correspondents signed their own names on letters. (The B 
supervisor bad been signing all letters.) 
Tbe work of the more experienced correspondents was proof- A 
read less fretjuently by supervisors and was done at the cor­
respondents' desks, dropping verification from 100% to 10%. 
(Previously; all correspondents' letters had been checked by 
the supervisor.) 

Production was discussed, but only in terms such as "a full D 
day's work is expected," As time went on, this was'no loiiger 
mentioned. (Before, the group had been constantly reminded 
of the number of letters that needed to be answered.) 
Outgoing mail went directly to the maUroom without going ' A 
over supervisors' desks. (The letters had always been routed 
through the siipervisois.) 
Correspondents were, encouraged to answer letters in a more C 
personaUted way. (Reliance on the form-letter approach had 
been standard practicci) 
Each correspondent was held personally lesppnsiblc for the B, E 
quality and accuracy of letters. (This responsibility had been 
the province of the supervisor and the verifier.) 

corporated in the job of the achieving unit. The 
capital letters under "Principle" after "Vertical 
loading" refer to the corresponding letters in 
Exhibit in. The reader will note that the re­
jected forms of horizontal loading correspond 
closely to the list of common manifestations of 
the phenomenon on page 59, left columii. 

Steps to fob enrichinent 
Now' that the motivator idea has been described 
in practice, here arc the Steps that managers 
should take in instituting the principle vrith 
their einployees: 

1. Select those jobs in which (a) the investment 
in industrial engineering does hot make changes 
too costly, (b) attitudes are poor, (c) hygiene is 
becoming very costly, and (d) motivation will 
make a difference ih performance. 

2. Approach these jobs with the conviction 
that they can be changed. Years of tradition 
have led managers to beheve that the content 
of the jobs is sacrosanct and the only scope of 
action that they have is in ways of stimulating 
people. 

3. Brainstorm a Hst of changes that may en­

rich the jobs, without concern for their prac-
ticahty. 

4. Screen the list to eliminate suggestions that 
involve hygiene, rather than actual motivation. 

5. Screen the list for generalities, such as "give 
them more responsibility," that are rarely fol­
lowed in practice. This might seem obvious, 
but the motivator words have never left indus­
try; the substance has just been rationalized 
and organized out. Words like "responsibility," 
"growth," "achievement," and "challenge," for 
example, have been elevated to the lyrics of the 
patriotic anthem for all organizations. It is 
the old problem typified by the pledge of alle­
giance to the flag being more important than 
contributions- to the country—of following the 
form, rather than the substance. 

6. Screen the hst to ehminate any horizontal 
loading suggestions. 

7. Avoid direct participation by the employees 
whose jobs are to be enriched. Ideas they have 
expressed pieviously certainly constitute a valu­
able source for recommended changes, but theii 
direct involvement contaminates the process 
with human relations hygiene and, more spe­
cifically, gives them only a sense of making a 
contribution. The job is to be changed, and it 
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is the content that will produce the motivation, 
not attitudes about being involved or the chal­
lenge inherent in setting up a job. That process 
will be over shortly, and it is what the employ­
ees will be doing from then on that vtiU deter-
rriine their motivation. A sense of participation 
will result only in short-term movement. 

8. In the initial attempts at job enrichment, 
set up a controlled experiment. At least two 
equivalent groups should be chosen, one an ex­
perimental linit in which the motivators are 
systematicaUy introduced over a period of time, 
and the other one a control group in which no 
changes are made. For both groups, hygiene 
should be allowed to follow its natural course 
for the duration of the experiment. Pre- and 
post-installation tests of performance and job 
attitudes are necessary to evaluate the effective­
ness of the job enrichment program. The atti­
tude test must be limited to motivator items in 
order to divorce the employee's view of the job 
he is given from all the surrounding hygiene 
feelings that he might have. 

9. Be prepared for a drop in performance in 
the experimental group the first few weeks. The 
changeover to a new job may lead to a tempo­
rary reduction in efficiency. 

10. Expect your first-line supervisors to ex­
perience some anxiety and hostility over the 
changes you iare making. The anxiety comes 

Readers of this article may be interested in "What Job 
Attitudes Tell About'Motivadoa," by Lyman W. Por­
ter and Edward E, Lawier, III, beginning on page 118 
of this, issue. 

from their fear that the changes wiU result in 
poorer perfomiance for their unit. Hostility will 
arise when the employees start assuming what 
the supervisors regard as their own responsibil­
ity for perfbnnance; The supervisor without 
checking duties to perfonn may then be left 
with little to do. 

After a successful experiment, however, the 
supervisor usually discovers the supervisory and 
managerial functions he has neglected, or which 
were never his because all his time was given 
over to checking the-work of his subordinates. 
For example, in' the R&D division of one large 
chemical company I know of, the supervisors 

of the laboratory assistants were theoretically 
responsible for their training and evaluation. 
These functions, however, had come to be per­
formed in a routine, unsubstantial fashion. Af­
ter the job enrichment program, during which 
the supervisors were not merely passive observ­
ers of the assistants' performance, the super­
visors actually were devoting their time to re­
viewing peiformance and administering thor­
ough tiaining. 

What has been called an employee-centered 
style of supervision will come about not through 
education of supervisors, but by changing the 
jobs that they do. 

Concluding note 
Job enrichment will not be a one-time proposi­
tion, but a continuous management function. 
The initial changes, however, should last for a 
very long period of time. There are a number 
of reasons for this: 

D The changes should bring the job up to the 
level of challenge commensurate with the skill 
that was hired. 

D Those who have still more ability even­
tually will be able to demons.tiate it bettei and 
win piomotion to higher-level jobs. 

D The very nature of motivators, as opposed 
to hygieiie factors, is that they have a much 
longer-term effect on employees' attitudes. Per­
haps the job will have to be enriched again, but 
this wiU not occur as frequently as the need 
for hygiene. 

Not all jobs can be enriched, nor do all jobs 
need to be enriched. If only a small percentage 
of the time and money that.is now devoted to 
hygiene, however, were given to job enrich­
ment efforts, the return in human satisfaction 
and economic gain would be one of the largest 
dividends- that industry and society have ever 
reaped through their efforts at better persormel 
management 

The argument fpr job ehrichifaent can bc' 
summed up quite simply: If you have someone 
on a job, use him. If you can't use him on the 
job, get rid of him, either via automation or by 
selecting someone with lesser ability. If "you 
can't use him and you can't get rid of hdm, 
you wiU have- a motivation problem. 
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The wise old Turk 

/u ̂ ^ I ' ^ ^ M / C ^ — -

Your hes 
for joh-d l̂y 
already L__ 
he knows how things w .̂-, lone 
before behavioral science 
took over 

Frederick Herzberg 

Whenever a manager rec­
ognizes the need for job 
enrichment or motivation 
in his own organization, 
he is immediately faced 
with a problem unrelated 
to implementing the pro­
gram in his company. He 
has to decide which of the 
many available approaches 
to enrichment he should 
adopt; and the differences 
between them are not al­
ways clear. In this article 
an expert in the field of 
motivation discusses four 
different approaches to job 
enrichment, outlines their 
rnajor features and pur­
poses, and then puts them 
into perspective regarding 
organizational develop­
ment in general. He con­
cludes that orthodox job 
enrichment, which is based 
on the notion that indi­
vidual growth is the key to 
organizational health, is 
the approach that most 
often results in happier 
employees and higher 
productivity. He also sug­
gests that one of the 
primary causes of current ' 
worker dissatisfaction is 
that, in the name of effi­
ciency, most jobs have 
been robbed of meaning. 
The author feels that some 
of the old richness could 

be restored to jobs if man­
agers would check with the 
"wise old Turks" in their 
companies to find out 
what that richness 
encompassed. 

