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CHAPTER 6

TABLE 6-4

STRATEGY. DESCRIPTION

Rewards Tie goal achievement to the receipt of monetary or nonmonetary
rewards.

Publicity Publicize the goal to significant others and coworkers to create some.
social pressure to attain it

Support Provide supportive supervision to aid employees if they struggle to attain

the goal.

Participation Collaborate on setting the specific proficiency level and due date for a

goal 5o that the employee feels a sense of ownership over the goal.

Resources Provide the resources needed to attain the goal and remove any con-

straints that could hold back task efforts.

Sources: Adapted from .. Hollenbeck and H.J. Klcin,“Goal Commitment and the GoalSeting Process: Problems, Pros-
pects, and Proposals for Future Research.” Journal of Appied Piychoogy 72 (1981), pp. 212-20; H.J. Klein, M.J. Wesson,

IR Hollenbeck, and B.J. Alge,“Goal Commitment and the Gos-Seting Process: Conceptual Clarifcaton and Empirical
Synthesis.” Journal of Appled Prychology 84 (1999), pp. 885-96; EA. Locke, G, Latham, and M. Erez, “The Determi-
nants of Goal Commitmen,” Academy of Management Review 13 (1988). pp. 23-29; and G.P. Latharm, “The Motivational
Benefits of GoalSetting.” cademy of Management Exccutie 18 (2004), pp. 126-29.

‘commitment is high, assigning specific and difficult goals will have significant benefits for task
performance. However, when goal commitment is low, those effects become much weaker.” The
importance of goal commitment raises the question of how best to foster commitment when assign-
ing goals to employees. Table 64 summarizes some of the most powerful strategies for fostering
goal commitment, which range from rewards to supervisory support to employee participation.**

Microsoft recently revised its use of goal setting principles in an effort to boost goal commit-
ment and task performance.” The company had become concerned that employees viewed their
‘goals as objectives they hoped to meet rather than objectives they were committed to meeting. More-
over, approximately 25-40 percent of employees were working under goals that were either not
specific enough or not measurable enough to offer feedback. To combat these trends, managers
are now trained to identify five to seven S.M.ART. goals for each employee and to link rewards
directly to goal achievement. The S.M.A.R.T. acronym summarizes many beneficial goal character-
istics, standing for Specific, , Achievable, Results Based, and T tive. (Although
that acronym s a useful reminder, note that it omits the allimportant “Difficult” characteristic.)
Managers and employees at Microsoft participate jointly in the goal setting process, and managers
offer support by suggesting task strategies that employees can use to achieve the goals. In this way,
managers and employees come to understand the “how” of achievement, not just the “what."** For
insights into how goal setting operates across cultures, see our OB Internationally feature.

EQUITY THEORY
Returning to our running example in Figure 6-1, imagine that at this point, you've decided to work
on the assignment your boss gave you, and you've been told that it’s due by Tuesday at 10:30 a.m.
and can't have more than two mistakes in it. Thats a specific and difficult goal, so your browser
hasn't been launched in a while, and you haven't even thought about checking Facebook. In short,
you've been working very hard for a few hours, until the guy from across the hall pops his head in.
You tell him what you're working on, and he nods sympathetically, saying, “Yeah, the boss gave
‘me a similar assignment that sounds just as tough. I think she realized how tough it was though,
because she said I could use the company’s playoff tickets if I finish it on time.” Playoff tickets?
Playoff tickets?? Looks like i’s time to check Facebook after all.

‘What does it mean to be
equitably treated according|

o equty theory. and how
o employees respond to
nequity?

CHAPTER & Motvation

INTERNATIONALLY

Research in cross-cultural OB suggests that there are some “universals” when it comes to motiva-

tion. For example, interesting work, pay, achievement, and growth are billed as motivating forces

‘whose importance does not vary across cultures. Of course, some motivation principles do vary in

their effectiveness across cultures, including some of the strategies for fostering goal commitment.

« “Types of goals. Should goals be given on an individual or a groupwide basis? Employees in the
United States usually prefer to be given individual goals. In contrast, employees in other coun-
tries, including China and Japan, prefer to receive team goals. This difference likely reflects the.
stronger emphasis on collective responsibility and cooperation in those cultures.

* Rewards. Rewards tend o increase goal commitment across cultures, but cultures vary in the
types of rewards that they value. Employees in the United States prefer to have rewards allocated
according to merit. In contrast, employees in other countriesincluding China, Japan, and
‘Sweden—prefer that rewards be allocated equally across members of the work unit. Employees
in India prefer a third allocation strategy—doling out rewards according to need. These cultural
differences show that nations differ in how they prioritize individual achievement, collective
solidarity, and the welfare of others.

- Participation. National culture also affects the importance of participation in setting goals.
Research suggests that employees in the United States are likely to accept assigned goals
because the culture emphasizes hierarchical authority. In contrast, employees in Israel, which
lacks a cultural emphasis on hierarchy, do not respond as well to assigned goals. Instead,
employees in Israel place a premium on participation in goal setting.

« Feedback. Culture also influences how individuals respond when they receive feedback regard-
ing goal progress. As with participation, research suggests that employees in the United States
are more likely to accept feedback because they are comfortable with hierarchical authority
relationships and have a strong desire to reduce uncertainty. Other cultures, like England,
place less value on reducing uncertainty, making feedback less critical to them.

Sources: H. Aguinis and C.A. Henle, “The Search for Universals in Cross Cultural Organizational Behavio” in Organizatinal
‘Behavir: The Sate of the Science d. J. Greiberg (Matwab, NJ: Exbaum, 2003), pp. 373-411; PC. Early and C.B Gibson,
“Taking Stock in Our Progress on Individualsm-Collecivisr: 100 Years of Solidait and Commanity” Journal of Manase.
ment 24 (1998), pp. 265-304; M. Erez, "A Cultue Based Model of Work Motvation.” in New erspectives o InernationalIndis-
ril/Organizaional Pyhology, ed. PC. Eaey and M. Exez (San Francisco: New Lesingion Pess, 1997), p. 193-242; M. Erez
and PC. Earley, “Comparative Analysi of GoabSetting Stateges Across Culure,” Journal of Aplled Pschology T2 (1987),
Pp. 658-65; and PG. Audia and . Tams,"Goal Setin. Performance Apprisl, and Feedback actoss Cultures” i Blackwell
Handbook of Cross Culural Management,ed. MJ. Ganin and K.L. Nevman (Malden, MA: Backvel, 2002),pp. 142-54.

Unlike the first two theories, equity theory acknowledges that motivation does't just depend
on your own beliefs and circumstances but also on what happens to other people.®' More specifi-
cally, equity theory suggests that employees create a “mental ledger” of the outcomes (or rewards)
they get from their job duties. What outcomes might be part of your mental ledger? That's
completely up to you and depends on what you find valuable, though Table 6-5 provides a listing
of some commonly considered outcomes. Equity theory further suggests that employees create
a mental ledger of the inputs (or contributions and investments) they put into their job duties.**
‘Again, the composition of your mental ledger is completely specific to you, but Table 6-5 provides
a listing of some inputs that seem to matter to most employees.

So what exactly do you do with these mental tallies of outcomes and inputs? Equity theory
argues that you compare your ratio of outcomes and inputs to the ratio of some comparison
other—some person who seems to provide an intuitive frame of reference for judging equity.**
There are three general possibilities that can result from this “cognitive calculus,” as shown in
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TABLE 6-5

Pay Effort

Seniority benefits Performance
Fringe benefits Skills and abilties
Status symbols Education
Satisfying supervision Experience
Workplace perks Training

Intrinsic rewards Senlority

Source: Adapted rom 1. Adams,“Inequityin Social Exchan
L Berkowitz (New York: Academic Press, 1965), pp. 267-99.

n Advances in Experimental Scial Pscholog Vol. 2, 4.

Figure 6-6. The first possibiliy is that the ratio of outcomes to inputs is balanced between you
and your comparison other. In this case, you feel a sense of equity, and you're likely to maintain
the intensity and persistence of your effort. This situation would have occurred if you had been
offered playoff tickets, just like your colleague.

