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CHAPTER 14

WORK MOTIVATION

LEARNING OBJECTIVES

1. Describe four approaches that can be used to explain employee motivation and satisfaction. 

2. Explain how managers can use goals and rewards to improve performance.

3. Describe how jobs can be designed to be motivating and satisfying.

4. State how the organization context affects motivation and satisfaction.

5. Describe how individual differences in needs can affect employees’ work.

6. Describe how understanding motivation can help managers improve employee performance and satisfaction.

Learning Objective 1: Describe Four Approaches That Can be Used to Explain Employee Motivation and Satisfaction. 

A. Four Approaches to Motivation 

1. What is Motivation?

a. a psychological state that exists whenever internal and/or external forces stimulate, direct, or maintain behaviors

· goal is to increase productive behaviors and decrease disruptive behaviors

2. What is Satisfaction?

a. a psychological state that indicates how a person feels about his or her situation, based on an evaluation of the situation

3. Managerial Approach

a. focuses on how the behaviors of managers influence the satisfaction and motivation of their employees through

· personal communication

· setting realistic goals

· offering praise, recognition, and monetary rewards

4. Job Design Approach

a. focuses on how jobs are designed

· design sometimes cannot be changed without changing the technology or structure of an entire work unit

· enriched jobs are more motivating than jobs that are narrow in scope

5. Organization Approach

a. takes into account broader organizational context

· human resource management policies and practices affect attraction and retention

· employee perceptions of fairness and equity affect motivation and satisfaction

6. Individual Differences Approach

a. treats motivation and satisfaction as characteristics of individuals

b. unique needs, values, personalities, and other characteristics that employees bring to their jobs

· motivation and attitude are stable aspects of an employee’s psychological makeup

· managers use their understanding of individual differences to create organizations that are motivating and satisfying for all of their employees

Learning Objective 2: Explain How Managers Can Use Goals and Rewards to Improve Performance.

A. Communication Comes First

1. Effective Communication

a. central to motivating employees 

b. goal is to instill a passion for the mission of the organization

B. Setting Goals

1. Goal-setting Theory

a. managers can direct the performance of their employees by assigning specific, difficult goals that employees accept and are willing to commit to

· effective for increasing the performance of people working in a wide range of jobs 

2. How to Set Effective Goals

a. performance is improved when managers set goals that are

· specific

· difficult

· accepted 

b. employees are more willing to accept goals when they participate in setting them

c. management by objectives (MBO) 

· participative goal-setting technique

· begins with a conversation between manager and employee

· past performance is reviewed 

· objectives (goals) for future are identified

· manager and employee agree to a set of goals

· future performance evaluations and rewards reflect progress toward the goals

3. How Goals Work

a. goals direct attention toward the most important work activities and away from irrelevant tasks

b. goals energize employees to exert more effort

c. goals encourage employees to be more persistent in their work efforts

d. goals encourage employees to become more actively involved in thinking about alternative strategies to achieve the goals

4. Feedback

a. goal setting works best when employees receive timely feedback 

b. when employees can see that they aren’t going to reach goals, they tend to change their methods or behaviors

· first they try harder

· if that doesn’t work, then they approach the task differently

5. Team Goal Setting 

a. team goals can improve group performance 

· limit the number to three to five

· goals should be difficult but achievable

· employees should understand why the goals are important

C. Offering Incentives and Rewards

1. Reinforcement Theory

a. behavior is a function of its consequences

2. Behaviors, Not Outcomes

a. focus is on changing behaviors instead of performance outcomes

· sometimes called behavior modification

· behavior followed by pleasant consequences is more likely to be repeated 

· behavior followed by unpleasant consequences is less likely to be repeated

b. changing behavior with reinforcement

· a manager who wants to change an employee’s behavior must change specific consequences of behavior

· behaviors that managers can most easily change are those that can be easily measured

· measurable behavior is action that can be observed and counted, such as

· smiling when a customer approaches

· using a seat belt when driving a delivery truck

· wiping up spills when they occur on the shop floor

3. Positive Reinforcement

a. increases likelihood that a behavior will be repeated by creating a pleasant consequence 

· e.g., praise, recognition of accomplishment, promotion, salary increase 

4. Punishment

a. involves creating a negative consequence to discourage a behavior when it occurs

· e.g., verbal reprimand, monetary fine, demotion, suspension

b. avoid punishment that humiliates or embarrasses employees

5. Extinction

a. the absence of any consequence—either positive or negative—following occurrence of a behavior

b. usually occurs when the positive reinforcement that normally resulted from the behavior is removed

· because the behavior no longer produces reinforcement, the employee stops engaging in it

6. Negative Reinforcement

a. engaging in a behavior in anticipation of avoiding unpleasant consequences in the future

· e.g., most students come to class on time to avoid a reprimand from the instructor

b. punishment causes a behavior to occur less frequently, but negative reinforcement causes the behavior to be repeated

7. Applying Reinforcement Principles

a. positive reinforcement is the preferred approach for increasing desirable behavior

b. extinction is the preferred approach for decreasing undesirable behavior

8. Self-Management

a. employees can use goal setting and reinforcement themselves

· can improve long-term outcomes, such as quicker promotions and higher salary levels

