Chapter 5 – Theories of Work Motivation
WHY STUDY MOTIVATION??
Motivation is super important for contemporary organizations.  This comes from the need to increase productivity in order to compete at a global level.  The stable systems of rules, regulations and procedures that once were a guide to behaviour are being changed to requirements for flexibility and attention to customers that necessitate higher levels of imitative where this imitative is depends on motivation.  A good set of motivational theories needs to recognize diversity and consider that the same conditions will not motivate everyone.  Also, these theories should explain how some people are self-motivated and how others need external motivation and consider all aspects of the social aspect of the human being such as how your motivation is affected by others treating you.    
WHAT IS MOTIVATION??
Basic characteristics of motivation:  Motivation is the extent to which persistent effort is directed to a goal.  Some characteristics are effort (strength of the person’s work related behaviour; effort has to be appropriate towards your job such as the lifters exhibit an effort lifting crates while researchers exhibit effort while researching) persistence (the persistence to which tat individual is applying effort to their work related tasks, example would be you lift crates for 2 hours and then goof off for 6, this is not persistent so not very motivated) direction (quality of work, do you give out persistent effort in a direction that benefits the organization? Motivation entails in working smart and hard) goals (you behaviour is directed towards some kind of goal.  I am motivated to be in the best shape of my life, my goal is to do this so I am motivated.)
Extrinsic vs Intrinsic motivation:  Intrinsic motivation is motivation that stems from the direct relationship between the worker and the task since it is usually self-applied. Examples are like achievement, accomplishment, challenge and competence that you get from your job and the feeling you get from it.  Extrinsic motivation stems from the work environment external to the task, applied by someone other than the person being motivated.  Examples are like pay, fringe benefits, company policies and supervision.  The distinction between the two is pretty fuzzy, so that’s why many theories of motivation implicitly make the distinction:
· Self-determination theory considers whether people’s motivation is autonomous or controlled.  Uses both intrinsic and extrinsic factors.  Autonomous motivation is when people are self-motivated by intrinsic factors while controlled motivation is when people are motivated to obtain a desired consequence or extrinsic reward.  Something interesting about this theory is that sometimes extrinsic factors can lead to autonomous motivation since the person is going to get a deeper internalization of the values or attitudes going with the behaviour and they don’t need the external rewards or what not.  Some research suggests that extrinsic rewards can lead to a decrease of intrinsic motivation since people believe that they are only doing well due to the rewards that they get or from the environment that motivates them.  They are not internally motivated.  
Motivation and performance:  Performance is the extent to which an organizational member contributes to achieving the objectives of an organization.  Intelligence can predict performance.  Two forms of intelligence:
· General Cognitive Ability:  Intelligence or mental ability.  General cognitive ability is a person’s basic information processing capacities and cognitive resources.  Includes cognitive abilities like verbal, numerical special and reasoning abilities that are used to perform a mental task.  This form of intelligence predicts learning and training success; job performance in all kinds of jobs; include both manual and metal tasks.  This is better used as a predictor of performance for higher technical and complex jobs.  
· Emotional Intelligence:  This is the ability to understand and manage one’s own and other’s feelings and emotions.  Perceive and express emotion; assimilate emotion in thought; understand and reason about emotions; manage your own emotions and in others.  EI model consist of 4 skills that form sequential steps making a hierarchy.  
· Perceiving emotions accurately in oneself and others:  identify emotions in faces and in non-verbal behaviour.  Most basic step; necessary to perform other steps in model.
· Using emotions to facilitate thinking:  use emotions in functional ways like making a decision or cognitive processing.  Ability to shift your emotions into other ones that help you see things in different ways (perception).  
· Understanding emotions, emotional language and signals conveyed by emotions:  Understand how different situations and events generate emotions and how they are influenced by various emotions.  Examples are like to know not to ask someone who is in a bad mood to do a favour for you.
· Managing emotions so as to attain specific goals:  manage yours and others’ emotions; maintain emotional relationships.  Highest level of EI, need to master other steps before doing this; can adjust, change or regulate your emotions and others to suit a situation.  
