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OB AT WORK

NICOLE SAPIO PROMOTES MOTIVATION THROUGH MISSION
AT THE AMERICAN HEART ASSOCIATION

NG 1 b st ik v e
ives—free of cardiovascular diseases and stroke—Nicole Sapio has
the opportunity to apply organizational behavior concepts not ust to
motuate athers and boost employee productivty, but also to actually
save lives. I the role of Executive Vice President at the American Heart
Association's Great Rivers Affilate, Nicole works with many different stake-
holders ranging from employees to volunteers and supporters. This wide-
spread reach allows for meaningful impact because of the ritca nature
of the American Heart Association mission and the depth and breadth of

Nicle Sapo stakeholders that value and participate in ths mission,

Agpy e conce
of notaton o
oganzatons.

Nicole's interest in workplace motivation and productiviy influenced
her decision to study how employees learn about qoals, are motivated or not motvated
by goals, and how goals impact strategy. This study, as part of her doctoral work, car
ties over into her work practices at the American Heart Association. As a leader in a
mission-centic organization, Nicole understands that goas are essential to accomplishing

s Work, but that there are also important things o consider when setting and managing
goals. This is especilly relevant in an organization that includes many volunteers and
stakehoders

n traditional organizations, there are a variety of tools that managers can use to
motivate their employees.such as bonuses, pay rases, or performance evaluations. These.
tools e primariy extinsic o external in nature, designed to motivate people as they seek
a reward or seek to avoid negative consequences. Nicole also believes n tapping into the
ntrinsic, or internal, factors. For example, when working with board members or volun.
teers, Nicole notes tha, “the key 10 success i for these important individuals to be com-
mitted to the mission and deicated 1o the success of the American Heart Association”

Nicole motivates external stakeholders by ensuring alignment and communicating
cleary and consistently across dferent stakeholder qroups. This is centra o tapping info.
the intinsc factors, such as indiidual values or personal goals that indviduals hold for
themselves and their desie to be involved in & mission-centric organization, In order to
implement the mission strategies and related goals of the American Heart Association,
the staff (team) connects every day with many indiiduals who share in the desie o
ouild healther Ives, free of heart disease and stroke. Nicole' academic research found
that communication about strategy and related goals was crical to achieving and main.
teining alignment in organizations. Internal and external cammunications i various
shapes and forms—newsletters, town hall gatherings, reporting mechanisms, and other
Vehicles—is  comerstone of motivating successfull thraugh mission. Communicating
about the mission of the organization and the specific work being undertaken to accom.
plish the mission, and connecting an individual’s internal motivations 1o the work of the
organization, s the centerpiece

(continaed)

SECTION | Topic Summaries and Expert Contributions

For internal stakeholders (employees), being mission-centrc s again a crtcal
component—spending time understanding why someone chooses to work at a mission:
centric organization, encouraging employees to express their personal commitment to
the mission and communicating detais about the important work of the organization.
Within this work there are goals set 0 support strategy.

One of the key tenats that Nicole focuses on in managing goals within the organize
tion is recognizing the reciprocal nature of goal-setting—meaning that organizational
level strategy and individual involvement in goal-setting are equaly mporsant. Nicole'
academic research bore this out a5 well, Harnessing the powwer of this top-down/bottom.
up interaction is central to successfully managing goals. In practice, this means being
clear and concise about organizational level strategy, supported by two primery clements:
& qoal-satiing process at the indiiduallevel that involves feedback loops, and communi
cation tools that continuously educate about strategy detall and progress and faciltate
alignment. Communication s also important to tapping into the intrinsic motuators -
lated o the organization’s mission.

The first element, involving employees' sating their own goals within the framework
of organizational strategy and ensuring fit with stategy-level goals that dive the misson,
is essental. An example is creating processes that support ths idea, such as having @
goal-setting system that involves various feedback loops before goas are finaized. Then,
reinforcing those goals consstently through frequent communication is necessary. One
of the key reasons of importance Nicole recognized, both through her acadermic research
and in her leadership experience, is that many organizational (external) and personal
(internal)factors influence goals, even once those goals are formaly set through a pro-
cess as previously described. This i where communication s a practice comes in again,
to consistently iscuss, reinforce, and re-align goals and individuals in organizations. In &
mission-ceniric organizatien, the nternal, or intrinsic factors ae very important, tapping
nto the personal motivation to come to work every day on behalf of ashared mission

Source: e i ik s 2014

SPOTLIGHT ON RESEARCH

What Do People Prefer In a Job? Exploring Intrinsic
and Extrinsic Motivation at Work

Social scientists have been trying to sclve the mysiery of mativation for decades. Few
topics have received as much atiention and rescarch over the years. One study sought to
idenify what aspects of @ job people mast prefer because an understanding of job pref-
erences would shed light on what aspecs of 2 job might be mativating for employees.
Further, the study sought to find if there were individual differences in job preforences
For example, did people report different prefererces based on gender, age, or industry?
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The study looked at surveys collected from nearly 7,000 workers in the UK. across
differentindustries and regions. They asked these people to rank their job preferences
on 15 different intrinsic and extrinsic job characteristics, Results are shown in the
table below:

Extrinsic Factors. Ranking

T
Good physical conditions 8

Researchers also found some interesting statistical differences amang preferences.
based on gender, age, marital satus, and whether the employees were public or private
sector workers,

Males were less interested than females in cxtrinsic job factors including job sccurity,
convenience, choice of warking hours, and training opportunities. Males were also less
interested than females in intrinsic job atiributes like good relations with a supervisar,
‘go0d working conditions, friendly employecs, and liking the work. However, males were

could best uilize their abiltes

more interested than females in  job where they
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Older employees (between ages 46 and 65) were les interested than younger employ.
ces in promotion prospects, and they were also less concerned than younger employees
sbout good pay snd job security. But, older waorkers did place a high value on the choice
of hours. In addition, married warkers, or those living together, placed 2 higher impor-
tance than single warkers an a choice of flexible work hours. In contrast,single emplay
ees preferred a good paying job, promotion prospeets, and job security

There were also some diferences to note in whether the employees worked in the
public or private sector. Public sctor employees were more interested than private sector
employees in job security, good hours, and access o training.

“The researchers conclude that there is an important link between specific job char
acteristcs and job preferences and that these preferences differ among individuls. This
research suggests that managers should consider these prefercnces when assigning work
to employees, interviewing applicants, and attemping to find ways to motivate individa-
als and teams,

Questions for Discussion

1. How might you explain some of the demographic differences relative to motiva-
tion? (e.g. gender, age,etc.) Why do you think this?

2. How would you apply this research to your workplace? What should managers
consider sbout motivation differences?
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Pairing with this Topic Summary

Suggested Expert Contributions

Creating a Happy, Stress-Free Workplace: ' a Matterof Perspective—D. Keith Denton
(Missouri State]

Moving Beyond the American Dream: How ntrinsic and Extinsic Aspiations Relare.

to Psychological, Social, and Physical Health—Chrs Niemiec (Univerity of Rochester,
Bart Soenens (Gent University), and Maarten Vansteenkiste (Gent University)

High-Tech, High-Touch Tension: Trends in Human Resource Management—Tray R. Nickan
(8righam Young Universty), Ellen Ensher (Loyola Marymount University), and
Eisa Grant-Vallone (California State Universiy, San Marcos)

Trade-Offs in Using Pay for Performance-—Kimbey D. Elsbach
(University of Calfornia, Davis)

Suggested Cases

Case 1: The Case of Apple Phone 4

Case 2: “We Are Global or We Are Nothing": Conflct and CoverUp at ColequarterMaine
Case 3: EMERGENCY! We Need a Better Compensation System
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Case 5 Whateer appened 10 One of he 100 Bst Cmpaie o Wark or' .
A Case Sty of Hewetsackand Creating a Happy, Stress-Free Workplace:
Cas 6 NASCARS Divefo Diversiys Can They Reachthe FinihLine? | .
It's a Matter of Perspective

Suggested Exercises D. Keith Denton
Evercise 4: How Leaders Efect You

Case & Conflictin Santa's Workshop: Learning to Be a Team Player at Toyking

Wissouri State

Exercise 5y Best and Worst Learning Experience

Exercise 13: What Siresses You Out?

Exercise 17: Design Your Technology
Exercise 21: OD Techniques at Work
Exercise 33: Could | Be a Whistieblower?
Exercise 36: What Are My Values?
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Keeping  little perspective can be good for your attitude. True, it might not
be the best of times to be lnoking for a job with less wage growth and near-record unem-
ployment levels, many might e it as a fime ofless opportunity, but comparatively speak-
ing, weve got it pretty good.

The Good OI' Days

1f you were looking for a job a ltle over s bundred years sgo, the key question was not
about simply finding work but about inding wark you would enjoy. A key question you
might reasonably be asked then is, “Do yot expect 1o die on your job?” Today, a reason-
able question would be, “Da you expect to work enough to be sble to feed your family?”

The type of work during yous grandparents or geeat-grandparents’time was also dif-
ferent. You would not worry boul promotion oppartanities or relocation, you were just
satisfied to have: job. Work in the carly twentieth century was mostly the hard labor kind
that made you an “old” person by 50.

The statistics and stories in the late nineteenth century and early twenticth cen
tury are eye-opening, The simple fact was if you could get s job, you would probably
work there until you died. In 1880, 58 percent of men 75 years and older worked,
and they were the lucky ones. Today, in the United States, its only about § percent,
and they are the unlucky ones. You could farget working 10 hours a week or having
weckends of. Sunday was, at best, a day of rest, not recreation. It was dangerous work.
From 1880 to 1890, 35,000 workers died and well over a half a million were injured st
work—every year!

These past times, to today’s college stadents, might seem like anather world, but
fortunately some of the folks from these times are around to share ther experiences
Meet Mr. Bill Thom, born in 1920, He is a walking history lesson. He actually lived
through the “Great Depression,” not our recent “Great Recession.” He immigrated to
the United States with his family from Seotland and was a teenager during the Great
Depression.

