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Finally, the person assesses the extent to which the outcome achieved fully addresses the
original need deficiency. Suppose the person wanted a 10 percent raise and a promotion to
vice president. If she got both, she should be satisfied. On the other hand, if she got only a 7
percent raise and a promotion to associate vice president, she will have to decide whether to
keep trying, to accept what she got, or to choose one of the other options considered earlier.
(Sometimes, of course, a need may go unsatisfied altogether, despite the person's best
efforts.)
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stc Early Perspectives on Motivation

Historical views on motivation, although not always accurate, are of interest for several
reasons. For one thing, they provide a foundation for contemporary thinking about
motivation. For another, because they generally were based on common sense and
intuition, an appreciation of their strengths and weaknesses can help managers gain useful

insights into employee motivation in the workplace.

The Traditional Approach

One of the first writers to address work motivation—over a century ago—was Frederick
Taylor. Taylor developed a method for structuring jobs that he called scientific
management. As one basic premise of this approach, Taylor assumed that employees are
economically motivated and work to earn as much money as they can. * Hence, he
advocated incentive pay systems. He believed that managers knew more about the jobs
being performed than did workers, and he assumed that economic gain was the primary
thing that motivated everyone. Other assumptions of the traditional approach were that
work is inherently unpleasant for most people and that the money they earn is more
important to employees than the nature of the job they are performing. Hence, people could
be expected to perform any kind of job if they were paid enough. Although the role of
money as a motivating factor cannot be dismissed, proponents of the traditional approach
took too narrow a view of the role of monetary compensation and also failed to consider

other motivational factors.
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Scientific management was developed around the idea that workers are motivated purely
by money. Frederick Taylor advocated using an incentive pay system to motivate workers
to perform tasks like laying bricks using the “one best way" so as to maximize productivity.
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The Human Relations Approach

The human relations approach supplanted scientific management in the 1930s. * The
human relations approach assumed that employees want to feel useful and important, that
employees have strong social needs, and that these needs are more important than money
in motivating employees. Advocates of the human relations approach advised managers to
‘make workers feel important and to allow them a modicum of self-direction and self-control
in carrying out routine activities. The feelings of involvement and importance were expected
to satisfy workers' basic social needs and result in higher motivation to perform. For
example, a manager might allow a workgroup to participate in making a decision to enhance
the quality even if he had mostly determined what the decision would be. The gesture of

allowing participation was expected to enhance motivation and involvement of the workers.

The Human Resource Approach

The human resource approach to motivation carries the concepts of needs and motivation
one step farther. Whereas the human relationists believed that feelings of contribution and
participation would enhance motivation, the human resource view, which began to emerge
in the 1950s, assumes that the contributions themselves are valuable to both individuals and
organizations. It assumes that people want to contribute and are able to make genuine
contributions. Management's task, then, is to encourage participation and to create a work
environment that makes full use of the human resources available. This philosophy guides
most contemporary thinking about employee motivation. At Ford, Apple, Texas
Instruments, and Hewlett-Packard, for example, work teams are being called upon to solve a

variety of problems and to make substantive contributions to the organization.
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54d Individual Differences and Motivation

‘We noted earlier that indi

idual differences play a key role in motivation. Simply put,
different things motivate different people. As we explored in detail in our last two chapters,
people have different abilities, needs, personalities, values, and self-concepts. Because of
these myriad differences, there is no one best way to motivate everyone. For example,

consider this conversation:

Nancy: “I can't believe you quit your job. Your work seemed so interesting, and you always
had a chance to learn new things. I like jobs that challenge me. Your new job sounds so

boring that I'd go crazy.”
Chris: “Well, it is tedious work, but it pays better than any other job around.”

