Chapter 5

Why study motivation?
To adapt to fast change, to be able to compete globally, to be more flexible and give more attention to customers

What is motivation?
Motivation is wanting consistently to get something achieved. It is divided into four components:
Effort- How much strength does the worker put into his work?
Persistence- Is the work effort consistent or does he only work hard for 2 hours and then stops
Direction- Where is he aiming for, does the work go into an achievement good for the organization or is it counter productive
Goal- In this case we assume that employees aim for something to achieve within an organization, this means that what they do must be persistent with what the organization needs.

Intrinsic Motivation
Motivation coming form yourself. This means that you could be doing something for our own satisfaction of sense of achievement or something like that. Motivation that stems directly from the worker to the task

Extrinsic Motivation
Motivation coming externally. This means that it could stem from a pay, things you do simply to keep your job, supervision, etc. You don’t really want to do this out of yourself but you do it because you feel that it is a responsibility to do so. Motivation that stems from the work environment external to the task, usually applied by others.

Self-Determination Theory
A theory based on motivation coming from autonomous motivation, which is motivation coming intrinsically or controlled motivation which is motivation coming externally which is often exampled by rewards. Sometimes however, extrinsic can lead to intrinsic and vice versa. 

Motivation and performance
Performance is what you actually put into the work. Performance is the outcome of the work that you’re working on. Motivation contributes to performance but it is not the only factors, there are many other factors that influences the performance such as the individual’s intelligence, personality trait, etc.

General Cognitive Ability
Strong predictor of performance because a lot of jobs require strong efficacy of information processing. The mental ability of an individual and how fast they process information. In other words, this is the intelligence of an individual. Predicts training and learning success as well as job and career success.


Emotional intelligence
Divided into four components stage.

Perceiving emotions accurately in oneself and others: Being able to identify emotions from others and yourself. This means that you can identify people’s body language, what they’re feeling from what they say and identify your own emotions of what you’re feeling.

Using emotions to facilitate thinking: Being able to use their emotions for better thinking and making decisions such as using creativity in a workforce. This also includes being able to shift their emotions in order to see things from a different perspective.

Understanding emotional language and the signals conveyed by emotions
At this stage, people are able to understand the determinants of emotions and deal with them. People are able to “read” people’s emotions and know what they mean.

Managing emotions in order to achieve a specific goal: Being able to manage your emotions so that it helps you achieve a goal that you want. At this point you will be able to manage and regulate your emotions. For example you can stay calm while feeling angry.

Need theories of Motivation
Psychological and physiological wants that motivates workers
Under what circumstances will the worker be motivated to satisfy their wants
NeedsbehaviorIncentives and goals

Maslow Hierarchy of Needs
Physiological need: Food, water, anything that promotes our very existence
Security (Safety needs): A shelter, anything that keeps us from anxiety such as enough pay for survival, insurance plan, safe working condition and job security.
Belongingness need: Social acceptance which includes love, compassion, friends, etc. In an organizational standpoint it might be being able to interact with people at work.
Esteem needs: The feeling of competence, adequacy, independence and strength. These can be achieved in a workforce when you receive pay or more prestigious job titles. 
Self-Actualization needs: Achieving something that is something of your full potential to the fullest extent PERSONALLY. They have a clear perception of reality. 

To move up the ladder, the lower need must be gratified.




Alderfer’s ERG Theory
Existence needs: Includes food, water but also the safety need such as shelter, pay and safe working condition.
Relatedness needs: Open and honest opinion, interaction and communication and exchange of thoughts among other organizational members.
Growth needs: Achievement of their full potential and learning of new skills and abilities. 

To move up the ladder the lower need doesn’t MUST be satisfied. Actually, in some cases some people that cannot achieve one need, will concentrate more on the lower one such as a software engineer that cannot achieve relatedness need by communicating with other members, will concentrate on being better at computer programing and being better at his work.

McClelland’s Theory of Needs
People have three types of needs: Need for achievement, need for affiliation and need for power.

Need for Achievement: Intrinsically satisfying thus, comparable to the self actualization need. 

A preference of situation in which their personal responsibility can be taken for outcome: People with need for achievement don’t want to achieve things by luck, chance or help. They want to accomplish things purely from their own work. 