Mr. Herzberg, a well-
known authority on job 
enrichment, has published 
numerous articles and 
books on the subject, in­
cluding "One More Time: 
How Do You Motivate 
Employees?" (HBR 
January-February 1968), 
one of HBR's most popular 
articles. The material pre­
sented here is drawn in 
part from a forthcoming 
book, To Be Efficient and 
To Be Human, to be pub­
lished later this year. Mr. 
Herzberg is University 
Distinguished Professor at 
the College of Business, the 
University of Utah. 

When Zorba the Greek was asked if he had a vnie, 
he replied, "A wife, children, a house, the whole 
catastrophe." And some organizations, having tried 
many of today's behavioral science interventions, 
feel that they, too, have had "the whole catastro­
phe." But not quite; it is beginning to look as if a 
new catastrophe that organizations are facing is job 
enrichment. 

The term "job enrichment" is firmly lodged in the 
vocabulary of managers, behavioral scientists, and 
journalists. Managers are beginning to accept the 
basic theory behind job enrichment, but only at a 
cocktail-party level of understanding of human be­
havior. Behavioral scientists, ever ready to jump on 
a bandwagon, often have an equally shallow under­
standing, but a better vocabulary. And journalists 
have a new movement to misinterpret. 

The result has been that job enrichment now repre­
sents many approaches intended to increase human 
satisfaction and performance at work, and the dif­
ferences between all the approaches are no longer 
clear. The confusion, misuse, and subsequent band­
wagon effect of job enrichment have led some com­
panies; managers, and workers to conclude that they 
are merely caught up in a new word game. But job 
enrichment is a reality, and it is necessary because 
it will improve jobs and organizations. 

Today we have several strategies aimed at improv­
ing the design of work in our organizations. I dis­
cern four distinct current approaches: orthodox job 
enrichment, sociotechnical systems, participative 

AuO}Ot's note: I wish to acknowledge with appreciation the assistance oi 
Dan Prock, Research Fellow, University of Utah, antj Major John N. Taylor, 
U.S. Anny and Research Fellow, University of Utah. 
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management, and industrial democracy. Each has 
a different theoretical or philosophical base and, 
therefore, leads to different actions with different 
goals. Thus each technique is more relevant to some 
situations than to others. But although these ap­
proaches have their own unique emphases, in prac­
tice they actually overlap. And all are subject to 
distortion and misuse. 

In an effort to clear up the current "enrichment" 
confusion, we could consult the "wise old Turk," 
Zorba's reputed source of all practical wisdom. First, 
however, let us take a look at each of these ap­
proaches in turn, to see what the advantages and 
disadvantages of each might be and to see how or­
ganizational development might relate to the whole 
subject of job enrichment. In looking at these ap­
proaches, it is important to keep in mind that aca­
demics, consultants, and managers most often oper­
ate from an eclectic point of view. 

Orthodox job enrichment 

The original intent of job enrichment—the installa­
tion of motivator factors into an individual job—1 
now prefer to call "orthodox job enrichment." The 
motivator factors are a direct derivation of the con­
nections I have observed betweeri the quality of 
motivation and hygiene and the quality of job per­
formance.' The basis of the idea is that motivators 
are the factors that meet man's need for psycho­
logical growth, especially achievement, recognition, 
responsibility, advancement, and opportunity. These 
factors are concerned with the job content—the 
work itself. The hygiene factors are concerned with 
the job environment—conditions and treatment sur­
rounding the work, specifically company policy and 
administration, supervision, relationships with oth­
ers, salary, personal life, status, and security. Their 
underlying dynamic is the avoidance of pain within 
the work environment Motivators are concerned 
with using people well and, when combined with a 
good hygiene program, with treating people well." 
The result will be motivated performance. 

1. Frcdciick Herzberg, Bemaid Mausncr, and Barbara Snydcrman. The Mou-
vaiion to Work (New York, John Wiley & Sons, t959); sec also my book. 
Work and the Nature of Man (New York, Thomas Y. Crowcll, 1^66). 

2. Sec wy articles, "Avoiding Pain in Organization," Industry Week, 
December 7, 1970, p. 47; and "More on Avoiding Pain in Organizatioti," 
Industry Week, lanuary rS, t97i, p. 15a. 

Orthodox job enrichment's motivation concept is 
based on observed relationships between abil­
ity and both potential and opportunity and on re­
sults of performance reinforcement. The first re­
lationship (ability to potential) determines what an 
individual can do. The more ability employees have 
to do a job, the more they can be motivated to do 
it well. It is obvious that to get good performance 
from an individual, he or she must have or be able 
to acquire the necessary capability. 

This relationship naturally leads to the procedures 
of personnel selection and classification; that is, 
getting people into the jobs where their abilities can 
be manifested, and into training programs that wiU 
develop the abilities they may lack to do their jobs 
well. Today, when rapid technological change is 
forcing people into early obsolescence, training to 
maintain work motivation is especially important. 
A person who has lost competence is much more 
resistant to motivating behavior than is a person 
just beginning to leam a job. 

The second relationship (ability to opportunity) de­
termines how much of the individual's talent is 
permitted to show itself. Managers cannot motivate 
a person to do a good job unless there is a good job 
to do. Here lies the fractionated job "crunch." Most 
people have more abihty, or potential ability, than 
their fractionated jobs allow them to use or develop. 

The last variable affecting the motivation of peoples 
at work is the nature of the reinforcement that re­
sults from job perfonnance. First, do appraisal sys-f 
tems reinforce growth behavior that often involves 
a risk for the individual? They should. And second, 
do appraisal systems reinforce growth and achieve­
ment behavior with opportunities for further growth 
and achievement? Unfortunately, appraisal systems 
in most organizations emphasize the extrinsic con­
sequences of work performance—pay, bonuses, and 
so on. A more effective reinforcer for achievement 
is the opportunity for further achievement through 
new opportunities for challenge. 

These factors must be integrated into a systematic 
motivation program. Obviously, there is no sense in 
providing training without opportunity, no sense in 
offering opportunity without training, and no sense 
in offering both training and opportunity if the re­
inforcement is solely by hygiene procedures. 