‘The second possibility is that your ratio of outcomes to inputs is less than your comparison
other's ratio. According to equity theory, any imbalance in ratios triggers equity distress—an inter-
nal tension that can only be alleviated by restoring balance to the ratios.** In an underreward case,
the equity distress likely takes the form of negative emotions such as anger or envy. One way to
stop feeling those emotions is to try to restore the balance in some way, and Figure 66 reveals
two methods for doing so. You could be constructive and proactive by talking to your boss and
explaining why you deserve better outcomes. Such actions would result in the growth of your out-
comes, restoring balance to the ratio. Of course, anger often results in actions that are destructive
rather than constructive, and research shows that feelings of underreward inequity are among the
strongest predictors of counterproductive behaviors, such as employee theft (see Chapter 7 on
trust, justice, and ethics for more on such issues).* More relevant to this chapter, another means.
of restoring balance is to shrink your inputs by lowering the intensity and persistence of effort.
Remember, it's not the total outcomes or inputs that matter in equity theory—it's only the ratio.

“The third possibilty is that your ratio of outcomes to inputs is greater than your comparison
other's ratio. Equity distress again gets experienced, and the tension likely creates negative emotions
such as guilt or anxiety. Balance could be restored by shrinking your outcomes (taking less money,
giving something back to the comparison other), but the theory acknowledges that such actions are
unlikely in most cases.” Instead, the more likely solution i to increase your inputs in some way. You
could increase the intensity and persistence of your task effort or decide to engage in more “extra
mile” citizenship behaviors. At some point though, there may not be enough hours in the day to
increase your inputs any further. An alternative (and less laborintensive) means of increasing your
inputs s to simply rethink them~—to reexamine your mental ledger to see if you may have “undersold”
your true contributions. On second thought, maybe your education or seniority is more critical than
you realized, or maybe your skills and abilities are more vital to the organization. This cogitive
distortion allows you to restore balance mentally, without altering your behavior in any way.

There is one other way of restoring balance, regardless of underreward or overreward circum-
stances, that's not depicted in Figure 6-6: Change your comparison other. After all, we compare
our “lots n life” o a variety of other individuals. Table 6:6 summarizes the different kinds of com-
parison others that can be used.* Some of those comparisons are internal comparisons, meaning
that they refer to someone in the same company.** Others are external comparisons, meaning that
they refer to someone in a different company. If a given comparison results in high levels of anger
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COMPARISON RESULT WAYS TO RESTORE BALANCE
Equity

e

Noactions needed.

Underreward Inequity.

Grow your outcomes by talking to your
boss or by stealing from the company.

Shrink your inputs by lowering the
intensity or persistence of effort

Overreward Inequity.

Your Other's Shrink your outcomes (yeah, right
out me: let's see what we can do about those
inputs....
] .

Grow your nputs through more high
qualty work or through some “cognitive
distorton.”

J

Source: Adapted from J.5. Adams, “Inequiy in Social Exchang
L. Berkovitz (New York: Academic Prss, 1965), pp. 267-99

* in Advances in Experimental Socal Psycholog Vol. 2, 0.

and envy or high levels of guilt and anxiety, the frame of reference may be shifted. In fact, research
suggests that employees don't just compare themselves to one other person; instead, they make
‘multiple comparisons to a variety of different others.”® Although it may be possible to create a sort
of “overall equity” judgment, research shows that people draw distinctions between the various
equity comparisons shown in the table. For example, one study showed that job equity was the
most powerful driver of citizenship behaviors, whereas occupational equity was the most powerful
driver of employee withdrawal.”

‘These mechanisms make it clear that judging equity is a very subjective process. Recent data
from a Salary.com report highlight that very subjectivity. A survey of 1,500 employees revealed
that 65 percent of the respondents planned to look for a new job in the next three months,
with 57 percent doing so because they felt underpaid. However, Salary.com estimated that only
19 percent of those workers really were underpaid, taking into account their relevant inputs and
the current market conditions. In fact, it was estimated that 17 percent were actually being over-
‘paid by their companies! On the one hand, that subjectivity s likely to be frustrating to most man-
agers in charge of compensation. On the other hand, it's important to realize that the intensity
and persistence of employees' effort s driven by their own equity perceptions, not anyone else’s.

Perhaps many employees feel they're underpaid because they compare their earnings with their
CEOS. In 1980, the median compensation for CEOs was 33 times that of the average worker.
Three decades later, that ratio is more than 100 times the average worker's compensation (and
1,000 times for the companies mentioned in the prior paragraph). Why do boards of directors
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TABLE 6-6
COMPARISON TYPE DESCRIPTION

Job Equity Compare yourselfto others doing the same job in the same com-
pany, with similar levels of education, seniority, and performance.

Company Equity Compare yourselfto others i the same company but in different
Jobs, with similar levels of responsibility and working conditions.

Occupational Equity Compare yourself to others doing the same job in other compa-

nies, with similar levels of education, seniority, and performance.

Educational Equity Compare yourselfto others who have attained the same educa-

tion level,

Age Equity Compare yourselfto others of the same age.

Source: Adapted from RW. Scholl, E.A. Cooper, and J.F. McKenna, *Referent Selection in Determining Equity Percep-
tions: Differental Efects on Behavioral and Atitudinal Outcomes.” Pesonnel Pychology 40 (1987), pp. 113-24.

‘grant such large compensation packages to CEOs? Although there are many reasons, some have
speculated that the pay packages represent status symbols, with many CEOs viewing themselves
in celebrity terms, along the lines of professional athletes. Alternatively, CEO pay packages may
represent rewards for years of climbing the corporate ladder or insurance policies against the low
job security for most CEOs.

‘Can such high pay totals ever be viewed as equitable in an equity theory sense? Well, CEOs likely
have unusually high levels of many inputs, including effort, skills and abilites, education, experience,
training, and seniority. CEOs may also use other CEOS as their comparison others—as opposed to
rankand-file employees—making them less likely to feel a sense of overreward inequity. Ultimately,
however, the equity of their pay depends on how the company performs under them. Unfortunately,
one analysis revealed a nearzero correlation between CEO pay and shareholder returns.””

Some organizations grapple with concerns about equity by emphasizing pay secrecy (though that
doesn't help with CEO comparisons, given that the Securities and Exchange Commission demands
the disclosure of CEO pay for all pubhcly traded companies). One survey indicated that 36 percent
of s explicitly di from pay with their  and surveys
alo inticat that ot employees approve of py sectey™ s payserecy a ood Kea? Altbough i
has not been the subject of much research, there appear to be pluses and minuses associated with
pay secrecy. On the plus side, such policies may reduce conflict between employees while appealing
to concerns about personal privacy. On the minus side, employees may respond to a lack of accurate
information by guessing at equity levels, possibly perceiving more underpayment inequity than truly
exists. In addition, the insistence on secrecy might cause employees to view the company with a
sense of distrust (see Chapter 7 on trust, ustice, and ethics for more on this issue).’

PSYCHOLOGICAL EMPOWERMENT

Now we return, for one last time, to our running example in Figure 6-1. When last we checked in,
your motivation levels had suffered because you learned your coworker was offered the company’s
playoff tickets for successfully completing a similar assignment. As you browse the web in total
“time-wasting mode,” you begin thinking about all the reasons you hate working on this assignment.
Even aside from the issue of goals and rewards, you keep coming back to this issue: You would
never have taken on this project by choice. More specifically, the project itself doesn't seem very
meaningful, and you doubt that it wil have any real impact on the functioning of the organization.

‘Those sentiments signal a low level of psychological empowerment, which reflects an energy
rooted in the belief that work tasks contribute to some larger purpose.” Psychological empower-
ment represents a form of intrinsic motivation, in that merely performing the work tasks serves as
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OB

STAR TREK BEYOND

The farther out we go, the more I find myself wondering what it is we're irying o accomplish. If
the universe is truly endless, then are we not striving for something forever out of reach?

With those words, Captain James T. Kirk (Chris Pine) expresses the crux of his problem in
Star Trek Beyond (Dir. Justin Lin, Paramount Pictures, 2016). His ship, the U.S.S. Enterprise, is
three years into a fiveyear mission in deep space. The mission hasn't had a lot of glamour lately,
between mapping solar systems and brokering peace treaties between alien civilizations. When
one of those brokerings goes awry, Kirk has to utter his classic line, “Scotty, get me out of herel”
He was talking about a planet, but could've also been talking about his job.

CEniertainment Pictures/Alamy

In a psychological empowerment sense, Kirk sees little purpose in his work. After all, what
value is there in mapping out something that's infinite? Moreover, in space on a starship, each day
literally looks and feels exactly the same. Even when that peace treaty goes anything but peace-
fully, all Kirk can say is I ripped my shirt again.” When Dr. McCoy (Karl Urban) asks if Kirk is
OK, the Captain responds, “Never better. Just another day in the fleet.”

