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at Is Motivation:

The processes that accounts for
an individual’s intensity, direction,
and persistence of effort toward
attaining a organizational goal

o Intensity — the amount of effort
put forth to meet the goal

 Direction — efforts are channeled
toward organizational goals

» Persistence — how long the effort
IS maintained
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What ks Motivation?

thought about to how to motivate someone" [t’s an important topic in management and re-
searchers have long been interested in it. 3 All managers need to be able to motivate their
employees, which first requires understanding what motivation is. Let’s begin by pointing
out what motivation is not. Why? Because many people incorrectly view motivation as a
personal trait; that is, they think some people are motivated and others aren’t. Our knowl-
edge of motivation tells us that we can’t label people that way because individuals differ
in motivational drive and their overall motivation varies from situation to situation. For
instance, you’re probably more motivated in some classes than in others.

Motivation refers to the process by which a person’s efforts are energized, directed,
and sustained toward attaining a goal.” This definition has three key elements: energy,
direction, and persistence.’
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gontent Versus Process%o ivation

Theories

» Content theories

> explain why people have different needs at
different times

» Process theories(Contemporary)

> describe the processes through which needs are
translated into behavior



tent Theories o tivation

Maslow’s Alderfer’s Herzberg’s McClelland’s
Need Hierarchy ERG Theory Theory Learned Needs
Self- Need for
Actualization Achievement

Growth Motivators

Relatedness

Existence

Need for

Esteem Power

Need for
Affiliation

Belongingness

Safety Hygienes

Physiological




/€ontempora

Motivation

» Cognitive Evaluation Theory

» Goal-Setting Theory

> Management by Objectives
» Self-Efficacy Theory
» Equity Theory
» Expectancy Theory
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arly Theories
T LT

<+ Maslow’s Hierarchy of Needs Theory
<» McGregor’s Theory X and Theory Y

< Herzberg's Two-Factor (Motivation-

Hygiene) Theory

\/
2

» McClellan’s Theory of Needs (Three
Needs Theory)

5-16



Integrating Contemporary
Theories of Motivation

Equity
Performance W Comparison
Evaluation Oa . Os

Criteria LI

Job
Design

w
Individual i Individual Organizational Individual
Effort £ Performance Rewards Goals

Objective
Performance Dominant
Evaluation Needs

System

Reinforcement



erzberg’s Two- ry

Not Dissatisfied Satisfied

* Quality of * Promotional
supervision opportunities

* Pay  Opportunities for

* Company policies personal growth
* Physical working

conditions e
» Relationships * Responsibility
* Job security * Achievement

* Recognition
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Dissatisfied Not Satisfied
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%cCIelland's Theorygo! I%eeds

* Need for Achievement (nAch)

The drive to excel

* Need for Power (nPow)

The need to make others behave in a way they would
not have behaved otherwise

* Need for Affiliation (nAff)

The desire for friendly and close interpersonal
relationships

2719
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McClelland's High Ac

» High achievers prefer jobs with:
> Personal responsibility
> Feedback
> Intermediate degree of risk (50/50)

» High achievers are not necessarily
good managers




mporary Th lon

» Cognitive Evaluation Theory

» Goal-Setting Theory

» Management by Objectives

» Self-Efficacy Theory
» Equity Theory
» Expectancy Theory




B B = _,_i_/
#Cognitive Evaluatic 2ory

» Proposes that the introduction of extrinsic rewards
for work (pay) that was previously intrinsically
rewarding tends to decrease overall motivation

e \erbal rewards increase intrinsic motivation, while
tangible rewards undermine it



Goal-Setting

* Goals increase performance when the goals are:
e Specific

eory

e Difficult, but accepted by employees

e Accompanied by feedback (especially self-
generated feedback)

* Contingencies in goal-setting theory:
e Goal Commitment - public goals better!
e Task Characteristics — simple & familiar better!

e National Culture — Western culture suits best!

5-23



—Managemen

e Converts overall organizational objectives
into specific objectives for work units and
individuals

 Common ingredients:

e Goal specificity

 Explicit time period

e Performance feedback

e Participation in decision making
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Theory

Individual’s belief that he or she is capable
of performing a task

Self-efficacy increased by:
 Enactive mastery - gain experience

e Vicarious modeling - see someone else
do the task

e Verbal persuasion - someone convinces
you that you have the skills

e Arousal - get energized

22D



e Employees weigh what they put into a job situation
(input) against what they get from it (outcome).

e They compare their input-outcome ratio with the
input-outcome ratio of relevant others.

My Output . Your Output
My Input —  Your Input




P~ EXxpectanc

Three key relationships:

1. Effort-Performance: perceived probability that
exerting effort leads to successful performance

2. Performance-Reward: the belief that successful
performance leads to desired outcome

3. Rewards-Personal Goals: the attractiveness of
organizational outcome (reward) to the individual

.-/-_

~
Personal ‘

goals

-
Individual ‘
AN /

effort

Mol e ION =0
‘ Individual ‘ Organizational
) . performance | . rewards |
vy N S N /
@ Effort—performance relationship
@ Performance—reward relationship

@ Rewards—personal goals relationship

5-27



z Keep In is%l

e Make goals specific and difficult

o Motivation can be increased by raising employee
confidence in their own abilities (self-efficacy)

e Openly share information on allocation decisions,
especially when the outcome is likely to be viewed
negatively



38 U8,

Olsi a1 ORUR Gleinadd L ol il 4S g ) 4ail cpl 43 lEEas |
R iie o o8 Gy 3R IS il S b anliie gledad o
DA A8 A e gl O s 55 il 0 Al Cupadli ¢ 51 6
Juaial 5ol sl i culia ;) 230 J& Jla (55 Jadi b a8 Cnadd
= d2 D18 A8 Gl Clua pad 4S a5 aal & oS sl la jls S

