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Work design is: 

“the content and organizing of tasks, activities, 
relationships, and responsibilities within a job or 

role, or set of jobs/roles” (Parker, 2014) 

Physical 
Characteristics 

Biomechanical 
Characteristics 

Cognitive 
Characteristics 

Psychosocial 
Characteristics 

“Work (Job) Characteristics” 

Working with chemicals 
= possible exposure to 
toxic fumes 

Supervisor micro-
manages tasks = lack 
autonomy 

Repetitive tasks lifting 
heavy loads = risks of 
back strain 

Excess vigilance tasks = 
cognitive overload 



Work can be “redesigned” 

Change the tasks, activities, & responsibilities 
Re-organise the tasks, activities, & responsibilities 

Physical 
Characteristics 

Biomechanical 
Characteristics 

Cognitive 
Characteristics 

Psychosocial 
Characteristics 

“Work (Job) Characteristics” 

Working with chemicals 
= possible exposure to 
toxic chemicals  

Supervisor micro-
manages tasks = lack 
autonomy 

Repetitive tasks lifting 
heavy loads = risks of 
back strain 

Excess vigilance tasks = 
cognitive overload 

Set up a system of job 
rotation to increase 
variety of movement 
 

Allow employees to have 
regular breaks  

Train the supervisor to 
delegate/ implement self 
managing teams 

Eliminate such tasks if 
possible/ put in place risk 
controls 



Many Examples of Work Redesign 

Work Redesign Example Outcomes Occupations 

Increased team 
autonomy 

Better customer 
service; Increased job 
satisfaction 

Insurance company 
Banks 
Manufacturing 

Multiskilling/ increased 
task variety 

Reduced 
musculoskeletal injuries 

Production teams 

Increased control over 
work hours 

Lower turnover Management 
consultants 

Greater support Enhanced quality of 
care 

Trainee doctors 

Autonomy over shifts Reduced chance falling 
asleep, better blood 
pressure 

Maintenance workers 

See: https://www.comcare.gov.au/__data/assets/pdf_file/0003/145236/
Professor_Sharon_Parker_Full_evidence_report.pdf  



Work Design & Diversity 
Well-designed work involves a “fit” between 

the work and the person 

 
 
 

Safe Work Principle 4: 
Good work design considers physical, 

biomechanical, cognitive and psychosocial 
characteristics of work, together with the needs 

and capabilities of the people involved.  



Work Design & Diversity 

•  Legal arguments – health & 
safety laws/ discrimination 
laws (e.g., variations in 
understanding English) 

•  Performance arguments – loss 
of talent, narrow perspectives 
(e.g., innovation, service), 
“license to operate”, etc 

•  Societal arguments – ‘litmus 
test’, social responsibility 

“It’s not our problem 
if the person can’t do 
the job… they should 
change jobs!” 
 

 



A framework for diversity 

Work design 
needs to be 
adjusted for 
uniqueness 

Accepting & valuing diverse 
individuals 

Adapted from Shore et al., (2011), JOM 



Example: Ageing 







Ageing as an Example 
-  Population ageing demands consideration 

of work design. Example questions: 
-  How do we design work to motivate mature 

workers to stay at work? 
-  If staying just for $$, how can work design 

help motivate effective performance? 
-  What is the role of work design for ensuring 

health, safety & well-being of mature workers? 
-  How can work design help improve relations 

between workers of diverse ages? 



How Ageing Affects Work Design 

Physical 
Characteristics 

Biomechanical 
Characteristics 

Cognitive 
Characteristics 

Psychosocial 
Characteristics 

Sensory 
changes, more 
susceptibility to 
temperature 
change,  
immune system 
changes 

Implications 
 
-  Can increase health & 

safety risks 
-  Can affect 

communication 
-  Can mean less able to 

cope with shiftwork & 
other extreme 
conditions 

-  Some tasks not possible 
-  Increasing chance of 

disabilities & health 
issues 

 
Large variations across 
people  

Reduced 
strength, 
balance, 
aerobic 
capacity, etc 



How Ageing Affects Work Design 

Physical 
Characteristics 

Biomechanical 
Characteristics 

Cognitive 
Characteristics 

Psychosocial 
Characteristics 

“Work (Job) 
Characteristics”: 
Impact of Ageing 

Implications 
 
Tasks that need high Gf 
might need to be 
reallocated whereas 
tasks high in Gc very 
suitable 
 
Lots of variation & good 
work design might be 
protective 
 

Decline in fluid 
intelligence but 
also increases in 
crystallised 
intelligence 



How Ageing Affects Work Design 

Physical 
Characteristics 

Biomechanical 
Characteristics 

Cognitive 
Characteristics 

Psychosocial 
Characteristics 

Higher intrinsic motives (autonomy, connection, 
accomplishment)  
Lower extrinsic motives (promotion, pay etc) 
Less interest training & development 
Higher generative motives 
Higher need for flexibility for caregiving 
More positive affect, less negative appraisals, more 
emotional stability 
Higher in conscientiousness 

Implications 
Enriched work designs might 
be especially important 
 
Mature workers might value 
mentoring opportunities 
 
Mature workers might be better 
at coping with stress 
 



Work design for ageing 
•  Work redesigns to ‘fit’ mature workers, e.g., 

– Ergonomic interventions 
– Greater job autonomy 
– Rest opportunities 
– Mentoring opportunities 
– Flexible work arrangements, reduced load/part-

time work, telecommuting, and eldercare 
supports are especially important 

•  Allow older workers the chance to “craft” their 
work to fit them 

 



Work redesign for ageing 
•  Very few intervention studies for ageing 

workers, especially of psychosocial 
work redesigns 

•  New research program in CEPAR + 
new center of work design 

 

https://www.transformativeworkdesign.com/stream-5-
mature-workers 



Summary 

Ageing affects physical, 
biomechanical, cognitive, and 
psychosocial aspects of work 

 
Good work design adapts work to 

fit ageing 
 
 
 

Safe Work Principle: 
Good work design considers physical, biomechanical, cognitive 

and psychosocial characteristics of work, together with the 
needs and capabilities of the people involved 



Questions & thank you for 
listening 