The implementation of orthodox job enrichment is 
realized through direct changes in the work itself, 
permitting the motivator factors to emerge. The 
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exact ingredients of an enriched job module that 
provide these factors vary with individual character­
istics, professions, situations, and so oil. Neverthe­
less, I would like to suggest a number of ingredients 
that, from the experience of the past few years, seem 
to lead to better jobs and better motivation. 

Ingredients of a good job 

In looking at these different ingredients we should 
remember that they are not necessary to orthodox 
job enrichment alone, but that they are primary to 
that approach and not to the others that wiU be 
discussed later. The eight ingredients are: direct 
feedback, a client relationship, a learning function, 
the opportunity for each person to schedule his own 
work, unique expertise, control over resources, di­
rect communication, and personal accountability. 

1 Direct feedback 
One basic principle of the psychology of learning 
and performance is that knowing the results of one's 
behavior is essential to efficient learning and per­
formance. This is usually referred to as "feedback." 
Without going into the total psychology of feedback 
systems, I would Uke to suggest that two of the most 

• important ingredients of a good job are (a) that the 
[results of a person's performance be given direcdy 
I'to him rather than through any supervisor, perfor-
jmance review, or bureaucratic administrative innu-
: endo, and (b) that this feedback be nonevaluative 
I and timely. When the boss tells them how they are 

doing on a job, most people tend to interpret the 
message as a characterization of themselves, not of 
their performances. Thus nonevaluative behavior 
on the part of the boss can increase the learning 
impact of feedback by reducing the personal threat 
to the employee. Also, the more timely the feedback 
on performance, the more potent and accurate is the 
content of the message. 

A very simple example of the proper use of feed­
back in job enrichment comes from the military— 
the training of marksmen on rifle ranges. Targets 
consist of electronically controlled silhouettes scat­
tered at varying distances which fall instantly when 
struck by a bullet. If the target is missed, there is no 
ridiculing by target spotters—the target just stands 
there until it gets hit. Feedback here is direct, in­
stantaneous, and nonevaluative. Success with this 
method has been dramatic in terms of savings in 
both money and time needed to train effective 
marksmen. 
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2 Client relationship 
A second ingredient of enriched jobs is that the indi­
vidual has a customer or client to serve, whether 
external to the organization or inside it. Too often 
the customer is either a bureaucratic regulation or a 
supervisor. This leads-to the individual's evaluating 
his job in terms of how well "house broken" he is. 
Is the boss .pleased? Are procedures maintained? Is 
he consistent with the company policy and image? 

Let me illustrate the concept of having a customer.: 
An electronics firm, unhappy with the performance 
of its workers, on an important subassembly, changed 
the system only slightly to increase perfonnance. 
Instead of meiely filling a preestablished quota for 
the day, the workers were assigned to a particular 
group of unit assemblers who needed the product to 
complete their own work. A customer relationship 
was thus established. 

The fallout of this arrangement has been a greater 
appieciadon df the problems of relating parts to total 
assembly and a greater cooperation between .the two 
sections. This increased cooperation has in turn led 
to an increase in the intrinsic interest in the sub-
assejiibly operation. 

3 New learning 
An essential iagredient of a gpoxi job is the oppor­
tunity for individuals to feel that they are growing 
psychologically. AUjobs.ougbt to always provide aii 
opportunity for the worker to learn something pur­
poseful and' meaningful. Keep in mind that learning 
can also be viewed as either horizontal or vertical, 
like job loading,^ A worker can leam a horizontal 
series of new facts, but that in itself does not produce 
coherehce or psychological growth. 

A situation that quite vividly higKlights purposeful 
learning and the impact of psychological growth 
took pjace in a chemical company. In the-research 
departnient there were three major categories of 
employees: laboratory assistants, laboratory techni­
cians, and scientists. The laboratory technician was 
the focus- of the motivatioaal problern. Iliough he 
was very we;]! trained and experientially qualified 
for greater responsibilities, his job consisted solely 
of settirig up the equipment for the scientists' ex­
periments and then serving as a helper to the assis­
tants. The growth potential in this, settirig was at a 
very low' level until some-job enrichment changes 
were made. 

3. for the distinction between hpriionial and vertical lo^diDg-of jobs^sec my 
HBR article. "One Mote Time: How Do You Motiviit Employees?" 
pp. cii., p.53. 

The technicians were given responsibility for the 
research reports. This responsibility created the op­
portunity for them to analyze and evaluate data and 
to leam to write scientific reports. Then they shared 
in the reseaTch planning, which provided a vent for 
creativeness, and, were involved in the hiring, firing, 
and training of lab assistants, which gave new man­
agement dimensions to their work. And finally, they 
were given ah opportunity to do some experiments 
on their own. This was the perfect chance for the 
technicians to try out and reinforce their new 
learning. 

4 Scheduling 
Another ingredient frequently present in successful 
job modules is the opportunity to schedule one's 
own work. The tendency in organizations to pre­
program aperson's job schedule is rarely dictated by 
any efficiency mative besides that of simplifying the 
sup,ervispr's checking process. The person who does 
the job is the one most aware of the time he has 
available to spend on various .aspects of his work. 
Allowing the employee to schedule his day in the 
sequence that he. feels most appropriate will make 
him responsible for the work—not responsible to the 

i schedule. This does, not mean that the employee sets 
jthe deadline; he sets.Ms .own pace to meet it. 

Recently, a most illustrative example of employee 
attitudinal changes was related to me. Workers over­
hauling-aircraft had previously been told when they 
could take coffee, rest,, and lunch breaks. Manage­
ment felt that if it controlled rest periods, it would 
have a better chance of controlling work and 
meeting the scheduled deadlines. This system was 
changed; workers were held accountable only for 
mreeting the item deadlines, A month or so after 
the change had been implemented, overtime bad 
dropped slightly and failures to meet deadlines had 
dropped significantly. One of the "old Turks" on 
this team was asked how it felt to take all the time 
he wanted to rest and have a cup of coffee. His reply 
was revealing: "Hell, I wouldn't know. I've been too 
busy to worry about taking all those breaks like we 
used to. I get goings on a.job and I like to finish it. 
Whenever I beat the sfandard.and finish early, I take 
a-rest." 

5 Unique expertise 
In this day oi homogenizatioa and assembly-line 
mentality, wheri- everyone is judged on sameness, 
there exists a countervailing need for some personal 
uniqueness, at work—for providing aspects of jobs 
that the worker can consider as "doing his own 
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This idea can be seen at work in an electrical plant 
where the team concept is being applied to small 
generator assembly. Each individual on the team 
assembles, inspects, and marks his own generator. 
Individuals who finish their work ahead of schedule 
are allowed to use these blocks of company time to 
their own advantage. One might expect these work­
ers to goof off during this period, but more gratifying 
results have come forth. Some examples of the use 
of this time are: learning from plant quality control 
what detailed technical checks might cause their 
work to be rejected; spending time with new em­
ployees and showing them how to do the job; work­
ing out better ways to assemble the generators; and 
visiting the engineering group to get a better under­
standing of its procedures. 