250




s e e S s & 2
Sl alis [, o8 bl el w5 |15 S,
ET L
1-"_":]-\."! ﬁ‘él'l_;l -:-'q_'J‘In."l-_"IL-ﬂ:j] Lj—:—h—fleiJﬂ-—l - |;.'|"~'__.5 __.ﬁ L.' ﬂ-‘_..n.-l.{ﬂ- -ﬂj "jil.l:hjllj. JiLjE
= 3jle Casas oll aadlela
& e 4., Sds e e o ash ol SGs
ol s paaglsles | S5 05 e G I5G5L I, i elylo 4 ccaiails ol 15 1,5
ek Bacies | fates il ) o Syle Caas
et LS. oyt Slacel gl )l eabdd ace Sis a5 lalls Ly
"j.ﬂ_’.n.l:- -h-ll‘:_.:l Jj-cn-hu-ﬂ-l ._l.-.U:r -51:'- b}‘b — 'j':' < 'I"L:- A 'l"'qn'."l
e LTy | e s e s ol )5 |5 e
s ladeaac s o oyla o bebesladlole o | A LU 0laS 24 35ls Snas

Szked 3525 R 2am L]




Next, will employees try harder if they have the opportunity to participate in the
setting of goals? Not always. In some cases, participatively set goals elicit superior
performance; in other cases, individuals performed best when their manager assigned
goals. However, participation 1s probably preferable to assigning goals when employees

might resist accepting difficult challenges.?’

Finally, we know that people will do better if they get feedback on how well they’re
progressing toward their goals because feedback helps identify discrepancies between what
they have done and what they want to do. But all feedback isn’t equally effective. Self-
generated feedback—where an employee monitors his or her own progress—has been shown
to be a more powerful motivator than feedback coming from someone else.?®

Goal-Setting Theory

* Goals are public
s Individual has internal
locus of control

* Self-set goals
Self-Efficacy

Committed Self-Generated
to Achieving Feedback on
Motivation Progress Higher Performance
(intention to work = - Plus
toward goal) Goal Achievement

National

Participation s

in Setting



Job Characteristics Model

Personal and
Work Outcomes

High Internal
Work Motivation

Core Job Critical
Dimensions Psychological States

Skill Variety Experienced

Task Identity meaningfulness

GEASE Wi High-Quality

Task Significance Work Performance

High Satisfaction
with the Work

Experienced responsibility
for outcomes of the work
Knowledge of the actual
Feedback results of the work activities

Strength of Employee Growth Need

Low Absenteeism
and Turnover

\




The JCM provides specific guidance to managers for job design. (See Exhibit 16-7.)
These suggestions specify the types of changes that are most likely to lead to improvement
in the five core job dimensions. You’ll notice that two suggestions incorporate job enlarge-
ment and job enrichment, although the other suggestions involve more than vertical and

horizontal expansion of jobs.

Guidelines for Job Redesign

Suggested Action
Combine tasks

Form natural work units
Establish client relationships

Load vertically

Open feedback channels

Core Job Dimension
Skill variety

Task identity
Task significance
Autonomy
Feedback




Equity Theory

Perceived Ratio Comparison® Employee’s Assessment

Outcomes A _ Outcomes B Inequity (underrewarded)
Inputs A Inputs B

Outcomes A QOutcomes B EQuity
Inputs A Z Inputs B

Outcomes A Outcomes B Inequity (overrewarded)

=
Inputs A Inputs B

*Person A is the employee, and person B is a relevant other or referent.




Expectancy Theory -

The most comprehensive explanation of how employees are motivated 1s Victor Vroom’s
expectancy theory.”’ Although the theory has its critics,”’ most research evidence supports it.”

Expectancy theory states that an individual tends to act in a certain way based on the
expectation that the act will be followed by a given outcome and on the attractiveness of that

outcome to the individual. It includes three variables or relationships

1. Expectancy or effort—performance linkage is the probability perceived by the individ-
ual that exerting a given amount of effort will lead to a certain level of performance.

2. Instrumentality or performance—reward linkage is the degree to which the individual
believes that performing at a particular level is instrumental in attaining the desired
outcome.

3. lalence or attractiveness of reward 1s the importance that the individual places on the
potential outcome or reward that can be achieved on the job. Valence considers both
the goals and needs of the individual.

Individual o Individual o Organizational o Individual
Effort Performance Rewards Goals

fA) = Effort-performance linkage

= Performance=reward linkage

B. = Attractiveness of reward
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JFUTURE VISION )i 1 WOrkmg World in 2020 -
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Individualized Rewards rewards among employees as well as for indi-  job security, increased pension contributions,
Organizations have historically assumed that vidual employees over time. college tuition reimbursement, personal days
“one size fits all” when it comesto allocatingre- ~ Organizations control a vast number of off, help in purchasing a home, recognition
wards. Managers typically assumed that every- potential rewards that employees might find awards, paid club memberships, and work-
one wants more money and more vacation time. appealing. A partial list would include increased  from-home options. In the future, most orga-
But as organizations become less bureaucratic base pay, bonuses, shortened workweeks, nizations will structure individual reward
and more capable of differentiating rewards, extended vacations, paid sabbaticals, flexible packages in ways that will maximize employee
managers will be encouraged to differentiate work hours, part-time employment, guaranteed  motivation.
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" LEARN to motivate

® | earn to lead

® F'xamine the people expectation
®Actas thought you care
‘Respect employees as professinal

® Never stiffle the personel growth



