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Abstract

Models of work design emerged in the twentieth century to address work-
place changes created by the industrial revolution. However, the world
of work is currently undergoing a new, profound revolution in terms of
technological, demographic, and environmental changes, leading to a new
economy, within which organizations and employees must function. The
field of work design currently includes robust theories with a deep un-
derstanding of how work design affects employee outcomes, many with
relevance to this new economy. However, the new economy also includes
issues never before considered (e.g., algorithmic management and gig and
lone work), and the field of work design must tackle the implications of these
emerging issues. In this article, we review the general findings on work de-
sign and then examine a range of contextual, economic, technological, and
diversity issues and their relevance to work design. We conclude with an
agenda for future work design research and implications for work analysis
and work design interventions and policies.
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1. INTRODUCTION

The importance of formalized work design to organizational life has been recognized since the
beginning of the twentieth century, starting with Taylorism and continuing throughmore human-
istic approaches in the middle of the century. Much of this work on job design was in response
to the industrialization of the workplace. However, the workplace is now experiencing another
revolution—a new economy—including factors such as the technological revolution, increased
diversity, and concerns over environmental sustainability. It is time to reevaluate organizational
psychology’s current approaches to work design and redesign.

This article focuses on work design and redesign and their effects on the productivity, perfor-
mance, attitudes, and well-being of workers in light of the new economy. In Section 2, we present
an overview of different work design features and their effects on organizational life (productiv-
ity and quality of relationships) and on individuals’ work experience (well-being, attitudes, and
organizational behaviors). However, the aim of this article is not to provide a comprehensive re-
view of theories and empirical evidence related to work design; as of 2017, there were more than
17,000 articles published on this topic (Parker et al. 2017), and readers can find detailed, in-depth
reviews and meta-analyses on work design and related frameworks (e.g., sociotechnical systems,
job demands–resources theory, and role theory) (Grant et al. 2010,Humphrey et al. 2007, Lesener
et al. 2019, Parker 2014, Parker et al. 2017). Rather, we examine work design from a cross-cultural,
cross-economic perspective, exploring how work design can be applied to workplaces with differ-
ent levels of economic, technological, and organizational development, including what it means
to deal with work design in contexts of low-skilled and impoverished work.

The core aim of this article, presented in Section 3, is to identify economic, organizational,
technological, and demographic trends that influence work design. Examples of these changes
include the introduction of new technologies [e.g., artificial intelligence (AI), robotics, and al-
gorithmic management], different characteristics of the workforce (e.g., demographic changes,
disability, and ethnicity), and emerging features of work itself (e.g., crafting, sustainability, and in-
security). Our main focus is on how work design is affected, intentionally and unintentionally, in
this dynamic environment, including key changes in economic, social, and organizational contexts.
In Section 4, we identify critical research questions for studying work design in the new economy,
as well as implications for the practice of work analysis and the development of successful work
design interventions. The framework of our article is presented in Figure 1.

2. WORK DESIGN AND ITS CONTEXT

2.1. The Evolution of the Concept of Work Design

The concept of what is meant by work design has evolved over the decades. In this section, we
provide a brief history of work design and its importance to the experience of work.

2.1.1. Definitions. In the pioneering research by Hackman & Oldham (1980), job design is
viewed as a set of opportunities and constraints structured into assigned tasks and responsibilities
that affect how employees accomplish and experience work. In more recent perspectives, job de-
sign is defined more broadly as the processes and outcomes of how work is structured, organized,
and experienced (Grant et al. 2010, Parker 2014). This dynamic perspective focuses on the link
between work design and organizational contexts. Additionally, other developments (Morgeson
& Humphrey 2008) use the term work design rather than job design to denote the environment
within which jobs and roles are enacted. In addition, this shift places greater emphasis on the role
of individuals not only as executors of a task but also as creators, at least in part, of their own
work, that is, their ability to craft their jobs. This job crafting perspective emphasizes a bottom-up
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Technology

• Arti�cial intelligence
• Algorithmic management
• Human–machine interaction
• Gig work

Diversity

• Age
• Disability
• Gender and sexual

orientation
• Race/ethnicity

Emerging
features of work

• Uncertainty and job insecurity
• Self-management and

always-on culture
• Job sustainability
• Job crafting/job adaptivity

Actual work

Impact on work design and redesign

Changes related to

Challenges related to

Employees’
experience of work

Expand existing
models of

work design

Expand existing
job analysis
approaches

Figure 1

The framework of the article: changes and challenges in the content and context of work that affect job
design.

approach to work design, in which personal initiative and proactivity play a significant role. In
brief, the definition of work design evolved from a focus on a narrow, fixed, and prescribed job
to a broader definition of work design and redesign that acknowledges the task, the link between
jobs and the environment, and the role of the employees in emergent and self-initiated activities
inside a flexible organization (Morgeson & Humphrey 2006). Furthermore, it is important to
recognize that work design can come from the top or from employees (e.g., job crafting) and
emerge spontaneously in response to a problem.

2.1.2. Why job characteristics matter. One of the main strands of work design research fo-
cuses on how workers experience different characteristics of work and the link between this
experience and other psychological states (e.g., attitudes, motivation, and behaviors). Hackman
& Oldham’s (1975, 1976) job characteristics model ( JCM) identified five job features considered
fundamental in promoting or inhibiting work motivation and satisfaction: skill variety, task iden-
tity, task significance, autonomy, and feedback from the job itself.These five features of work affect
three critical psychological states: meaningfulness, experienced responsibility, and knowledge of
results.Humphrey et al. (2007) confirmedmeta-analytically that these psychological states (partic-
ularly meaningfulness) mediate the relationship between the five job characteristics and important
outcomes such as performance, attitudes, motivation, and well-being. In short, there is a link be-
tween how a job is organized and the psychological experience of the job and important worker
outcomes. In addition, Morgeson & Humphrey (2006) expanded Hackman and Oldham’s taxon-
omy by developing the Work Design Questionnaire (WDQ) and conceptual framework, which
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Table 1 Work characteristics in the Work Design Questionnairea

Category of work design characteristics Features of work
Task characteristics Work scheduling autonomy

Work method autonomy
Decision-making autonomy
Task variety
Task significance
Task identity
Feedback from job

Knowledge characteristics Job complexity
Information processing
Problem-solving
Skill variety
Specialization

Social characteristics Social support
Interdependence
Interaction outside the organization
Feedback from others

Work context Ergonomics
Physical demands
Work conditions
Equipment use

aTable adapted from the Morgeson & Humphrey (2006) Work Design Questionnaire.

identified additional work characteristics organized into four categories (task, knowledge, social,
and contextual characteristics; see Table 1).

Humphrey and colleagues’ meta-analysis found that all work characteristics considered
together—task, knowledge, social, and contextual factors—accounted for more than half of
the variance in job satisfaction and more than one-third of the variance in experienced stress
(Humphrey et al. 2007). In addition, this line of job design research paved the way for themeasure-
ment of work design from theworker’s perspective with the construction of detailed questionnaires
[e.g., the WDQ (Morgeson & Humphrey 2006)].

2.2. Work Design and the Role of Context

In this section, we describe how the context of work has affected work design, the implications for
the conceptualization of work design, and the empirical evidence.

2.2.1. An emerging environment for organizations and work. Studies on work design have
gained renewed attention in the last decade, thanks to a broader perspective that takes into account
the role of the organizational and the socioeconomic contexts (Grant et al. 2010, Johns 2006). For
example, in a special issue of the Journal of Organizational Behavior in 2010, there was a call to
resume studies on work design, including interdisciplinary and cross-cultural approaches (Grant
et al. 2010). There was also potential for new work design features that could influence psycholog-
ical outcomes (e.g.,Morgeson et al. 2010).The following are some additional contextual changes:

1. Changes in the general economic system, with a shift from a manufacturing to a service
economy and an increase in the relational nature of work activities such as cooperation,
interdependence, and emotional engagement with colleagues, customers, and users, imply
an emerging focus on relational work design (Grant 2007).
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2. Changes due to the introduction of new technologies, with changes from physical to cogni-
tive activities,mean that workers will have challenging new cognitive demands and will need
to update their competencies; adapt to new forms of control and evaluation; and interact
with robots, algorithms, and AI (Cascio & Montealegre 2016).

3. Changes in the way work is delivered, such as the trend toward virtual teams and telework,
mean that work is no longer necessarily carried out in a fixed place or according to a fixed
schedule.This gives employeesmore autonomy in designing and redesigning their work and
emphasizes the agentic role of employees in negotiating their work roles with supervisors
(Hornung et al. 2010).