Itwas adifferent world — people did not lock their doors and did not relocate for jobs.
There were few autamobiles and just as few roads—no computers, no television. He -
members how work was in the 19305, 1 you were lucky enough to work, you only worked
afittle bit If you had a job, you only worked & day and off two or three. That's fine for o
college student who supplements his or her parents tuitian payments, but not if you'e
trying to feed  family. He worked for Public Works (WPA) for .25 an hour, shaveling
shale to make roads.
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Work Ethic

Peaple of s bygone era, like Mr. Thom, valued work in and of itself. 1 says bing polite
and respetful was a way of lfe, “We always used Mr, Mrs.,or Si, thank you, and please
wher speaking to people” Today, he says it seems those looking for work want it o be fun
and dont want to be bored. Research supports his conclusions, Lets travel back in time
justa generation or two ago Lo your parents time, In 1975, almast half or 48 percent of
those surveyed by the Nationsl Opinion Rescarch Center rated work s “the important
thing in their life versus 36 percent who voted for lesure as most important. By the year
2000, those numbers had reversed, with 15 percent choosing leisure and only 34 percent
choosing wark as “the most important thing”

But you donit have to go back Lo your parents, grandparents, or greal-grandparents’
time 1o see diferences in how peaple perceive happiness and work. While recently teach-
ingin China, I walked to work one marning and s  Chinese man already siting on the
side of  sidewalk seling sandals. That evening as | was leaving, particularly late, | noticed
he was still there rying to sellsandals. | asked, “Howis business?” He said, "So-so7 | asked
himif he enjoyed his work. He looked at me n & curious way and ssid, “In e sl you need
isa place to live, something to do, and enaugh to cat” He had something to do, something
10 cat, and a place to stay. It was not about keeping up with trends or the Joneses, nor
about greed, lust, or envy. It was enough; happiness comes from within, not the job.

| Hate My Life

Meamwhile, back in the United States, dlinical depression s up to ten times more cam
‘mon today than just two generations ago.*1tis s different time with different expectations
about life and wark. In the 1930s, Bill Thom, or in todsy’s world, that nameless Chinese
man, was not worried about depression. The only thing Bill Thom was worried sbout was
survival with a big "D’} as in Great Depression, not a little "¢, as in not being happy.

There is an increasing body of evidence that shows there is no significant reationship
between how much you earn, in terms of money or sandals, and whether you feel good
sbout life. Grampy people sre gramps for some other reason, end its not how much you
earn or how you carn it

‘Worry, stress, and pessimism are not new things, Workers were increasingly less satis
fied even before the mast recent econoic erisis. Employees were giving dismal ratings for
work poliies on promotions, bonuses, and training, Even relationships with co-workers,
which normally ranks s the most enjoyable part of & person’ job, had dipped.’ So, whats
going on? Are we simply becoming & nation of whiners? Is it all sbout instant gratification
and self-absorption?

"Worry, Worry, Trouble, and Toil"

I 2003, 2 poll by Morey asked their subscribers abaut their lvel of worry about paliical
and cconomie issues facing the United States. While grade school kids were playing com:
puter games and attending soccer and baseball practice, parents were worried and stressed.
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Atthat time, gas was cheap, SUVs were all the age, houses had two-car garages, and families
were taking vacatians, but worty and anxiety were tll there. Fifty-five percent of Moriey re.
spondents said they were “xtremely worried” (thats more than half) and another 39 percent
said they were "somewhat worried”? A, those good of days of 03—not 1903, but 2003

Happiness is not sbout material things. As Bill Thom can attest, materially we sre
better off. Graph out American life since World War I1 (your great-grandparents’ time)
and you will find every line involving money and material things has soared upward duc
o inflation. Inflation-adjusted income per American has almost tripled. Take a look ata
typical graph of these types of distrbation seen below.”
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“The trend lineis strong and upward. We got it pretty good. Not too long ago, a two.
car garage wasa goal, not a three-car garage. Phones, the Internet, and personal clectron
fes did not exist in your parents time. Everything, including spending and carning, has
trended up, bt charts of American happiness have flat lined since World War I

Are You Happy?

Polls by the National Opinion Rescarch Center, s far back as 1950, show about one thizd
of Americans describe themselves as “very happy” Periodically, that same institute bas
comsistently colleeted the same information. Heres the surprising things the percentage
of “very happy” people has stayed the ssme for over 60 years. But, other data over that
same period has not stayed the same for those with the lttle "d"—depression. Charts of
incidents of depression since 1950 show clnical depression is three to ten times mare
common today than just two generations ago. Obviously,its not about morey.
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When 3 Time magazine poll asked people sbout theie source of happiness, money
anked fourteenth out of over tenty items. Excluding the Great Depresson, you will
find about five o ten percent of Americans are uncmployed. Unemployment can make
yous nhappy, even depressed. Study afer stuy has shown sbsalately no corrcation be-
twieen money and happiness. Other factorsin your ife are the rue drivers of happiness.
Primarily issues like family saisaction, friendships,reltionships, and self.estcem deter
imine happiness. Often, materilistc gosl, ke increasing your income and buying bigger
corsand homes can actualy cause people t give wp those things that mske them happier”

Psychologist Martin Scignen of the University of Pennsylvania says people mis
takenly think expensive purchases are “sharteuts” to wellbeing The body of evidence
of research shows there is o sigaifcant reltionship between how much you earn and
whether you sre stistied with e, A Tie pol showed that happiness increased s in-
come ros 1o $50,000 (medium income for US. household is 3,000). After that,more
money did not affect happiness. Even Fores’top 400 wealthiest peaple were only the
tiniest it happir than the general public. Even wealthy people can be jeslous of others
wealther than they.”

s obviows to people ke Bill Thorn and the Chinese gentleman that having some-
thing to da—a job—is 3 blessng. Too often peaple expect jobs to give them emotianal
satisfaction, not justa paycheck. Managers must emenber that employee happiness and
optimism generally come from inside 3 person, not inside the job. It i “fools gold” to
continually striv lo creste happy employecs. Decade afte decade shows that sbout one
third of people are generally “very happy? It is beter performance, rsining, coaching,
recognition, and performance feedback that should be the focus.* Those most satisfied
it their jobs are not necessarly the highest performers. If employees are happy, there
shoulds/tbe a need for change.”

Inequity as a Dissatisfier

Most Americans, during the life of Bill Thom and probably your grandparents time, lived
o small tawns or urban areas where living conditions for most people were equal. Rapid
growth of the top 5 percent of households produced a sizesble group of peaple who were
noticeably better off than most of the middle class. Research demonstrates thet nations
with equal levels of income, like Scandinavian countries, have higher well-being than in
nations like the United States, where wealth is unevenly distributed. Interestingly polls
showw that Americans believe that whatever their income level,they feel they need more
o live well ©

Obviously,itis difficult 1o be happy if you do not have job or if you are worried your
jobiis in jeopardy: But anyone, managers or employees, who expecs their
primary saurce of satisfaction and happiness is going to be disappointed.
ever, something leaders can do beyond reducing inequity on the job.

Managing Optimism

Rescarch shows that optimism toward life can extend your lifespan. A study from
Wageningen University in The Netherhnds asked 999 elderly Dutch men and women
their agreement with the statement, “Lstill bave many goals o steive for? Agreement with
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this statement was highly predictve for longevity: Nine years afte the survey, the death
rates for optimistic men were 63 percent lower than their lss optimisti peers, Womer's
optimism reduced their death rate by 35 percent."!

Here, also, s  bit of good news for managers. Another siudy showed pessimistic col-
lege students randomly assigned o optimism workshops had fewer visit o their school’s
health clinics and lower rates of depression and anxiety than those who did not take the
clas. Robert Colligan, professor emeritus of psychology al Mayo Cliic, says positive
slf talk can also be helpful. He points out that @ student who makes 3 bad grade should
replace “Tl probably fal all my other courses,toc” with Pl do better next semester”'*

Research demonstrates that introverls are just not as happy as extroverts, although
this viewpaint s debatable. Professor Flecson asked 50 undergradustes o act assertive
and energetic, and then rate their emotions e then repeated the experiment but asked
them 1o act shy and passive. The neat thing ws simply acting extroverted resslted in
higher levels of happiness and fun.'* Flecson's work in the Journal of Personality and
Social Psychology tels us that happiness is something we al can achieve.

Greg, Easterbrooks rescarch clearly shows that people who are grateful, optimisic,
and forgiving have better fives, are happicr, and have higher incomes. Fd D
chologistat the Universiy of llinois, also collected data on this subject. If you positvely
evaluate your well-being, you will on average have 3 sironger immune system, a better
marriage, and be able to beter cope with difficulties.

Easterbrook notes that Freud said unhappiness is a defaul condition. It takes less
efort to be unhappy than to be happy: Lazy people can always find some resson to fecl
unhappy and complain. [ tskes real cffort to focus on a happy: optimistic outlaok, but the
bencfits are pretty dramatic. Dilip Jeste showed that those who think they are aging well
are not necessarily the healthiest ones. Optimism and the ablity to cope were found to be
more important 1o successful sgin than traditional measures of wellness and health. I is
attitude, not physical health, that i the best predictor of suceessfl aging, One study even
showed that people who had described themselves as highly optimisiica decade carlir ac
twally had lower rates of death from cardiovascular discase than did pessimistc people.”>

era py-

Doing Your Part

Perhaps ss much as half of ons potential for happiness is inherited, ike our tendency
toward optimism or shyness. A sizeable percent of happiness comes from having strong
marriages, family ties, riendships, spirituality, and self-esteem. But managers can help by
reducing stress and worry. True leaders do not prey on peoples worries, feas, or nega.
tive feclings. 1 is @ eader’s responsibilit to help cultvate positive emotians and to help
employees to not be so sel-absarbed. Encourage volunteering and taking credit for good
events and discourage placing too much blame on themselves: it is not an easy task.

Abraham Lincoln is reported to have said that mst people are as happy as they make
up their minds to be. Rescarch supports that conclusion. One of the more interesting
stadies was when rescarchers compared three groups - lottery winners, average people,
and those who had accidents that rendered them paraplegic. The jaw-dropping concl-
sion was that paraplegic people were the happist, It scenss that aver time, they were able
tolaok at the world rom a happier perspective despite their difficultes.'® Things you say
to yourself and others do impact your mood and others’ moods
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Negative words and even thaughts igger stress chemicals. Stop harsh criticism of
yourself and others. Keep positve thoughts. Be generous because it seems that the act of
cresting happiness creates it for both the giver and recciver.”

Conclusion

Ttis clear to any leader or aspiring manager that you should recrait,tes, train, and favor
your more optimistic and extroverted people. A happy disposition can make up for a lot
i terms of skill and working conditions. When possible, recruit those who are less mate
fally focused.