To make matters worse, the monotony has begun to make Kirk doubt the meaningfulness and
impact of what he's doing. “As for me,” he notes in his log, “things have started to feel a ltle . .
episodic.” When the Enterprise docks for shore leave at Starbase Yorktown, Kirk is hopeful that it
willift the crew’s morale noting, “Perhaps a break from routine will offer up some respite from the.
mysteries of the unknown.” For his part, Kirk is about to explore a new job opportunity—leaving his
post 1o become a vice admiral at the Yorktown. Perhaps that postis something more of his choosing,
and more in line with what he's good at. Will he really leave the Enterprise? In a “be careful what you
wish for” twist, that answer depends on whether Kirk survives the challenge right around the corner.

its own reward and supplies many of the intrinsic outcomes shown in Table 6:2. The concept of
psychological empowerment has much in common with our discussion of “satisfaction with the
work itself” in Chapter 4 on job satisfaction. That discussion illustrated that jobs with high levels
of variety, significance, and autonomy can be intrinsically satisfying.” Models of psychological
empowerment argue that a similar set of concepts can make work tasks intrinsically motivating.
Four concepts are particularly important: meaningfulness, self-determination, competence, and
impact. To see these concepts at play in deep space, see our OB on Screen feature.
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Meaningfulness captures the value of a work goal or purpose, relative to a person’s own ide-
als and passions.™ When a task is relevant to a meaningful purpose, it becomes easier to con-
centrate on the task and get excited about it. You might even find yourself cutting other tasks
short so you can devote more time to the meaningful one or thinking about the task outside
of work hours.’ In contrast, working on tasks that are not meaningful brings a sense of empti-
ness and detachment. As a result, you might need to mentally force yourself to keep working
on the task. Managers can instill a sense of meaningfulness by articulating an exciting vision or
purpose and fostering a noncynical climate in which employees are free to express idealism and
passion without criticism.*0 For their part, employees can build their own sense of meaningful-
ness by identifying and clarifying their own passions. Employees who are fortunate enough to
be extremely passionate about their work sometimes describe it as “a calling"~something they
were born to do.*!

Selfdetermination reflects a sense of choice in the initiation and continuation of work tasks.
Employees with high levels of self-determination can choose what tasks to work on, how to struc-
ture those tasks, and how long to pursue those tasks. That sense of self-determination is a strong
driver of intrinsic motivation, because it allows employees to pursue activities that they them-
selves find meaningful and interesting* Managers can instill a sense of self-determination in their
employees by work tasks, rather than micr them, and by trusting
to come up with their own approach to certain tasks.*? For their part, employees can gain more
self-determination by carning the trust of their bosses and negotiating for the latitude that comes
with that increased trust.

‘Competence captures a person's belief n his or her capability to perform work tasks success-
fully.* Competence is identical o the selfefficacy concept reviewed previously in this chapter;
employees with a strong sense of competence (or selfefficacy) believe they can execute the par-
ticular behaviors needed to achieve success at work. Competence brings with it a sense of pride
and mastery that s itself intrinsically motivating. Managers can instill a sense of competence in
their employees by providing opportunities for training and knowledge gain, expressing positive
feedback, and providing challenges that are an appropriate match for employees’ skill levels.*
Employees can build their own competence by engaging in self-directed learning, seeking out feed-
back from their managers, and managing their own workloads.

Impact reflects the sense that a person’s actions “make a difference™that progress is being
made toward fulfilling some important purpose.* Phrases such as “moving forward,” “being on
track,” and “getting there” convey a sense of impact.*” The polar opposite of impact is “learned
helplessness™—the sense that it doesn't matter what a person does, nothing will make a differ-
ence. Here, phrases such as “stuck in a rut,” “at a standstill," or “going nowhere” become more
relevant. Managers can instill a sense of impact by celebrating milestones along the journey to
task accomplishment, particularly for tasks that span a long time frame.** Employees can attain a
deeper sense of impact by building the collaborative relationships needed to speed task progress
and initiating their own celebrations of “small wins” along the way.

Studies of  generational
trends point to the increas-
ing interest of psychological
empowerment as a motivating
force. For example, one sur-
vey of 3,332 teens worldwide
revealed that 78 percent viewed
personal fulfillment as a key
motivator®* There is also a
sense that younger employees
enter the workplace with higher
expectations for the impor-
tance of their roles, the auton-
omy they'll be given, and the
progress they'll make in their
organizational careers. That
trend is especially apparent in

©Namas Bhojani/AP Images

Whats psychological

empowerment, and what
four beliefs determine
empowerment levels?

Young employees at
MindTree, an information
technology consulting firm,
are given mentoring and
personal attention 10 build
asense of empowerment.

CHAPTER 6

How does motvation affect
job performance and orga-
nizational commitment?

Motvation

India, where the younger generation is coming of age in a time of unprecedented job opportunities
due (o the tech-services boom. MindTree, an IT consulting firm headquartered in New Jersey and
Bangalore, India, takes steps to prevent young employees from feeling “lost in a sea of people.”
‘The company places new hires into “houses” with their own assembly space and work areas, provid-
ing opportunities for more personal attention and mentoring. Infosys, another IT consulting firm
based in Bangalore, established a “Voice of Youth Council” that places a dozen under-30 employ-
ees on its executive management commitice. The committee gives younger employees the chance
toimpact the company’s operations. Bela Gupta, the council's youngest member at 24 years of age,
describes the experience as “very empowering.”

SUMMARY: WHY ARE SOME EMPLOYEES MORE MOTIVATED
THAN OTHERS?

So what explains why some employees are more motivated than others? As shown in Figure 67,
answering that question requires considering all the energetic forces that initiate workelated
effort, including expectancy theory concepts (expectancy, instri lity, valence), the existence
(or absence) of specific and difficult goals, perceptions of equity, and feclings of psychological
empowerment. Unmotivated employees may simply lack confidence due to a lack of expectancy
or competence or the of an goal. Alternatively, such employees may feel
their performance is not properly rewarded due to a lack of instrumentality, a lack of valence,
or feelings of inequity. Finally, it may be that their work simply isn't challenging or intrinsically
rewarding due 1o the assignment of easy or abstract goals or the absence of meaningfulness, self-
determination, and impact.

HOW IMPORTANT IS MOTIVATION

Does motivation have a significant impact on the two primary outcomes in our integrative model
‘of OB~does it correlate with job performance and organizational commitment? Answering that
question is somewhat complicated, because motivation is not just one thing but rather a set of
energetic forces. Figure 68 summarizes the research evidence linking motivation to job perfor-
‘mance and organizational commitment. The figure expresses the likely combined impact of those
energetic forces on the two outcomes in our OB model.

Turning first to job performance, literally thousands of studies support the relationships
between the various motivating forces and task The ing force with the stron-
gest performance effect is self<flicacy/competence, because people who feel a sense of internal
self-confidence tend to outperform those who doubt their capabilities.” Difficult goals are the sec-
ond most powerful motivating force; people who receive such goals outperform the recipients of
easy goals.” The motivational force created by high levels of valence, , and expec-
tancy is the next most powerful motivational variable for task performance.*” Finally, perceptions
of equity have a somewhat weaker effect on task performance.**

Less attention has been devoted to the linkages between motivation variables and citizenship
and counterproductive behavior. With respect to the former, employees who engage in more
workrelated effort would seem more likely to perform “extra mile” sorts of actions because those
actions themselves require extra effort. The best evidence in support of that claim comes from
research on equity. Specifically, employees who feel a sense of equity on the job are more likely
to engage in citizenship behaviors, particularly when those behaviors aid the organization.” The
same employees are less likely to engage in counterproductive behaviors because such behaviors
often serve as a retaliation against perceived inequitics.”

As with citizenship behaviors, the relationship between motivation and organizational com-
mitment seems straightforward. After all, the psychological and physical forms of withdrawal
that less ployees are evidence of low levels of motivation.
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FIGURE 6-8

@-

Motivation has a strang positive effect on Job Performance. People who experience higher
levels of motivtion tend to have higher levels of Task Performance. Those effects are strongest
for self-efficacy/competence, followed by goa difficulty the valence-Instrumentalty-expectancy
‘combination, and equy. Less is known about the effects of motivation on Citizenship and
Counterproductive Behavior, though equity has a moderate posiive effect on the former and a
moderate negative effect on the latter.