4. Changes linked to the nature of employment contracts, which have seen a global increase
in more flexible and sometimes precarious contractual forms in recent decades (Spreitzer
et al. 2017), suggest an increase in job insecurity due to layoffs; flattened hierarchies and
reduction of managerial levels; higher demands for skills; and, unfortunately, the persistence
of a low-wage labor market for unskilled workers (Osterman 2010).

5. Changes in the composition of the labor force, with significant worldwide growth in the
presence of women in the workforce and significant and generalized aging of labor forces
(Fraccaroli et al. 2017), mean greater inclusion of people with disabilities, ethnic diversity,
people facing migration and cultural adaptation, and workers experiencing different forms
of social marginalization.

Note that each of these changes—in the economy, technology, work configurations, employ-
ment relationships, and labor force composition—will need to be addressed across the different
areas of human resources (HR). Each change signals realignments in classic HR functions such
as recruitment (e.g., what attracts applicants), selection (e.g., the skills the organization needs),
training (e.g., how to support employees in a dynamic job design environment), and performance
management (e.g., expectations for employment relationships).

2.2.2. Work design in context: empirical evidence. Wegman et al. (2018) provide empirical
evidence for how changes in the nature of work affect perceptions of job characteristics. They
meta-analytically examined changes in perceptions of work according to Hackman & Oldham’s
(1975) model from 1975 to 2011, finding that over that period, workers perceived higher levels
of skill variety (attributable to greater complexity and cognitive demand) and autonomy (greater
flexibility in working times). They did not find significant changes in the other three job charac-
teristics. Importantly, there was no evidence of changes in the value workers placed on enriched
work. However, the study’s limitations should be noted, as it covered a specific cultural context
(i.e., the United States) and a now remote historical period and was based on a job design model
that has since been conceptually enriched. Furthermore, causal attributions for these changes in
job perception are purely speculative.

Another way to study the role of context in work design has been explored by Dierdorff &
Morgeson (2013), examining how occupational values affect work design. They concluded that
task characteristics are shaped by occupational values that are reinforced by the self (e.g., achieve-
ment and independence), social characteristics are influenced by occupational values that derive
reinforcement from others (e.g., altruism and status), and contextual characteristics are influenced
by occupational values that draw reinforcement from contextual characteristics (e.g., safety and
comfort).

When discussing context, it is also necessary to note how, on a global level, work has been af-
fected by the coronavirus disease 2019 (COVID-19) pandemic. Lockdowns, social distancing, and
temporary closures have significantly changed the ways we produce goods and services (Rudolph
et al. 2021). During the pandemic, we witnessed what Kramer & Kramer (2020) have called the
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“great work from home experiment,” a mass work experience that has triggered and accelerated a
series of ongoing changes in work. As a result, two key change processes have emerged (Malhotra
2021). The first concerns the level of work autonomy. The remote working experience during the
pandemic is expected to have accelerated workers’ expectations for autonomy regarding tasks per-
formed, procedures andmethods for carrying out one’s job, where work is carried out, its temporal
organization, and the goals to be achieved (i.e., goal autonomy). This extreme autonomy can be
associated with emerging demands for a rebalancing between work and nonwork life.

The second process accelerated by theCOVID-19 pandemic and facilitated by technology con-
cerns a marked shift in organizational governance from managerial hierarchies and the authority
of supervisors to automated and algorithmic HR management systems for work allocation, re-
ward, and evaluation. Here, the paradox of autonomy is evident. On the one hand, there is a drive
toward greater autonomy in structuring one’s work; on the other, the methods and tools for reg-
ulating and controlling work through impersonal algorithms are becoming more stringent (e.g.,
surveillance of worker activity, limitations on acceptable work behaviors, AI solutions focused
on outcomes over interpersonal processes), leading to the perception that autonomy is eroding.
To address these contradictory change processes, Malhotra (2021) proposes mindful work design
to balance technology and the interpersonal collaboration of people working online to promote
focused thinking, recovery, and collaboration with colleagues and meaningful work design to em-
phasize the social impact of work and to foster intrinsic motivation based on interests, passions,
and innovation.

2.3. Work Design in the Socioeconomic Context: A Cross-Cultural Perspective

In this section, we discuss how economic issues, an increased recognition of the role of workplace
and societal inequality, and public policies play a role in work design.

2.3.1. Factors affecting work design and redesign. Clearly,many factors in the new economy
affect work design. Conceptual models have emerged to better understand how these economic,
technological, organizational, social, and cultural forces affect work and work design. Parker et al.
(2017) and Parker & Jorritsma (2021) propose a multilevel model:

1. Work design within an organization is established through formal decision-making pro-
cesses by management and supervisors, who determine elements such as the division of
tasks, degree of autonomy, team composition, evaluation mechanisms, reward systems, and
production objectives.

2. Individuals and groups carrying out their assigned tasks shape and influence their jobs (job
crafting).

3. The motivations and the knowledge, skills, abilities, and other characteristics (KSAOs) of
management and employees affect job characteristics.

4. Distal context factors influence work design and redesign. These include external forces
(e.g., national regulations), organizational forces (e.g., strategies and structure), and local
context (e.g., team functioning), and they affect job design both directly (e.g., laws affect
safety tasks) and indirectly (e.g., laws affect KSAOs and views of managers and employees).

This model is valuable in that it illustrates the need to consult multiple disciplines, such as
economics, sociology, political science, and computer science, in addition to industrial and or-
ganizational psychology and organizational behavior. It also suggests that organizations should
consider their job design strategies closely, taking these processes into account and fitting them to
their specific context. Moreover, their own HR processes and functions can be used strategically
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both as a means of data collection (e.g.,What do we need in terms of job design?What do workers
want?) and as levers for implementing work design and redesign.

A cross-cultural approach is crucial for understanding the influence of contextual factors
as they are configured in different geographic contexts, areas with varying levels of economic
and technological development, and countries with unique regulatory systems. Furthermore, the
macroeconomic processes of globalization and market liberalization (Parker et al. 2017) play a
role, leading to reduced investments in personnel safety and training, diminished work qual-
ity, and pressure on production costs, resulting in increased workloads and deskilled jobs. The
chain of connections betweenmacroeconomic events, organizational strategies, and work redesign
can vary greatly depending on the system of labor protections, the power of unions, unemploy-
ment rates, and the managerial culture, which are more or less focused on worker well-being in
different national, cultural, and organizational contexts. Some cross-national research illustrates
how broad contextual factors can affect work design. A study of call center operators (Holman
2013a) showed that call center job quality was highest in inclusivist regimes (e.g., Denmark and
Sweden) and higher in dualist regimes (e.g., Austria and France) than in market regimes
(e.g., Canada, the United Kingdom, and the United States). Holman (2013b) found significant
differences in job quality (working conditions, security and flexibility, and development oppor-
tunities) between countries with social democratic, continental, liberal, and southern European
regimes.

Recently, Carter et al. (2023) systematically adopted a cross-cultural perspective in the study
of work design. Recognizing the scarcity of studies based on cross-cultural comparisons, the au-
thors conducted a narrative review and a meta-analysis of 389 studies in 39 countries to examine
the degree of variability between cultures regarding the relationship between work design char-
acteristics and some workplace outcomes (e.g., job satisfaction and performance). They examined
the cultural dimensions of power distance, individualism–collectivism,masculinity–femininity, un-
certainty avoidance, long-term orientation, and indulgence–restraint. Notably, the meta-analysis
examined configurations of cultural dimensions as moderating variables, considering each coun-
try as a specific configuration of multiple cultural dimensions (i.e., a complex universal approach)
rather than individual cultural dimensions. In general, the authors found that the influence of
work design on workplace outcomes is not invariant across cultures; that is, the effects of job
characteristics depend on context as defined in complex, multifaceted ways.