Bt remember, only about one-third of us it into the “very happy” group. Managers
can sill help control how the other two-thirds feel by establishing @ betier work envi
ronment, Focus on creating an atmosphere where people are respectful to others in the
workplace. Place a premium on honesty and trustworthiness. A positive work atitude
is most important. Someone who has an atitude that “lfe sucks” and 1 hate this job is
going o be unhappy. Whats more, they will make people around them unhappy. Positive
atitudes, though, like negative oncs, can be infectious {0 athers,

But the best advice for any leader looking to create & happier, les stressed work envi
ronmentis to be s good role model, As Stein says,define goad behavior and what character
is expected at work. A survey of 1,000 United States workers by Saratogs Institae listed

positve work relations” as the top factor that makes employees more likely to stay with
their employers. Courtesies go a long way toward creating that postive supportive work.
place.'® Be considerate, fl up the copier printer, and coffee pot. Return c-mails, Turn
down the volume on your CD o radio. Practice personal integrity. Expect and demonstrate
attendance, timeliness, and work place courtesy so everyone can find their happy place.
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Moving Beyond the American Dream:
How Intrinsic and Extrinsic Aspirations
Relate to Psychological, Social, and
Physical Health

Christopher P. Niemiec

University of Rochester

Bart Soenens

Gent university

Maarten Vansteenkiste

Gent university

Work has a strong and pervasive influence on the lives of most adults.
Beyond occupying a substantial portion of their waking hours,' work related activiies
faclitate individuals establishing and developing » personal dentity? and accumulating
evidence—suggesting a variety of factors can affect employees’ performance and wellness
on the job.' Indeed, while at work, some employees experience opportunitis to cultivate
deep and mutaally suppartive relationships with others; o sirive for excellence; to gain
4 sense of accomplishment and to initiate and direct tasks that are personally relevant
and valued. All oo aften, though, employes experience alicntion, incompetence, and

coercion vis-i-vis their supervisors and co-workers. Whereas the former set of opporta-
s i associated with satisfaction, engagement, dedication, and performance, the ltter
is assaciated with emotional exhaustion, work-family confict, burnout, absentecism,
and twrnover intention.* Such findings underscore the profound and diverse influence of
socio-contextusl factors on employees’ health and functioning.

s sl important to consider whether personal factors affect employees’performance
and wellness at work. To faciltae such a discussion, consider the following sketches of
two hypothetical individuals. Juliete is in her late 305, has been married for seven years,
and has two young children. She has been employed in a mid-sized corporation for nine
years and has risen steadily up the corporate lsdder As a result of her success, Julctte and

e family enjoy a very comfortable standard of iving and, in many ways, cpitomize the
American dream. o to0 with Mari, who also s i her lte 30s, is married with children,
and has enjoyed success in the same mid-sized corporation as uliete.In fact,the only dif
ference between Julietie and Marie i the value orientation that shapes each of the lifes

path. Juliette plsces strong importance on coming to know and sceept wha she realy s, on
having good friends on whom she can depend, on working for the bettermen of society,
and on being physically healthy. Marie, in contrast, places strong importance on having
expensive possassions, on being admired by many people, 3nd on having others comment
often sbout how atizactive she looks. From  psychological perspective, it s nteresting to

ponder whether Julictte and Marie may expericnce varied levels of psychological, social,
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and physical health as a function of the different types of values that organize and direct
their behavior. As wel, it is important to consider whether there are divergent conse-
quences associated with attinment o these different types of values.

I this aricle, we use self-determination theory 1o guide a discussion of rescarch on
value orientations, which inform the development and pursuit o e goals (or aspirations)
that organize and disect behavior over extended periods of e, Value orientations are con-
sidered to be relatively stable, motivationally relevant factors tha, in the work domain, may
contribute to the psychologica,social,and physical health of employees. Self-determination
theary (SDT) is an approach fo haman motivation and personlity in social contexts that
recognizes the importance of value orientations n peoples lves.* With ts meta-theoretical
roots grounded in organismic philosophy; SO posits that not llapirations will contribute
1o well-being even when altained, & position that diverges from most contemporary goal
theorists.*From the perspective of SDT, it i important to consider the ifferent types of ife
goals that people pursue and (sometimes) atain, and to examine whether these aspirations
ar differentially associated with ull functioning and organismic wellness.”

SDT distinguishes two different types of aspirations based on thei associations with
satisaction o the basic psychological needs for autonomsy, competence, and relatedness ¢
“This distinction began with the work of rescarchers Kasser and Ryan, who found evidence
for the existence of two general categories of life goals.” One factor, which was labeled
intrinsi, included values for personal growth, community contribution, close relation-
ships, and physical health, wheres a second factor, which was lbeled extrinsic, included
values for the accumulation of wealth and material possessions, socil recognition and
fame, and having an appeling image. The inrinsic fctor was so labeled because fs gosls
are expressive of humans organismic growth tendency and are theorized to be conducive
to satisfaction of basic psychological needs. The extrinsc factor, in contrast was so labeled
because it goals refleet an “outward” orientation'” toward obaining external indicators of
worth and are therized to be unassociated with basic psychological need satisfaction.'!
Importantly, evidence for the distinction between intrinsc and extrinsic aspirations has
been obtained amang diverse culural groups throughout the world "> Table 1 provides a

Table 1 Description of and Saple tems or Intinsic and Extinsic Aspirations

Intrinsic Aspirations

Desaiption Intinsicasiatonsare expessiveof humars” rganisicgroth tendency

Aspirations and
sample items

Persanal growth: To grow and lean e things
Community contrbution: To e ofers mprove
Close relationships:Torave deep, enduring rlatinships
Physical health: To e physicly reatiy

Desaiption

Motivation

xrinsic aspirations eflect an “outward” orentaton toward btaining extrnal ndcaors ofwarth
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Aspirations and
sample items

Money:Tobe 3 weathy person
Fame: Tobe admired by mary peaple
Appealing image: To achve the lock e been after
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brief description of intrinsic and extrinsic aspirations, as well as sample items for the val
s that constitute these two general categories of ife goals

Intrinsic and Extrinsic Aspirations

Animportant agenda for rescarch in SO ife goals has e to exarmine the relaton of
pursuing intrinsic and extrinsic aspiratons to paychological, socal, and physical halth

Using both collge students and adults, Kasser and Ryan found that those who place
strong importance on intrinsic (reative to cxtrinsic) aspirations report igher leves of
positve affect,self actualization, and vitaliy,as wll a lower Jeels o depression, nar-

cisssen, and physical symptoms. Simila findings have been reporled

divrse as Russa, South Kores, # and Germany, s well s i the domains of excrcise
and health care. Importantl sach correlations generalize beyond psychalogical health,
as adolescents who place srong importance on extrinsic (reltive to intrinsic) aspirations
eport higher lvels ofrisky behaviors™ and bulimic symptoms

More germane to aur facus on organizational behavior, evidence suggest that the
gosls people pursuc affct both thei tttudes toward others and. their interpersonsl
belaviors. For instance, those who place strong importance on exirinsic (rlaive o
intrinsic) aspirations also endorse atitudes aligned with social dominance and racial
prejudice;” report less empathy® and score higher on Machiavellianism, an inteeper-
sonsl arientation involving manipulation of others Such attitudes toward others are
associated with non-optimal interpersonal behaviors,asresearchers also found that those
‘who place sirong imporance on extrinsic (relaive {0 ntrinsic) aspirations report higher
levels of acquisitiveness and geeed, et produce less profit for ther group in 3 *Tragedy of
the Commons” dlemnsa ' In contrast, those who place strong importance on intrissic
(reltive 1o extrinsic) asiratins ot only report hgher lvel of subjectve well-being
but alo report higher levels of ecologiealy responsible behavior* To summarize, the
pursi of intrinsic aspiraions for personal develapment, meaningful aflistion, and
physical healh (asopposed to the pursui of extrinsic aspiations for money, fame, and an
appealing image) is conducive o health and wellness, s well a 1 adaptiv interpersonal
attitiades nd behaviors, and ultimatcly contributes o the bottom ine” (profit) i & sim-
lsted resource- management game.

Recent rescarch has examined holding intrinsic and extrinsic values in the vork
domain per se. Using a sample of unemployed individusls,researchers found that those
who hold an intinsi (rlative to extrnsic) work value orientaton report higher levels of
flxibiity sround isses o trsining and pay Similarly, Belgian employees who hold an
extrinsic (relative o intrinsic) work value orientation report lower Jeels o job dedica-
tion, jab vitaliy and job satsfaction, as well as higher levls of emotional exhaustion
and twrnover intention Lmportantly, and in line with SD', employees’ basc pycho-
logical need saisaction cxplained a statsticaly significant proportion of cach of the
associations between work value orientations and workcrelted fanctioning Therefore,
part of the reason that holding an extrinsic work value orientation undermines optimal
functioning s that such values thwart satisfaction of the basic psychological eeds for au
tonomy, competence, and reltednes at work. Similar findings have been reported from
outside of SD. For instance, those who place strang importance an materislsm report
lower levels of satsfaction with thir jobs and their carcers.* Unfortunately,such adverse

ountries a5
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carselates are not limited to work-related experiences, s those who place strong impor-
tance on materialism report igher levels of work-family conflict” 1t is ikely that the
pursait of intrinsic goals would be associated with cooperation and organizational citi-
zenship, whereas the pursuit of extrinsic goals would be associated with individualism,
competition, and unethical behavior. Such hypotheses await additional empirical inguiry:

Critical Accounts of the SDT Perspective on Aspirations

Asalluded to above, most contemporary goal theorists™” suggest that atsinment of valued
goal,regardles of their content, is conducive to psychological,social and physical health.
In contrast, SDT argues that because the pursuil and attainment of intrinsic (but not ex.
trinsic) aspirations are associated with basic psychological need satisfaction, it s primarily
when people aitain intrinsic (rather than extrinsic) goals that they will experience fall
functioning and organismic wellness. A few studics have provided support for his hypoth
esis. For instance, one study found that those who atain intrinsic (relative to extrinsic)
aspirations report higher levels of sell-esteem, vitalty sell-setualization, and quality of n-
terpersonal relationships, as well a lower levels of depression and aniety, whereas atsin-
ment of extrinsic (elative to intrinsic) aspiations is unrelated to psychological health.’"
“This hypothesis was lso extended to a sample of senior citizens and found that attainment
ofintrinsic (rlative to extrinsic) aspirations is associated with higher levels of well-being,
ego integrity, and death acceptance, as wellas lower levels of il-being, despair, and death
ansiety, whereas atainment of extinsic (reltive o intrinsic) aspirations is ssociated with
higher levels of despair and lower leves of death acceptance.” To obtain a longitudinal
perspective on this hypothesi, rescarchers Nicmice, Ryan, and Dec” followed recent
graduates from one 1o two years post-college, an important period of transition during
which young adults seck to establish a career path and develop an idenity. " In line with
SDIT, results shonved that atainment o intrinsic aspirations s assoated with higher evels
of well-being and lower level of ill-being, whereas attainment of extrinsc aspirations is
unrelaed to well-being and actually contributes to bigher levels of il-being.

