Motivation is practice
Money as a Motivator
Maslow and Alderfer, pay should prove especially motivational to people who have strong lower-level needs. Pay can also function to satisfy social, self-esteem and self-actualization needs. Expectancy theory provides the clearest answer… according to expectancy theory, if pay can satisfy a variety of needs, it should be highly valent, and it should be a good motivator to the extent that it is clearly tied to performance
The ability to earn money for outstanding performance is a competitive advantage for attracting, motivating and retaining ees.
Linking pay to performance on production jobs
Piece-rate: a pay system in which individual workers are paid a certain sum of money for each unit of production completed.
More common than pure piece-rate is a system whereby workers are paid a basic hourly wage and paid a piece rate differential on top of this. 
Wage-incentive plans: various systems that link pa to performance on production jobs.
Best example is Lincoln Electric company.
Potential problems with wage incentives
Lowered quality: increase quantity at expense of quality
Differential opportunity: A threat to the esetablishment of wage incentives exists when workers have different opportunities to produce at a high level.
Reduced cooperation: to maintain a high wage rate, machinist might hoard raw materials or refuse to engage in peripheral tasks.
Incompatible job design: as the size of the team increases, the relationship between any individuals productivity and his or her pay decreases.
Restriction of productivity: The artificial limitation of work output that can occur under wage incentive plans.. sometimes it happens because workers feel that increased productivity due to the incentive will lead to reductions in the workforce. More frequently, ees fear that if they produce at an especially high level, an employers will reduce the rate of payment to cut labour costs
Linking pay to performance on white-collar jobs
(clerical, professional and managerial)
Merit pay plans: systems that attempt to link pay to performance on white-collar jobs
Merit plans are employed greater frequency tha wage incentive and have become one of the most common forms of motivation in cdn organizations
Individuals who work under such plans do not perceive a link between their job performance and their pay.
Potential problems with merit pay plans
low discrimination: managers find it hard to discriminate between good performers and poor performers. Effective ratings systems are rarely employed
small increase: merit increases are simply too small to be effective motivators. Lump sum bonus: merit pay that is awared in a single payment and not built into base pay (gets peoples attention)
pay secrecy: threat to the effectiveness of merit pay plans is the extreme secrecy that surrounds salaries in most organizations. Such secrecy might severely damage the motivational impact o a well-designed merit plan. Ees are inclined to “invent” salaries for other members. Managers have a tendency to overestimate the pay of their ees and their peers and to underestimate the pay of their superiors. If performance evaluation systems are in adequate and poorly implemented, a more open pay policy will simply expose the inadequacy of the merit systems and lead managers to evaluate performance in a manner that reduces conflict.
Using pay to motivate teamwork:
People sometimes end up pursuing their own agendas at the expense of the goals of their work group.. some firms have either replaced or supplemented individual incentive pay with plans designed to foster more cooperation and teamwork. Organizations have to choose pay plans that support their strategic needs.
Profit sharing: the return of some co. profit to ees in the form of a cash bonus or a retirement supplement. Amount ee receives is based on their years of service, base pay and performance, which is evaluated twice a year. Unlikely to be highly motivating… too many factors beyond the control of the workforce can affect profits no matter how well people perform their jobs. Best in smaller firms
Ees stock ownership plans (ESOPS): incentive plans that allow ees to own a set amount of co. shares and provide ees with a stake in the company’s future earnings and success.Royal bank of Canada 85 percent of ees are enrolled in one. Increase ees loyalty and motivation because they align ees goals and interests with those of the organization and create a sense of legal and psychological ownership. Larger organizations it is more difficult for ees to see the connection between their efforts and co profits because many factors can influence the values of a cos stock besides ee effort and performance. Lose motivational potential in a weak economy (weak stock)
Gainsharing: group pay incentive plan based on productivity or performance improvements over which the workforce has some control. When measured costs decrease, the company pays a mthly bonus according to a predetermined formula that shares this “gain” between ees and the firm. Most common gainsharing plan is the Scanlon plan. Plan stresses participatory management and joint problem solving between ees and managers but it also stresses using the pay system to reward ees for this cooperative behaviour. GE, Motorola, carrier and dana)