2.3.2. Work design and inequality. The previous section highlights another significant issue
in the relationship between the evolving economic context and work design. A theme that is un-
derrepresented in psychological and organizational behavior studies (if we exclude some research
in the field of humanitarian psychology) but receives significant attention at the socioeconomic
and political levels is the growing trend of inequalities within populations (Chancel & Piketty
2021). These inequalities are closely linked to work experiences and encompass not only aspects
such as employment status, wage level, and job stability but also the quality of work (and how it
is designed). For example, Holman & Rafferty (2018) examine the convergence and divergence
(i.e., whether inequalities are increasing or decreasing in working conditions) of job discretion
over time. They compared different groups of workers based on routine-biased technical change
(RBTC) theory, which states that digitization decreases job opportunities for workers with rou-
tine task competencies but increases opportunities for workers with nonroutine task competencies
(Goos et al. 2014). The authors found that there was a general decrease in job discretion over
time, but the decline was more pronounced in routine clerical occupations, causing them to be-
come increasingly distinct from nonroutine clerical occupations. Additionally, the decline was
faster in continental, liberal, and southern European regimes compared with the social democratic
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Scandinavian regimes, where there is a longer and more established tradition of industrial democ-
racy (Guest et al. 2022). However, Lopes & Calapez (2021), using European data from 2005 to
2015 covering 22 countries, found no evidence of a generalized polarization of jobs due to digiti-
zation and instead suggest that job polarization may be caused by the devaluation of jobs lower in
the occupational hierarchy. In short, job polarization is the result of both new technologies and or-
ganizational choices on how work is designed and valued. This highlights the importance of work
design at the organizational level as a factor that can affect job polarization and the amplification
of inequalities in the quality of work.

2.3.3. Work design and public policies. The multilevel approach described in this section
highlights the strong connection between work design and quality of working life (QWL). As
emphasized by Grote & Guest (2017), work design and redesign, which are multilevel processes
involving contextual factors, managerial decisions, and the agentic role of employees, are essential
parts of QWL. However, they note that to succeed, a QWL approach to work design should
account for the broader context that drives organizational life. It should also address whether
management allows employee autonomy and participation in work design and should understand
the importance of autonomy to worker well-being.

In addition, external institutional support is also crucial for the widespread adoption and
sustainability of QWL (Guest et al. 2022,Warhurst & Knox 2022). For instance, government in-
terventions that establish minimum job quality standards can play a role. Public interventions that
encourage organizations to improve working conditions through incentives can also contribute.
International organizations such as the International Labour Organization (ILO) and the Organi-
zation for Economic Co-operation and Development (OECD), which focus on promoting decent
and fair work, can also have an impact (OECD 2018). These distal factors can influence organi-
zational culture, managerial decision-making processes, and employee attitudes and behaviors,
ultimately shaping work design and redesign (Parker & Jorritsma 2021).

As noted by Parker & Jorritsma (2021), well-designed work has important policy implications,
as it brings benefits to everyone: improved attraction, retention, performance, and safety in orga-
nizations; increased commitment and innovation of employees; and a cascading effect on families,
communities, and the entire economy. As an example, Achdut & Stier (2021) have emphasized
that in a sample of Israeli single mothers receiving welfare benefits, the decision to leave welfare
and seek employment depends on nonmonetary work characteristics above and beyond the salary,
such as the ability to use one’s skills.

3. WORK DESIGN CHALLENGES

3.1. Work Design Challenges Related to Technology

The rapid recent development of AI technologies has influenced the world of work (Raisch &
Krakowski 2021).

3.1.1. New technology in the new economy. Improvements in hardware (e.g., tools for ubiq-
uitous computing) and in the collection, analysis, and use of data (e.g., big data and AI) have
led to a more digitalized workplace. Smart technology, AI, robotics, and algorithms (STARA)
(Brougham &Haar 2018) have an increasingly significant role in supplementing or replacing hu-
man labor. As Cascio & Montealegre (2016) note, the adoption of information technology (IT)
sensors (e.g., identification tags, wearable technology, and smartwatches) and other devices al-
lows for the creation of a ubiquitous computing environment at work.Many of today’s workplaces
are hyperconnected and saturated with data that can be checked from anywhere and at any time;
there is also a greater possibility of constant monitoring and regulation of one’s activities and loss
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of privacy, with work tools engendering new models of work organization ( Jatobá et al. 2023).
There are impacts on personnel evaluation and reward mechanisms. It is now easier to operate
remotely, outside of a set working space (e.g., factory or office) and work hours, and job activities
are nowmediated by technologies. Thus, the contamination between work and other life domains
is exacerbated. Furthermore, AI and automation are eliminating some jobs, increasing the risks of
unemployment, underemployment, and social marginalization of some sectors of the population,
such as people with fewer professional skills (Kolade & Owoseni 2022). There are also significant
consequences for white-collar workers. Consider the transformation of work in the insurance,
banking, commerce, and hospitality industries and the resulting impact on employment. Automa-
tion and digitalization also affect middle management, whose skills are now embeddable within
technologies, for example, to support managerial decisions (e-leadership), screening activities
(e-recruitment), personnel selection (e-selection), and training activities (e-learning) (Hertel et al.
2017, Soc. Ind. Organ. Psychol. 2023).

Sophisticated technologies for data collection, visualization, and analysis allow for an exponen-
tial increase in the organizational data that can be used for decision making,HRmanagement, and
work design (Fauzi et al. 2022,Oswald et al. 2020, Putka &Oswald 2016). The availability of these
high-volume, high-velocity data has facilitated the adoption of big data analytics in HR functions.

Although algorithms and AI appear to provide rational, objective, and impersonal decisions,
these tools may be subject to systematic biases that perpetuate stereotypes and discrimination (e.g.,
based on gender or race) due to their being trained on past biased decisions (Pethig & Kroenung
2022). Notably, the integration and interdependence between human work and digital technolo-
gies will intensify the need for work design focused on how jobs, tasks, work, and technologies are
integrated (Parker & Grote 2022).

3.1.2. Artificial intelligence and algorithmic management: an emerging work context.
This technological revolution with work governed by AI and algorithms has accelerated with the
emergence of the gig economy.The result is a service production system based mainly on IT plat-
forms that connect the producers of goods and services with customers.This creates a new form of
work in which independent workers function through digital platforms, not managers, to provide
on-demand services to customers (Duggan et al. 2020). The gig economy represents a significant
shift toward highly autonomous (and stressful) work, based on temporary contracts, extreme flex-
ibility in working hours, weak ties with human supervisors, and management based on algorithms
that regulate interactions through apps or other IT communication systems (Baldwin 2019, Jabagi
et al. 2019).However, AI and algorithmic management do not concern only the gig economy; they
are part of a management model that is expanding to other worker sectors, including white-collar
jobs.More recently, it has been applied to conventional service sectors such as healthcare, financial
services, and policing (Kellogg et al. 2020). Furthermore, technology-mediated employment has
become more common due to the acceleration in remote work caused by the pandemic.

3.1.3. Artificial intelligence, algorithmic management, and their impact on work design.
AI in HR management refers to the use of technologies such as machine learning and cognitive
computing to automate HR processes and functions. It involves computer-based algorithms to
analyze large volumes of data, identify patterns and trends, and make predictions and recommen-
dations that can support HR professionals in decision making and improve the efficiency and
effectiveness of HR processes (Pan & Froese 2023). Algorithmic management, as a product of
AI, denotes a system in which computer-programmed procedures are used for the execution and
control of HR tasks (Cheng &Hackett 2021, Duggan et al. 2020). Algorithms aimed at personnel
management can be descriptive, which involves analyzing records of past events; predictive,
which involves predicting future events or estimating the probability of their occurrence; or
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prescriptive, which involves recommending a course of action (Parent-Rocheleau & Parker 2022).
The most widespread use of algorithmic management is found in the gig economy. For example,
food delivery workers receive instructions through an app regarding work allocation, where to
collect and drop off products, the route they should take, and their compensation.

Relevant to this article, the reviews by Kellogg et al. (2020) and Parent-Rocheleau & Parker
(2022) reflect how algorithmic management, as an instrument of control, significantly impacts
work design and differs from traditional bureaucratic and technological control. These reviews
also provide guidance on designing digitalized work in the future. Kellogg et al. (2020) identified
six main mechanisms (the six Rs: recommending, restricting, recording, rating, replacing, and re-
warding) that organizations can use to direct, evaluate, and discipline workers through algorithmic
control.Table 2 integrates Kellogg and colleagues’ approach with that of Parent-Roucheleau and,
in the last columns, reports the main impacts on work design.