Such findings offer an important qualification to the general expectancy-value theory’®
view that attsinment of any valued goal s conducive to healh and wellnes. Yet it is also
possible that these rests reflect an artifct of the samples from which daia were drawn,
rather than a generalizable psychological phenomenon. One argumen, for nstance, i that
the association between life goals and well-being s a function of the type of values that are
cmphasized by the environment in which goal pursuits oceur*

Such an environmental-

match perspective would suggest that the pursuit and attsinment of extrinsic (relative to
intrinsic) aspirations should facitate psychological health in contexts (such as business

scltools and organizations) that emphasize the importance of money, fume, and image.
1 contrast, SDT argues that regardles of the values tha are emphasized within an en
viramment, only those goal pursuits and attinments that allow for satisaction of basic
peyehological needs are expeeted to promote health and wllness, and resarch has sup-
ported this hypothesis. In 3 sampie of business students in Singapore, those who place
strong importance on mateialisic pursuis report lower lvelsof self-sctualzation, via!
ity and general happiness, a wellas bigher levels of ansiety, physical symptonss, and time
spent unhappy:” To provide addional support for this bypothesis,rescrchers examined
aspiration pursuits using & sample of Belgian stodents who were majoring in business or
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Studying to become teachers® Results showed that thase who place strong importance on
intrinsic (relative to extrinsic)aspirations reportower levels of substance use and internal
distress, as well as higher levels of well-being. Importantly, these sssociations were not
moderated by the program of study in which the students were enrolled.

Conclusion

1 this artile, we used ST to guide a discussion of esearch on the relation of intrinsic
and extinsic aspirations to psychological, social, and physical health, Tsble 2 provides s
brif overviese of autcomes sssociated with the pursuit of ntinsic (reltive o extrinsic)
aspirations, and Table 3 provides & bricf summary of the key points from this review
A growing body of evidence suggests that the pursuitand attinment of intrinsic (eltive
o extinsic aspirations facitae optimal functioning and wellness, and sislr dynamics
have been shown in the work domain. Thus, we encourage crmployees to pursue intrinsic
(rather than extrinsic) aspirations, and we implore managers o create need-supportive
conditions that are canducive to such pursuis. To do so, managers can relate from the
employees”perspectiv, encourage selfnitation and choice, ceeae optimal chalkges,
give informations! feedback, provide a rationale for requested actions, and minimize use
of controlling language. In fact, past rescarch has shown that such a syle has @ posiive
impact on employees’ work-related experience.’”

Table 2 Overview of Outcomes Associated with Pursuit of Intrnsic
(Relatve to Extrnsic) Apirations

Psychological Physical
Health Social Health | Health
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Table 3 Summary of Key Points

1. Lfegoals (o spirations) organize a direc b over extended perinds of e,

2. Some paopl place stong imporiance on nrisi spirations forpersonal grath, commurity
contbutin, close eltionshis,an physical health. Other people place stong importance on
extinsc aspatonsfo mone,fane, and an appealing image

3. T purst of intinsc(elative to extinsic asprations i conducve to psychlogical,socil,
and physic! healn

4. The pursuit of extinsic relativ t ntinsic asprations among emploes and business studen's
does nat yield el eing benefs despite the apparent person-enyronment maich,

5. T atainment f intinsc (but not extrinsic) asatons s conducive o psychologica, sacil,
and physicl health
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Journal of Appicd Pychalogy, 74, 580-39, A manager called me for advice. One of her employees
ad caled insick but posted pictures on Facebook: of himself
having a great time in Disneyland on s ick” day.
Anonymous Human Resources Mansger

California State University, San Marcos

1 got o 11R becasse I love people. Bt it i kind of scary because | can go
o work and not sce peaple, because o technology: Just a few years aga,
people would come n to HR on payday—now we have lost those momens
£ have to ake sure o walk the floor ust fo put the people connection
back into my job. We have io be careful 10 not take
the huamsan out of human resourees

— Anonymous Human Resources Manager

Technology can enable us to know a great deal about employees, such as
a “sick” day off in Disneyland. However, it can also prevent us from interacting with
employees as routine opportunities for interaction, like picking up a paycheck, become
absolete. The tension between delivering high-touch Human Resource Mansgement
(HRM) in & world that is increasingly high tech is one of the greatest challenges facing
HIRM. This tension suggests  number of nteresting new trends that we will explore nest.

Accarding to Internet World Statistics, the number of people connected fo the
Internet has increased from nearly 361 million in 2000 to aver 2 billion as of March
20112 The global connectivity of emplayees will continue to have important implications
for orgenizations i general, and Human Resource Mansgement in particalr. The poten-
tial cost savings to organizations that effectively use technology and the Internet in their
HR functions is compelling. For exampl, the use of technology in training and develop-
ment contributed positively to the bottorn line for many organizations, like 1M, which
generated over 284 milion dollass in cost savings due to cLearning, and saved over $35
million from its 11R departments online expense system.”
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Because of the importance of HRM to organizational success, we examine the unique
challenges and oppartunities relsted to balancing the tension betwreen high tech and high
touch. We examine the trends relsted 1o HR and technology through the lens of threc
major HR actvities: 1) Recruiting, 2) Renewing, and 3) Relating to employees.

How We Know What We Know

Our data were collected in two ways. First, we examined 3 wide variety of articles and
books from academia and the papular press and identified the mzjor ways that the
Internet and technology has affected 1R processes. Second, we conducted in-depth
interviews with 10 experienced 1R professionsls to find out about their direct experi-
ences with HR and technology. (See Table 1 at the end of this aticle for more detailed.
information about our 10 HR professionals). From these interviews and the archival data,
we identified and analyzed key trends, important takeaways, and discussion points for
students to conside.

Recruiting Employees

T the not-sa-distant pas,rcruiters and stoffing managers pored throvgh resumes,postd
o job boards, and hostes espensivejo frs i top market o fin candidates and fil jobs,
Nowsthey might interact with socal network sie usrs by posting a challenging iechical
question, then contact individuals who provide the best answers to discuss a potential job™
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Given the high unemployment rates of the past few years (around 9-10% from 2009
2011) and emphasis on acapiring the best talent from such a large pool, recruitment has
played an even more eritical rol than in the past.* HR professionals have been adopting
online recruitment tools at a apid rate. Today, we would be hard pressed fo find a com-
pany that does not use online tools for employee recruitment and selction. Technology
il enables recruiting to be done faster atlower costs, and with access t0 a broader base
of alent. So, what has changed in re
employees? Students will ot be surprised by the answer—the rise of social medis
Based on the interviews and recent aricles, two primary themes emerged about the
impact of social meia on recruiting, First, Linkedin and Facebook are the most promi-
nently used social media applications for recruiting-related actvites. Second, as the use
of these recruiting channels has inereased, reliance on online job boards has decrcased
s helpful as these tools ar for recruitment, we also note some imporiant considerations.
SHRM (Sacicty for Human Resource Management) recently reported that the per
centage of companies that use social networking websites in their recruiting efforts
rose from 34 to 56 percent in the past three years.” Forfune magazine put it even more
emphaticaly for job seckers: “Facebaok i for fun. Tweets have a short shel . If you're
serious about managing your career,the oniy social site that really maticrsis Linkedn:”
‘The HR professionals we interviewed (with one exception) all use Linkedln; most also
use Facebook, and Twiter is not used much yet for recruiting purposes. Consider the fol.
lowing quotes from two of our nterviewees:

- years that has fected the recruitment of new

« “Ihe ability to use sacial media became a key diffrentiator when we were assess.
ing spplicant tracking systems. We chose a platform that allowed us to more casily
resch out o passive job searchers via social media applic:
better leveraged our internal talents buil-in social networks? (Penny, SVP of HR)

fons as wellas one that.

= “We tweet, we post, we have  group on LinkedIn, we send weekly st of open-
ings internally and externally; our ATS [Applicant Tracking System] has capacity
to forward openings to friends and for employees to make referrals” (Pam, Global
Reporting and Information Manager)

Both quotes suggest company efforts to more proactively create relationships with,
prospective emplayees, especially with friends of current employees. Not everything
sbout LinkedIn end Facebaok is good news for arganizations. Linkedin makes it casier
for headhunters to connect with star performers at specific companies and to entice them
o leave for other companies. Another issuc raised by one of our interview respondents
was that concerns about an spplicants professionalism surfaced because of content on
that applicants Tacebook page. Tle added that so fur, such problems were the exception,
ot the rule (Brad, VP of FR).

A second theme is that as social media usage becomes more prominent in recruit-
ing a company’s website becomes increasingly important and the use of job boards like
Monster.com and Careerbuilder.com becomes less important, Multiple fnterviewees
commented that they have redusced their reliance on job bosrds. None mentioned an
increase in using such recruiting channels. The social media sites leverage the social
networks of individuals who already have a connection with the company—current
employees, farmer emplayees, and customers. A relsted implication of this shift is that
& company’ website, particalarly for those sceking employment, deserves even greater
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attention. One interviewee commented that all jobs posted on social media applications
linked prospective applicants 1o the company jobs web page (Jana, HR Manager). As an.
other HIR leader sated, “We have also increased our focus on our carcer site snd our Web.
presence knowing that it has become very important to candidates in their job scarch?
(Penny, SVP of HR).

HE professionals continue 1o face recruiting challenges in light of these changes
First, the potential for resume overload and keeping up with the speed of social media
recraiting can be daunting. Google, one of the most popular tech companics to work
for, receives over 10,000 resumes per month, and the company claims to read all them."
Second, companies need to continuc to innovate the process of slection (choosing the
best individusls for  given position from among a larger pool of job applicanis). In
larger companies, the process of screcning applicants’resumes i typically a collaborative
process betwcen HR and an applicant tracking system. Google illustrates ipnovative ap-
proaches to employe selection. Google has develaped an extensive survey that alljob ap
plicants are required to fill out, The answers 1o this survey are fed into an algorithim that
grades each candidate on how well they would it nto the company culture. Additionally,
the software system developed by Google for tracking their job candidates allows em-
Ployees to share comments about each applicant as that individuals resume moves
through each step of the recruiting process.” Using pre-employment online assessments
<an provide unbiased comparable data for managers, but companies must be careful as
biased tests or privacy breaches can be grounds for diserimination lawsuits.

Renewing Employees

Looking ahead to 2015, it is lear that the field of training and development is at a cross
toads. Traditional tzaining and development functions ase clase to being overtaken by
newly accessible just-in-time learning that professionals and departments can casily stsin,
Thereis also s significant need for trsining and development to take a more strstegic role in
efining and developing the nex generation of eaders. !