 A tendency to set rather difficult goals that provides calculated risks: People high in need for achievement don’t count easy goals as an achievement, rather, they want more difficult goals that has risks

A desire for performance feedback: They want feedback from others in order to change their strategy to attain goals and to signal them when their goals have been reached.

Need for Affiliation: People with strong need for affiliation tend to like to like others and like others to like them. They will be better at social networking, talking, writing to people. They avoid competition and have strong conformity to their friends this is very similar to belongingness and relatedness need.

Need for Power: Corresponding to self-esteem need. These people want to be influential as much as possible. In a group they tend to be high profile and they like to have prestigious social status.

Managerial Implication of Need Theories
· Appreciate diversity (Old worker vs. college graduate needs are different)
· Appreciate intrinsic motivation (Workers giving creative ideas because they’re aiming to jump to a higher need, managers should listen or else they will be stuck on lower need and stay unproductive)

Process theories of work motivation
The need theories examines what motivates us. The process theories rather looks at how does it motivate us.

Expectancy theory
Outcomes: There are two level of outcomes the first level of outcome is what you put into your work such as good attendance vs. bad attendance or good performance vs. bad performance. Second level of outcome is what follows the first level of outcome such as pay, self fulfillment, peer acceptance, etc. 
Instrumentality: The chance of the second level of outcome to follow the first level of outcome. So what are the chances of good performance linked to pay? If the instrumentality was .5 then that means there is 50% chance that a good performance by a person will result in a pay.
Valence: How much does the individual value the second level of outcome? If the second level of outcome was peer acceptance and he values pay then his valence should be low. The valence is the sum of the product of instrumentality and second level outcome. In other words, the first level outcome depends on the chances of getting their favorable second level of outcome.
Expectancy: The probability that the individual can perform the desired first level outcome. For example, a machinist can be certain (1.0) that he can perform at an average level of 15 units producing a day as opposed to only 0.6 expectancy that he can perform 20 products a day.
Force: Force is the effort put into the first level of outcome. The force is the first level outcome valence times the expectancy. In other words, it is how much value the worker puts into his outcome and the expectancy that it can be achieved.

All in all, people are motivated in work that they find attractive and feel like they can accomplish
Attractiveness of a work stems from the extent to which it can bring personal favorable consequences.

Equity theory
Earlier we discussed how one’s input compared to their output results in their satisfaction. Now we discuss how this motivates workers. Workers spend a lot of energy to try and lower their inequity and try to be as fair as possible. They will: 
Distort their own input or outcome (telling himself that he has a promotion coming up)
Distort their comparison’s input or outcome 
Choose another comparison group 
Alter their input or output (Work less hard, ask for a promotion)
Leave the exchange relationship (Resign from the job and find another place with more equity)
Goal Setting Theory
A theory suggesting that goals are only motivating when the task is challenging, specific and when feedback is given about goal attainment.

Goal Orientation and Types of Goal
Goal Orientation: Recent research proved that goals are more or less motivating depending on the preference of the goal. Some prefer learning goals, some prefer performance prove goal, etc.
Learning Goal Orientation: Individuals with learning goal orientation are concerned with goals that make them learn, acquire new skills, having new knowledge, etc.
Performance-prove Goal: Individuals with performance-prove goals are concerned with showing their competency by being able to perform their task and achieving their goals. They seek favorable judgments.
Performance-avoidance Goal: Individuals with performance-avoidance goal are people that perform tasks simply because they want to avoid negative feedback if they didn’t do it.
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Job Design as a Motivator
Capitalize intrinsic motivation
Some characteristic of jobs makes the work more motivating than others. The goal is to take these characteristics and implement as much of it possible in a job to make it more motivating.

Job Rotation
Gives more meaningfulness in their job
Employees are rotated to different task and objectives
It can make them learn to skills

5 Core Job Characteristics
Skill Variety: The opportunity to do multiples of skills in a job with various job activities.
Autonomy: The extent to how much freedom a worker has in his task or job.
Task Significance: The impact that the job has on others
Task Identity: The extent to which a job requires an individual to do the work from beginning till the end.
Feedback: People are more motivated when they receive feedback on their position of where they stand on the scale of their goal

Psychological state: 

Meaningfulness of the work: Skill variety, Task identity, task significance
Responsibility of the work: Autonomy
Knowledge of the actual results: Feed back from the job
 
These psychological states lead to:
High internal motivation, high job effectiveness, high overall job satisfaction, high growth satisfaction.