What seems to be motivating to Chris? Money. But Nancy places a higher value on
challenging herself and doing a variety of tasks. This simple example highlights the fact that
to motivate others, it is critical that you first understand what does and what does not
motivate them. Our Global Issues feature describes how differences between people also

extend to cultural differences as well.
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(LEIRENEES Motivating a Global Workforce

Effectively motivating employees located across the globe is a significant challenge.
Managers must be sensitive to cultural differences in values and needs and understand

that what is acceptable in one culture may be taboo in another.

The American culture is more individualistic and egocentric than many other cultures.
Because American culture values individual achievement, Americans often have a desire to
be singled out and praised. In some cultures, people would be embarrassed or even
ashamed if they received the attention Americans strive for. In Japan, for example, there is
a saying, “It's the nail that sticks up that gets pounded.” Motivation and reward programs
in the Far East also tend to be more paternal than in the United States. In Indonesia, if a
company has a good year, bonuses are not a function of individual performance but rather
of each employee's organizational loyalty as measured by the number of years worked

with the company, plus the size of his or her family. *

Some motivation principles, like treating people with respect, apply equally well around
the world. For example, Colgate-Palmolive operates in more than 170 countries and
receives about 70 percent of its $7 billion revenues from overseas markets. A truly global
company, Colgate expects managers everywhere to show respect for their employees.
Colgate-Palmolive's performance-evaluation system, for instance, evaluates how managers
exemplify and reinforce respect. ¥ Employees from different cultures may differentially
value things like equality and individualism, but being treated with fairness and respect

resonates globally.
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An easy mistake to make when trying to motivate others is assuming that the same things
that motivate you also motivate them. People are diverse in the personality, values, needs,
abilities, cultures, and interests they bring to their jobs. These individual characteristics
motivate us to work harder at some things than at others. Individual characteristics are
internal motivational factors that are a part of who we are and compel us to try harder and
exert more effort toward reaching some goals as compared to others. The starting point for
motivated employees is hiring people whose individual characteristics lead to high
motivation on the job. A job requiring high-quality work will not be as motivating to
someone who lacks attention to detail as it will to a conscientious, detail-oriented person. In
your own career, finding a job that has the potential to fulfill your needs, meet your goals,

and complement your attitudes can help you to maintain your motivation as well.

In addition to the various individual differences we have already discussed, one additional
element is often very specifically related to the motivation to perform a specific task. If you
did not think that you could sell enough products to meet your quota, would you be
motivated to try very hard? Because people are motivated in part by what they expect to be
able to do, you would probably not be very motivated. Alternatively, if you are very
confident that you can meet your quota, and having met that quota receive a large
commission, you would probably be very motivated to work hard. Recall our discussion of
general self-efficacy as an individual difference back in Chapter 3. A specific form of self-
efficacy is especially related to employee motivation. Task-specific self-efficacy is a

person'’s beliefs in his or her capabilities to do what is required to accomplish a specific task.
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* Task-specific self-efficacy influences an individual's effort and persistence in the face of

challenges related to performing a specific task. * Task-specific self-efficacy beliefs have

three dimensions:

1. Magnitude: beliefs about how difficult a specific task can be accomplished

2. Strength: beliefs about how confident the person is that the specific task can be
accomplished

3. Generality: beliefs about the degree to which similar tasks can be accomplished.

Because task-specific self-efficacy perceptions are changeable, good managers proactively
enhance subordinates' perceptions of their abilities. Managers can raise task-specific self-
efficacy through coaching and encouragement, assuming the employee really does have the
potential to perform better. If an employee fails at a task he or she should be able to o, the
manager can express confidence in the employee and guide him or her through successful
experiences. When an employee is successful, the manager can discuss how the success was
due to the employee's skills and effort (rather than to luck) to enhance his or her task-

specific self-efficacy.