Orgunizations renew their cmployees” knowledge, skills, and abilities primarily
through training and career development processes. Training and development s an
important expenditure for most organizations. Approximately five billion dollars per
year is spent on the training and development of emplayees in US. organizations.'* [t
s not surprising that organizations commit significant financial resources to training,
PricewaterhouseCoopers found that 26 percent of private companics cited the lack of
skilled workers as a potential barsir to future company growth. ? Even in lean economic
limes, arganizations recognize the pressing need Lo renen the skills of their employees.

s the need fortraining and development increases, many comparies have found that
technolagy and the Internet provide a lower cost solution in the guise of anline training
or e-learning, Cost reductions for online training pertain to several major categories of
expenditures including: a) disect costs of travel and indirect opportunity costs of time
away from job, b) production of training materiak, ¢) maintenance costs for content
updates and course refreshers. In addition to cost reduction, online training also offers
a number of important advantages: it helps the employee learn faster, and in some cases,
bettes delivers learning frec of the limitations of ime and geographys and tracks and
lustes the ffectivencss of the training more effectively.
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Although many companies use some form of online training, two vexing problems
remain with this medium that highlight the tension between the prevalence of high tech
with the remaining importance of high totich. As HR Manager Amands noted, “We are a
people company sa although online training is convenient, many employees sl prefer 0
learn face-to-face? First, people enjoy classroom learning not only because of what they
learn, but because of the social aspects and bonding that oceurs ina fae- to-face environ.
ment. Second, fce-to-face learning s perceived by many 11R professionals as resultng in
reater retention, o learning stickiness, as compared to e-learning.

To increase the cfectiveness of online taining, there has been an influx of cre
atve and sophisticated technologies including the use of games, 3-D simulations, and
mobsile apps. Currently, 70% of organizations use video games, and by 2013, the usage
of video games in employee training and development s expeeted 1o inerease 1o 80
percent® Diverse companies—including Cisco, Sodexo, Federal Express, UPS, and the
US. Army—all use customized video games in their raining of their employees. Videa
gomes are popular with training participants because they are fun, creative, and interac
tive. Moreover, research indicates that the ramification of training can help employees
build important business skills, such s critcal thinking and decision making, and
may aid in retention.'® 3-D technologies are also growing in usage and popularity as &
training and communication tool for employe development. 3-D virtual platforms are
Internet-based, multi-user environments where employees create avatars Lo represent
themselves. The largest and most well known 3-D virtual platform is Second L
created to develop knowledge both in educationsl and organizational settings. Virtual
training is beneficial fo increase team-building commanication, conflict resolution,
and team development. Organizations such as [BM hold conferences in Second Life
and bave found large savings, of approximately $250,000, in comparison to a real-world
event. 3-D Irsining can also be customized for organizations. For example, the 1ilton
Garden Inn provided a 3-D customer service simulation using the Playstation PSP. In
this 3D simulation, hotel employes interacted with virtual guests (o incresse their cus
tomer service skills.”

Simulations not only help employees learn but also provide assessment data about
common mistakes made in 4 gaming situation so that action can be taken before they
become real-life mistakes. One of the positve sspects of the high-tech approach to
employee development is the ability (o track and develop accountability for employee
growth. Krist (VP of HR) indicated that “Talent Development i all racked via a Learning.
Management System (LMS). Via the LMS, alltrainin courses a offered and proges is
tracked along with 360-degree performance appraisals, employee opinion surveys, and
personality profles” The resultsare then be inierpreted and communicated to employees
viaa personalized high-touch approach.

In fact, employec communication has seen several innovations that highlight the
tension between high-tech and high-touch in organizations. One growing trend is the
development of internal social media,such as customized,organizational Facebook pages.
“These pages can be a tremendaus tool for networking, knowledge sharing, and social in-
teractions. In addition, organizations such as Triple Creek are providing online platforms
for mentoring activitcs

Homever, employees are able to create their own carcer development opporturities
throgh the use of technolagy. Networking technologies such as Facebook, Linkedln,
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Twitter, and the blogosphere have transformed the way employees network. Social me.
dis allows employees to develop their own personal brands and engage existing contacts
and ereste new anes. For example, there are numerous online mentoring programs
available, such as MentorNet, to ensble individuals to connect with others in their
profession.

Although the high-tech approach technolagy has led to important innovations in
employee training end development, employees sill crave the high-touch personalized
approach to learning, Organizations need to provide unique learning style for employees
to engage in renewal. Renewal might be about offering employees opporunities for con
tinued education or providing entertaining activitis for employees to unwind and relieve
stress. When students search for o job, they need to consider whether the prospective
employer offers renewal snd if this fts their needs.

Relating to Employees

While the decision o post videas, pictures, thoughts,esperiences and abservations 10 a so-
il ntworking site i personal,a ingl act can createfur reaching ethical consequences or
individuais as wel as organizatons. Therefore it s important or exccutves to be mindfid
ofthe impications and to clevate the discussion about therisks assocated with i 10 highest
leves of leadership™*

Over the last decade, echnologial advances hav transformed the rature of relstion
ships within the workplace Interviews with employces showed seversl commor thermes.
Issies of rust, privacy, and employee safety have become increasingly salent for HR
professionals. Concerns reated to balancing work-family and an “ahvays connected”
mentalty are also increasingly relevant,

Not lang ago, the main concerns with technology were related to ergonomic issues
and strin from computer use. While these concerns are sill valid, HR professionals
today grappie with more complex ssues, such s distracted employees (e texting
while driving and social media during business hours) and emplayee sabotage. Policies
addressing these issues need to be clear. The 2008 California tain crash that killed 25
people due 1o the operatort texting brought these issues Lo the forcfrant. In October
2010, the Oceupational Health and Safety Adminisration (OSHA) sent a clar state-
ment to employers tha it is “the respansiblity and legal obligation ta create and main
tain a safe and healthful workplace that would include having a clar, unequivocal and
enforced policy against the hazard of texting while driving”!” This concern was echoed
by the HR professionals: “The usc of electronic resources while driving has created 3
whole new ares of iabilty” (sthy, HR Director). How employees spend time in the
workplace is also a concern. The inappropriate use of email the Internet, and social me-
dia are not oply waste company-paid time but could ceeat legal issues g5 well. One HR
professonal explained, “With the new cell phones that are rally just small computers,
every employee has access to everything—just as if an employee brough their desktop
computer to work” (athy, HR Director). Whether or not to monitor employee use con-
tinues o be a debate within organizations. Indeed, the greatest challenge for managers
seems to be finding the right balance of permissivencss and serutiny. One HR manager
explains, “In 1R, we walk s tightrope between privacy and employee protection ssies”
(Krist, VP of HIR)

Motivation

2

222

SECTION | Topic Summaries and Expert Contributions

Not surprisingly, the employee-employer relationship between has been significantly
influenced by the rise of sacial medis over the last 10 years. Social media can be a dis-
traction for employees, but information posted by an employee can harm & company’s
reputation or is intellectual property. Accarding to a recent Delaite survey, 71 percent
of employees believe it is easy to damage a campany’ reputation on a social media site
while 5 percent of employees felt that employees’social networking sites were “none of an.
employers business!®” However, poor choices made by employees can have severe conse-

quences for organizations. For example, an interviewee from the entertainment industry
explained, “There are situations where employecs go to a movie (that ther organization
produced) and then post negtive information about it. What do we do This is a gray
area in HR” (ana, HR Manager).

Court cases highlight some of the concerns associated with increased use of social
media. For example,Lisa Fried-Grodin describes one of these incidents in an article n the
New Jersey Law ournal. Two emplayees st up a password-protected MySpace account for
employees to rant about their employer and management. After management found out
and obtained the password, the two employees were terminated. The employees fled a
lavsuit against the employer and ultimately won the case.2 s it ethical 1 rant sbout one's
boss or employer online? I it egal? These are issacs that FR professionals e addressing
today. On one hand, employers have aclearrespansibilty to protect employee privacy, bt
on the other hand, need t trust their employees o o sabotage the organization.

In addition to trust and privacy issues between the organization and employees, lech-
nology transforms the way that colleagues interact. Mobile technology creates a smaller
world where i s incredibly easy fo connect to people; however, the case of connecting
from any location may simultancously lead to deteriorating relationships between em
ployees For example, 4 recent organizational practice called *hoteling’ is when employ-
ces do ot have a permanent workspace bt simply reserve a space for the days they will
bein the office. Some of the R professionals intervietwed expressed concerned with how
the increased use of online communication changes the culture of organizations and lim:
its day-to-day conversations. The case of connecing remotely makes lfe easir in many
ways, but also reduces “real time” interactions that are critcal to interpersonal relation-
ships and teamwork.

“Technology produces a similar tension when it comes to work-—family balance. The
opportunity fo connect 24/7 provides employees with tremendous flexibilty and can
case work-family conflicts, but may simuliancously blur the boundaries between work,
home, and play, and could eventually contribute to heightened stress. Even with these
concerns, elecommating continues to be an important organizational rend. According
to SHRM, 55 percent of arganizations offer at least part-time telecommating fo their
employees and 17 percent offer a full-time telecommating option 2 As one interviewee
explained, “We have several employees who have skills and experience that we need
o be successful in the marketplace who do not want to relocate their familics. In the

past, they would have had 1o relacate or not work for us; now we have the bility to
low them to cantinue to work in their home state and contribute to the success of the
company...they are conneeted to the cloud envizonment” (Kathy, HR Director). The
increased technology that allows employees to wrk remotely and provide more op-
portunity to balance work and home activities may also create stress from the fecling of
always being connected.
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Takeaways and Discussion Points

Technology and socisl media have drastically changed the way business is conducted. It
is imperative that orgeni

clear manner. A strong policy includes language that prohibits employees from making
disparaging remarks about the arganization or other employees, probhibits employees
from disclosing confidential information, makes it cleas that the organization is monitor-
ing online sctivity, and trsins employees on appropriate and inappropriate use. Another
ey implication is that the tension between high-tech and high-touch has increased in the
past decade. It s essential for both company leaders and emsplayees to review organiza
tiomal routines, practices, and culture for imbalances between automation and humaniza
tion. Finally, technalogy puts more of the onus for career advancement and suceess on
the shoulders of the emplayee. Technology makes it easier for compenies to prosctively
atract talent—it also makes it easier for talented employees to proactively leave,

tons establish polices and sddress issucs with cmployees in a

Questions for Reflection

+ Employers will often check an applicants Facebaok page and LinkedIn profile
(as well as doing a Google search) once that person reaches a certain stage i the
hiring process—what “brand message” do these pages communicate to prospec-
tive employers shout the employec?

+ How does technology influence your sbiliy to balance professional and personsl
demands? How can employers use technology to help balance the work-life
conflict?

