Fundamentals of Organizational Behaviour

Key Concepts, Skills and Best Practices


CHAPTER 3

MOTIVATION

Learning Outcomes

· Contrast Maslow’s, McClelland’s, and Alderfer’s need theories.

· Describe how to motivate employees through job design.

· Describe the practical lessons derived from equity theory.

· Explain Vroom’s expectancy theory.

· Describe the practical implications of expectancy theory.

· Identify five practical lessons to be learned from goal-setting research.

I. THE FUNDAMENTALS OF EMPLOYEE MOTIVATION 
Motivation represents those psychological processes that arouse and direct goal-directed behaviour.
A. Needs Theories of Motivation – Needs are physiological or psychological deficiencies that arouse behaviour
1. Maslow’s Need Hierarchy Theory – proposes that motivation is a function of five basic needs (See Figure 3-1):
(a) Physiological

(b) Safety

(c) Social

(d) Esteem

(e) Self-actualization

2. McClelland’s Need Theory
(a) Need for achievement

(b) Need for affiliation
(c) Need for power

3. Alderfer’s ERG Theory

(a) Existence needs

(b) Relatedness needs

(c) Growth needs

II. MOTIVATING EMPLOYEES THROUGH JOB DESIGN
Job design is changing the content and/or process of a specific job to increase satisfaction and performance.
Intrinsic (internal) motivation – caused by positive internal feelings

Extrinsic (external) motivation – caused by external factors such as pay

Core job dimensions – job characteristics found to various degrees in all jobs

A. The Job Characteristics Model (See Figure 3-2)
1. Core job characteristics

(a) Skill variety

(b) Task identity

(c) Task significance

(d) Autonomy

(e) Feedback from job
2. Critical psychological states

(a) Experienced meaningfulness of the work

(b) Experienced responsibility for outcomes of the work

(c) Knowledge of the actual results of the work activities
3. Outcomes

(a) High internal work motivation

(b) High growth satisfaction

(c) High general job satisfaction

(d) High work effectiveness

4. Moderators

(a) Knowledge and skill
(b) Growth need strength
(c) Context satisfaction

B. Job Enlargement – putting more variety into a job
C. Job Rotation – moving employees from one specialized job to another
D. Job Enrichment – building achievement, recognition, stimulating work, responsibility, and advancement into a job
III. PROCESS THEORIES OF MOTIVATION

A. Equity Theory of Motivation 

1. Motivation is a function of fairness in social exchanges
2. Two primary components in the employee-employer exchange:
(a) employee inputs (e.g., education, skills, creativity, seniority, experience, effort expended, and loyalty)
(b) employee outcomes (e.g., pay/bonuses, fringe benefits, challenging assignments, job security, promotions, status symbols, recognition)

3. Negative and Positive Inequity

(a) People compare the perceived fairness of their employment exchange to that of relevant others.

(b) Three different equity relationships can occur:

(i) Equity exists for an individual when his or her ratio of perceived outcomes to inputs is equal to the ratio of outcomes to inputs for a relevant co-worker

(ii) Negative inequity – if the comparison person enjoys greater outcomes for similar inputs

(iii) Positive inequity – a person experiences this if his or her outcome to input ratio is greater than that of a relevant co-worker

(c) Reducing inequity – equity ratios can be changed by

(i) Attempting to alter one’s outcomes or 

(ii) Adjusting one’s inputs.
4. Practical Lessons from Equity Theory 
(a) provides managers with another explanation for how belief’s and attitudes affect job performance
(b) emphasizes the need for managers to pay attention to employees’ perceptions of what is fair and equitable

(c) managers benefit by allowing employees to participate in making decisions about important work outcomes

(d) employees should be given the opportunity to appeal decisions that affect their welfare

(e) employees are more likely to support change when they believe that it is implemented fairly and when it produces equitable outcomes
B. Expectancy Theory of Motivation

Expectancy theory holds that people are motivated to behave in ways that produce desired valued outcomes.
1. Vroom’s Expectancy Theory (See Figure 3-5)

(b) Expectancy – belief that effort leads to a specific level of performance  These factors influence an employee’s expectancy perceptions:
(i) Self-esteem

(ii) Self-efficacy
(iii) Previous success at the task
(iv) Help received from a supervisor and subordinates
(v) Information necessary to complete the task
(vi) Good materials and equipment to work with

(c) Instrumentality – belief that a particular outcome is determined by accomplishing a specific level of performance
(d) Valence – the positive or negative value people place on outcomes
2.  Managerial Implications (See Table 3-1)

(a) Mangers are advised to enhance the effort to performance expectancies by helping employees to accomplish their goals
(b) It is also important for managers to influence employees’ instrumentalities and to monitor valences for various rewards

(c) There is no one best type of reward.

(d) Individual differences and need theories tell us that people are motivated by different rewards.  

(e) There are four prerequisites to linking performance and rewards:
(i) Managers need to develop and communicate performance standards to employees.
(ii) Managers need valid and accurate performance ratings with which to compare employees.
(iii) Managers need to determine the relative mix of individual versus team contribution to performance and then reward accordingly.
(iv) Managers should use the performance ratings to allocate rewards differentially among employees.
B. Motivation through Goal Setting

1. Goal – what an individual is trying to accomplish
(a) Management by objectives (MBO) – a management system that incorporates participation in decision making, goal setting, and objective feedback

(b) MBO can increase both productivity and satisfaction

2. How Does Goal Setting Work?

(a) Goals direct attention
(b) Goals regulate effort

(c) Goals increase persistence
(d) Goals foster strategies and action plans
3. Insights from Goal-Setting Research

(a) Difficult goals lead to higher performance 
(b) Specific, difficult goals lead to higher performance for simple rather than complex tasks

(c) Feedback enhances the effect of specific, difficult goals 
(d) Participative goals, assigned goals, and self-set goals are equally effective

(e) Goal commitment and monetary incentives affect goal-setting outcomes
4. Practical Application of Goal Setting – there are three general steps to follow when implementing a goal-setting program
(a) Set goals that are “SMART” (See Table 3-2)
(i) Specific
(ii) Measurable

(iii) Attainable

(iv) Results-oriented

(v) Time-bound

(b) Promote goal commitment

(c) Provide support and feedback
C. Putting Motivational Theories to Work

1. Managers cannot simply take one of the theories discussed in the textbook and apply it; successfully designing and implementing motivational theories is not easy.

2. Motivation and performance are not the same thing; motivation is only one of several factors that influence performance

3.  Managers, therefore, have to carefully consider the causes of poor performance and misbehaviour

4. Individual differences are an important input that influence motivation and motivated behaviour

5. Because motivation is goal directed, the process of developing and setting goals is critical

6. Consistent with expectancy theory, managers should relate rewards to performance

7. Equity theory tells us that motivation is influenced by employee perceptions of fairness
8.  Feedback also should be linked with performance
9. An organization’s culture significantly influences employee motivation and behaviour
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