®-

Less is known about the effects of Motivation on Organizational Commitment. However, equity
has a moderate positive effect. Peaple who experience higher levels of equity tend to feel higher
levels of Affective Commitment and higher levels of Normative Commitment. Effects on
Continuance Commitment are weaker

. /

Sources: Y. Cohen-Charash and PE. Spector, “The Role of Justice in Organizations: A Meta-Analysis.” Organicational
Behavor and Human Decsion Processes 86 (2001), pp. 287-321; JA. Colguitt, DE. Conlon, MJ. Wesson, COLH.
Porter,and K.Y. Ng, “Justice a the A Review of 25 Years of O Justice Research,”
Journalof Appied Psichology 86 (2001), pp. 425-45; J.P. Meyer, D.J. Stanley, L. Herscovitch, and L. Topolnyisky, “Afec-
tive, Continuance, and Normative Commitment o the Organization: A Meta-Analysi of Antecedents, Correlates, and
‘Conseaquences,” Journal of Vocational Behavior 61 (2002), pp. 20-52; A.D. Sajkovic and F. Luthans, *SelFEffcacy
and WorkRelated Performance: A Meta-Analysis” Pychological Bulletin 124 (1998), pp. 240-61; W. Van Eerde and
H. Thierry, “Vrooms Expectancy Models and WorkRelated Criteia: A Meta-Analysi,” Journal of Appled Poychology
81 (1996), pp. 575-86; and RE. Wood, AJ. Mento, and E.A. Locke, “Task Complexity as 2 Moderator of Goal Effcts:
A Meta-Analyss” Journal of Appled Psychology T2 (1981), pp. 416-25.

APPLICATION: COMPENSATION TEMS

The most important area in which motivation concepts are applied in organizations is in the
design of compensation systems. Table 67 provides an overview of many of the elements used in
typical compensation systems. We use the term *element” in the table to acknowledge that most
organizations use a combination of multiple elements to compensate their employees. Two points

Clearly employees who are daydreaming, coming in late, and taking longer breaks are struggling
to put forth consistently high levels of work effort. Research on equity and organizational com-
mitment offers the clearest insights into the motivation-commitment relationship. Specifically,
employees who feel a sense of equity are more emotionally attached to their firms and feel a stron-
ger sense of obligation to remain.*”

‘must be noted about Table 6.7, First, the descriptions of the elements are simplistic; the reality
is that each of the elements can be implemented and executed in a variety of ways.** Second, the
elements are designed to do more than just motivate. For example, plans that put pay “at risk”
rather than creating increases in base salary are geared toward control of labor costs. As another
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TABLE 6-7
ELEMENT DESCRIPTION
Individual-Focused

Piece-rate A specified rate is paid for each unit produced, each unit sold, or
each service provided.

Merit pay Anincrease to base salary is made in accordance with perfor-
mance evaluation ratings.

Lump-sum bonuses Abonus s received for meeting individual goals but no change
s made to base salary. The potential bonus represents “at risk”
pay that must be re-eamed each year. Base salary may be lower
in cases in which potential bonuses may be large.

Recognition awards Tangible awards (gift cards, merchandise, trips, special events,
time off, plaques) or intangible awards (praise) are given on an
impromptu basis to recognize achievement

Unit-Focused

Gainsharing Abonus s received for meeting unit goals (department goals,
plant goals, business unit goals)for criteria controllable by
employees (iabor costs, use of materials, quality). No change is
made to base salary. The potential bonus represents “at risk”
pay that must be re-eamed each year. Base salary may be lower
i cases in which potential bonuses may be large.

Organization-Focused

Profit sharing Abonus s received when the publicly reported earnings
of a company exceed some minimum level, with the magnitude
of the bonus contingent on the magnitude of the profits. No.
change is made to base salary. The potential bonus represents.
“at risk” pay that must be re-earned each year. Base salary may
be lower in cases in which potential bonuses may be large.

example, elements that stress individual achievement are believed to alter the composition of a
workforce over time, with high achievers drawn to the organization while less motivated employ-
ees are selected out. Finally, plans that reward unit or organizational performance are designed
to reinforce collaboration, information sharing, and monitoring among employees, regardless of
their impact on motivation levels.

One way of judging the motivational impact of compensation plan elements is to consider
whether the elements provide difficult and specific goals for channeling work effort. Merit pay
and profit sharing offer little in the way of difficult and specific goals because both essentially
challenge employees to make next year as good (or better) than this year. In contrast, lump-sum
bonuses and gain sharing provide a forum for assigning difficult and specific goals; the former
does 50 at the individual level and the latter at the unit level. Partly for this reason, both types of
plans have been credited with improvements in employee productivity.?*

Another way of judging the motivational impact of the compensation plan elements is to con-
sider the correspondence between individual performance levels and individual monetary out-
comes. After all, that correspondence influences perceptions of both instrumentality and equity.

‘Wnat steps can organiza-
tlons take to increase
employee motivation?

CHAPTER 6 Motvation

Profit sharing, for example, is unlikely to have strong motivational consequences because an indi-
vidual employee can do litle to improve the profitability of the company, regardless of his or her
job performance. ® Instrumentality and equity are more achievable with gain sharing because the
relevant unit is smaller and the relevant outcomes are more controllable. Sill the highest instru-
‘mentality and equity levels will typically be achieved through individual-focused compensation
elements, such as pieceate plans o merit pay plans.

Of the two individualfocused elements, merit pay is by far the more common, given that
it is difficult to apply piece-rate plans outside of manufacturing, sales, and service contexts.
Indeed, one review estimated that merit pay is used by around 90 percent of U.S. organiza-
tions. " Criticisms of merit pay typically focus on a smaller than expected differentiation in pay
across employees. One survey reported that pay increases for top performers (5.6 percent on
average) are only modestly greater than the pay increases for average performers (3.3 percent
on average).'*? Such differences seem incapable of creating a perceived linkage between perfor-
‘mance and outcomes (though merit reviews can also have indirect effects on pay by triggering
promotions).

A number of factors constrain instrumentality and equity in most applications of merit pay.
As noted earlier, one such factor is budgetary constraints because many organizations frecze o
lmit pay increases during an economic downturn. Another factor is the accuracy of the actual
performance evaluation. Think of all the times you've been cvaluated by someone else, whether
in school or in the workplace. How many times have you reacted by thinking, “Where did that
rating come from?” or “I think I'm being evaluated on the wrong things!” Performance evalua-
tion experts suggest that employees should be evaluated on behaviors that are controllable by the
employees (see Chapter 2 on job performance for more discussion of such issues), observable by
‘managers, and critical to the implementation of the firm'’ strategy."™ The managers who conduct
evaluations also need 10 be trained in how to conduct them, which typically involves gaining
knowledge of the relevant behaviors ahead of time and being taught to keep records of employee
‘behavior between evaluation sessions.'**

Even if employees are evaluated on the right things by a boss who has a good handle on their
‘performance, other factors can still undermine accuracy. Some managers might knowingly give
inaccurate evaluations due to workplace politics or a desire to not “make waves.” One survey
showed that 70 percent of managers have trouble giving poor ratings to underachieving employ-
ees." Unfortunately, such practices only serve to damage instrumentality and equity because they
to separate star employees from struggling employees. To ensure that such separation occurs,
Yahoo! insttuted a “stacked ranking” system to determine compensation, in which managers rank
all the employees within their unit from top to bottom.'”” Employees at the top end of those rank-
ings then receive higher bonuses than employees at the bottom end. Although such practices
raise concerns about employee morale and excessive competitiveness, research suggests that such
forced distribution systems can boost the performance of a company's workforce, especially for
the first few years after their implementation. %

Finally, another factor that can hinder the effectiveness of merit pay is its typical oncea-
year schedule. How long a shelf life can the motivational benefits of a salary increase really
have? One month? Two months? Six? Such concerns have led a number of organizations to
supplement other compensation elements with more widespread use of recognition awards.
For example, Symantec, the Mountain View, California-based software firm, uses something
called an Applause Program. ** It honors employees in real time with a combination of gift cards
(worth up to $1,000) and electronic thank-you cards. Estimates suggest that around 65 percent
of employees have been recognized with some form of “applause” since the program launched.
The Everett Clinic, based in Everett, Washington, uses a number of different recognition awards,
colorfully named HeroGrams, Caught in the Act cards, and Pat on the Back cards."” Explains.
Daniel Debow, the founder of Rypple, a performance management system that resembles Face-
book in its look and feel, “We live in a reaktime world . .. 5o it's crazy to think people wouldn't
want real-time feedback.”"!"
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TAKEAWAYS .