+ 1Fyou were an HR manager, o what extent would you recomsend that employec.
usage of company technology resources be monitored? Why?

+ How can you use technology to better take charge of your carcer develapment?
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Trade-Offs in Using Pay
for Performance

Kimberly D. Elsbach
University of California, Davis

In a recent scholarly review, Barry Gerhart, Sara Rynes, and Ingrid Smithey Fulmer cx-
mined the extensive research on what in organizations is called “merit-based pay” or
‘pay for performance” Pay for performance typically refers to compensation phans in
which one pay is based on 3 measorement of one’s performance (which contrast with
traditional salary plans, in which a person is paid a set smount regardless of actual per-
formance). In this article, | provide a concise summary of the major findings described
by rescarchers and relate those findings to social psychological research. Specifically
! summarize findings about the primary ways that pay for performance plans (1) affect
employees and organizations, (2) measure performance, and (3) reward performance.
These insights are displayed in Table 1.

Table 1 Dimensions of Pay for Performance Compensation Plans.
How Pay for Performance Plans Affect Employees and Organizations

Wotiating indiduas
—enhancing employee sefestaem through rewardsfor performance
—reduing emploee uncertainty by making car whatperormance s alued
—enhandng employee’s ense of contol b showing how outcomes ar elated 0 efort
Influencing workioee composiion

emplogees ho il plans may choose 0 leave
—“foced dstubution” plansmay remove eve some high peforming employecs

How Pay for Performance Plans Measure Employee Performance

1. Subjective performance measures
—qualtative evaluatons ofperarmance qualty whichmay be based and may be hard 0 get
aters to separate employeeson these mstres
2. Objective perormance measures
—quantatie evaluations of peformance quantiy and qualy, which dor't ypically measure ol
aspects ofjob,ony those that can be"quantied”
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Table 1 Continued

How Pay for Performance Plans Reward Employee Performance

1. Base slay plu indvidual mert pay
—mostcommon but also ublect 10 Bas
may cause competton and vl among employes or tp rewards
—has reatetefect on pay though effects o lang-term promations
2 Base slay plus collective mert pay
—educes compettionforto revards by basing ewards on ol group performance
may lea 1o “fee rding" by emplojees who gai rwards o thewrk of others
ks best i small fs where e ricing" probemsar e ely
3. Base slay plos small roup ewards
—reduce feeicing problems found with lare collective pay plans
—encourage group collaboraion and teamwork

How Pay for Performance Plans Affect
Employees and Organizations

Significant psychological research suggests that pay for performance plans affect employ-
ees in two primary ways: (1) by motivating individuzls through necds satsfaction, and
(2) by altering the composition of the work force in organizations.

Pay for Performance as an Individual Motivator. All pay plans are designed to motivate
employees by providing a valued outcome (. pay). Pay s valued, ata basic evel, because
it helps people satsty essential needs for food, housing, safety comfors.? Yet, beyond thesc
essential needs, individuals in most organizations are mofivated by a set of higher-level
human needs, including needs for sel-esteem enbancement, uncertainty reduction, and
control. Thus, one way that pay for performance plans may affect employees is by saisfy-
ing these higher-level human needs.

Sef-steens enfuancement i & human need to perceive oneself as positively distinct
and socially valued." Because pay for performance plans may distinguish individuals as
bigh-performers and high-carners, they help individuals to meat needs for self-esteem
enhancement, especially if high performers are recognized publicly’ On the downside,
pay for performance plans may slso distinguish low-performers and low-csrrers who

may then suffr thrats o their self-csteem. As discussed below in the secton on "work-
force composition? employces may reac o such threats by educing ther ffor at work,
or leaving the organization alogether

Uncertainty redction s also recognized ss 3 husman need, and is described ss a need
(o “reduce uncertanty about oncs world and one’ place i it By clearly inking poy
to specific performance outcomes, pay for performance plans sy reduce uncerisinty
about what behaviors are valued and desired i organizations. I turn,individuals may be
motivated o enact these desizd behaviors (e, working hard for performance rewards)
a5 2 means of valdating that they belong in the organization—thus, further reducing
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uncestainty about their place in the world, Of course, if the pay for performance plans
do not elearly link outcomes to performance (e g, sometimes superior performance is
overlooked, or not recognized), then uncertainty reduction will not occur. In cases where
employes perceive that pay is not tightly linked to performance, there will be calls to
replace pay for performance plans with more traditional salaried pay.”

Finally, humans have been shown to possess a need for control over their lives and
futures” Pay for performance plans may provide s type of control by allowing individu
als to influence their future pay and status through their own effort and performance. To
the extent that individuals can contral their performance (i, they work in jobs where
they are able to work more effectively mercly by applying more effort), they may exercisc
great control over these important outcomes. By contrast,in jobs where performance is
nflisenced by fectors outside of oncs control (.5, poor decisions by top managers or un-
predictable fluctustions in the economic environment), the control incentives of pay for
performance plans may be much weaker.

I sum, there are 2 number of human needs that may motivate individual employees
to work harder and more effectively if that effort is perceived to effect the satsfaction of
those needs. Perhaps as a resull of these motivations, rescarchers have found that pay for
performance plans exert asignificant incentive effect on productivity. In fact, such plans
have been shown to increase individual productivity up to 30 percent over raditional sal
aried compensation plans.® Yet, as noted above, these positive effects may not oceur n all
situations, and in some cases, the opposite efect (e, lowered productivity) may oceur

Pay for Performance as an Influence on Workforce Compesition. & second way that pay for
performance plans may affect employees and ther organizations s by leading individuals
10 join o leave workforces basd on their ablity and desie (o prform well under  given
plan. Researchers have labeled these effects on workloree composition “sorting effects”
Pay for performance plans may achieve sortin effccts through selfselection (i, only
employees wha wish to work under such plans wiloin or remain with an organization),
or through mmanagerial discetion (.., mansgers may hire and fire employees based on
theie ability o perform well under a plan). Because these processes (i<,
and mansgerisl discretion) often lead to a workorce that is wel suted 10 working in .
pay for performance environment, they are ypically associaed with improvements in
productiviy. I some cases, up (0 3 50 percent of the productviy increases associated
il pay for performance plans has come from changes in workforce composition.
Rescarch has shown that high achievers (e, college students with high GPAS) are
more lkely than lower achievers to value pay for performance plans, especially those
that measare and reward individual performance. Further, peaple with high needs for
achievement and low isk aversion have been shown to be most atracte ta jobs with pay
for performance plans.” Given these findings, an organization that uses pay for perfor.
mance plans may,over time, cquire 8 workloree that has  relatively high performance
level overall. Yet, this effct may have a dovwnside I pay for performanee plans are de-
signed in ways that require that some performers o be rated “high and others to b rated
“low”—what ae called “orced distribution plans”—then even employes who are rel
tivly high performers, compared to most in their fed, may be rated ss “low performers”
i their organization. Thesc low ratings have been shown to hurt morale because they are
perceived as unfar.
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How Pay for Performance Plans Measure
Employee Performance

According to Gerhart, Rynes, and Smithey Fulmer, there are two primary ways that per-
formance s measared in pay for performance plans. First, performance may be measured
subjectively based on observations and evaluations of employee behavior (e.g, ratings
of “leadership quality” *tizenship” or “team effectiveness” by supervisors, peers, or
subordinates). Second, performance may be measured objectively based on quantitative
measures of outpt (.. sales, contracts signed, patients secn).

Subjective performance measures are often used when employee output is hard to
measure quanitatively or abjectively (c.g, when evaluating creative workers, such as
‘eraphic designers who are coming up with ideas for an advertising campaign), or when
output mey be sporadic or only occor afer long periods of work (c.g. when evaluating
researchers who are developing & new cancer drug). In these cases, it may b difficult,
if not impassible, ta “count” the autput of workers over a relatively short period of time
(., counting the output of a grade schaol teacher over the course of a week), making
objective and quantitative measures a poor fit for evaluation. Subjective measures, by
contrast, can be devised to measure qualitative outpol (e.g. how well & leacher teaches)
and can be designed to measure almost any behavior that is desired (e, citizenship
behaviors such as helping out co-workers or doing wark bove and beyond ane job
description).

O the downside, subjective measures are, well, subjective. They

are prone 10 any
number of human biases and are only as good s the information used as input. For ex-
ample, i [ evaluate a 5th grade eacher by attending one of his classes, | may just happen
to evaluate a particularly poorly exccuted clas, To realy get a good sense of the teacher,
Iwould need to attend many of his classes, which is often not feasible.  might also attend
o only the negative comments or behavior in the clas (it is well-established that nega-
tive information is more salient and remembered than is positve information), ! and
thus, obtain a poor impression of the feacher’ effectiveness. Finally, | might just not like
the teacher very much for personal reasons (e.g. he may belong to a diffrent political
pasty than 1 do, making him less ikeable than teachers who are more similar to me).'*
biases, a5 wel s different levels of skill and ability in making obscr-
vations of particular behaviors, researchers have found large differences in ratings of an
individual across diffcrent abservers when using subjective measures. Recogaition that
such differences existactoss raers may lead employees to perceive subjective measures as
uniair and prone to political manipulation (e, complaints thatonly the bosss “favorite”
employees are rated highly)

An additional challenge of using subjective measures i geiting raters to use them fo
differentiate employees when it counts. If subjective measures provide high differenta-
tion across employees (i.., some are rated high, some middle, and some low) and those
measures become publicly known and e used (o affect actual pay bonuses, they may
hurt relationships between the low- and even middle-rated employees and their rater
(e ther supervisor). Smilarly if subjectve measures are based on evaluations by one's
pecrs (e.g, members of onds project team or departmen), then poor evaluations may
undermine group collegialty. As a result, rescarchers have found that when subjective
evaluations are used, evaluators resist making large differentiations scross employees and

As 3 result o thes
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thus, most employees are rated highly and receive similar overall ratings.” In torn, the
ratings lose their sbility Lo provide strang boosts 1o sel-esteem for bighly-rated employ-
ces (1., because all employes are rated high).

Objective performance measures, by contrast, are often used when output can be
measured quantitatively and objectively (c.g. sales volume per month, patients seen per
week). While such measures do not apply in many jobs, when they do apply, objective
measures are often touted as & means of “fairly” compensating employees based on the
work they actually do.