6 Control over resources 
One of the more serious complaints that managers 
make of employees is that they are indifferent to 
costs. Responsible cost control, however, can only 
come when someone truly has responsibility for 
costs. Often, by providing employees with mini-
budgets to run their operations, managers will suc­
ceed in having them take responsibility for costs. 

Conceptually, the way this is done is to push cost 
and profit centers down as low as is organizationally 
feasible. There are very few instances when cost 
centers in their simplified form cannot be used at 
the individual or team level. An example of such an 
action occurred when design engineers at a plant 
were given authority to spend the money allocated 
to a particular project. All administrative limits, 
such as those requiring approval for expenditures of 
more than a set amount, were removed. The costs 
rapidly became more realistic. 

7 Direct communications authority 
The greatest single loss of administrative time to 
get anything done in an organization is caused by 
rules that require ten people to communicate when 
only two people need to. For example, if an em­
ployee needs to talk to another employee in an­
other division, department, or section, he has to go 
through his supervisor, who communicates with the 
supervisor of the person the employee needs to deal 
with, and then the reverse will occur. Along with 
the time necessary to make all these connections, a 
lot of good content is lost in this complex com­
munications network. 

Direct communications authority is also the facili­
tating vehicle for all the other enriched-job charac­
teristics previously mentioned. Giving an employee 

a customer or client without direct access to that 
customer is providing a fictitious customer. Direct 
communications also enhance the growth potential 
of a job by providing the worker with new avenues 
of information. For many jobs, giving an employee 
the responsibilities of work scheduling and cost con­
trol without giving him the opportunity to com­
municate directly with the system is asking him to 
plan without knowing the facts—a proven formula 
for failure. If the creative value in doing one's own 
thing is to be gained for the organization, direct 
communications are vital. 

8 Personal accountability 
The last ingredient of a good job, personal accounta­
bility, can be usefully viewed both as an ingredient 
of job enrichment and as an effect of it. Because of 
the human relations era's stress on personal fairness, 
we have become so afraid to hold someone account­
able for his job that we have denuded jobs of any­
thing that anyone would want to be accountable 
for. We provide no organizational mechanism for 
personal accountability other than slogans and cut­
ting remarks. The point is, it is pointless to hold 
someone accountable for performing an "idiot" job. 

Administrative procedures that guard against hypo­
thetical errors and imaginary irresponsibility breed 
the very carelessness and inefficiency that they were 
intended to prevent. Too many controls divide re­
sponsibility until it gets lost and no one is responsi­
ble. Fingers point in endless circles. A real method 
of instilling the potential of accountability is to re-1 
move the crutch of inspection and instead directly 
identify the performance of the work with the indi-1 
vidual. The level of accountability is thus related to . 
individual competence; and in every job there is 
room for individual competence for at least a por­
tion of the work module. 

The better the job, the more personal accountability 
it has. Thus an excellent indicator for managers to 
use when evaluating job-enrichment efforts is the 
level of personal accountability achieved. It mani­
fests itself in numerous ways: increasing pride in 
workmanship, skill, and service; a more positive and 
constructive acceptance of errors, mistakes, and 
training shortfalls; an increased level of creative ef­
fort; more individuals speaking out and challenging 
less effective practices and rules; a less uniform and 
monolithic work force; and an increased sensitivity 
of employees to any movement of the organization 
away from excellence. 
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Exhibit 1 
Job design methodolog ies - advantages and d isadvantages 

Orthodox Job 
enrichinent 

Social approaches 

Sociotechnical 
systems 

Participative 
management 

Industrial 
democracy 

Major advantages 

Lasting individual 
growth and 
competence 

Quickly 
implemented 

Minimizes ne»^ 
hygiene problems 

Not limited by 
technology 

More variety 
(horizontal loading 
of jobs) 

More willingness to 
follow through on 
decisions 

Improves hygiene 
factors 

Better supervisor/ 
subordinate 
communication 

More willingness to 
follow through on 
decisions 

Theoretical reduc­
tion in organiza­
tional conflict 

Greater congruence 
of (Ob rights with 
social and civil 
rights 

More willingness to 
follow through on 
decisions . 

'See Frederick Herzberg, 

Major disadvantages 

Older employees 
adapted to 
impoverished jobs 
cannot change 

Increased employee 
defensiveness 
for incompetence 

Assumed lack ot 
motivators can 
become alibis 

Tyranny of group 
over individual 

Slowly implemented 

Less likelihood ol 
job enrichment 

Can become 
human relations 
manipulation 

Slowly implemented 

Less likelihood of 
job enrichment 

Produces an equality 
of ignorance* 

Slowly implemented 

Less likelihood of 
job enrichment 

"The Equality ol Ignor-
ance." Industry Week, October 9, 1972. p. 50. 

gram can convert the fractionated job bureaucracy 
to an interlocking system of meaningful job designs. 
The result of such a program will be increased mo­
tivation and performance at the individual level, and 
a more effective organization. 

The remainder of this article investigates other, 
different (but overlapping) approaches to job en­
richment Exhibit 1 compares the advantages and 
disadvantages of four different job-design method­
ologies, and Exhibit 11 highlights the major differ­
ences between orthodox job enrichment and the 
other more social approaches to job design. 

Social job-design approaches 

The ingredients of a good job covered in connection 
with orthodox job enrichment do, as mentioned, 
show up in other work environments as the result 
of other approaches. The three approaches I discuss 
next have some of these characteristics, but their 
basic philosophies are different. In general, these 
approaches try to deal primarily with the job in the 
context of the whole organization rather than, as 
with orthodox job enrichment, in relation to the 
individual at work. 

Examples, drawn from various sources, will be .used 
to illustrate the main essence of each approach. It 
should be noted that the examples given in some of 
the referenced articles may be at variance with real­
ity. Conclusions as to success or failure of an enrich­
ment program, or even as to what was really done, 
generally require a closer look than is reported in 
most published descriptions. 

These are some of the ingredients that go into an 
enriched job module. What these ingredients have 
in common is that they attempt to build into a job 
motivators that allow the individual to stand up in 
the hierarchy and be recognized for both what he 
does and how he does it. 

The implementation of orthodox job enrichment is 
a systematic but gradual approach to organizational 
structural change. It offers motivators to individuals 
but does not force changes upon them. Gradually, 
with hard work, an orthodox job-enrichment pro-

Sociotechnical systems 

Following World War II, London's Tavistock In­
stitute of Human Relations developed an organiza­
tional social psychology that later spawned another 
successful job-design method. Sociotechnical theo­
rists see the heavy applications of scientific manage­
ment and advanced technology to lower organiza­
tional levels as having resulted in work processes-
cycles of interdependent component tasks—that do 
not allow parallel sets of worker interrelationships 
to develop. Consequently, they see the answer to 
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worker dissatisfaction as the redevelopment of in­
terdependent relationships within the work group. 