3.1.4. Designing work for algorithmic control. The impact of algorithmic management on
work design appears to be largely negative. As noted by Parent-Rocheleau & Parker (2022, p. 2),
“Existing research on algorithmic management tends to suggest that it generates more negative
than positive outcomes for workers. In particular, algorithmic management has been associated
with a reduction of workers’ autonomy. . .and the creation of power asymmetry in information
availability.” Specifically,Parent-Rocheleau&Parker (2022) use the job demands–resourcesmodel
(Bakker et al. 2023) to illustrate the risk that algorithmic management could lead to a reduction
of resources (e.g., autonomy, task variety, social support, and task complexity) available to work-
ers. At the same time, there may be a general tightening of job demands (i.e., workloads, work
intensity, job insecurity, and constant surveillance). However, Parent-Rocheleau & Parker (2022)
note that the negative consequences of new technologies can be minimized through the design
and implementation of algorithms and technological solutions, specifically, system transparency,
system fairness, and human influence. System transparency, or the degree to which explanations
are provided for why and how algorithmic management is used, should lead to an improvement
in the sense of autonomy of workers. System fairness, or the accuracy and appropriateness of the
decision-making process, the lack of discrimination, and the legitimacy of the criteria used by the
system to manage HR, should lead to increased trust in feedback from the job and the meaning
of work. Human influence, or putting people in the loop of algorithmic decision making, means
giving voice to and encouraging the contribution of workers in the design and control of techno-
logical systems and providing the possibility to opt out of the system.Human influence can foster
autonomy, task significance, and job complexity. It can also mitigate the negative experiences of
loss of control over one’s work and job insecurity. The challenge, however, is understanding how
transparency, fairness, and human influence are implemented in and communicated by organiza-
tions and actually experienced on the ground by different system users. For example, there may be
different perceptions and understandings of these three elements among employees and between
employees and management. These perceptions may also differ across professions, demographic
groups, and organizational and national cultures.

3.2. Work Design and Workplace Diversity in the New Economy

The workforce has become increasingly diverse, an issue generally unrecognized in the work de-
sign literature. In this section, we discuss the implications of age, disability, gender and sexual
orientation, and race/ethnicity for job design.

3.2.1. Diversity and inclusion challenges. Global demographic trends (e.g., migration of
employers and employees, rising life expectancies and extended working lives, and increasing
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Table 2 The algorithmic mechanisms and their potential impact on work designa

Work design impact

Action
Algorithmic
mechanism

Technological
contribution

Algorithmic control
processes

Job characteristic
losses

Job characteristic
gains

Direct Recommending Prompt workers to
decide between
specific courses of
action preferred by the
platform.

Operator’s actions and
decision-making power
are constrained.

Opaque and unfair
recommendations can
lead to frustration.

Autonomy, task
variety

Workload: routine
activities

Restricting Restrict access to
information;
sequential microtasks.

Job complexity,
autonomous
information processing,
decision making, and
job meaningfulness are
reduced.

Information
processing, job
complexity, task
identity, role
clarity, job
meaningfulness

NA

Evaluate Recording Record the behavior and
statistics of workers to
provide real-time
feedback.

Constant surveillance and
feedback may be a
source of stress and a
breach of privacy but
may also adequately
adjust performance in
real time.

Feedback from
others

Feedback from the
job

Workload: work
intensity

Rating Translate internal and
external data into
summary performance
measures, online
ratings, and predictive
analytics.

Evaluation algorithms
may create feelings of
injustice, eliminate the
social support and
feedback from
interpersonal
performance
evaluations, and
encourage working to
obtain favorable ratings
based on data or
gaming the system.

Social support Interaction outside
the organization

Discipline Replacing High turnover due to
lack of legal protection
for the automatic
replacement of
low-qualified workers
and freelancers.

Working conditions are
less protected, and
workers have less
influence in the
increase of work and in
the firing process.

NA Work conditions
(job insecurity),
physical demands

Workload: work
intensity

Rewarding Performance recognition
(i.e., bonuses),
piece-rate
compensation, and
gamification to
incentivize workers.

Recognition can be
motivational and
include greater
flexibility and
autonomy but may lead
to taking on more work.

Work conditions Autonomy

aThe table integrates the Kellogg et al. (2020) and Parent-Rocheleau & Parker (2022) models and job design concepts.
Abbreviation: NA, not applicable.
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representation of women in the workplace) and today’s global economy (e.g., increasing inter-
national, multinational, and global companies) make diversity and inclusion a top priority and
one of the most important challenges for the labor market and organizations worldwide (Mor
Barak 2022). This increased workforce heterogeneity brings both threats (e.g., discrimination
can be damaging and expensive for businesses) and opportunities (e.g., successful management of
diversity can produce relevant rewards for businesses) for employers, highlighting the need to find
ways to value the contributions and accommodate the needs and preferences of an increasingly
diverse workforce. In short, diversity is part of the new economy.

Research shows that minorities and/or individuals belonging to nonmainstream social cate-
gories (e.g., based on gender, race/ethnicity, age, sexual orientation, physical or mental disability)
are still facing discrimination at work, such as exclusion from job opportunities, career advance-
ment, decision-making processes, and access to information and resources ( Jones et al. 2016,Mor
Barak 2005). In light of this research, ongoing efforts have been made to develop and implement
antidiscrimination legislation for the containment of work-related exclusion processes of histor-
ically disadvantaged groups. However, many countries have yet to define and implement such
legislation, and those that have do not always consider the protection of all marginalized groups
(Cleveland et al. 2018,Mor Barak 2022).Moreover, due to the increasing requests for equal rights,
diversity, and inclusion, scholars and practitioners emphasize the need to implement active strate-
gies, policies, and practices to remove barriers that hinder the full participation of all employees
(Holvino et al. 2004, Shore et al. 2018). We argue that work design can be an important orga-
nizational practice in helping to achieve this result and enhancing the inclusion, well-being, and
effectiveness of a diverse workforce.

On the one hand, research investigating differences in work design–related (e.g., job charac-
teristics) preferences and needs among individuals in specific marginalized categories (e.g., based
on age, gender, race/ethnicity, sexual orientation, physical or mental disability) is still quite lim-
ited. Indeed, apart from a few recent studies on the interaction of job characteristics and age on
work-related outcomes, our review uncovered limited research addressing these issues for other
marginalized categories. On the other hand, there is strong evidence for the existence of stereo-
types and discrimination against specific groups in the workplace. This has repercussions for work
design because the selection of people for certain jobs may be made incorrectly based on stereo-
typical assumptions [e.g., that science, technology, engineering, andmathematics (STEM) jobs are
for men and not for women]. Moreover, the person chosen for the job affects the crafting of the
job (e.g., some jobs in technology would change if more women were included in them). These
are key issues for work design scholars and practitioners and underscore the compelling need for
research on how to design work that successfully includes and values a diverse workforce.

3.2.2. Age. The global workforce is becoming more age diverse, with a continued increase of
the presence of older workers but with strong variability between different geographical areas.
Individual and contextual factors (e.g., the COVID-19 pandemic and retirement plans) heavily
influence decisions on remaining in or reentering the workforce. However, research shows that
older workers may face stereotypes and discrimination resulting in difficulties with reentering the
job market after a layoff, being selected for job interviews, and being promoted (Cadiz et al. 2022,
Zaniboni et al. 2019). While there may be individual differences tied to job-relevant KSAOs that
covary with age (particularly physically demanding ones), evidence that an older worker may have
a poorer job performance compared with a younger one is limited (e.g., Ng & Feldman 2008).
Work design research aiming to understand whether the characteristics of a job are a better fit for
older or younger workers (i.e., improving motivation, performance, and well-being) may be the
key for organizations to fully include and utilize an age-diverse workforce.
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Truxillo et al. (2012) proposed a model that suggests that job characteristics may be dif-
ferentially beneficial, depending on the age of the workers. Specifically, based on Morgeson
& Humphrey’s (2006) model of job characteristics and on life-span development theories (i.e.,
selection, optimization, and compensation theory and socioemotional selectivity theory), they sug-
gested that job characteristics will interact with age in affecting work-related outcomes, such as
attitudes, behavior, and well-being (Truxillo et al. 2012).

Empirical studies that tested the theoretical assumptions proposed by Truxillo and colleagues’
model (e.g., Fazi et al. 2019; Zacher & Schmitt 2016; Zaniboni et al. 2013, 2014, 2016) and earlier
studies (e.g., Shultz et al. 2010, Zacher & Frese 2011) support the assumption that younger and
older workers can benefit from different work characteristics. However, research is still limited,
and only a few work characteristics have been studied (e.g., skill and task variety, autonomy, and
social characteristics). For example, older workers may benefit from the ability to apply their accu-
mulated skills, and younger workers may benefit from performing more tasks, which would allow
them to accumulate the needed work experience (Zacher et al. 2017; Zaniboni et al. 2013, 2014).
Other research shows that autonomy is especially beneficial for older workers, increasing their sat-
isfaction and, through this, leading to better mental health, allowing them to adapt to the different
demands from the job and compensate for potential age-related limitations and losses (Zaniboni
et al. 2016). However, other research found mixed results, suggesting that the specific outcomes
considered may also play an important role (Ng & Feldman 2015, Zacher et al. 2017) and that
moderators may be at play. For example, with regard to job attraction, job autonomy may be more
important for younger workers since they may pay more attention to what makes a new job chal-
lenging and interesting (Zacher et al. 2017). Considering social characteristics of work, studies
have found interaction outside the organization and interdependence to be differently beneficial
for older and younger workers (Fazi et al. 2019). Specifically, research shows that younger workers
benefit more from interaction outside the organization since they are more future oriented and
more interested in challenging social interactions at work, whereas older workers benefit more
from interdependence since they are more present oriented and daily interactions with colleagues
are more emotionally rewarding for them (Fazi et al. 2019).