D. Using Performance Expectations to Motivate Employees

1. Expectancy Theory

a. people tend to choose behaviors that they believe will help them achieve their personal goals and avoid behaviors that they believe will lead to undesirable personal consequences

b. emphasizes initial decision to engage in a behavior

c. goalsharing

· employees receive financial rewards when their business unit meets its goals

2. Expectancy

a. refers to a person’s estimate of how likely it is that a certain level of effort will lead to the intended behavior or performance result

· when employees feel their efforts are not likely to result in better performance, they don’t bother to put in the effort

3. Instrumentality

a. refers to a person’s perception of how useful the intended behavior or performance will be for obtaining desired outcomes (or avoiding undesired outcomes)

· only about 35 percent of U.S. employees see a clear link between their job performance and important outcomes such as pay

· incentives tied to company performance or team performance can result in feelings of low instrumentality

4. Valence

a. the value (weight) that an employee attaches to a consequence

b. valences are personal

· same outcome may have a high valence for one person and a low valence for another 

c. money incentives must be large enough to cause employees to change behaviors

5. Applying Expectancy Theory

a. by understanding how employees think about the future, managers can find solutions to troublesome behavior problems

· e.g., employee theft

b. employees make rational choices about how to behave using the information available to them

6. Danger: Money Ahead

a. tying monetary rewards to performance can be dangerous when used incorrectly

b. poorly designed incentive systems can lead to

· unethical or illegal behavior

· hiding (failing to report) injuries

· tie incentives to safety knowledge and safe behavior rather than reductions in injuries and accidents

Learning Objective 3: Describe How Jobs Can be Designed to be Motivating and Satisfying.
A. Job Design Approach

1. Job Characteristics Theory

a. employees are more satisfied and motivated 

· when their jobs are meaningful

· when jobs create a feeling of responsibility

· when jobs are designed to ensure that some feedback is available

b. people who enjoy their work may not need the extra motivation of high pay and impressive job titles

B. Critical Psychological States

1. Experienced Meaningfulness

a. refers to whether employees perceive their work as valuable and worthwhile

2. Experienced Responsibility

a. refers to whether employees feel personally responsible for the quantity and quality of their work

3. Knowledge of Results

a. refers to the extent to which employees receive feedback about how well they are doing

C. Key Job Characteristics

1. What are Key Job Characteristics?

a. five objective aspects of the job design that can be changed to improve the critical psychological states

· skill variety

· the degree to which the job involves many different work activities or requires several skills and talents

· task identity

· present when a job involves completing an identifiable piece of work, i.e., the job has a clear beginning and end

· task significance

· present when a job has a substantial impact on the goals or work of others in the company

· autonomy

· present when the job provides substantial freedom, independence, and discretion 

· scheduling work and determining procedures to be used in carrying out tasks

· feedback

· present when the outcome gives the employee direct and clear information about his or her performance

b. employees who work in jobs that include all five key job characteristics feel involved in their work and exert more effort

D. Growth Need Strength

1. What is Growth Need Strength?

a. desire for personal challenges, accomplishment, and learning

· employees with strong growth need are likely to respond positively to enriched jobs

· employees with weak growth need may experience enriched jobs as frustrating and dissatisfying

Learning Objective 4: State How the Organization Context Affects Motivation and Satisfaction.
A. Organization Approach

1. Organization Context

a. includes many different elements

· e.g., organization design, pay plan, culture, etc.

B. Herzberg’s Two-Factor Theory

1. What is Herzberg’s Two-Factor Theory?

a. two separate and distinct aspects of the work context are responsible for motivating and satisfying employees 

2. Hygiene Factors

a. nontask characteristics of the work environment that create dissatisfaction

· compensation

· level of responsibility

· working conditions

· company policies

· supervision

· coworkers

· salary

· formal status

· job security

b. need to be present to avoid dissatisfaction

c. absence of dissatisfaction is essential for creating a motivated workforce

· not sufficient on its own

3. Motivator Factors

a. aspects of the organizational context that create positive feelings among employees

· achievement

· challenge of the work itself

· responsibility

· recognition

· advancement

· growth

b. presence of motivators alone doesn’t guarantee that employees will be productive

· they lead to superior performance only if no dissatisfiers are present

.

c. based on an assumption that motivator and hygiene factors are similar for all employees

· employers should be able to motivate all employees by ensuring the presence of both hygiene and motivator factors

4. Recognizing the Power of Recognition

a. compensation affects satisfaction, but recognition is more effective for motivating employees

C. Treating People Fairly

1. Equity Theory

a. employees judge whether they’ve been treated fairly by comparing the ratio of their outcomes and inputs to the ratios of others doing similar work 

b. inputs 

· what an employee gives to the job 

· e.g., time, effort, education, and commitment to the organization

c. outcomes 

· what employees get out of doing the job

· e.g., the feelings of meaningfulness and responsibility associated with jobs, promotions, and increased pay