This sociotechnical approach works to rebuild inter-
worker social relationships by establishing a semi-
autonomous work group. Within the group, job ro­
tation or "enlargement" provides a greater variety 
of tasks and gives individuals a big picture of the 
whole process. 

The actual worker/task relationship is viewed as, 
and often is, determined by the technology in­
volved. Sociotechnical theorist Fred Emery shares 
this point of view: 

I "Thus, although an individual may find his imme-
1 diate task distasteful, and this is probably the most 
j typical case at operative levels in modern industry, 
I he may gain some compensatory satisfaction from 

those other aspects of his role that concern his rela­
tions to fellow workers, supervisors, and the enter­
prise." •• 

iThe sociotechnical approach, therefore, attempts to 
compensate for the deficient worker/task relation­
ship by suggesting that an individual can attain a 
sense of personal worth and achievement from the 
achievements of the group and the social relation­
ships within that group. 

Some aspects of the sociotechnical approach, how­
ever, do provide portions of a good job module as I 
defined it in connection with orthodox job enrich­
ment. Within the autonomous group, decisions can 
be made as to production levels, job rotation, and 
hiring into the group, and there is generally more 
internal control over the assigned work. So what we 
see is that while the worker/task relationship in its 
primary definition cannot be modified, many im­
portant secondary decisions are controlled by the 
group. This management of internal affairs does 
amount to an "enriched group module." 

One of the best publicized illustrations of the socio­
technical form of enrichment can be found at the 
Volvo Company in Sweden, Its most aggressive at­
tempt at a sociotechnical system is at the assembly 
plant in Kalmar. Based on the idea that "bored peo­
ple build bad cars," the objective is to build the at­
mosphere of a small "family" workshop within the 
large-scale organization of a car factory. The plant 
makes extensive use of the sociotechnical group in 
architecturally distinct assembly areas. Volvo press 
information describes how the work teams function: 

Exhibi t II 
Major contrasts between job 

Orthodox job enrichment 

Basis is individual psychology 
(motivation hygiene theory) 

Predominate human need is 
individual growth 

Human relations is a 
hygiene lactor 

Primary goal is 
individual growth 

enr ichment approaches 

Social approaches to 
job design 

Basis is group psychology, 
human relations, or 
social philosophy 

Predominate human need is 
social acceptance, personal 
involvement, or political rights 

Human relations is a 
motivation factor 

Primary goal is 
group effectiveness 

Method is 
individual job change 

Method is group development, 
interpersonal competence 
development, or introduction ol 
managerial/political consulta­
tion structures 

Job design change precedes 
social system change 

The job content is determinate; 
the social system is 
indeterminate 

Training emphasizes 
individual competence 

Talent decides who trains 
and who judges 

Job design change follows 
social system change 

The job content is indetermi­
nate; the social system is 
determinate 

Training emphasizes 
group etiectiveness 

Ideology decides who trains 
and who judges 

Present organizational struc­
tures become hierarchies for 
talent and personal responsi­
bility rather than hierarchies for 
control 

Present organizational structures 
become democratic decision­
making and performance groups 

"The production team or group work system has 
been devised to give increased delegation of decision 
making and to provide improved cohesion of work­
ing teams in basic groups. 

"A production team is thus a group of employees 
within a particular supervisory subdivision having a 
common work assignment. The group elects its own 
chargehand, who acts as the spokesman and main­
tains contact with the supervisory function. 

"The team is given a particular assignment for a 
limited period (for example, a week) and is paid for 
the overall performance. The actual jobs are divided 
up by mutual agreement within the team. The team 
is responsible for planning its own production out­
put, distribution of work, and quality control. This 
means that the team forms a closely knit unit and is 
able to solve many problems internally." ' 
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Here the-overriding objective is the design of a social 
system to facilitate both 'task accomplishment and 
employee social satisfaction at work. 

A major problem with the sociotechnical approach 
is the possibility of group tyranny. The group ap­
proach concentrates power into what can easily be­
come a political structure, and the results may not 
always be beneficial for the organization or for the 
individua:l. This sociotechnical approach is less than 
ideal, but many work situations are also less than 
ideal. Where the technology of the work process, 
such as that in assembly lines, precludes a general 

I return, to individually oriented jobs, group eniich-
1 ment may be all that is possible. In this method indi­

viduals must adjust to the group processes to func­
tion effectively. And while this adjustment may stib-
vert valuable, individual talents, the technological 
asset's make it practically necessary. 

Participative m a n a g e m e n t 

One outgrowth of the human relations movement, 
participative management, is the third contempo-

rrary approach used to improve work. Supporters of 
participative management assume that the overrid­
ing need of the worker is to be involved in decisions 
affecting his work. This primary need -for personal 
involveinent can be attained through worker partic-
ipation and will provide the commitment neces­
sary to motivate him. 

(Thus giving the worker more meaningful job con­
tent is seen as secondary to, his legitimate ne'eds for 
being consulted and involved in decisions that affect 
him. Naturally, some decisions in which he partic­
ipates will concern his job content, and only in 
these cases can concrete job design changes happen 
through paiticipation. Most often, however, the 
manager is in effect saying to the subordinate, 
"Since you don't have a responsible, meaningful 
job, ri l let you visit my job, but you wiU have to 
letum to yours." 

Donnelly Mirrors Company declares that its well-
publicized change to participative managemefit is 

4. See "Charscteristics of Socio, technical Systems;" in Design of Jobs, edited 
by Louis E- Davis and James C. Taylor (Middlesex, England, 

pi:nguin Books, 1972], p. rSa. 

5. Volvo press Informotion—via personal communicatiQn. 

6. .Time. Novernber 9, 1970, p: 74. 
7. See Ered G. Lesieut and Elbridge S. Putkett, "The Scanlon Plan Has Proved 
Itsdf," HBR September-October 1969, p. 109. 

8 William J. Paul, Jr., Keith B. Robertson, and Fiedericli Henbere, "Job 
Enrichment Piiys Off," MBR March-April 1989, p. 61. 

SO successful that, it now markets a workshop on 
how this was done. The company claims to have 
raised its profits 2.0% annually in recent years and 
lowered prices 2570 since 1952 as a result of its 
change to participative management policies.® 

Participative policies usually begin with a forija of 
the well-known Scanlon Plan,'' a perfect example of 
participation in hygiene "matters. The employees 
establish compensation packages and make commit-
mentis to pay for them by reducing waste, elimi­
nating redundant jobs, or improving work methods 
or equipment. 