3.2.3. Disability. The work environment should be designed and adapted to make work fea-
sible for persons with disabilities, whose workforce participation is increasing. While physical
disabilities may be challenging for employment and research is still needed in finding ways to ac-
commodate the needs of workers with physical disabilities (Nevala-Puranen et al. 1999), people
with mental disabilities face more barriers, stigma, and discrimination regarding work participa-
tion (Nigatu et al. 2017). This has important consequences for societies and organizations and
for people with mental disorders, given that work is critical for recovery and facilitating social
integration. Furthermore, the cost of unemployment, sickness absence, and reduced productivity
because of mental health problems is substantial (Corbière et al. 2011, Villotti et al. 2015).

Therefore, helping people with mental disorders gain and/or maintain employment is impor-
tant. The understanding of key work design issues (i.e., work-related physical and psychosocial
design factors) may play an essential role in facilitating or hindering this process (e.g., Halonen
et al. 2020). Indeed, research on physical dimensions of work and workers’ mental health shows
that repeated movements, workload, workplace hazards, and work schedule may negatively impact
their opportunities to maintain the job (e.g., Halonen et al. 2020, Lahelma et al. 2012). Further-
more, research on psychosocial work factors shows a negative relation between job demands and
workers’ mental health (e.g., Kouvonen et al. 2016, Urbanetto et al. 2013), whereas social support
helps not only the development of good mental health but also the return to work (Hiilamo et al.
2019, Lau et al. 2019).
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Moreover, research is starting to show the effects of the intersection of age, work design, and
disability due to mental disorders, such as age-related differences in the impact of physical and
psychosocial work aspects on employees with mental disorders. For example, working overtime
seems to be one of the major causes of mental health deterioration in young workers (Law et al.
2020), and working night shifts seems to be particularly harmful for mental health decline in older
workers (e.g., Olinto et al. 2017). Social support from colleagues and supervisors may be partic-
ularly important for mental health outcomes in middle-aged and older workers (e.g., Laine et al.
2014). An important avenue for future research may be understanding the role of AI technologies
and/or remote work in helping workers with disabilities.

3.2.4. Gender and sexual orientation. Gender discrimination (i.e., unfair treatment because
of gender) and gender segregation (i.e., the tendency for women and men to work in differ-
ent occupations) are well-known issues in certain occupations and industries (Charlesworth &
Banaji 2019, Cortes & Pan 2017). Gender is a primary feature in evaluating a person, and even if
it is known and recognized as a nonbinary category (e.g., gender blending), we have a tendency
to compare and contrast women with men and vice versa (Ellemers 2018). Research shows that
gender stereotypes are consciously and/or unconsciously applied in evaluating task performance
for men (agency-oriented expectations, prioritizing competence and power) and social relation-
ships for women (communion-oriented expectations, prioritizing social aspects such as warmth
and care) (e.g., Ellemers 2018). Indeed, competence and warmth are fundamental dimensions of
stereotypes, frequently used to build expectations and predictions regarding the behavior of people
(e.g., men and women) (Fiske & Taylor 2010). Extended research shows that gender-stereotypical
expectations (e.g., men as economic providers and women as homemakers) influence the way we
judge the performance and the ability of women and men, penalizing primarily women in regard
to work-related issues, such as occupational choices, career opportunities, type of job held, pay
and bonuses, and promotion in prestigious positions (e.g., Joshi et al. 2015). This has important
repercussions for work design, since jobs traditionally done by women may be characterized by
fewer intrinsic and extrinsic rewards and less enriching content (Diekman et al. 2019,Llorens et al.
2021). It may also funnel men and women into jobs with different characteristics.

Sexual minorities also encounter discrimination in the labor market (Mize 2016). Research
shows that sexual minorities (e.g., persons belonging to the LGBTQI+ community) face stereo-
typical assumptions of being less competent compared to heterosexual and cisgender individuals,
negatively affecting selection processes and hiring decisions (Flage 2019,McFadden 2020).More-
over, research results also point to a wage gap associated with minority sexual orientation and
gender identification (e.g., Plug&Berkhout 2004, Preston et al. 2019), and sexual minorities expe-
rience higher risk of bullying and harassment at work and lower job satisfaction than heterosexual
and cisgender individuals (Valfort 2017). In general, workplace research on sexual minorities has
only just begun, and research specifically on work design aspects is missing.

Work design practices that properly address the real needs and preferences of workers of dif-
ferent genders and sexual orientations may not only create a better fit with job characteristics (e.g.,
family needs and flexible/remote work) but also limit the stereotype-based workplace decisions in
this regard, which penalize not only workers but also teams, organizations, and societies (e.g., cre-
ating social, physical, and psychological job environments that block the full potential of a more
diverse workforce).

3.2.5. Race/ethnicity. The persistence of racial discrimination and exclusion in the work-
place has been well documented (Zschirnt & Ruedin 2016). While the levels of work-related
discrimination against ethnic and racial minorities may vary across nations and labor markets, re-
search consistently shows negative effects on multiple outcomes such as hiring opportunities and
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promotions, type of job held, pay (e.g., Stainback et al. 2018, Wingfield & Chavez 2020), and
physical and mental health (e.g., Chavez et al. 2015).

Moreover, research on the intersection of race and gender in workplace discrimination shows
that employees who belong to two or more underrepresented categories (e.g., Black women) may
have the worst outcomes in terms of workplace discrimination (Browne & Misra 2003, Melaku
2019). However, a recent meta-analysis did not show a systematic effect in the intersection of
race and gender, suggesting a more complex picture that may depend on multiple factors, such
as the characteristics of the specific job (Zschirnt & Ruedin 2016). In line with this finding,
Di Stasio & Larsen’s (2020) research on hiring discrimination in five European countries focused
on the intersection of gender and race. It showed an effect related to the extent of the congruence
with feminine or masculine traits of the job. For example, in male-typed jobs, Black and Mid-
dle Eastern men may encounter the strongest ethnic discrimination, and, independently from the
gender composition of the occupation, Black women may experience more discrimination than
White women. As we emphasize in Section 4, more research is needed to understand the effects
of cumulative disadvantages across multiple/intersectional identities.

3.2.6. Summary. We have discussed the work-related challenges that people belonging to cer-
tain social categories are facing. We have also presented the risks associated with making key
work-related decisions relying on social expectations based on stereotypes and prejudice rather
than on the different needs and preferences of individuals. Studies on age are starting to explain
how jobs may be designed to address the needs and preferences of different workers, although this
job design research has not been extended to other demographic categories. Although we do not
yet know a lot about demographic effects on job design, considering diversity in job design is the
right thing to do given increased workforce diversity, and it will affect inclusion, hiring, and who
crafts a given job (Strah & Rupp 2022).

3.3. Work Design Challenges Related to New Features of Work

New technology and workplace diversity are important issues for work design. In addition, new
forms of work, such as uncertainty and gig work,may be important for how we conceptualize work
design.

3.3.1. Uncertainty and job insecurity. Perhaps the most certain prediction is that high levels
of uncertainty will pervade the new economy and workers’ experience of it. As an example, a lesson
from the COVID-19 pandemic is that large shocks in the broader context can affect the work-
place in meaningful ways. Event system theory (EST) (Morgeson et al. 2015) provides a useful
framework for understanding the effects of contextual events on organizational process at mul-
tiple levels. Specifically, EST argues that events (e.g., the pandemic) become salient when they
are novel, disruptive, and critical, and that these events can change organizational behaviors and
features. The event and its effects often change and unfold over time with effects at multiple orga-
nizational levels. An example of such an event would be the changes in work patterns precipitated
by a natural disaster in a local region and its lasting repercussions within the organization. For
example, McCarthy et al. (2021) used EST as a lens for examining how COVID-19 deaths in a
particular region could affect a very micro phenomenon such as job applicants’ reactions. Clearly,
the pandemic also changed how work is carried out (face-to-face or online), where people work,
and how work affects nonwork life, with both positive and negative outcomes. Workers and or-
ganizations adapted to the shock produced in the broader environment. Although some of these
changes to work (e.g., working from home) were intentional, their long-term adoption by workers

www.annualreviews.org • Work Design in the New Economy 321

A
nn

u.
 R

ev
. O

rg
an

. P
sy

ch
ol

. O
rg

an
. B

eh
av

. 2
02

4.
11

:3
07

-3
35

. D
ow

nl
oa

de
d 

fr
om

 w
w

w
.a

nn
ua

lr
ev

ie
w

s.
or

g
 A

cc
es

s 
pr

ov
id

ed
 b

y 
U

ni
ve

rs
ita

 d
eg

li 
St

ud
i d

i B
ol

og
na

 o
n 

03
/0

5/
24

. S
ee

 c
op

yr
ig

ht
 f

or
 a

pp
ro

ve
d 

us
e.