2. Equity Ratios

a. ratios and comparisons can be quite complex

b. employees consider many factors that are difficult to quantify and compare

c. overreward situations are rare, but have beneficial consequences

· overrewarded employees tend to perform better

d. underreward situations cause employees to feel dissatisfied and unmotivated

3. Comparison Targets

a. equity is a relative concept

b. two common targets for comparison

· other employees

· past situations you have experienced

c. employees understand that not everyone deserves exactly the same outcomes

· when others get more, employees may question whether the others’ inputs justify their better outcomes

4. Reactions to Perceived Inequity

a. if overrewarded

· increase inputs to justify higher rewards 

b. if underrewarded

· decrease inputs to compensate for lower rewards 

· change the compensation received through legal or other actions

· e.g., forming a union, filing a grievance, or leaving work early 

· modify comparisons by choosing another person to compare against 

· distort reality by rationalizing that inequities are justified

· leave the situation (quit the job) if inequities can’t be resolved

c. most reactions to inequity are harmful to the organization

· loss of high performers

· cost of replacing lost talent

· withholding of effort

· reduced morale

· frustration that can lead to aggression and hostility

d. equitable treatment of all employees benefits the organization

· increased commitment to jobs and the organization

· employees become more trusting, honorable, and loyal

· increased effort on the job

· improved cooperation among team members

Learning Objective 5: Describe How Individual Differences in Needs Can Affect Employees’ Work.

A. Individual Differences Approach

1. What is the Individual Differences Approach?

a. people differ in their abilities, personalities, values, and needs

· these differences affect motivation and satisfaction

· the individual differences approach considers employees’ needs as the basis for these differences

B. Types of Needs

1. What is a Need?

a. a strong feeling of deficiency in some aspect of a person’s life that creates an uncomfortable situation
2. Hierarchy of Needs 

a. Maslow believed that people have five types of needs

· physiological, security, affiliation, esteem, and self-actualization

· arranged in a hierarchy of needs

· describes order in which people seek to satisfy their desires

· as each level of needs is satisfied, motivation shifts to satisfying the next higher level of needs

b. physiological needs 

· food, clothing, and shelter

· people try to satisfy physiological needs before all others

c. security needs 

· desire for safety and stability, and the absence of pain, threat, and illness

· sometimes expressed as desire for stable job with adequate medical, unemployment, and retirement benefits

· also expressed as desire for work that builds competencies and ensures long-term employability

d. affiliation needs 

· desire for friendship, love, and belonging

· employees with high affiliation needs enjoy working closely with others

· employees with low affiliation needs may be content to work on tasks by themselves

· unsatisfied affiliation needs may result in

· frequent absenteeism

· low productivity

· stress-related behaviors

· possible emotional breakdown

e. esteem needs 

· desire for self-respect, a sense of personal achievement, and recognition from others

· to satisfy these needs, people seek opportunities for achievement, promotion, prestige, and status to symbolize their competence and worth

f. self-actualization needs 

· desire for personal growth, self-fulfillment, and the realization of the individual’s full potential

C. Moving through the Needs Hierarchy
1. Moving Up

a. satisfaction–progression hypothesis

· a need is a motivator until it becomes satisfied

· once a need has been satisfied another emerges to take its place

· lower level needs must be satisfied before higher needs become strong enough to motivate behavior

2. Moving Down

a. frustration–regression hypothesis

· when an individual is frustrated in meeting higher level needs, the next lower level needs reemerge and again direct behavior

· managers should work to remove blockages to needs satisfaction

· if blockages can’t be removed, try to redirect behavior toward satisfying a lower level need

Learning Objective 6: Describe How Understanding Motivation Can Help Managers Improve Employee Performance and Satisfaction.

A. Guidelines for Managers

1. Clearly Communicate the Organization’s Mission to Employees and Explain How Their Contribution to the Organization Will Help the Organization Realize its Mission.

a. everyone must be working toward the same results

2. State the Behaviors and Performance Achievements that are Desired and Explain How They Will be Rewarded.

a. work with employees to set specific and measurable goals

3. Design Jobs with High Motivating Potential.

a. jobs designed to meet the principles of job characteristics theory tend to be more satisfying than other jobs

4. Provide Frequent and Constructive Feedback.

a. feedback should focus on task performance

b. feedback should be given immediately when possible

5. Provide Rewards for Desired Behaviors and Outcomes.

a. employees tend to repeat behaviors that are rewarded

b. employees strive to achieve goals to which rewards are attached

c. a gap between actual and desired behaviors and goal achievement suggests that rewards and punishments are misaligned

6. Provide Rewards that Employees Value.

a. rewards must reflect the things employees value in order to be motivators

b. whenever possible, find ways to use various rewards to motivate a variety of employees

7. Provide Equitable Rewards.

a. employees make two types of comparisons

· they assess their own accomplishments in terms of the rewards they receive

· they assess their own accomplishments and rewards in terms of those of other employees

b. employees’ assessments of equity and fairness are basically subjective perceptions

· reward systems lose their motivational value when employees misunderstand the system

8. Recognize that Each Person is Unique.

a. differences in employees’ needs mean that rewards will be valued differently by employees

b. because these differences affect motivation, managers must understand each of their employees
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