Employees do, however, also participate in more 
substantive job decisions. For example, workers aie 
involved in setting their own work standards (note 
that they do not set the standards, but are involved 
in the setting of standards). Also, in some cases ma­
chine operators may travel with puichasing agents 
to inspect new equipment. The purpose of this is 
to get operator cornmitment to the proper use of 
the machinery at a later time. The participation here 
effectively involves the operator in management de­
cisions, but it does not change his job. When the 
machine arrives, the job will continue to be that of 
an operator. His opportunity for future influence 
and decision making femains at the convenience of 
management.^ 

So the difference between participatidn and enrich-
merit is a difference, in kind. Consultation does not 
give a subordinate the charice for personal achieve­
ment that he can recognize as his own, and denies 
him the chance of seif-developmeiit to the point 
where:he might become an executive himself. 

Indiistrial democracy 

Another approach to changing the. structure of jobs 
is contained in a Europe-based philosophy known 
as industrial derDOcracy. The industrial democracy 
advocates contend that, with most of life's institu-

- tions operating iri a democratic manner, the insti­
tution of work should also be. democratic. In order 
to mainta.in democracy at work, it is necessary to 
initiate programs where workers are represented in 
all the decision-making bodies within an organiza­
tion. 

A major assumption of this philosophy is that when 
workers are given,a representative voice in making 
decisions about the operation of their organizations, 
they will become more committed to its democrat-
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I ically developed goals. At the individual job level 
no redesign or enrichment is included in the phi­
losophy. But managements do admit that some type 
of change is needed, and in effect say to workers, 
"If you will visit me outside the hierarchy, we can 
discuss it." The fallout of these visits can be job 
redesign, typically in, the form of sociotechnical 
groups. 

The Grangesberg Gompariy, in Sweden, has for 
years been moving forwaxd ih implemenfing the 
philosophy of industrial democracy. Personnel Di­
rector Karl-Johan Edstrom has said that the goal is 
to get rid of the "Papa knows best" autocratic man­
agement system. Edstrom says, "We want to give, 
every individual influence in eveiy job, and the old 
organization (structure) just won't do," ^ 

In the attempt to realize this goal, Grangesberg has 
structured complex networks of boards, groups, and 
councils, all topped by the Granges Council, which 
is composed of 41 members, 13 representing man­
agement and 38, the employees. This system was 
used, for example, at one plant to determine how 
most of a $3,00,000 improvement prograin would be 
spent. Other operational policies include equal group 
pay programs, participation in day-to-day decisions, 
and a "ho firing*' policy. The, company estimates 
that IQ fo oi the more than 25,000 employees are 
directly engaged in some phase of the democratic 
machinery.'° 

It is often difficult to differentiate between the in­
dustrial democracy and sociotechnical appraaches 
in operation. The difference was pointed out for me 
in conversation with Eihar Thorsrud, an advocate 
of industrial demo'cfacy: I expressisd to him some 
concerns about where a totally democratic approach 
might stop. Thorsrud replied that "one doesn't know 
where it will stpp; we think that's good." In the 
sociotechnical approach, limited work-group con­
trol is a means to better production and satisfaction. 
In industrial democracy, work-gtoup control is an 
ultimate end in itself. 

This approach.coinmands-respect for the notion that 
work ought to be improved for the congruence of 
civil, social, and work rights. But in practice, the 
managemerit/worker Gonsultatibn system has,proved 
to be a complex and time-consuming method of 
attempting- organizational improvement. This ap­
proach shows some merit for widening democratic 
institutions, but in view of the necessity for rapid 
change, its slow political evolvement of job redesign 
relegates this method to secondary consideration. 

Indeed, the main objective here seems to be to re­
define the hierarchy itself'rather than the jobs, with­
in the hierarchy. Therefore, it and the other social 
approaches are more akin to organizational develop­
ment [0D) than to job enrichment itself. But as OD 
certainly has an effect on jobs within an organiza­
tion, it might itself be considered an eclectic fifth 
approach. 

Organizational development--
a fifth approach? 

Frankly, I am not totally sure what organizational 
developinent is, and many of its practitibners do not 
seem to know either. Probably least sure of all are 
some OD client prganizatipns. 

• Organizational development views the lack of effec­
tiveness in today's organizations as a result of in­
effective' human processes—that is, communication, 
decision making, conflict management, collabora-

, tion for .problem solving, and others. Consultants in 
OD observe individual 'and group process behavior 
in organizations and help managers anM subordi­
nates diagnose ineffective ways of behaving. The 
"change agent" then attempts to educate individuals 
and groups in the use of effective behayioral skills 
such as risk taking in interpersonal encounters, com­
municating openly, making use of fee'dback, "own­
ing up" to particular behaviors, using a participative 
leadership style, and confrgnting conflicts. This is 
done through varipus sorts of'training programs 
and group meeting strategies. Typically, the change 
agent models effective behavior and helps establish 
behavioral skills as group iiorms in the orgariization. 
Theoretically these strategies will result in a reorien­
tation bf basic values and a rnore humanistic view 
of man. These changes, in turn, will facilitate orga­
nizational processes and performance. 

One of the, more successful organizational develop­
ment efforts is in a large glass company. Its organi­
zational development is a mixed bag of orthodox 
job enrichment and such organizational and inter­
personal interventions as organizational diagnosis, 
group development meetings, project tearris, busi­
ness management teams, role clarification meetings, 
and intergroup meetings. All these procedures are 

-p. David Jenkins, 16b Power, Blue.and White CoUai Democracy (New York, 
Doubleday, 1973I, j>. 166. 

iO. lijid., p. 168. 
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designed to facilita'te communication between and 
within groups by diagnosing the effects pf behavior 
on performance. If these programs sound ambigu­
ous—they* are. 

But even if one accepts the operational OD assump-
tiori that most orgaiiizational problems are problems 

• of interpersonal behavior, such behavior is very 
cbiriplex and hard to analyze. Behavioral problems 
often involve ethical issues, differentials in ability, 
structural situations that create the interpersonal 
problems, and even lack of the behavioral skills 
necessary for interaction. 

OD approaches to the ethical issue emphasize the 
humanistic values. The assumption is that there is 
a certain ethical relationship, a sense of fairness, 
that must exist between people in order for them to 
perform well. But it is very easy for people to leam 
to iise behavioral skills: in order to preserve non-
humanistic ethics or values. Without humanistic 
ethics as the basis of behavioral skills, the result will 
be mushrpoming levels of manipulation. 

Also, differentials of ability partially determine the 
cpntent of ihterpersbnal relationships. People pro­
tect themselves froin their own incompetences. For 
example, if another person is an expert on a certain 
subject and I am not, our interaction is limited by 
niy knowledge or lack of it. This is nbt an issue of 
the behavioral skill of "risk taking, but of the simple 
fact that regardless of the other's basic acceptance 
of me, 1 lack ability for certain forms of interaction. 
Here rny nonability acts as a constraint on the inter­
personal relationship, 

Next, ihterpersonal problems arise, as I have sug­
gested, from the work structure. Attempts to change 
people's job behavior apart from the job content 
have, in the past, proved largely unsuccessful. If a 
checker in a productipn process is given the skills 
heeded to interact with production workers, nothing 
has actually changed. Behavioral skiU may make the 
situation a little more bearable, but someone is still 
checking someone else. The behavior is the same, 
and,attitudes appjopriate to it will continue. 