 



OP11_Art12_Fraccaroli ARjats.cls December 21, 2023 13:30

was likely not intended by many employers. In short, there can be consequences across levels with
both intended and unintended outcomes.

Given the anticipated significant shocks that are already predicted to occur in the coming
decades (e.g., climate change and technological change) and those that are unpredictable (e.g.,
pandemics and natural disasters), workers will need to develop a high degree of adaptability. For
example, the effects of climate change will likely force workers to adapt not only in their work
lives but in their home lives as well (e.g., needing to change their geographical location or patterns
of work). For instance, changes made at higher organizational levels to mitigate climate change
(e.g., work location) can have both intended (e.g., reduced travel and commuting) and unintended
(e.g., workers refusing to work evenings and weekends to further differentiate work and home)
consequences for the way workers perform their jobs. At the same time, technological changes in
the new economy will require from workers a level of adaptation not seen since the industrial rev-
olution. Robotization and the use of AI will eliminate entire jobs or will change them in ways that
will make them nearly unrecognizable, requiring upskilling and lifelong learning as a consistent
adaptation required of most workers. It will also require new sorts of interpersonal and teamwork
skills, with work relationships developing not only face-to-face or virtually but sometimes through
both types of interaction.This will require a high degree of flexibility in supervisors to successfully
manage teams under these conditions. Furthermore, a green economy will produce a raft of new
jobs with new job requirements and training (Pozniak 2021).

In addition, given the changing nature of jobs in terms of new required skills or the com-
plete elimination of some jobs, workers will need to cope with a high level of job insecurity.
Furthermore, relatively new concepts such as universal basic income [in which all people within
a community receive some sort of basic salary regardless of need (e.g., Bidadanure 2019)] may
help alleviate this insecurity in terms of income. However, it could also act as a shocking event
according to EST, potentially dismantling the meaning of work and changing people’s identity
and relationship with work.

3.3.2. New social relationships: gig work, self-management, and always-on culture.
As mentioned above, new forms of work are supported by algorithmic management (Parent-
Rocheleau & Parker 2022). Gig work in many parts of the world is a macroeconomic trend that
may result in difficult working conditions (e.g., O’Shea et al. 2024).While some forms of gig work
allow greater flexibility and control to some workers (e.g., some types of freelance workers such as
graphic designers, photographers, web content creators, translators, and journalists), other types
of gig workers (e.g., drivers for ride-hailing services, food delivery workers, and some home re-
pair workers) may have much of their work mediated by an algorithm, with no supervisor at all.
This high level of autonomy, normally considered highly desirable, makes the worker always on.
It means that workers are being constantly evaluated in terms of their work quality, and often their
evaluation may be at the mercy of a difficult or capricious customer. Other types of gig work may
include situations where workers are in constantly changing teams and environments.

3.3.3. Job sustainability/decent work. The importance of decent work to health and well-
being is increasingly recognized (e.g., Blustein et al. 2023). For instance, precarious work,
characterized by instability, temporariness, and often low pay, has been increasing in many coun-
tries in recent years, partly due to global economic changes that provide flexibility to employers.
It has had particularly negative impacts on workers at lower economic levels. Such precarity is
associated with negative health outcomes for workers, families, and communities (Benach et al.
2014, Vanroelen et al. 2021). Furthermore, precarious work runs counter to the United Nations’
Sustainable Development Goals (SDGs), particularly SDG8, focused on promoting both decent
work and economic growth, an important challenge for organizations within the new economy.
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Furthermore, SDG8 is consistent with the United Nations’ call for a green economy, with a focus
on being low carbon, socially inclusive, and resource efficient, creating a new focus for employ-
ment, skills, the economy, and environmental outcomes. The balance is to maintain work that is
both decent and sustainable for the worker and the employer [e.g., that maintains both worker
performance and well-being (Tordera et al. 2020)].

3.3.4. Job crafting/job adaptivity. Given these changes in the landscape of the new economy,
it would be logical to assume that many decisions regarding job redesign will continue to be made
from the top down in organizations to leverage a given technology. However, we know from past
history that making such technical changes without considering how to fit them to the needs of
the employee and the team (e.g., Trist & Bamforth 1951) can have negative consequences. More
recently, scholars have argued that these lessons about technology and human systems still apply,
particularly in the face of today’s significant job redesign (e.g., Guest et al. 2022). Taking both
technical needs and individual and social needs into account will help make these jobs sustain-
able for the employees in terms of long-term productivity and well-being. Thus, the employee’s
experience of the job will also need to be considered. For example, Parent-Rocheleau & Parker
(2022) expect that a number of employee outcomes (e.g., job insecurity) will be negatively affected
if employees are given little input or transparency. Other authors (Morgeson et al. 2010) note that
characteristics of the occupation (e.g., the similarity between the individual and the occupation)
and of the organization (e.g., organizational culture) likely play a role in a person’s experience of
the job. For these reasons, employees’ job crafting as well as their adaptability will be a central
part of their work and career success. Events in the external environment as well as technological
changes within organizations will also require that workers craft their jobs to make them more
congruent with employee needs and therefore more sustainable.

4. FUTURE DIRECTIONS FOR RESEARCH AND PRACTICE

In this section,we summarize future research and practical applications related to the development
of work design in organizations by considering our three main pillars: new technologies, diversity,
and new features of work.

4.1. Future Research

The future research directions we have identified are organized according to the classification
summarized in Table 3.

4.1.1. New technologies: relational work design. Although some studies have already ex-
plored the relational dynamics in jobs regulated by digital tools, as suggested by other authors (e.g.,
Kellogg et al. 2020,Parent-Rocheleau&Parker 2022), there is still much to research.A traditional,
critical component of human work is at stake here: its social and relational features. What effects
will the reduction of relationships at work (e.g., with superiors, colleagues, and customers) have in
the medium to long term? Studies on work stress have clearly confirmed the role of social support
as a resource for coping with work demands. What happens in terms of stress if this resource is
lacking or its presence is reduced in favor of automated feedback and support? More specifically,
how do people who are managed by automatic systems (fully or partially) react to a reduction
in empathic relationships? How do they deal with situations where negotiations and human
contact are partially or fully replaced by algorithmic systems? From this perspective, ethnographic
studies are needed to identify how digital workers will replace these social ties with colleagues,
customers, and managers.
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Table 3 Questions for future research on work design in the new economy

Category of change Questions to consider
New technologies: relational

work design
What are the effects (e.g., increased stress from lack of support) of reduced work relationships

(e.g., with superiors, colleagues, and/or customers)?
How do people react to totally or partially automated management?

New technologies: opacity
issues

Which entity (e.g., manager or algorithm) appropriately makes high-stakes decisions (e.g., for
promotions) for workers?

What do workers understand about the workings of digital systems (e.g., the control they or their
supervisors have)?

What are the effects of opacity on workers (e.g., frustration, stress, and unfairness)?
What interventions reduce opacity and increase employee acceptance of new technologies?

New technologies: resistance
to algorithmic control

What contextual (e.g., organizational) and individual factors lead to rejection of digitized practices?
How is this rejection manifested at work (e.g., counterproductive work behavior)?

Workforce diversity What job conditions activate workplace stereotypes and discrimination?
What strategies can reduce stereotypes and discrimination at the individual, group, organizational,

and societal levels?
How does diversity affect the design of jobs?
How can we design jobs that accommodate the needs and preferences of a diverse workforce?
What is the relation between intersectional identities and work design?

Uncertainty and job
insecurity

What are the cascading effects of shocks (e.g., pandemics, natural disasters, technological change,
and migration) at different levels—individual, team, organizational?