EI predicts both academic and job performance,  EI is strongly related to jobs where you need lots of emotional labour like customer service; when you have high levels of cognitive ability, less importance of EI for job performance and vice versa.  
Motivation Performance relationship:  performance can be low with high motivation; poor understanding of the job or even luck can damage performance.  Having some of these does not always mean good motivation and good performance!! 
NEED THEORIES OF WORK MOTIVATION
A need theory is a motivation theory that specifies the kind of needs people have and the conditions under which they will be motivated to satisfy these needs in a way that contributes to performance.  They are concerned with what motivates a worker.  Needs lead to behaviour which lead to incentives and goals.  3 need theories of motivation:
1. Maslow’s Hierarchy of Needs:  Most basic to most compelling needs; hierarchy.  
· Physiological Needs:  you need it to survive (food, water, oxygen, shelter).  In organizational settings, can be like minimum pay and working conditions.
· Safety Needs:  security needs, stability, freedom from anxiety and a structured and ordered environment.  Safe working conditions, fair and stable set of rules and regulations, job security, comfortable work environment, pension and insurance plan and above minimum wage for survival.  
· Belongingness Needs:  social interaction, affection, love, companionship and friendship.  This is like interacting with others on the job, friendly people at work, opportunity and teamwork, opportunity to develop new social relationships
· Esteem Needs:  feelings of adequacy, competence, independence, strength and confidence and an appreciation of what you do from others.  On the job, it can be your opportunity to master a task leading to a feeling of achievement and responsibility as well as rewards, promotions, job titles, professional recognition.
· Self-Actualization Needs:  desire to develop your own true potential and to express your skills, talents and emotions to fill you the most.  You have a good perception of reality, accept yourself and others, independent and creative, appreciate world around you.  
*These needs follow each other.  Basic needs are given from extrinsic factors while as you move up the chain it becomes more and more intrinsic.  There is no best motivator.  Need to address all of these needs.*
2. Adelfer’s ERG theory:  The ERG theory is a three level hierarchical need theory of motivation that allow for movement up and down the hierarchy.  Three categories of needs:
- Existence needs:  satisfied by some material substance or condition; satisfy Maslow’s physiological needs and safety needs rather than interpersonal relations.  Need for food, shelter, pay and safe working conditions.  
- Relatedness needs:  satisfied by open communication and exchange of thoughts and feelings with other organizational members.  Correspond pretty well to belongingness needs and esteem needs that involve getting feedback from others.  
- Growth needs:  strong personal involvement in a work setting; utilize your skills and abilities and the creative development of new skills and abilities.  Kind of goes along with self-actualization and aspects of esteem needs.    
Adelfer’s theory kind of goes along with Maslow’s.  Both agree that as lower level needs are satisfied, the desire to have higher level needs will increase.  Existence leads to relatedness then to growth.  Some differences are that in the ERG, the lower level needs do NOT always HAVE to be satisfied meaning that the ERG theory is not rigid.  The second one is that if the higher level needs are ungratified, the more that there will be a desire for a gratification of lower level needs.  
3. McClelland’s Theory of Needs:   A non-hierarchical need of motivation that outlines the conditions under which certain needs result in particular patterns of motivation.    He is more concerned with the specific behaviour consequences of needs.  Under what conditions are certain needs likely to result in particular patterns of motivation? Three needs:
· Need for achievement (good for sales and entrepreneurial, running small business):  being high in this means you want to perform a challenging task well; concern with bettering their performance and others’, innovation and long term involvement; intrinsic and addresses both growth and self-actualization needs; they have the following characteristics
· Preferences for situations where they have personal responsibility for outcomes; need an experience for achievement
· Tendency to set moderately difficult goals that provide for calculated risk
· Desire for performance feedback; can modify goal attainment strategies accordingly.
· Need for affiliation (social work or customer relations):  strong desire to establish and maintain friendly and compatible interpersonal relationships; want to like others and want others to like them; communicate lots by phone, face to face, writing and social networking; avoid conflict; it is a belongingness or relatedness need.
· Need for power (journalism and management):  strong desire to influence others, make significant impact or impression; want to be in social settings where they are influential; strong concern for personal prestige; they are the boss in small groups; want risky positions; goes closely with the self-esteem need.