Pbbr behavioral skills account for only a small per­
centage of the/interpersonal problems in organiza­
tions. An example illustiating misconception of the 
cause of interpersonal problems can be taken from 
the movie "Cool Hand ,Luke." After an escape at­
tempt prisoner Luke is beaten, rather reluctantly, by 
a prison warden. "What we have here," says the 
warden, "is a failure to communicate." -



^80 Harvard Business Review September-October 1974 

For organizations to overemphasize interpersonal 
processes and risk taking at the expense of job re­
design, effectiVE selection, placement, arid technical 
training efforts is unwise ajid, will not result in the 
improvements desperately needed today. 

'The whole catastrophe'? 

There is massive confusion existing today among 
the different job-enrichment approaches. My re­
search and experience have led me to believe that 
orthodox job enrichment is the most promising of 
the organizational improvement strategies. But 
many other theorists arid managers eruphasize one 
or niore of the; other approaches. 

If this analysis is reasdnabiy true, what can we ex­
pect! With luck, we will proceed without the expec­
tations of panaceas and will learn to improve our 
rhanagement systems. For managers who are faced 
with the confusion of "what do I do," "whom do 
I rely on to bring about needed organizational 
change," I would like to Tecbmmend a new inter­
vention. Use thS behavioral scientist to find out 
what it is he is saying (or selling)—then get rid_ of 
hirn. The behavioral,scientist knows abbut the or­
ganization's human resource problem in an irttel-
lectual sense..But he knows nothing of the history 
of jobs in his client org'ahizatipn. Here is where, we 
might cbnsult Zorba's source of practical wisdom, 
the "wise old Turk." There are many companies 
with forgotten ''wise old Turks" who know—con­
cretely, visually, and experientially—the history of 
numerous jobs. Many have had their jobs lifted out 
from under them by behaviofal science, and have 
come through the ranks, experiencing the various 
levels of organizations. They know what mindless, 
work is, and that it has often been the result of 
changes made in the name of efficiency. 

These "old Turks" are a valuable-source of informa­
tion for job enrichmeiit, and they are already on 
the payroll. A behavioial scientist or a manager 
wishing to enrich a job should start by firiding them 
and asking: What past changes in the job, made, in 
the name of efficiency, should be eliminated? Many 
times, when discussing job enrichment in industry, 
I have been told by a "wise old Turk," "Hell, that's 
the way weused to do it." 
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An . ^ 1 ^ Seminar 

With 
Roger L. Kirkhani 

GETTING 

RESULTS 
THROUGH 

PEOPLE 
A 3-Day Seminar To 

Improve the Productivity of 
Your Most Valuable Resource 

October 31, November 1, 2 1979 
To Be Held at Prospector Square, 

Park City's New Convention 
and Learning Center 

Park City, Utah 



Course Outline 

D A Y l 
I. TO MANAGE OTHERS, FIRST MANAGE 
YOURSELF 
Getting Control of Your Time 
Selective Choices of Effort 

Are More Important Than Simply 
Increased Effort. 

How to Eliminate Interruptions. 
How To Avoid Paper Shuffling. 
Film: Hoiv to Get Control of Your 

Time and Your Life 

II. GETTING RESULTS THROUGH 
OBJECTIVES 
Getting Results is the Bottom Line for Managers 

and Supervisors 
Characteristics of a Good Objective. 
Continuing Essential Objectives — Result 

Ranges. 
What is Success For a Boss? 
Justifying the Results Against the Criteria For 

Success. 
Keeping Straight on Authority, Responsibility 

and Accountability. 
Film: Leadership: Style or Circumstance 

III. PROBLEM SOLVING BY OBJECTIVES 
Identifying End Result, Intervening Variables & 

Root Cause. 
The Forced Decision Technique 
Film: ABC's of Decision Making. 

DAY 2 
I. HOW TO MOTIVATE SUBORDINATES 
Motivation vs. Movement, or Installing 

Generators vs. Charging Batteries. 

To Provide Job Satisfaction, Use Him Well. 
To Avoid Job Dissatisfaction, Treat Him Well. 
The Positive Effect of Fringe Benefits Returns 

to Zero. 
Salary Should Be Used As Compensation, Not As 

a Carrot On a Stick 
The Positive Effect of Salary Has an Escalating 

Zero Point. 
Make - Buy Game. 

II. IDENTIFYING WHY COMMUNICATION 
SOMETIMES GOES SOUR 
Predicting Behavior With Labels. 
Determining Behavior According To A 

Perceptual Set. 
Filtn: Produc t iv i ty &r The Self-fulfilling 
Prophecy 

DAY 3 
I. CONSTRUCTIVE CONFRONTATION 
Active Listening. 
'You' Messages vs. '1' Messages. 
Causing Voluntary Change in Other's Behavior. 

II. RESOLVING MUTUAL CONFLICT 
I Win - You Win. 
The Consequence Administrator. 
Value Collisions. 
Technique Is Always Neutral. 

III. HOW TO HAVE EFFECTIVE MEETINGS 
Solution Delivery Meetings 
Solution Seeking Meetings 
Film: Group Dynamics - Group Think 
Film: Meeting in Progress 

Seminar Leader 
ROGER L. KIRKHAM has over ten years experience in project management and project engineering with 
government and private industry. He is actively involved in consulting with industry, government and the 
military. He is a registered Professional Engineer and is author and co-author of over 30 publications. He is 
a Senior Member of the American Institute of Industrial Engineers and a member of Sigma Xi, the Scientific 
Research Society of North America. He teaches part-time at the University of Utah as Adjunct Assistant 
Professor of Industrial Engineering. 

LOCATION: The course will be held at Prospector Square, Park City's new convention and learning 
center. Park City, located 30 miles east of Salt Lake City by Interstate 80, is a quaint mining town where 
summer activities include: 18 hole golf course, tennis, swimming, iVz mile Alpine Slide, Kimball Arts 
Center, beautiful mountain scenery and more. Upon receipt of registration, directional maps and literature 
detailing Park City and its summer activities will be sent. 



6 Outstanding Films 

How to Get Control of Your Time and Your Life — gives an overview of Alan Lakein's book stressing six major steps 
for gaining mastery of time. 
Leadership: Style or Circumstance — discusses Fred E. Fiedler's "contingency model" of leadership and points out 
way for making effective leaders and insuring their longevity and effectiveness once on the job. 
ABC's of Decision Making — Joe Batten discusses decision making in management. Examines problem and 
opportunity type decision-making process, stressing ways decisions should and should not be made. 
Productivity and the Self-Fulf illing Prophecy — the Pygmalion Effect — shows how the powers of expectation can 
and have been used as a positive or negative influence on behavior. 
Group Dynamics — Group Think — analyzes, discusses and illustrates the eight specific traits of group behavior 
isolated by Irving Janis. The negative aspects of group think are clarified and amplified as they limit and interfere with 
objective critical thinking. 
Meeting in Progress — explores how to begin a meeting, avoid digression, handle conflict situations, encourage 
non-participating member to speak. 