How do these shocks play out over time?
How can organizations and society support job security and reduce uncertainty (e.g., promote

lifelong learning and adaptation)?
How can organizations develop leaders to successfully design and use multiple modalities (e.g.,

face-to-face, technology mediated, or a combination) to manage teams?
How can society support transitions from current forms of work to profoundly different forms,

including its elimination?
Gig work, self-management,

and always-on culture
Under what conditions is algorithmic work experienced positively by employees?
How does this affect their productivity and well-being?
How can we support employees working in such conditions?

Job and career sustainability/
decent work

How can we support a world economy that equitably balances growth across countries,
employment sectors, and socioeconomic levels?

What constitutes decent work to different workers in different contexts?
Job crafting/job adaptivity How can organizations help workers adapt to workplace changes via job crafting?

How can workers help organizations successfully redesign jobs?

4.1.2. New technologies: opacity issues. Another important issue is the opacity that char-
acterizes many platforms and performance management mechanisms. This affects task division,
who is given responsibility for certain decisions, and which criteria are used to evaluate and reward
people.This opacity has a significant impact on the perception of meaningfulness and control over
one’s work and may affect performance, well-being, and privacy perceptions. Research is needed
on employees’ understanding of the workings of digital systems (e.g., How much control do they
or their supervisors have?). How does the opacity of operations encourage forms of passivity and
frustration? What impact does it have on people’s professional identity? An important question is
the extent to which interventions regarding system transparency can reduce opacity and improve
employee acceptance.

4.1.3. New technologies: resistance to algorithmic control. A third, emerging area of
research involves algoactivism, the individual and collective resistance to algorithmic control
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(Kellogg et al. 2020). Algoactivism is relevant to research on counterproductive work behaviors
and behavioral reactions because many workers do not accept algorithms for controlling their
work design. What are the organizational and individual factors that predispose acceptance or
rejection of digitized practices for human work control? Can new forms of conflict dynamics be
identified in the workplace due to this lack of acceptance?What is the role of unions in this issue?

4.1.4. Workforce diversity: stereotypes and discrimination. Research shows the negative
impact of stereotypes, stigma, and discrimination in work-related outcomes (e.g., exclusion from
job opportunities, career advancement, decision-making processes, and information and re-
sources) for people not belonging to dominant social categories. However, it is still not entirely
clear under which specific conditions and processes explicit and implicit stereotypes may be ac-
tivated in the workplace, and future research is needed in this direction (e.g., Cadiz et al. 2022).
Moreover, significant research is still needed to identify actions and strategies that may efficiently
manage these conditions and reduce their impact at multiple levels (i.e., individual, group, or-
ganizational, and societal). For example, research is needed on unconscious bias interventions at
multiple organizational levels and over time.

Acknowledging the existence of stereotypes and their negative outcomes is the first step in iden-
tifying and correcting them. Thus, the increasing diversity of the workforce calls for training and
interventions to help managers design jobs that fit different employees.However, algorithms have
also perpetuated significant discrimination because their learning is based on past, discrimina-
tory decisions.Therefore, organizations should strategically identify the ways in which algorithms
may influence organizational decisions related to work design, including the ways that algorithms
may unintentionally design work in ways that are relevant to past employees (e.g., male) but not
necessarily to current workforces (e.g., gender diverse).

4.1.5. Workforce diversity: designing work from the bottom up and the need to understand
real differences. Thus far, except in the field of aging, empirical studies on the interplay between
diversity and job characteristics are scarce. Research on these issues is needed in order to design
jobs that accommodate the needs and preferences of all workers and to properly and fully include
an increasingly diverse workforce. Such knowledge is essential for HR practitioners, managers,
and employers to make data-driven decisions, overcoming the barriers of stereotypes, stigma, and
discrimination, and to implement work design interventions that allow all individuals to success-
fully be part of the workforce, with positive implications for people, organizations, and societies.
Research is also needed to understand how people with different backgrounds, characteristics,
and needs successfully adapt their work—intentionally, unintentionally, or even unconsciously—to
their needs and preferences.

4.1.6. Workforce diversity: the intersectionality issue. As the workforce becomes increas-
ingly diverse, employees increasingly possess complex identities across multiple demographic
categories. However, research is only beginning to show the complexity of this intersectional-
ity and its outcomes (e.g., Hall et al. 2019). Because diversity at work is manifested in multifaceted
demographic categories, future research is needed to understand the complexity of intersectional
identities and their impact on work design. Although past research was hampered by relatively
small studies, we anticipate that large, complex data sets (big data) becoming more available in
organizations will help to tackle this research area.

This issue has strong implications for practice. HR practitioners and organizations have just
started to acknowledge that workers may simultaneously be members of multiple demographic
categories, and the implications related to this are relatively unknown (e.g., how organizational
decision makers make sense of and interpret this mix of employee characteristics). Therefore, to
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succeed in the new economy, effective work design practices need to take this intersectionality
into account; the success of these practices will depend on undertaking research (noted above) to
understand the issues and mechanisms involved.

4.1.7. New features of work: uncertainty and job insecurity. Our discussion of the new econ-
omy poses a number of research questions, including those related to worker uncertainty and job
insecurity. The first is to examine the cascading effects of shocks at different levels—individual,
team, and organizational—and how these play out over time (Morgeson et al. 2015). The sec-
ond is to examine how cumulative events and shocks such as technological change, pandemics,
or migration patterns affect organizational processes. For example, in the case of COVID-19, ad-
vances that had been made in online technology facilitated people working from home, and, in
fact, the pandemic likely accelerated the technology itself. The third question is what organiza-
tions and societies can do to support lifelong learning and adaptation on the part of workers,many
of whom may lack confidence or be unwilling or unable to take on such learning. The fourth is
to examine how organizations can source or develop leaders who are comfortable with managing
ever-changing teams using multiple modalities (face-to-face, technology mediated, or some com-
bination). The fifth is to consider what types of interventions can be developed on the basis of
sound science to support workers in this changing, unstable environment. Finally, a key question
for the individual and society is how to support a successful transition from current forms to pro-
foundly different versions of work—including perhaps its partial elimination—in industrialized
societies.

4.1.8. New features of work: gig work, self-management, and always-on culture. Key ques-
tions regarding gig work are when and by whom it is viewed negatively or positively. For example,
O’Shea et al. (2024) argue that gig work that is done by choice or as a short-term economic so-
lution is likely to be experienced more positively by the employee than when there are no other
choices. A similar point is made by Parent-Rocheleau & Parker (2022) in their review; they found
that algorithmically managed work is experienced more positively when employees understand
the workings of the algorithm and have some voice in the process. We argue that future research
should address under what conditions algorithmicallymanaged work is and is not experienced pos-
itively by employees, how it affects their outcomes (e.g., productivity and well-being), and what
can be done to support employees working in these conditions.

4.1.9. New features of work: job sustainability/decent work. The balance of both decent
and sustainable growth within the new economy is arguably critical to the planet but also brings
challenges to employers.We see two avenues for future research.First, how canwe support a world
economy that equitably balances growth across countries, employment sectors, and socioeconomic
levels? This question goes beyond typical job design issues and includes significant economic and
political factors as well. It also includes equity across developed and developing countries. Second,
consider what decent work means to different workers in different countries. For example, work
arrangements considered precarious in some economies may be a positive, temporary path to a
stable economic foothold for workers in other settings.

4.1.10. New features of work: job crafting/job adaptivity. Although past reviews (e.g.,
Parent-Rocheleau& Parker 2022) have suggested some important factors that can affect the inter-
section of the new economy and the individual employee, far more research is needed. Perhaps the
key question is how employers can be responsive to worker needs in adapting to these changes, as
well as gain input fromworkers on how tomake redesigned jobs more sustainable to the employee.
For example, Lin et al. (2021) used EST (Morgeson et al. 2015) to examine the negative effects of
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the pandemic on employee outcomes, finding that organizational adaptive practices (i.e., provid-
ing disease prevention materials, flexible work hours, telework, and paid leave) buffered the effects
of the pandemic on job insecurity. Notably, these factors were also consistent with World Health
Organization guidelines. Input about these issues might be gained from individuals, professional
associations, national and international health and emergency agencies, and labor unions.

4.2. Implications for Practice

These changes have significant implications for the practice of work analysis and for workplace
interventions.