Similarly, if you find yourself lacking the confidence that you can do a task, you can take
steps to eliminate the performance barriers you identify. Perhaps more practice, seeking a
coach, or watching others perform the task successfully will increase your task-specific self-
efficacy and motivation. One of the most important determinants of motivation, and thus

success, is whether you believe you can accomplish the things you are trying to do.
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51

The Nature of Motivation

Motivation is the set of forces that causes people to engage in one behavior rather than
some alternative behavior. * Students who start assignments several weeks before they are
due to ensure that their term papers are the best they can be, salespeople who work on
Saturdays to get ahead, and doctors who make follow-up phone calls to patients to check on
their conditions are all motivated people. Of course, students who avoid the term paper by
spending the day at the beach, salespeople who go home early to escape a tedious sales call,
and doctors who skip follow-up calls to have more time for golf are also motivated, but their
goals are different. From the manager's viewpoint, the objective is to motivate people to

behave in ways that are in the organization's best interest. *
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51a The Importance of Motivation

Managers strive to motivate people in the organization to perform at high levels. This means
getting them to work hard, to come to work regularly, and to make positive contributions to
the organization's mission. But job performance depends on ability and environment as well

as motivation. This relationship can be stated as follows:
P=MxAxE
where

P = performance, M = motivation,
A = ability, and E = environment

To reach high levels of performance, an employee must want to do the job well (motivation);
must be able to o the job effectively (ability); and must have the materials, resources,
equipment, and information required to do the job (environment). A deficiency in any one
of these areas hurts performance. A manager should thus strive to ensure that all three

L *
conditions are met.
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In most settings, motivation is the most difficult of these factors to manage. If an employee
lacks the ability to perform, she or he can be sent to training programs to learn new job
skills. If the person cannot learn those skills, she or he can be transferred to a simpler job
and replaced with a more skilled worker. If an employee lacks materials, resources,
equipment, and/or information, the manager can take steps to provide them. For example, if
a worker cannot complete a project without sales forecast data from marketing, the manager
can contact marketing and request that information. But if motivation is deficient, the
‘manager faces the more complex situation of determining what will motivate the employee
to work harder. ® Of course, it is also important to understand what motivates us

personally.
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51b 1he Motivational Framework

We can start to understand motivation by looking at need deficiencies and goal-directed
behaviors. Figure 5.1 shows the basic motivational framework we use to organize our
discussion. A need—something an individual requires or wants—is the starting point. *
Motivated behavior usually begins when a person has one or more important needs.
Although a need that is already satisfied may also motivate behavior (for example, the need
to maintain a standard of living one has already achieved), unmet needs usually result in
more intense feelings and behavioral changes. For example, if a person has yet to attain the

standard of living she desires, this unmet need may stimulate her to action.

Figure 5.1 Motivational Framework

This framework provides a useful way to see how motivational processes occur. When
people experience a need deficiency, they seek ways to satisfy it, which results in a choice
of goal-directed behaviors. After performing the behavior, the individual experiences
rewards or punishments that affect the original need deficiency.
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A need deficiency usually triggers a search for ways to satisfy it. Consider a person who feels
her salary and position are deficient because they do not reflect the importance to the
organization of the work she does and because she wants more income. She may feel she
has three options: to simply ask for a raise and a promotion, to work harder in the hope of
earning a raise and a promotion, or to look for a new job with a higher salary and a more

prestigious title.

Next comes a choice of goal-directed behaviors. Although a person might pursue more than
one option at a time (such as working harder while also looking for another job), most effort
is likely to be directed at one option. In the next phase, the person actually carries out the
behavior chosen to satisfy the need. She will probably begin putting in longer hours,
working harder, and so forth. She will next experience either rewards or punishment as a
result of this choice. She may perceive her situation to be punishing if she ends up earning
no additional recognition and not getting a promotion or pay raise. Alternatively, she may

actually be rewarded by getting the raise and promotion because of her higher performance.
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Motivation begins with a need deficiency. Few people aspire to work as custodians or
maids, but the need for money to buy basic necessities can motivate people to accept
these kinds of jobs. Of course, the motivation for higher levels of income can also drive

people to work harder and seek advancement.
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