Job Enrichment
The design of job to improve the intrinsic motivation, working environment, quality of life and job involvement of workers. 
Increasing the job motivation by putting the core job motivational characteristics in it.

Job Enrichment Procedures
Combining Tasks: Making the task of various jobs, making it into one job. For example, a sander, strainer, cutting wood people combine their task into one job.
Establishing external client relationship: Involves getting people in the workforce in touch with people external to the organization. For example, they might allow line workers to read letters from people that complains about their product.
Establishing Internal client relationship: Establishing relationship among employees/within the organization. For example, the billers are assigned to salesperson.
Reducing Supervision or reliance on others:  The goal of this is to increase autonomy. For example, clerical workers might be allowed to check their own mistakes instead of making a supervisor check it. Similarly, a manufacturing worker might be allowed to make the own material billing.
Forming Work Team: Forming a team to finish one task because a team is stronger than one individual performing one specific task.
Making feedback more direct: For example, in an assembly line, workers sign their own toll-free number on each of the product they make in case there is a problem, to get a direct feedback from the customer on their products.

Potential Problems with Job Enrichment
Poor Diagnosis: Sometimes firms are lazy and increase things in the firm as an attempt to create more motivation but instead becomes counter productive. Example can be given that they try to motivate employee by giving more tasks but it’s the same old boring task.
Lack of Desire or Skill: Some people simply don’t want the extra responsibility in a workforce and therefore don’t desire the enrichment in jobs
Demand for Rewards: Sometimes, since workers are assigned more tasks and more responsibility, they will ask for rewards such as pay raise.
Union Resistance: 
Supervisory Resistance: While enriched jobs make workers more satisfied, they tend to dienrich the jobs of those that are supposed to supervise since the workers have more autonomy

Management by Objectives (MBO)
Setting goals and objective to workers top down in the management hierarchy. Top managers assign task for lower workers by following 4 steps.
1. They sit together and develop an objective for the coming month. It involves current job and personal improvement for future job objective or seeks promotions. Time frame is talked about and it is quantitative. 
2. There are periodic meetings to monitor the progression. During these meetings, they can modify the objectives.
3. Another meeting to see if employees have met the objective and give special mention about the mistakes or achievement as a learning objective.
4. The MBO cycle is repeated
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What is a group?
Consists of two or more people working together to achieve a common goal
Formal group: Groups that are established by organization in order to facilitate the achievement of goals for the organization
Informal group: Naturally formed by people sharing same interest of goal.

Stage of Goal development
Forming: At this stage, they are “testing the water” what are we doing here? What is the purpose. The circumstance is often ambiguous and members are aware that they need to rely on each other.
Storming: People are discussing the roles, tasks. There is confrontation and criticism and determine where the group is going and if they accept where they are going.
Norming: Members make compromise and solve the issues in storming. Norms are developed and they recognize that they need each other (Interdependence).
Performing: With everything sorted out, the group uses their energy toward accomplishing their goals.
Adjourning: Some organizations have definite lifespans such as only accomplishing one specific task or layoffs. Therefore, at the adjourning stage, they perform rituals to celebrate each and their previous accomplishment

Group Structure and its Consequences
The characteristics that makes that group an organization whether be the size or member diversity which is the most basic characteristics, or norms (the expectation that members have on each other), roles (who does what in a group), status (which rewards goes to who) and cohesiveness (How attractive is the group to its members).






Social Loafing
The act of withholding their effort contribution in a group because of either two reasons:
Free rider effect: They are not contributing because they want to get a free ride at the expense of their fellow members
Sucker effect: They are not contributing efforts because others are not pulling the weight.

Counteracting Social Loafing
Make individual performance more visible: Make group size smaller so that individual’s work are more visible and post performance scales.
Make sure that the work is interesting: If the work is interesting, it will give them intrinsic motivation to counteract social loafing.
Increase feeling of usefulness: Members sometimes loaf because they think that their effort are unnecessary to the group. By making them feel more useful, they will contribute more.
Increase performance feedback: Sometimes members loaf because they are unaware of their performance, by giving feedbacks on their performance, it should encourage them to contribute more.
Reward group performance: Members are more likely to give their own inputs when there is a group reward.