4.2.1. A new focus for work analysis. Often described as a cornerstone of HR, work analysis
has played a central role in HR functions from personnel selection (Soc. Ind. Organ. Psychol.
2018) to training and performance management (Morgeson et al. 2020). The term that is used
today, work analysis rather than job analysis (Sanchez & Levine 2012), implies the analysis of not
only specific, organizationally prescribed worker behaviors and attributes but also the workers’
context. It also suggests how workers may act agentically; that is, they may craft their own jobs. In
fact, Sanchez & Levine (2012) suggest that rather than seeing job analysis as a tedious operation
done merely to identify tasks and KSAOs and carry out other HR functions, it would be useful to
integrate work analysis with related concepts such as job design and job crafting as well as strategic
change. In our view, the rise of the related topic of competency modeling (e.g., Campion et al.
2011), with its emphasis on broad attributes, clusters of activities beyond tasks, and organizational
strategies, suggests a shift away from the narrow, task-focused job analysis of a single job to more
meaningful issues in the current organizational environment. In short, job analysis may be used
and adapted to determine not only what work is done in the new economy but also how the
workers experience that work, how that experience can be improved, and even how workers can
be supported in crafting their work.

In addition, the ongoing and expected changes to work and the economy—whichmight include
the shortening of work weeks, increased gig work, the elimination of certain types of work, and
the need for frequent upskilling for workers to adapt—have implications for work analysis. First,
work analysis methods will need to develop taxonomies for critical worker attributes, including
adaptability, self-management, and stress management, that may be needed for workers to adapt
to the new situation. Second, as hinted at by Sanchez & Levine (2012), a newer approach to work
analysis offers the opportunity to understand more than what the worker does and the worker at-
tributes required to do it; it can also be used to better understand the experience of work and how
work can be redesigned by the organization and crafted by the workers themselves to lead to im-
proved performance and well-being. Third, work analysis can focus on how the worker can adapt
to increasing human–machine (or human–AI) interaction in a postindustrial world; for example,
work analysis might focus on which (and how) heretofore human tasks can be most effectively
delegated to AI and which should remain within the purview of humans. Fourth, new technology
can be used to significantly simplify the time-consuming job analysis process (e.g., multiple sur-
veys of multiple workers); a recent study (Putka et al. 2023) has illustrated how a natural language
processing approach can be used to streamline this process. Finally, rather than relying on worker
self-reports, new technology can observe what tasks workers actually perform, although we ac-
knowledge that the promise of such approaches could be offset by concerns over worker privacy
and employer monitoring.

4.2.2. Workplace interventions. The previous sections highlight the relationship between job
characteristics and outcomes such as work performance,motivation, and psychological well-being.
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For example, multiple studies show that jobs with higher levels of autonomy, variety, significance,
and meaning, as well as regular feedback, are linked to better performance, higher motivation,
and greater satisfaction. However, these findings come from cross-sectional and correlational
studies that often rely on self-reports of employee perceptions of job characteristics and psycho-
logical states (e.g., motivation, satisfaction, and emotions). The true impact of work design and
redesign—as objectively measured or implemented—on organizational and individual outcomes
can be understood only through the systematic analysis of targeted interventions and the mea-
surement of their results. Despite the lack of strong empirical evidence from quasi-experimental
research designs or randomized control trials, some reviews have examined work redesign in-
terventions and practices and their effects on well-being (Daniels et al. 2017) and performance
(Knight & Parker 2021). These reviews help illuminate which interventions are most effective
and under what conditions, as well as how the causal link between work redesign and individ-
ual performance and well-being can be established. We argue that such interventions should
be examined within not only traditional work contexts but also contexts emerging in the new
economy.

Daniels et al. (2017) analyzed 33 intervention studies that linked job redesign interventions
to other employment practices. Although their findings were mixed in terms of traditional job
design interventions, training workers to improve their own work design to increase well-being
through work quality had the most promising results. In addition, the authors highlighted the
importance of a systemwide approach that simultaneously addresses job design enhancements
along with other employment practices such as improved selection processes, performance man-
agement, and training. Similarly, Knight & Parker (2021) examined the impact of 55 work design
interventions on performance, classifying the interventions into five types: (a) job enrichment and
enlargement, (b) participative job enrichment and enlargement, (c) relational interventions, (d) au-
tonomous workgroups, and (e) organizational systemwide changes. They noted that types a, b,
and c had the greatest effects on performance. The authors also confirmed that work redesign
interventions affect employees’ perception of work characteristics, which then leads to intrinsic
motivation, autonomous response to job demands, and self-development and learning processes,
leading to improved performance. Consistent with Daniels et al. (2017), Knight & Parker (2021)
found that the most effective job redesign interventions are those that align with changes at the
organizational level, with strongmanagement support. Accordingly, they note that when interven-
tions are inconsistent with the organizational culture, not accompanied by simultaneous strategic
changes, or implemented poorly by management, the results may be less satisfactory, highlighting
the important role of organizational context and managerial support in work design and redesign
interventions.

However, as noted, neither review came to a definitive conclusion. This is due to the scarcity
of studies relative to the wide variety of possible work design interventions; poor research de-
signs for studying change, with few quasi-experiments and randomized controlled trials; and small
sample sizes and short follow-up periods. These evaluations suggest the need for study designs
that isolate the direct effect of the interventions as well as underlying causal mechanisms. How-
ever, such studies are often not feasible in organizational settings.We suggest three paths moving
forward. First, qualitative studies could integrate detailed information on intervention character-
istics, organizational context, and employee experiences to understand the intervention and its
effects in the organizational context. Second, research can leverage algorithmic systems and big
data to better examine work design interventions in context, specifically by assessing fine-grained
outcomes of job design interventions over time and identifying when and for whom job design
interventions work. Third, studies should be designed to acknowledge the importance of exam-
ining the social and organizational environment in shaping work design and redesign practices.

328 Fraccaroli • Zaniboni • Truxillo

A
nn

u.
 R

ev
. O

rg
an

. P
sy

ch
ol

. O
rg

an
. B

eh
av

. 2
02

4.
11

:3
07

-3
35

. D
ow

nl
oa

de
d 

fr
om

 w
w

w
.a

nn
ua

lr
ev

ie
w

s.
or

g
 A

cc
es

s 
pr

ov
id

ed
 b

y 
U

ni
ve

rs
ita

 d
eg

li 
St

ud
i d

i B
ol

og
na

 o
n 

03
/0

5/
24

. S
ee

 c
op

yr
ig

ht
 f

or
 a

pp
ro

ve
d 

us
e.

 



OP11_Art12_Fraccaroli ARjats.cls December 21, 2023 13:30

This alignment among organizational strategies, HR practices, and work design or redesign is of
fundamental importance, especially in times of significant technological and ecological change in
work organizations (Christina et al. 2017).

4.2.3. Future directions for interventions. Different forms of digitalization can influence
work design, and, at the same time, work design can mitigate the potential negative effects of
digitalization on work quality (Kellogg et al. 2020, Parent-Rocheleau & Parker 2022, Parker &
Grote 2022).

First, the design phase of digital technologies and their implementation in work organizations
must be reassessed. A large amount of psychological knowledge is already available regarding the
possible negative impacts of new technologies on autonomy and skill and task variety. In addition,
constant monitoring and impersonal feedback can have negative effects, and there can be a loss
of task significance and meaning of work. The application of this existing work design knowledge
to engineering and computer sciences can result in better psychological ergonomics and human-
centered technology.

Second, a sociotechnical perspective in HR management should be adopted. This perspective
would not only seek solutions for adapting the individual to technology but also lead to an inte-
gration of individual needs, skills, and expectations with the constraints and resources offered by
technologies. Such a sociotechnical perspective can start with the development of work analysis
techniques (described above) that accurately capture how human work and advanced technolo-
gies can be integrated. This will also help define the interdependence between humans and AI or
robots, leading to greater transparency, reduced opacity, and greater trust (Natl. Acad. Sci. Eng.
Med. 2022).

4.3. Job Design Models in the New Economy

Although existing work design models capture many features associated with the new economy,
we note two approaches for their future development. First, additional work characteristics that
are emerging in the new economy—impersonal management, always-on culture, gig work, and
opacity of decisions, to name a few—can be identified and added explicitly to work design models
(e.g., as demands or hindrance stressors). Second, given increasing workforce diversity, the North
American and Eurocentric nature of existingmodels should be addressed in future development of
job design models.This might include borrowing concepts such as respectful design (e.g., Tunstall
2020) from fields such as cultural anthropology.

5. CONCLUSION

Models of work design emerged in the twentieth century as a result of workplace changes cre-
ated by the industrial revolution, resulting in a solid understanding of how job characteristics can
affect worker well-being and performance. The workplace is now undergoing a new, profound
revolution in terms of technology, demographics, instability, and environmental sustainability, af-
fecting organizations and workers alike. These changes will require a rethinking of how work is
designed to support employees and organizations, as well as research on emerging work design
issues. Luckily, the field is starting from a place of strength, with robust theories and models of
work design to help tackle these challenges.
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