6.1 Motivation is defined as a set of energetic forces that originates both within and outside
an employee, initiates work-related effort, and determines its direction, intensity, and
persistence.

6.2 According to expectancy theory, effort is directed toward behaviors when effort is believed
to result in performance (expectancy), performance is believed to result in outcomes (instru-
mentality), and those outcomes are anticipated to be valuable (valence).

6.3 According to goal setting theory, goals become strong drivers of motivation and perfor-
mance when they are difficult and specific. Specific and difficult goals affect performance
by increasing self-set goals and task strategies. Those effects occur more frequently when
employees are given feedback, tasks are not too complex, and goal commitment is high.

6.4 According to equity theory, rewards are equitable when a person’s ratio of outcomes to
inputs matches those of some relevant comparison other. A sense of inequity triggers equity
distress. Underreward inequity typically results in lower levels of motivation or higher levels
of counterproductive behavior. Overreward inequity typically results in cognitive distortion,
in which inputs are reevaluated in a more positive light.

6.5 Psychological empowerment reflects an energy rooted in the belief that tasks are contribut-
ing to some larger purpose. Psychological empowerment is fostered when work goals appeal
to employees’ passions (meaningfulness), employees have a sense of choice regarding work
tasks (self-determination), employees feel capable of performing successfully (competence),
and employees feel they are making progress toward fulfilling their purpose (impact).

6.6 Motivation has a strong positive relationship with job performance and a moderate positive
relationship with organizational commitment. Of all the energetic forces subsumed by moti-
vation, self-efficacy/competence has the strongest relationship with performance.

6.7 Organizations use compensation practices to increase motivation. Those practices may include
individualfocused elements (piece-rate, merit pay, lump-sum bonuses, recognition awards),
unitfocused elements (gain sharing), or organization-focused elements (profit sharing).
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DISCUSSION QUESTIONS .

61 Which of the outcomes in Table 6-2 are most appealing to you? Are you more attracted to
extrinsic outcomes or intrinsic outcomes? Do you think that your preferences will change as
you get older?

6.2 Assume that you were working on a group project and that one of your teammates was
nervous about speaking in front of the class during the presentation. Drawing on Figure 6-3,
what exactly could you do to make your classmate feel more confident?

6.3 Consider the five strategies for fostering goal commitment (rewards, publicity, support,
participation, and resources). Which of those strategies do you think is most effective? Can
you picture any of them having potential drawbacks?

6.4 How do you tend to respond when you experience overreward and underreward inequity?
‘Why do you respond that way rather than with some other combination in Figure 6-6?

6.5 Think about a job that you've held in which you felt very low levels of psychological empow-
erment. What could the organization have done to increase empowerment levels?

CASE: GOOGLE .

One motivational issue that Google pays particular attention to concerns its star performers.
Most organizations treat performance evaluation ratings—and accompanying compensation
differences—much like grades in a college course. Just as a distribution of grades might have a
few A’s, more A-’s, B+’s, B’s, and B-’s, and a few C’s, so too do performance evaluations wind
up with a few 5’s, more 4’s, 3’s, and 2’s, and a few 1’s. Thus, scores and rewards have a “bell
curve” distribution, with fewer people in the tails and more in the middle. Moreover, just as an
A is only a bit more rewarding than an A-, so too does a 5 get just a bit more than a 4.
Although there’s a logic to that view of evaluation and compensation, it misses an important
insight from scientific work on performance. That work suggests that the top 1 percent of
performers contribute 10 percent of the firm’s productivity all by themselves. Similarly, the top 5
percent of performers contribute 25 percent of the productivity all by themselves. Put differently,
stars aren’t just a little bit better than typical employees—they’re worlds better. This is especially
true in white collar jobs where there are no equipment or process constraints on what employees
can do. As Bill Gates once argued, “A great lathe operator commands several times the wage
of an average lathe operator, but a great writer of software code is worth 10,000 times the
price of an average software writer.”
Laszlo Bock, the former head of Google’s People Operations group, followed such
advice when rewarding star performers. He argues, “Internal pay systems don’t move quickly
enough or offer enough pay flexibility to pay the best people what they are actually worth.
The rational thing for you to do, as an exceptional performer, is to quit.” Thus, Google prac-
tices what he calls “paying unfairly”~where “unfairly” means a rejection of the notion that
5’s should only get a little more than 4’s or 3’s. “If the best performer is generating ten
times as much impact as an average performer, they shouldn’t necessarily get ten times the
reward,” Bock notes, “but I'd wager they should get at least five times the reward.” He
continues, “The only way to stay within budget is to give smaller rewards to the poorer
performers, or even the average ones. That won’t feel good initially, but take comfort in know-
ing that you’ve now given your best people a reason to stay with you, and everyone else a
reason to aim higher.”
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for a snack and drink from a food kiosk between
rounds of Foosball? Or maybe someone huddled over a
computer, headphones on, late in the evening, writing code?
Judging from the sheer breadth of Google's products, ser-
vices, and initiatives, it seems clear that the second image
s more prevalent. So, what s it that motivates “Googlers” to
put forth so much effort on the job? Certainly the work they
dois an important factor. Employees are given the freedom
to spend part of their week on projects that interest them.
Moreover, the company’s mission—to organize the world's
Information and make it accessible to all—provides a sense
of purpose for the rank-and-ile.

That said, Google's People Operations group does a
number of things to keep employees motivated. Employees
are given specific, measurable, and ambitious goals each
quarter—termed “OKR's" (for Objectives and Key Resuits)
Those OKR's are shown on the company’s internal website,
fight next to an employee’s phone and office number.
Successfully meeting OKR's then feeds into Google's
performance evaluation process, which occurs twice a year.
Employees are rated by their managers on a five-point scale

Clacques Brinon/Gety Images.

where 1 = needs improvement, 2
expectations, 3 = exceeds expectations, 4 = strongly

consistently meets

exceeds expectations, and 5 = superb. To ensure that
higher ratings really do go to higher performers, managers
engage in a process called "calibration” In groups of five to
ten, managers project their employees on a wall and have
2 group discussion to ensure that no “grade inflation” (or
“grade deflation’) occurs. The ratings then feed into two
separate conversations: one about skil development and
one about changes to compensation

Motivational strategles go beyond evaluation and com-
pensation, however. Google's awards program stresses
experiential rewards, like sending teams to Hawail, provid-
ing trips to health resorts, or splurging for lavish dinners.
Studies within the company have shown that the memory.
of such rewards lingers longer than cash, making them
more satisfying. And employees can even give each other
rewards themselves. The gThanks (‘gee-thanks’) software
system allows employees to send public thank you's to
reward good work. The system even allows employees
to give peers a $175 cash award—with no managerial
approval needed.
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MOTIVATION DETERMINES THE ..

DIRECTION of Effort INTENSITY of Effort PERSISTENCE of Effort

What are you going to do. How hard are you going Howlong are you going
right now? towork ont? towork on t?

[ The assignment your boss
‘gave you yesterday

O check social networks.

O surfthe web for a while

MOTIVATION

Few OB topics matter more to employees and managers than motivation. How many times have
you wondered to yourself, “Why can't I get myself going today?” Or how many times have you
Tooked at a friend or coworker and wondered, “Why are they working so slowly right now?” Both
of these questions are asking about “motivation,” wi a derivation of the Latin word for
movement, movere." Those Latin roots nicely capture the meaning of motivation, as motivated
employees simply move faster and longer than unmotivated employees. More formally, motivation
i defined as a set of energetic forces that originates both within and outside an employee, initiates
workelated effort, and determines its direction, intensity, and persistence.” Motivation is a criti-
cal consideration because effective job performance often requires high levels of both ability and
‘motivation (see Chapter 10 on ability for more discussion of such issues).’