Skill-based pay: (pay for knowledge) a system in which people are paid according to the number of job skills they have acquired. Motivates ees to learn a wide variety of work tasks, irrespective of the job that they might be doing at any given time. Used flexibility in task assignments and to give them a broader picture of the work process. Useful in flexible manufacturing… in which rapid changes in job demands can occur. Training costs can be high
P190 good chart of everything
Job design as a motivator
Current approaches to using job design as a motivator represent an attempt to capitalize on intrinsic motivation. Identify the characteristics that make some tasks more motivating ..
Traditional views of job design
From the beginning of the industrial revolution to the 1960s the prevailing philosophy regarding the design of most non-managerial jobs was job simplification. With complex machinery and an uneducated. Untrained workforce, these organizations recognized that specialization was the key to efficient productivity. Frederick winslow taylor presented scientific management… extreme division of labour and specialization. Also advocated careful standardization and regulation of work activities and rest pauses. Simplification helped them to achieve a reasonable standard of living.
Job scope and motivation
The breadth and depth of a job.
Breadth: the number of different activities performed on a job
Depth: the degree of discretion or control a work has over how work tasks are performed
Jobs with great breadth and depth are called high scope jobs (manager/professor) 
Classic example of low-scope job is the traditional assembly line job. (shallow and narrow in the sense that a single task is performed repetitively and ritually with no discretion as to method
High-scope jobs should provide more intrinsic motivation than low-scope jobs. (maslow nad ERG)
One way to increase the scope of a job is to assign ees stretch assignments… offer ees challenging opportunities to broaden their skills by working on a variety of tasks with new responsibilities (Javelin tech does this.
Job rotation: rotating ees to different tasks and jobs in an organization.. effective for developing new kills and expertise that can prepare ees for future roles
The job characteristics model
J. Richard Hackman and Greg Oldham developed the job characteristics model… proposes that there are several “core” job characteristics that have a certain psychological impact on workers
Core job characteristics:
Five
1. Skill variety: the opportunity to do a variety of job activities using various skills and talents  (job breadth, closely) 
2. Autonomy: the freedom to schedule one’s own work activites and decide work procedures (job depth)
3. Task significance: the impact that a job has on other people
4. Task identity: the extent to which a job involves doing a complete piece of work, from beginning to end
5. Feedback: information about the effectiveness of one’s work performance
Hackman and Oldham developed questionnaire called the job diagnostic survey (JDS) to measure the core characteristics of jobs
Motivating potential score = skill variety+task identity+ task significance/3 *autonomy *job feedback
Theoretically scores can range from 1-343 avg has been calculated at 128
Critical psychological states: 
Hackman and Oldham argue that work will be intrinsically motivating when it is perceived as meaningful, when the worker feels responsible for the outcomes of the work, and when the worker has knowledge about his or her work progress.
Outcomes: 
Relationship between the work and the worker is emphasized and the worker is able to draw motivation from the job itself. Workers will report satisfaction with higher-order needs
Moderators:
Jobs that are high in motivating potential do not always lead to favourable outcomes. Propose certain moderator or contingency variables. One of these is the job-relevant knowledge and skill of the worker. Workers with weak knowledge nad skills should not respond favourably to jobs that are high in motivating potential and since such jobs will prove too demanding. Moderator: growth need strength: the extent to which people desire to achieve higher order need satisfaction by performing their jobs.
Research evidence:
A recent review of the research on the job characteristics model found that all five core job characteristics were positively relate to the outcomes in the model (job satisfaction, growth satisfaction, internal work motivation) as well as other outcomes, including supervisor satisfaction, co-worker satisfaction, compensation satisfaction, promotion satisfaction, organizational commitment and job incolvement.