Problems arise, hovwewer, because objective measures do not, typically, measure allas
pects ofa job. So, while a physician may be compensated based on the number of patients
she sees in her clinic per week, she is not compensated for the quality (or lack of quality)
with which she cares for patients. Further, she may not be compensated for other sspects
of her job, such as advising co-workers, mentoring medical residents, or providing ad-
ministrative support by serving on committees. Finall, she may not feel she s compen
Sated fairly for work she docs i 3 group. For example,she may fecl that she does most of
the work when warking on team of physicians in the trauma department. Yel, cach mem
ber of the trauma tesm is cach credited with an equal share of the patients seen cach shift,

In response to these perceived inequitics, the physician may feel she is unfairly
compensated for the work she daes. Her morale may suffer and she may leave her job.
Alternatively,she may decide to stop engaging i any activities that are not measured and
compensated, and thus, her organization may lose her valuable and needed skills. ™ sl
another possible response is that she may strategicall slter her work routines so tht she
gains the most from the performance plan, at the expense of her patients and co-workers.
For example, she could try to see only minor ailments in her clinic and sce them for a.
‘maximum of 10 minutes cach, thus incresing her aumber of patients seen, while push
ing the more difficult patients on Lo the shoulders of her colleagues and reducing the core
of the patients she does sc.

How Pay for Performance Plans Reward Performance

While objective and subjective measures of performance make up the components of
most pay for performance plans, they are typically only one part of an employees total
compensation plan. Often, pay for performance is combined with salary or hourly pay in
& compensation packsge, in addition, the pay for performance dimension of s compensa-
tion plan may be rewarded on an individual, group, or organizational basis. In this last
section of the paper, | will describe some of the mast common types of compensation
plans that invlve pay for performance.

Base Salary Plus Individual Merit Pay. The most common pay for performance plan, by
far,is merit pay. When using merit pay, an individuals base salary is increased (usually
on an annual basis) based on an individual performance measure (cither subjective or
objective). Because high achicvers prefer individual performance measures and pay for
performance plans, these plans tend to be popular with these types of employees, and
have been shown ta increase productisity.'”

Yet merit pay plans do have their problems. For example, to the extent that merit rat
ings are based on subjective measures, they may be subject to all of the bisses discussed.
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above, and in turn, perceived 25 unfair by emploees who are not highly rated. Also,
a5 noted earler, these plans often do not provide significant differences in pay across
employees because raters do not wish to cause illwill among subordinates or disharmony
among peers by rewarding them with highly disparate amounis of pay*’ An additional
problem with merit pay systems may arise when forced distribution systems are used. In
these cases, only a small proportion (e.g., 10%) of workers may receive the highest rating.
As s resul, employees may be engage in competitive behavior (and reduce cooperative
behavior) to obtain the highest ratings.

Where merit ratings appear to have the greatest effect is on promations and long:
term workforce compasition because merit ratings provide a strong signal about the rela
tive performance of an employee compared to peers, even if the effects an actual pay are
small For example,in one study, a 1-point difference in performance ratings on a -point
performance scale translated into a 18 percent difference in promations over a 6-year
period.” Because promotions lead to much greater differences in pay than do annual
bonuses, this effect of merit pay can lead to substantial differences in pay over tinse

Base Salary Plus Colletive Merit Pay. To avoid the difficulies with individusl merit pay
Systems (e, low variance in ratings, possible bias in ratings, and competition among
employees) and to motivate employecs t “think like business cwners,” many organiza
tions have implemented pay for perfarmance plans that eward employees based on the
performance of larger groups or collctves (e business units, or the entire organiza-
tion). These plans come in diffeent forms such 4 gain sharing (rewards bised on fcily
performance), profit sharing (rewards based on profis a the business wnit or organiza-
tion level, and stock sharing (rewasds based on the performance of company stock)
A characteristic of most collctive merit pay plans s thatthey impose a risk on emplayees
becatse pay may go up or down based on the performance of the collective. As a resul,
employees may demand a higher base salary to offset the risk associated with these
plans.In fact, researchers have found that overll labor costsare highr in orgsnizations
Wit profit sharing plans

I terms of effects, rescarch shorws that colletive merit pay plans produce s modest
improvement in overall performance, specially in employee-managed firms.® Yet, an
important maderating factor affecting this improvement is the size of the frm. Small
firms (.., those with a few hundred workers) have shown the greatst improvernens,
while larger firms (.. those with several hundred to over a thousand employees) have
shown small to neglighle improvements* This outcome may
thatin larger firms, individual employes perceive their efforts will have lile cffect on
the averall performance of the firm, and thus are less motivated to increase their own
produciviy

sult from the fact

Base Salary Plus Smal Group Reward Systems. Similar 10 collective merit pay plans, indi-
viduals may be rewarded, in part, based on the performance of small teams of which they
are members, These plans allow individual employees to have significant influence over
the performance (and thus rewards) of the group, alleiating some of the problems with
the large collective merit plans. At the same time, they encourage team members o work
collsbaratively, as their bonus pay depends on the group's overall performance, rather
than their individual performance. There is less research on these types of plans thar
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there is for individual and large collective merit plans. Yet there is some evidence that
these plans can improve productivity. In particular, plans that reward group members,
after cach member or the entire team surpasses 3 pre-determined gosl, sppes

in getting team members to work collaboratively and mativating high performers to help
outlower performers*

effective

Conclusion

Overall, the research and findings about pay for performance plans suggest that there is
10 one right plan for all firms and employees. Insiead, the research shows a number of
trade-offs that need to be considered when constructing a compensation phn that in
volves pay for performance. Among these trade-offs are the abiliy of such plans to meet
buman needs, positively cffect workforce composition, accurately measure desired out-
puts,end motivate desired behaviors by individuals and groups. Considering these trade.-
offs should b the first step by managers atiempting to incorporate pay for performance
in their compensation plans.
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6 Motivation

Topic Summary Learning Objectives

1. Recognize the importance of internal, social, and organizational
factors associated with motivation in organizations.

2. Compare motivation theories based on internal factors.
3. Identify theories based on social factors.

4. Describe how organizational factors, job characteristics, and
managerial beliefs can impact motivation

5. Apply the concepts of motivation to organizations.

Key Terms
copitieevauation ygiene fctors. p. 193 optial xperence,p. 152
theoryp.190 jobcharacrisics p 194 selfdeteminaton
ity theory . 191 usice: disbute, theoryp.191
eistence, eltecnes, procedurl,nerpersonl, talent management,p. 196

and growth (ERG), p. 189 Informatonal,p. 192
expectancy theory, p. 191 motivators, 193

flow p.152 needs foraffiaion,
hirarchy of e, p. 188 achievement, power, p. 189

Theory X and Theory Y,p. 194
o factr theory
for matvator-hygiene
theory . 193

Topic Summary 6

187

188 SECTION | Topic Summaries and Expert Contributions

Recogize the
mportanc of
itema, 4
orgnizatoral fctrs
associated wih motha-
tion n organizatons

Conpare mota
tion theciesbased

Introduction to Motivation

tvaon desie h elfors ad pcitncs cced by il U
[N/ s L G iy e rs

e sorbih S o i o i ks
scic craielon] gl Rt o g et s s sty
i who e ki I srsmiont. My vl resogee tcoc o
et o ot ol e e b cofoned b e Dl e
s s byt e ying o it et o, o
Choud et e sy s v Ty g el o
I, s e e sl st g comlpe oo 446d

Internal factors
Physiological and Psychological Needs

The study of human mativation has offen focused on factors associated with the indi-
vidual. According to human motivation expert Abraham Maslow, motivation consisted
of aseries of progressively higher needs." According to Maslows explanation, motivation
oceurs when people try to satisfy their unmet nceds. Maslow explained two general cat
egories of needs. Lower needs focused on factors that could only be satisfied externally,
suich as physiological and safety needs. Higher needs, like sacial belonging and accep-
tance, self-esteem, and self-actualization were satisfied through individual activity. Self
actualization, the highest form of motivation, involved achieving oncs full potential s a.
person, determining onds own direction and purpose, and reaching sc
Maslow believed that all humans should focus on self-actualization.

For Maslow, needs were described as progressive o a hierarchy of needs, where cach
lower level need had to be fulfilled before a higher need could be achieved. An individual
can only progress to the next stage of motivation after a lower need has been saisfied. For
exampl, an individual could not pursse sell-actualization until lower needs like social
belonging had been met. Similarly, social belonging could not be achieved until lower
needs like physiological and safety needs were met first (see Figure 6.2),

Maslow’s depiction of motivation persists in organizations, despite the fact that there.
s it or o evidence to support its major laimes. Research, 35 well as individual experi
ence, suggests that individuals can,in fact, pursue higher needs even when lower needs are
ot satisfed, contrary to Maslows model. For example, when an arist is not making any

defined success

Physiologial needs Expectancy Organzation

Papchological needs Equiy Job charcerstics

Cogaitne vluaton Juice Manager belets
Optimslexperience

Figure 6.1 Key Factors Associated with Matating Enloyees
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‘money for food (physiological needs), and yet is trying to be the best he can be in writ
ing music (self ctualization). Research and personal experience support that individual
‘motivation is nat simply a progression through a seris of increasingly higher level neds.
Clay Alderfer realized that musch of Maslow’s work is helpful to organizations,cven i,
inits entirety,the hierarchy of needs approach faled to fully explain motivation. Alderfer
preserved the basic idea of Maslow’ theory, but with a slight modification. Alderfer be-
lived that people not only progressed up the hierarchy, but that they could also ‘regress”
down the hicrarchy. In addition, fulfillment of sll levels of needs could be pursucd st
any one time; thus, Alderfer believed that mofivation was not necessariy hierarchical
Alderfer described three dimensions of motivation: existence, relatedness, and growth,
what he termed ERG theory of motivation.® Both the ERG and the hierarchy of needs
approach emphasize categories of human motivators; however, Alderfer believed that
individuals seck to fulfill multiple needs simultancously
Like Maslow and Alderfer, psychologist David McClelland characterized motivation
as a process of fulflling individual needs. McClelland believed that needs were a factor
of individual psychological states and that each individual displayed a dominant psycho-
logical need.* His research found that ane of three psychological needs predominates in
individuals: the need for afflition, achievement, or power.
1. Need for Affliation
“The need for aflation includes the need for close interpersanal relationships.
and belonging, mual understanding, and seeurity in reationships.
2. Need for Achicvement
“The need for achievement involves the need for aceomplishment, secking to
create new and betier contributions, setting goals of moderate difficulty that are
achievable, and siriving to do things bette,
3. Need for Power
“The need for power invalves the need to influence others and control ones
direct environment, which includes two sub-factors.

Socialized power-—used to improve a group t which one belongs or the beterment
ofothers (working foracint or rganizaton), which s generally seenas posive.

Personalized power—personal dominance, contralling others, and astentatious
display of suceessful power acquisitions—generally characterized as negative.