‘The first part of our motivation definition illustrates that motivation is not one thing but rather
a set of distinct forces. Some of those forces are internal to the employee, such as a sense of pur-
pose or confidence, whereas others are external to the employee, such as the goals or incentives
an employee is given. The next part of that definition illustrates that motivation determines a
‘number of facets of an employee’s work effort. These facets are summarized in Figure 6-1, which
depicts a scenario in which your boss has given you an assignment to work on. Motivation deter-
mines what employees do at a given moment—the direction in which their effort s channeled.
Every moment of the workday offers choices between task and citizenship sorts of actions or with-
drawal and counterproductive sorts of actions. When it’s 3:00 p.m. on a Thursday, do you keep
working on the assignment your boss gave you, or do you check social networks or surf the web for
a while? Once the direction of effort has been decided, motivation goes on to determine how hard
an employee works—the intensity of effort—and for how long~the persistence of effort. We all have
friends or coworkers who work extremely hard for ... say . .. § minutes. We also have friends or
coworkers who work extremely long hours but always seem to be functioning at halfspeed. Nei-
ther of those groups of people would be described as extremely motivated

As hard as you can, or only For five hours o five

at halfspeed? minutes?
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DEEP WORK
by Cal Newport (New York: Grand Central Publishing, 2016).

Deep work s so important that we might consider i, 1o use the phrasing of business writer Eric
Barker, ‘the superpower of the 2lst century.”

With those words, Newport highlights the importance of “deep
work"—activities performed in a distraction-ree state that truly
push your cognitive abilities. Deep work is practiced by the most
successful writers, coders, inventors, and decision makers. In moti-
vation parlance, it’s indicative of high intensity of effort—not merely
| direction or persistence of effort. It's not just choosing to do some
LU work, and keeping at it for a while. It's closing off the outside world
to really “dig deep” into the activity.

‘Newport argues that deep work has taken on an increased impor-
tance because the contemporary economy demands the ability to
(1) quickly master difficult tasks and (2) produce at an elite level.
Deep work is vital to both. Unfortunately, deep work is also becom-
ing more rare. The constant connectivity created by technology and
the unmeasurable nature of some knowledge work has increased
©Robers Publishing Services *shallow work"—noncognitively demanding, logistical tasks often

performed while distracted. Responding to emails, doing Internet
searches, and filling out reports are examples of shallow work. A study by McKinsey suggested
that 60 percent of a knowledge worker's week is spent on such tasks. Indeed, such examples of
“busyness” have become a proxy for true productivity.

The problem with shallow work is not just that it has little longerm payoff. It also that it
rewires our brains in such a way that we become less capable of doing deep work. Deep work
develops a substance called myelin around relevant neurons in the brain, whereas shallow work
degrades that substance. As a result, Newport cautions, “If you're not comfortable going deep for
extended periods of time, il be difficult to get your performance to the peak levels of quality and
quantity increasingly necessary o thrive professionally. Unless your talent and skils absolutely
dwarf those of your competition, the deep workers among them will outproduce you.” How can we
get better at deep work? Fortunately, Newport offers a number of specific suggestions.

As the opening example illustrates, organizations are always on the lookout for new and better
‘ways to motivate their employees. These days, however, those discussions are more likely to focus
on a concept called You can think of asa rary synonym, more
or less, for high levels of intensity and persistence in work effort. Employees who are “engaged”
completely invest themselves and their energies into their jobs.* Outwardly, engaged employees
devote a lot of energy to their jobs, striving as hard as they can to take initiative and get the job
done.* Inwardly, engaged employees focus a great deal of attention and concentration on their work,
sometimes becoming so absorbed, involved, and interested in their tasks that they lose track of time
(see Chapter 4 on job satisfaction for more discussion of such issues). Many companies attempt
to measure engagement on their annual employee surveys, often by assessing factors that are
believed to foster intense and persistent work effort.” One recent survey by Gallup suggests that only
30 percent of employees are engaged-—a percentage that has held fairly steady for a decade.* Given
those numbers, it’s not surprising that a recent survey of human resources executives indicated an
increased emphasis on improving engagement levels.’ That emphasis is critical,as research suggests
that low levels of engagement can be contagious, crossing over from one employee to another.” For
more on the importance of such see our OB at the feature.

CHAPTER 6

What three beliefs help.

determine work effor,
according to expectancy
theory?

Motvation

WHY ARE SOME EMPLOYEES MORE MOTIVATED

THAN OTHERS?

‘There are a number of theories and concepts that attempt to explain why some employees are
more motivated (or engaged) than others. The sections that follow review those theories and con-
cepts in some detail. Most of them are relevant to each of the effort facets described in Figure 6-1.
However, some of them are uniquely suited to explaining the direction of effort, whereas others do
a better job of explaining the intensity and persistence of effort.

EXPECTANCY THEORY
What makes you decide to direct your effort to work assignments rather than taking a break
or wasting time? Or what makes you decide to be a “good citizen” by helping out a colleague
or attending some optional company function? Expectancy theory describes the cognitive pro-
cess that employees go through to make choices among different voluntary responses." Drawing
on earlier models from psychology, expectancy theory argues that employee behavior is directed
toward pleasure and away from pain or, more generally, toward certain outcomes and away from
others.” How do employees make the choices that take them in the “right direction™? The theory
suggests that our choices depend on three specific beliefs that are based in our past learning
and experience: expectancy, instrumentality, and valence. These three beliefs are summarized in
Figure 6-2, and we review each of them in turn.

Expectancy represents the belief that exerting a high level of effort will result in the success-
ful performance of some task. More technically, expectancy is a subjective probability, ranging

perform weil? receive outcomes?
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from 0 (no chance!) to 1 (a mortal lock!) that a specific amount of effort will result in a spe-
cific level of performance (abbreviated E - P). Think of a task at which you're not particularly
00d, such as writing romantic poetry. You may not be very motivated to write romantic poetry
because you don't believe that your effort, no matter how hard you try, will result in a poem that
“moves” your significant other. As another example, you'll be more motivated to work on the,
assignment described in Figure 6-1 if you're confident that trying hard will allow you to complete
it successfully.

‘What factors shape our expectancy for a particular task? One of the most critical factors s
selfefficacy, defined as the belief that a person has the capabilities needed to execute the behav-
iors required for task success." Think of self-fficacy as a kind of selfconfidence or a taskspecific
version of selfsteem.  Employees who feel more “efficacious” (ic., self-confident) for a particu-
lar task will tend to perceive higher levels of expectancy—and therefore be more likely to choose to
exert high levels of effort. Why do some employees have higher self-efficacy for a given task than
other employees? Figure 6-3 can help explain such differences.

When employees consider efficacy levels for a given task, they first consider their past
accomplishments—the degree to which they have succeeded or failed in similar sorts of tasks
in the past.'* They also consider vicarious experiences by taking into account their observa-
tions and discussions with others who have performed such tasks.  Selffficacy is also dictated
by verbal persuasion because friends, coworkers, and leaders can persuade employees that they
can “get the job done.” Finally, efficacy is dictated by emotional cues, in that feelings of fear or
anxiety can create doubts about task accomplishment, whereas pride and enthusiasm can bol-
ster confidence levels.” Taken together, these efficacy sources shape analyses of how difficult
the task requirements are and how adequate an employee’s personal and situational resources
will prove to be.!* They also explain the content of most pregame speeches offered by coaches
before the big game; such speeches commonly include references to past victories (past accom-
plishments), pep talks about how good the team can be (verbal persuasion), and cheers to rally
the troops (emotional cues).

Analysis of
T

Requirements

- Past Accomplishments

+ Vicarious Experience

+ Verbal Persuasion

- Emotional Cues

[r——
Personal and
Situational
Resources

u

Sources: Adapted from A. Bandurs, “SelfEffcacy: Toward a Unifying Theory of Behavioral Change,” Poychological Review
841977), pp. 191-215; and M. Gist and TR Mitchell, “SelFEicacy: A Theoretcal Analyss of Its Determinants and
Malleabilty” Academy of Management Review 17 (1992), pp. 183-211
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Pregame speeches, like
this dramatization of Herb
Brooks's in Miracle, are
often geared around
bolstering a tea's self-
efficacy. Said Brooks
before the USA took on the
Soviet Union in the 1980
Olympics, “Tonight, we
skate with 'em. Tonight, we
stay with ‘em. .. Tonight,
we are the greatest hockey
team in the world!”

Motivation
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INSTRUMENTALITY ity rep the belief that P ce will
result in some outcome(s)."” More technically, instrumentality is a set of subjective probabilities,
each ranging from 0 (no chance!) to 1 (a mortal lock!) that successful performance will bring a
set of outcomes (abbreviated P O). The term “instrumentality” makes sense when you consider
the meaning of the adjective “instrumental.” We say something is “instrumental” when it helps
attain something else~for example, reading this chapter is instrumental for getting a good grade
in an OB class (at least, we hope sol).? Unfortunately, evidence indicates that many employees
don't perceive high levels of instrumentality in their workplace. One survey of more than 10,000
employees revealed that only 35 percent viewed performance as the key driver of their pay.' By
comparison, 60 percent viewed seniority as the key driver.