Job enrichment
The design of jobs to enhance intrinsic motivation, quality of working life and job involvement
Job involvement: A cognitive state of psychological identification with ones job and the importance of work to one’s total self-image (challenging and enriched jobs tend to have higher levels of job involvement)
Job enrichment involves increasing the motivating potential of jobs via the arrangement of their core characteristics. Many job enrichment schemes:
Combining tasks: assigning tasks that might be performed by a different workers to a single individual. Increase variety of skills employed and contribute to task identity as each worker approaches doing a unified job from start to finish.
Establishing external client relationships: putting ees in touch with people outside the org. who depend on their products or services. Might involve the use of new (interpersonal skills) increase the identity and significance of the job and increase feedback about one’s performance
Establishing internal client relationships: putting ees in touch with people who depend on their products within the org. (billers, expediters…) same advantages as external
Reducing supervision or reliance on others: increase autonomy and control over one’s own work.
Forming work teams: should lead to the formal and informal development of a variety of skills and increase the identity of the job 
Making feedback more direct: 
Potential problems with job enrichment	
Poor diagnosis: instituted without a careful diagnosis of the needs of th org. and te particular jobs in question… job enlarement: increasing job breadth by giving ees more tasks at the same level to perform but leaving other core characteristics unchanged. Giving more of the same boring jobs 
Lack of desire or skill: some workers do not desire enriched jobs. 
Demand for rewards: ask for greater extrinsic rewards... they are doing new jobs, learning new skills and yeah
Union resistance: unions are not enthusiastic about enrichment.
Supervisory resistance: impact on other jobs or other parts of the org system. Such a change may “disenrich” the boss’s job
Recent developments in job design: work design
job characteristics model and job enrichment have received the most attention, but have been criticized for being too narrow and focus on a limited number of motivational job  characteristics. 

Work design characteristics: attributes of the task, job and social and organizational environment
Consist of three categories
Motivational characteristics: task characteristics, which are similar to the core job chracteristics 
Knowledge characteristics: that refer to the kinds of knowledge, skill, and ability demands required to perform a job. 
Social characteristics have to do with interpersonal and social aspects of work ad include social support, interdependence, interaction outside of the organization and feedback from others
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Management by objectives
MBO: an elaborate, systematic, ongoing, program designed to facilitate goal establishment, goal accomplishment and ee development
Objectives for the org. are developed by top management and diffused down through the organization through the MBO process. Primary focus here is wit hthe nature of the interaction between managers and individual workers in an MBO program. Although there are many variations on th MBO theme, most manager-ee interactions share the following similarities:
1. The managers meets with individual workers to develop and agree on ee objectives for the coming months. These objectives usually involve both current job performance and personal development that may prepare the worker to perform other tasks or seek promotion. The onjectives are made as specific as possible and quantified, if feasible, to assit in subsequent evaluation of accomplishment. Time frames for accomplishment are specified and the objectives may be given priority according to their agreed importance. The methods toachieve the objectives may or may not be topics of discussion. Objectives, time frames and priorities are put in writing. 
2. There are periodic meetings to monitor ee progress in achieving objectives. During these meetings, people can modify objectives if new needs or problems are encountered.
3. An appraisal meeting is held to evaluate the extent to which hthe agreed upon objectives have been achieved. Special emphasis is placed on diagnosing the reasons for success or failure so that the meeting serves as a learning experience for both parties. 
4. The MBO cycle is repeated
Research evidence.
MBO results in clear productivity gains. MBO is difficult elaborate time consuming process and its implementation must have the full commitment of top management. If with good intentions is can be a difficult process.
Alternative working schedules as motivators for a diverse workforce
Point of a different work schedule is to meet diverse workforce needs and promote job satisfaction. Should reduce absenteeism and turnover
Flextime
An alternative work schedule in which arrival and departure times are flexible
Core time (915-12, 2-415) flexband (7-915,12-2, 415-6)
Research evidence
Workers always prefer the system to fixed hours, absenteeism and tardiness has gone down, productivity gains, positive
Compressed workweek
An alternative workschedule in which ees work fewer than the normal five days a week but still put in a normal number of hours per week.
Research evidence
People seem to like it, increased job satisfaction, no lasting changes
Job and work sharing
Job Sharing: an alternative work schedule in which two part time ees divide work of a full time job
Work sharing: reducing thenumber of hrs ees work to avoid layoffs when there is a reduction in normal business activity\

Research evidence
Job sharers must communicate well and can result in coordination problems
Telecommuting 
A system by which ees are able to work at home but stay in touch with their offices through the use of communications tech such as computer voice mail, messages
Research evidence
Benefits to org. and individuals
Negative effects on org. relationships

Motivation practices in perspective
The choice of motivational practices requires a thorough diagnosis of the org. as well as a consideration of ee needs. The most effective approach will depnd on a combination of factors. (ee needs, characteristics of org, and the outcome that an organization wants to achieve. Ultimately, motivational systems that make use of a variety of motivators such as performance based pay and job enrichment—used in conjunction with one another are likely to be most effective
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