Course Bibliography 

How to Get Control of Your Time and Your Life. Alan Lakein, Signet 
Management by Objectives, George Odiorne, Pitman 
Management and the Activity Trap, George Odiorne, Harper & Row 
How to Manage By Objectives, Paul Mali, Wiley 
Tough-Minded Management, J.O. Batten, American Management Association 
Management Decision by Objectives, George Odiorne, Prentice Hall 
The R & D Game, David Allison, editor, MIT Press 
Improving the Effectiveness of Research and Development, Robert Seiler, McGraw-Hill 
Engineering Organization and Management, Benjamin Blanchard, Prentice Hall 
Work and the Nature of Man, Frederick Herzberg, Mentor 
The Managerial Choice, Frederick Herzberg, Irwin 
Leader Effectiveness Training, Thomas Gordon, Wyden Books 
The Theory and Management of Systems, Johnson, Kast, Rosenzweig, McGraw-Hill 

FEE: $350 before October 22, 1979, $375 after October 22, 1979. The fee includes all workbook and handout material, lunch 
each day, and morning and afternoon refreshment breaks. Confirmed registrations cancelled later than Ocober 22, 1979 
are subject to a S75 cancellation charge. $23 non-refundable administration charge. 
Tax Deduction of Expenses: An income tax deduction is allowed for expenses of education (including registration 
fees, travel, meals, lodging) undertaken to maintain and improve professional skill (see Treas. Reg. 1.162-5) 
(Coughlin vs. Commissioner, 203F.3d307). 
Sleeping Accommodations: For course participants, new hotel-like rooms with one or two quoen-size beds arc 
available adjacent to the Convention Center. To assure room reservation, phone (801) 649-7100. 
Early Registration is Advised: To register, complete the mail registration form. All registrations are confirmed by the 
Registrar. Last minute on-site registration is not encouraged, although you may register up to the day of the seminar. 
Howexer, in order to ensure a room reservation, we suggest that you register at least four weeks in advance. 
In-person registration check in will begin at 8:00 am, October 31, 1979. 
Schedule: Course hours are from 8:30 a.m. to 4:00 p.m. with lunch from 12:30 to 1:30. 

COURSE REGISTRATION 
• | 

I 
I 
I Return to 
I AMERICAN TRAINING ALLIANCt 

I 
I Fur Additiiinol int'ormotion 
I phono: (KOI) 521-9267 

Address Phone 

City State Zip I 
I 

FEES: S3S0 before October 22, S37S after October 22; $75.00 non-refundable fee. I J 
have enclosed my check payable to the American Training Alliance for I 



WHO HAS TAKEN THIS COURSE? 
Upper & Middle Managers, Supervisors, Engineers 

From 
American Engineering Co. 
Brigham Young University 
Bureau of Indian Affairs 
Cable Inc. 
Case, Lowe & Hart Inc. 
Christensen Inc. 
Combustion Engineering, Inc. 
Dames & Moore Inc. 
The Deseret Co. 
Division of Water Rights - State of Utah 
Dugway Proving Grounds 
Earth Science Lab-U of U Research Institute 
Eimco Mining Machinery Div., Envirotech 
Eimco Process Machinery Div., Envirotech 
Federal Employees Credit Union 
Ford, Bacon & Davis 
Fowler Pump Co. 
GSL Minerals & Chemicals 
Heath Engineering Co. 
Hercules Inc. 
Hill Airforce Base 
Holy Cross Hospital 
Intermountain Consumer Power Assoc. 
Institute for Biomedical Engineering 
Johnson Controls 
Kennecott Copper Corp. 
LDS Church Building Division 
Litton - Guidance & Control 
Management Systems Corp. 

McNally Pittsburgh Mfg. Corp. 
Mountain Bell 
Mountain Fuel Supply 
NASA 
National Semiconductor 
National Oceanic & Atmospheric Administration 
National Weather Services 
N.L. Industries 
Northwest Alaskan Pipelines 
Parker Packing Co. Div., Parker-Hannifin Corp. 
Signeiics Corp. 
Sperry UNIV AC 
]. Ron Stacey Engineering & Construction 
Sverdrup/Birtley Engineering 
Terra Tek Inc. 
Thiokol Corp. 
Tooele Army Depot 
Union Pacific Railroad 
United States Air Force 
United States Army 
United States Bureau of Mines 
University of Utah 
USDA Forest Service 
Utah Intemational 
Utah Power and Light Company 
VTN Colorado, Inc. 
Weber State College 
Westem Slope Carbon 
ZCMI 

HERE ARE SOME OF THEIR COMMENTS 
"Extremely relevant to everyday happenings in a business environment. Aids in dealing with people even when you are not 

managing them." 
"1 have enjoyed the class very much. It gave me a lot of insights that I previously had not considered. It was a good use of my time 

and I will benefit personally from it." 
"This course is one of the best I have ever taken — taught by the best, most effective insh-uctor I have ever studied with." 
"Course very informative. Instructor highly qualified. A clear speaking voice. Seemed to be always in command. Well versed on 

course.' 
"In 8 years of schooling at 4 universities, this is the best course I've had in the special topics area — largely due to instructor's 

expertise." 
"The course is a #1 guide I plan to use in dealing with personnel. It is definitely the best I have seen." 
"I have enjoyed this course and it has opened my eyes to the way I will in the future look and respond to problems and the way I 

conduct my time." 
"Enjoyed the course because it can be used very effectively in my work." 
"This program should be available to more people in our organization." 
"Very Ijeneficial and I hope to apply it on the-job." 
"Good course — most information can be used in all levels and all situations involving people at work, home, friends, etc." 
"The seminar presented many essential requirements for effective management. I feel the class was very worthwhile in its 

exposure of these elements of management and in methods of application." 
"I enjoyed it very much. The information will l>e useful to me and others that I work with." 
"Inspiring — you got me!" 
"This has l>een the most valuable class I have ever taken." 
"This course has been very rewarding for me in that I have been able to put some Goals into effect. It's been an eyeopener." 
"Interesting, Informative, Stimulating." 
'This course is one of the t)est I have ever taken." 
"Very comprehensive and thought provoking course." 
"Extremely valuable course." 
"I enjoyed the class. I think it will help in the future." 
"Course is very informative. A very thoroughly enjoyed course." 
"Very good course. I learned something." 
"Very relevant." 
"I fell the material presented was extremely useful and practical. The instructor brought out several ideas which were both unique 

and interesting. I highly recommend this course." 
"Excellent class — very useful in work and everyday life." 
"Extremely relevant to everyday happenings in a business environment. Aids in dealing with people even when you are not 

managing them." 
"I have enjoyed the class very much. It gave me a lot of insights that 1 previously had not considered. It was a good use of my time 

and I will benefit personally from it." 