What is a team?
A group within an organization
We will use it interchangeably with the term group
Major building block in north America
Proved to be very efficient 

Designing effective work teams
When the physical and intellectual outputs are acceptable to management
When the members of the team’s needs are satisfied and not annoyed by it
When the group experience enables the members work together
Group effectiveness occurs when:
When high effort is directed towards the group task
Using and discussing strategy to get it accomplished
How to get it done

Self-Managed Work Teams(SMWTs)
The opportunity to do more challenging work under reduced supervision
The group regulates much of their members’ behavior
Critical success of the group depend on:
Task for self-managed teams: It has to be challenging and enriched. In other words, it needs interdependence among employees, and task identity
Composition of self-managed teams
Stability: Self-managed team requires high cohesiveness, trust and identity. With members always leaving and having new members, such factors cannot be achieved. The team must be stable.
Size: Keeping the size as small as possible to avoid social loafing and coordination problem, specially in a self managed team where there is low supervision.
Expertise: The group doesn’t need each individual to know everything but the group as a whole should know how to accomplish things without running to the boss. At least each members of the group should have one skill which is social skill to communicate with each other.
Diversity: They need diverse people for different perspective. A group of only MBA males might not be diverse and will all be thinking inside the box.

Supporting Self-Managed Teams
Training: 
· Technical training: A training that supervisor has done before and gives training to the new member in turn. Could be math, computer use, etc.
· Social skills: Problem solving, dispute, assertiveness, etc.
· Language skills: Good for ethnically diverse team for smoother communication
· Business training: Training of finance, accounting, etc. to grasp a better picture of the team’s work

Rewards: Giving team rewards instead of individual rewards is crucial
Management: Self-management will not receive the best support when managers feel threatened and losing power and opportunity for promotion. The good managers in a self management team are those that mediate between teams and deal with union concern.

Cross Functional Team
Requires diverse specialty skills from different people to work on a task.
Members need to be expert in their own areas and cooperate with others
Known for product development

Principle of Effectiveness
Composition: All relevant specialties are necessary
Superordinate goals: Attractive outcome that can be achieved with collaboration. In mustang, it was to keep the legendary name alive while corporate budget cut.
Physical Proximity: Team members need to be located close to each other to facilitate informal contact
Autonomy: Cross functional teams need autonomy and functional specialist need some authority to make decisions.
Rules and procedures: Although they want to keep minimal rules, some rules must be applied to avoid anarchy. In mustang case, they agreed that a single manufacturing person would have veto over the body change of the car
Leadership: Because of potential conflicts, cross team leaders need good people skills as well as task expertise.  

Virtual Team
Teams that are formed online regardless of their geographic region that uses technology to communicate across time, space and organizational boundary.

Advantages of Virtual Teams
Linking minds through technology has some advantages
Around-the-clock work: In today’s non stop economy, the advantage of 24/7 work is highly advantageous. Workers can play with timezone to make the work flow non-stop. For example, a worker in china works during the day while the person in Canada sleeps and the person in Canada then continues the work while the worker in china sleeps, creating non-stop work flow.
Reduced travel time and cost: Before, important meetings required workers to travel long distance. With today’s technology they can simply use face-to-face application online for meetings. It saves time, energy, money and security.
Larger talent pool: Many company face the problem of finding talented people because of geographic issues; workers do not want to relocated for work. With virtual community, they can virtually find any worker to work for them by eliminating the relocation problem.

Disadvantages of Virtual Teams
Trust: Trust is very important and is usually developed through physical contact and socialization which is non existent in virtual community.
Miscommunication: Face to face communication is different from online conversation because many factors in face to face communication is lost. When you have a face to face communication, the facial expression, tone, etc. give away your true meanings, this can create miscommunication.
Isolation: People need socialization such as sharing dinner with coworkers, talking about life, kids, wife, etc. When they work online, they are isolated and lack socialization.
High-Cost: Although, online technology saves cost for traveling, it must balance with the cost of maintenance of their online technology 24/7
Management issues: Managers have issues dealing with workers online when they cannot be seen. They can no longer access performance, monitor their performance, etc.
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