Although organizations often struggle to foster instrumentality in the best of times, linking
performance to outcomes is even more difficult during an economic downturn. One human
resources consulting firm estimated that 31 percent of organizations froze pay in 2009, with that
estimate falling to 13 percent in 2010 and 2 percent in 20112 3M, the St. Paul, Minnesota-based
maker of Postit notes and Scotch tape, is one example of a firm that is only now unfreezing its
pay. Executives at 3M indicated that pay increases would return after being frozen since 2009.
‘Summarizes one human resources consultant, “There really is a mindset that you can only do that
for so long." As the economy improves, good performers will begin to expect rewards and may
look elsewhere if their company does not provide them.

'VALENCE Valence reflects the anticipated value of the outcomes associated with performance
(abbreviated V). Valences can be positive (“I would prefer having outcome X to not having it”),
negative (*1 would prefer not having outcome X to having it"), or zero (“I'm bored . .. are we still
talking about outcome X?"). Salary increases, bonuses, and more informal rewards are typical
examples of “positively valenced” outcomes, whereas disciplinary actions, demotions, and termi-
nations are typical examples of “negatively valenced” outcomes 2 In this way, employees are more
motivated when successful performance helps them attain attractive outcomes, such as bonuses,
while helping them avoid unattractive outcomes, such as disciplinary actions.

What exactly makes some outcomes more “positively valenced” than others? In general, out-
comes are deemed more attractive when they help satisfy needs. Needs can be defined as cognitive
‘groupings or clusters of outcomes that are viewed as having critical psychological or physiologi
cal consequences.? Although scholars once suggested that certain needs are “universal” across
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TABLE 6-1
NEED LABEL ALTERNATIVE LABELS DESCRIPTION

Existence Physiological, Safety ‘The need for the food, shetter, safety, and pro-
tection required for human existence.

Relatedness  Love, Belongingness ‘The need to create and maintain lasting, posi-
tive, interpersonal relationships.

Control Autonomy, Responsibility  The need to be able to predict and control
one's future.

Esteem Self-Regard, Growth ‘The need to hold a high evaluation of oneself
and tofeel effective and respected by others.

Meaning Self-Actualization ‘The need to perform tasks that one cares
about and that appeal to one’s ideals and
sense of purpose.

J

Sources: Adapted from E.L. Deci and R M Ryan, “The "What'and "Why'of Goal Pursuits: Human Necds and the Self-
Determination of Behavior” Pychological Inquiry 11 (2000), pp. 227-68; R. Cropanzano, Z.5. Byrne, D.R. Bobocel,and
DR Rupp, “Moral Virtuc, Fairss Heuristics, Social Entiics, and Other Denizens of Orgarizational Justice,” Journal
of Vocational Behavior S8 (2001), pp. 164-209; A.H. Maslow, *A Theary of Human Motivation” Pycllogical Review 50
(1943), pp. 370-96; and C.P. Alderfr, “An Empirial Test of a New Theory of Human Necds” Organizational Behavior
and Human Peformance 4 (1969). p. 142-75.

people,”its likely that different people have different “need hierarchies” that they use to evaluate
potential outcomes. Table 6-1 describes many of the needs that are commonly studied in OB.2*
‘The terms and labels assigned to those needs often vary, so the table includes our labels as well as
alternative labels that might sometimes be encountered.

Table 6-2 lists some of the most commonly considered outcomes in studies of motivation. Out-
comes that are deemed particularly attractive are likely to satisfy a number of different needs. For
example, praise can signal that interpersonal bonds are strong (satisfying relatedness needs) while
also signaling competence (satisfying esteem needs). Note also that some of the outcomes in
Table 6-2, such as bonuses, promotions, and praise, result from other people acknowledging suc-
cessful performance. These outcomes foster extrinsic motivation-motivation that is controlled
by some contingency that depends on task performance.” Other outcomes in the table, such as
enjoyment, interestingness, and personal expression, are self-generated, originating in the mere act
of performing the task. These outcomes foster intrinsic motivation-motivation that is felt when
task performance serves as its own reward.* Taken together, extrinsic and intrinsic motivation
represent an employee’s “total motivation” level.

‘You might wonder which of the outcomes in the table are most attractive to employees. That's
a difficult question to answer, given that different employees emphasize different needs. However,
two things are clear. First, the attractiveness of many rewards varies across cultures. One expert on
cross-cultural recognition programs notes, “Different cultures have different motivators. In fact,
giving a gift card could be extremely insulting because it could be saying that you are bribing them
to do what they already do." Good performance on & project in an American company might
earn a trip to Las Vegas. However, trips t0 alcohol- and gamblingintensive areas are taboo in parts
of Asia or the Middle East.” A better award in India would be tickets to a newly released movie or
amoped for navigating in congested areas.’

Second, research suggests that employees underestimate how powerful a motivator pay i to
them. When employees rank the importance of extrinsic and intrinsic outcomes, they often put
pay in fifth or sixth place. However, research studies show that financial incentives often have a
stronger impact on motivation than other sorts of outcomes.* One reason is that money is rel
evant 1o many of the needs in Table 6-1. For example, money can help satisfy existence needs by
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TABLE 6-2

EXTRINSIC OUTCOMES INTRINSIC OUTCOMES
Pay Enjoyment
Bonuses Interestingness
Promotions Accomplishment
Benefits and perks Knowledge gain
Spot awards Skl development
Praise Personal expression
Job security (Lack of) Boredom
Support (Lack of) Anxiety
Free time (Lack of) Frustration

(Lack of) Disciplinary actions
(Lack of) Demotions

(Lack of) Terminations

J

Sources: Adapted from E.E. Lawler Il and J.L. Sutle, “Expectancy Theory and Job Behavior” Organizational Behavior
and Human Performance 9 (1973), pp. 482-503; . Galbraith and L L. Cummings, "An Empirical Investigation of the
Motivational Determinants of Task Performance: Interactive Effects between Instrumentality-Valence and Motivation-
Abilty” Organizational Behavior and Human Performance 2 (1967), pp. 231-ST: E. MeAuley, S. Wraith, and TE. Duncan,
*SelfEfficacy, Perceptions of Success, and Intrnsic Motivation for Exercise,” Journal of Applied Social Psychology 21
(1991),pp. 139-55; and A.S. Waterman, $.1. Schwartz,E. Goldbacher, H. Green, C. Millr, and S. Phlip, “Predicting the
Subjective Experience of Intrinsic Motivation: The Roles of SelF Determination, the Balance of Challenges and Skils, and
SelfRealization Values,” Pesonality and Social Psychology Bulleti 29 (2003), pp. 1447-58.

helping employees buy food, afford a house, and save for retirement. However, money also conveys
a sense of esteem because it signals that employees are competent and well regarded * In fact,
tescarch suggests that people differ in how they view the meaning of money—the degree to which
they view money as having symbolic, not just economic, value.” The symbolic value of money can
be summarized in at least three dimensions: achievement (i, money symbolizes success), respect
Le., money brings respect in one’s community), and freedom (i, money provides opportunity).*
‘Who's more likely to view money from these more symbolic perspectives? Some rescarch suggests
that men are more likely to view money as representing achievement, respect, and freedom than are
women.! Research also suggests that employees with higher salaries are more likely to view money
in achievementrelated terms.* Younger employees are less likly to view money in a positive light,
relative to older employees. Differences in education do not appear to affect the meaning of money,
however.*? How do you view the meaning of money? See our OB Assessments feature to find out

MOTIVATIONAL FORCE According to expectancy theory, the direction of effort is dictated by
three beliefs: expectancy (E - P), instrumentality (P - 0), and valence (V). More specifically,
the theory suggests that the total “motivational force” to perform a given action can be described
using the following formula:**

( Motivational Force =E P x X[ 0)x V] )

‘The £ symbol in the equation signifies that instrumentalities and valences are judged with
various outcomes in mind, and motivation increases as successful performance is linked to more
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THE MEANING OF MONEY
How do you view money—-what meaning do you attach to it? This assessment will tell you where
you stand on the three facets of the meaning of money—money as achievement, money as respect,
and money as freedom. Answer each question using the response scale provided. Then follow
the instructions to score yourself. (Instructors: Assessments on intrinsic motivation, selfefficacy,
engagement, and equity sensitivity can be found in the PowerPoints in the Connect Library's
Instructor Resources and in the Connect assignments for this chapter.)