Managerial Implications of Need Theories:  
· Appreciating Diversity:  Need to be adept to evaluate individual employees and offer incentives or foals that correspond to their needs.  Need of a recent college graduate may be different than those of an older employee getting ready for retiring.  Offer programs that meet needs of employees; find out what their needs are and address them.
· Appreciate intrinsic motivation:  Two key reasons why this is important; First is that the organizational survival depends on the innovative and creative behaviour of its members.  Appreciating this allows the employee to have higher order need fulfillment, while ignoring it makes the employee feel like they give nothing to the organization.  Second, higher order needs prompts demands for greater satisfaction of lower order needs.  Give out too many rewards (extrinsic motivation), gratify lower level needs and management relies on this to motivate employees, employees are deprived of higher order needs and come to expect more and more of these extrinsic motivators for their services, creates a vicious motivational cycle and creates cost for the organization. 
PROCESS THEORIES OF WORK MOTIVATION
Process Theories are concerned with how motivation in employees occurs.  Three process theories:
1. Expectancy (Probability that a particular first level outcome can be achieved) Theory:  Process theory that states motivation is determined by outcomes that people expect to occur as a result of their actions on the job.  Force (first level valance x Expectancy) is the effort directed toward a first level outcome.  Expectancy theory is based on perception of individual worker; might have differences in valance or instrumentalities and different expectations of being able to perform at high levels which leads to different motivation patterns.       Components are:
· Outcomes:  consequences that follow work behaviour; first level outcomes are of particular interest to the organization (high vs. low productivity), how will an employee choose this outcome over the other.  Second level outcomes are the consequences that come from the first level outcome; involve pay, level of accomplishment, acceptance by peers etc.
· Instrumentality:  probability that a particular first level outcome will be followed by a particular second level outcome; high productivity leads to high pay.  
· Valence:  expected value of outcomes, extent to which they are attractive and unattractive.  
Managerial implications of expectancy theory:  
· Boost expectancies:  managers want to ensure that employees achieve first level outcomes of interest to the organization.  Force equation states that workers do not pursue goals if expectancy is low.  Ways to boost expectancies are to give out better equipment, demonstrate correct procedures, training, explain how we grade performance and listen to employee problems.  
· Clarify reward contingencies:  managers need to make sure path between first and second level outcomes are clear.  Want good attendance? Clarify consequences of good and bad attendance.  
· Appreciate diverse needs:  should attempt to try to make up diversified motivational packages for individual employees.  
2. Equity Theory:  Process theory that states that motivation stems from a comparison of the inputs one invests in a job and the outcomes one receives in comparison with the inputs and outcomes of another person or group.  When there is fair exchange; increase in job satisfaction.  Individuals are motivated to maintain an equitable exchange relationship.  Really concerned with payment (such as being underpaid); all lies within employee perceptions (I think I’m being underpaid)
3. Goal Setting Theory:  basic characteristic of all organizations is that they have goals which is the object or aim of an action.  Want organizational goals to go along with personal goals; some employees don’t know what their performance goals are since they don’t know what their boss expects of them which can make an employee ignorant of their current performance.  Implicit performance goals are not making an impression.  What kinds of goals are motivational??  The goal setting theory is a process theory that states that goals are motivational when specific, challenging and when organizational members are committed to them and feedback about progress toward goal attainment is provided.  Positive effect of goals are due to four mechanisms which are; they direct attention toward goal relevant activities, leads to greater effort, increase and prolong persistence and leads to a discovery of strategies for goal attainment.  You want your goals to be:
· Specific:  exact level of achievement for people to accomplish in a certain time frame; enroll in 5 courses next semester and get a B or better in each course
· Challenging:  don’t want your goals to be impossible – lose motivation.  Want your goal to be pegged to the competence of individual workers and their competence to be increased when the goal is achieved.  
· Commitment by employees:  accept and work hard to achieve them; good to do when goals are hard and difficult to achieve.
· Given feedback:  ongoing feedback that gives person chance to compare current performance with goal.
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