—

1 2 3 a s s 7
STRONGLY  DISAGREE  SUGHTLY  NEUTRAL  SUGHTLY  AGREE  STRONGLY
DISAGREE DISAGREE AGREE AGREE

1. Having money means that I've achieved something,
2. Having money shows that I've succeeded.
3. Having money is a symbol of accomplishment.
4. Having money signifies that I've performed well.
5. Having money brings respect from others.
6. Having money can make others admire you.
7. Having money is worthy of others' estee
8. Having money can make you more welkregarded.
9. Having money brings more freedom.
10. Having money can create opportunites.
11. Having money provides more autonomy.

12. Having money brings independence.

\. J

SCORING AND INTERPRETATION
« Money as Achievement: Sum up items 1-4.
* Money as Respect: Sum up items 5-8.
« Money as Freedom: Sum up items 9-12.

* Money as Achievement: High = 13 or above. Low = 12 or below.
* Money as Respect: High = 15 or above. Low = 14 or below.
« Money as Freedom: High = 20 or above. Low = 19 or below.

If you scored high on all three dimensions, then you view money as having multiple, noneconomic.
‘meanings. This result means that money is likely to be a powerful motivator for you.

Source: Origina items. See T.L. Tang, “The Meaning of Money Revisited,” Journal of Organizational Behavior 13 (1992),
PP 197-202, for an alterntive measure of these conceps.
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‘What two qualt

goais srong predictors of
task performance, accord-
ing 10 goal setting theory?

Motwation

and more attractive outcomes. Note the significance of the multiplication signs in the formula:
Motivational force equals zero if any one of the three belicfs is zero. In other words, it docsn't
matter how confident you are if performance doesn't result in any outcomes. Similarly, it doesn't
matter how well performance is evaluated and rewarded if you don't believe you can perform well,

GOAL SETTING THEORY

So, returning to the choice shown in Figure 6-1, lets say that you feel confident you can perform
well on the assignment your boss gave you and that you also believe successful performance will
bring valued outcomes. Now that you've chosen to direct your effort to that assignment, two cri
cal questions remain: How hard will you work, and for how long? To shed some more light on
these questions, you stop by your boss’s office and ask her, “So, when exactly do you need this
done?” After thinking about it for a while, she concludes, “Just do your best.” After returning to
your desk, you realize that you're still not sure how much to focus on the assignment, or how long
you should work on it before turning to something else.

‘Goal setting theory views goals as the primary drivers of the intensity and persistence of effort.*
Goals are defined as the objective or aim of an action and typically refer to attaining a specific
standard of proficiency, often within a specified time limit.** More specifically, the theory argues
that assigning employees specific and difficult goals will result in higher levels of performance than
assigning no goals, easy goals, or “do-your-best” goals.‘ Why are specific and difficult goals more
effective than doyourbest ones? After all, doesn't “your best” imply the highest possible levels of
effort? The reason is that few people know what their “best” s (and even fewer managers can tell
whether employees are truly doing their “best"). Assigning specific and difficult goals gives people
a number t0 shoot for—a “measuring stick” that can be used to tell them how hard they need to
work and for how long. So if your boss had said, “Have the assignment on my desk by 10:30 am.
on Tuesday, with no more than two mistakes,” you would have known exactly how hard to work
and for how long.

Of course, a key question then becomes, “What's a difficult goal?” Figure 64 illustrates the
predicted relationship between goal difficulty and task performance. When goals are easy, there’s
10 reason to work your hardest or your longest, so task effort is lower. As goals move from moder-
ate to difficult, the intensity and persistence of effort become maximized. At some point, however,
the limits of a person’s ability get reached, and selfefficacy begins to diminish. Also at that point,
‘goals move from difficult to impossible, and employees feel somewhat helpless when attempting
10 achieve them. In turn, effort and performance inevitably decline. So a difficult goal is one that
stretches employees to perform at their maximun level while still staying within the boundaries
of their ability.

The effects of specific and difficult goals on task performance have been tested in several
hundred studies using many kinds of settings and tasks. A sampling of those settings and tasks is
shown in Table 6-3.4” Overall, around 90 percent of the goal setting studies support the beneficial
effects of specific and difficult goals on task performance.* Although some of the settings and
tasks shown in the table are unlikely to be major parts of your career (archery, handball, LEGO
construction), others should be very relevant to the readers (and authors!) of this book (managing
and supervision, studying, faculty resarch). Then again, who wouldn't want a career in LEGO
construction?

Why exactly do specific and difficult goals have such positive effects? Figure 6-5 presents goal
setting theory in more detail to understand that question better.® First, the assignment of a spe-
cific and difficult goal shapes people’s own selfset goals~the internalized goals that people use
to monitor their own task progress. ° In the absence of an assigned goal, employees may not even
consider what their own goals are, or they may selfset relatively easy goals that they're certain to
meet. As a selfset goal becomes more difficult, the intensity of effort increases, and the persis-
tence of effort gets extended. However, goals have another effect; they trigger the creation of task
strategies, defined as learning plans and problem:solving approaches used to achieve successful
performance.*! In the absence of a goal, it's easy to rely on trial and error to figure out how best
10 do a task. Under the pressure of a measuring stick, however, it becomes more effective to plan
out the next move. Put differently, goals can motivate employees to work both harder and smarter.
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Source: Adapted from E.A. Locke and G.P. Latham, A Theory of Goal Seting and Task Performance (Englewood Cifl,
NJ: Pretice Hal, 1990)

TABLE 6-3
SETTINGS AND TASKS
A traffic control Management training
Archery Marine recruit performance
Avithmetic Maze learning
Beverage consumption Mining
Chess Proofreading
Computer games Production and manufacturing
Course work Puzzles
Energy conservation Safety behaviors
Exercise Sales
Faculty research Scientific and R&D work
Juggling Sttups
LEGO construction Studying
Logging Weight lfing
Managing and supervision Weight loss

J

Source: Adapted from EA. Locke and G.P. Latham, A Theor of Goal Seting and Task Performance (Englewood CIfs,
NJ: Prentice Hall, 1990).
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As the chief of research
and development at Wyeth,
Inc. a pharmaceutical
company, Robert Ruffolo
offered company scientists
abonus for discovering

12 new drug compounds
every year. They've done

it every year and are now
reaching for a new goal

of 15.

Sources: Adapted from E.A. Locke and G.P. Latham, A Theory of Goal Setting and Task Performance (Englewood Clifs
NJ: Prentice Hall, 1990); E-A. Locke and G.P. Latham, *Building a Practically Useful Theory of Goal Settng and Task
Motivaton: A 35-Year Odyssey,” American Piycologis ST (2002), pp. 705-17; and G.P. Latham, *Motivate Employee Per-
formance through Goal-Seting.”in Blackwell Handbook of Princples of Organizational Behavior, ¢d. EA. Locke (Malden,
MA: Blackwell, 2000), pp. 107-19.

Figure 6-5 also includes three variables that specify when assigned goals wil have stronger or
weaker effects on task performance. In the jargon of theory diagrams, these variables are called
“moderators.” Rather than directly affecting other variables in the diagram, moderators affect
the strength of the relationships between variables. One moderator is feedback, which consists
of updates on employee progress toward goal attainment 52 Imagine being challenged to beat a
friend's score on a video game but having your own score hidden as you played. How would you
know how hard to try? Another moderator is task complexity, which reflects how complicated
the information and actions involved in a task are, as well as how much the task changes.” In
‘general, the effects of specific and difficult goals are almost twice as strong on simple tasks as on
complex tasks, though the effects of goals remain beneficial even in complex cases.* Goal setting
at Wyeth, the Madison, New Jersey-based pharmaceuticals company, illustrates the value of goals
for complex tasks (after all, what's more complicated than chemistry?).* When Robert Ruffolo
was appointed the new chief of R&D several
years ago, he was concerned about the low
number of new drug compounds being gener-
ated by Wyeth's labs. His solution? He gave
scientists a goal of discovering 12 new drug
compounds every year, up from the 4 com-
pounds they were previously averaging, with
bonuses contingent on reaching the goals.
‘Wyeth's scientists have reached the goal every
year since, and the goal was eventually upped
t0 15 compounds per year.

‘The final moderator shown in Figure 65
is goal commitment, defined as the degree
to which a person accepts a goal and is
determined to try to reach it When goal
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