Motivation 189

Figure 6.2
Masho's Hirarchy
of s

SECTION | Topic Summaries and Expert Contributions

While a person might be motivated by all three of these needs to some degree, each.
person has one predominant nced. McCleland’ research revealed some insightfal pat-
terns sbout motivation smong managers in organizations.

« The power-motivated mansger is more concerned with fnfluence than tsking
all the credit for success; hus, power-motivated managers are often percived
as being mare consistent in their actions.

By taking o personslinterest n cach employee, the affliation-oriented
manager may appear to be applying inconsistent standards. By secking to
maintain harmony amongst employees, the afiiation motivated manager
shows reluctance to engage in necessary conflict associated with making
unpopular decisions.

McClelland and his associates found that achievement-motivated people often
excel at certain tasks, such as sales, but may not make the best managers. The
achievement motivated manager’s need for goal attainment encourages the
manager to take personal credit for accomplishments rather than celebrating
Successes as a team. Thus, the schievement-motivated mansger i less likely to
involve or inspire others. Further, she may be afaid to delegate and has a ten-
dency to micromanage. Those who are achievement motivated tend to focus
on their own individual goals, and not those of the organization. They seck
short-termm feedback on their own performance, bt are ess apt to give feed-
back o others who may need to know about progress

In his work in hierarchical organizations with clear lines of authority, McClelland.
found that the best managers scored as much as 70 percent higher on ‘power motiva-
tion? than managers with a ‘need to be liked: Several reasons may explain why power-
motivated managers are labeled the ‘best’ managers. Power-motivated managers direct
behavior toward institutional, not necessarily individusl, accomplishments, and do nol
have a strong need to be liked as individusls; thus, they casily delegate and make unpopu-
lar,although seemingly fair, decisions.

In contemporary organizations where individuals are encouraged to work as a team
or to work independently, those who are motivated through affiliation needs or through
achievement needs may be scen as better managers. Further, power motivation may be o
ey factor for emerging leaders, but s leaders gain greater authority in an organization,
achievement motivation may be more important for job success.

Cognitive Evaluation Theory

Where McClelland focused on peoples needs for pover, affliation, and achievement,
cognitive evaluation theory explains motivation as based on peaplés nceds for compe-
tence and control. Cognitive evaluation theory says that the introduction of rewards,
such a5 pay; actually creates @ situstion swhere the motivation and thas the effort s per-
Son puts into a task decreases.* When peaple are intinsically or internally motivated to
perform work, they feel a sense of personal accomplishment and competence, become
excited by their contribution, and even experien:

duced, like pay, recognition, or some other incentive, the activily becomes less motivat-
ing, The activity actually begins to feel more like a burden. Cognitive evaluation theory
explains that when incentives and rewards are introduced, a person begins to experience

wrk as fun. Once rewards are intro-
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a loss of control over the task. This occurs as the rewards that were once intrinsic shift
1o rewards that are extrinsic. The approach describes how tasks can increase motivation
when an individual exercises autonomy, control, and discretion over how and when the
task is performed. Pressure to perform overshadows the qualities of the task that were
once mativating. Cognitive evaluation fals under the heading of self-determination
theory which describes how individuals have @ need for autoromy, competence, and
relatedness. Some factars, such ss external rewards have the opposite cffect intended and
actuslly can reduce someones motivation, while other factors such a social support, com-
petence, and intrinsic rewards support motivation.” Next, we consider motivation based
on social actars,

Social Factors

Social factors assaciated with motivation involve expectations, social perceptions, and in-
terpersanal dynamics.

o expectancy theory, employees will cxert effort at  task to the degree that they belicve
that effort will result n improved performance, which in turn will reult in something of
value.” A simple formula for expectancy theory is

ectations serve as an fmportant form of motivation. According

Effort > performance - reward

When an individusl effort resultsin increased performance, it should lead to grester
rewards. When this chain of events fals to emerge, individuals wil begin to fee less mo-
tivated and thercfore put i less effort. For example, if an employe increases cffort and
performance increases, but no rewards follow, an employee may feel that their expect
tioms have not been met. This also means that i reward follows efort, that an individual
has to perceive that the reward is valusble. If an employee increases effort and perfor-
mance increases, and the employee is rewarded with samething that they do not perceive
as valuable, they may also feel that their expectations have not been met.

‘Equity theory describes a psychological process where peaple compare the efforts
put into a task and the rewards they reccive with others. The other individusl that
is referenced is called the referent comparison. The theory holds that an individual
believes that the effort she puts into a task and the reward she reccives should be com-
parable to the effort and reward experienced by another as illustrated in the following
equation.

Myeffort _other effort
Myreward ~ other reward

Equity theory describes the amount of equity that people perceive in their environ-
ment, For example, an individual might say, “If the rewards I receive are less than the
rewards someone else receives, and I perceive we both put i the same effort,then I may
become less motivated to continue at my current level of effort*

Perceived Justice

Some argue that motivation s a factor of social perceptions, specifically perccived
justice in organizations. Justice describes whether employees perceive that the organi-
Zation is fa or not. In particular, employees will be motivated to the degree thal they
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perceive that rewards are distributed fairly, that procedures for allocating resources arc
fair, that people are treated fairly, and that information is shared within the organiza-
tion. Relative to mativation, the more that employees view their organization as fair
along these dimensions, the more likely they are to see the organization as fair overall,
and thus feel connected to the organization. There are four dimensions of perceived
justice®

« Distributive justice describes airness in how rewards and resources are
distributed across an organization.

« Procedural justice describes fairness in how decisions are reached and how
outcomes are determined.

« Interpersonal justice describes fairness in how people interact and are treated.

« Informational justice describes fairness in what information s used and
communicated within the organization.

Optimal Experience

Another stream of research associated with mativation is the study of optimal expe-
rience, more commanly called flow.® Flow describes the process where 3 person
becomes completely engaged in the activity at hand. When experiencing flow, an actv-
ity f

directly on mecting a very specific and achievable goal. Conditions 1o experience flow.
include:

s effortless and s person fecls mastery over the task. One’ attention is focused

« Percived challenge that stretches but does not exceed someoncs skillset
» Clear goals and immediate and continued feedback
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Peaple often explain flow activitcs ss amang their best moments, when time
stood stll or tension and indecision disappeared. Most people can recall at
least one flow experience in ther ife, which may include paricipation in ath-
letic activiies, compefitive games like chess,or perhaps a work activity where
one has developed a specific expertise.

Flow experiences emerge when an individusl s challenged by the task but
has acquired enough skils to be adequate at accomplishing the task: a moun-
tain climber challenged by & new route up the mountain, a student learning
4 new skill, or a surgeon conducting a challenging procedure. Flow is likely
o be experienced when skill nd challenge are compatible and the activity o
requires complete mental and sometimes physical attention. Building optimal
experiences requires a social context where individuals are constanly chal-
lenged and developing new skills (see Figure 6.3)

Organizational Factors
Organization Characteristics

In addition to sacial factors described above, researchers have considered the importance
of arganizational and job charscteristies in motivation. One of the most widely recog-
nized approaches to motivation lies i the work of Fredrick Herzberg’s two-factor theory,
o called motivator-hygiene theory. Herzberg described mativation along two dimen
sions.” One dimension included hygiene factors such as pay; working conditions, quality
of supervisor, and organizationsl policies. Although hygiene factors served to motivate,
their motivationsl power was short lved.

In order for hygiene factors to moivate
employees, an organization needed to cre

atea constant stream of new improvements ("v;O!lvatfm)
in these factors. Tor example, pay raises e

new offce furniture, or a policy change
would only keep employees from becom
ing dissatisfed with their work. Simply
put, hygiene factors kept employees from
becoming disatisfid with their work, but
id ot motivate employees to work harder
Instead of the focus on hygiene factors,
Herzberg recommended that rgenizations Supepision
focus on motivators such s improving op

portunitis for advancemen, recogaition,
and self-developmen. Susained motiva-
tion could only aceur from improvement Peonit
i these areas (s Figure 6.4).

Responsbilty
Advancemenl
Groi

Job Characteristics R
One spprosch to improve motivation is
1o change or improve the characteitis
o the task that employees perform. The  Figure 6.4 Fygien s ottors

Figure 6.3 Optimal iperence
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job eharacteristics model describes how the nature of the job itself can be motivating.
Hackman and Oldham describe job characteristics that motivate work behavior.? Job
characteristics that improve moivation include:

« Skil Variety Skilvariety alows organizational members t engage multple
skilsand abiltes in  challenging environmen.

+ Task Identity Task identity occurs when an organizational member works on
the job from start {0 finish, tskesa personal iterest i starting and completing
variaus tasks, and holds  strong sense of ownership,

« Task Significance Task sigaificance i when work performed by a member of
the organization makes s posiive and substantial impact o the organization,
Society or group. When skill varity,task identity,and task significance are
present in a job,  member experiences work as mare mesningful, which in
turn leads 10 intrinsic motivation.

+ Autonomy Autonomy aceurs when organizational members can complete the
task without significant aversight or interruption from ther boss,other work-
ers,ar regulators. Autonomy contribotes o fecings o persanal responsibiliy

« Feedback Feedback is when organizational members receive regalar input
and evaluation on thei performance, which creates increased knowledge of a
member’ esults (see Figure 6.5).

While the job characteristics approach considers the nature and the structure of work
tasks, managers beliefs about employees also impact motivation.

Manager Beliefs

Management expert Douglas McGregor eaptured the distinetion between internal and
external forms of motivation with his clasic Theory X and Theory Y approach. Theory
X managers focus on external rewards while Theory Y managers focus on internal re

wards. How a manager views others in the organization determines which mechanisms
a manager will choose o motivate those in the organization. Some managers believe in
Theory X. Theary X describes the assumptions that people are basically lazy, need to
be motivated, and will not work hard if left o their own devices. Mansgers who hold
to Theory Y, on the other hand, actively encourage others in the organization to work
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independently because they believe that employees are fundamentally self-directed and
capable.In contrast to Theory X managers, managers who believe in Theory Y think that
people are basically good, intrinsically motivated, and are cager to work.”

Theory X holds negative assmptions about the nature of people such s

1. Employ
2. Employees must be cocrced and controlled

are basically lazy and will attempt to avoid work when possibl.

3. Employees will avoid responsibiltes when possible
4. Employees place security needs over other needs and dislike change.

Theory ¥ holds more positive sssumptions sbout the capacity of people. It says that
1. Work s as naturl as play.
2. People will demonstrate direction and sel-control when they are commiticd.
3. The average person can aceept and secks responsibility.
4. Decision making should be widely dispersed throughout the organization,

Contemporary Application

Most or all of the spproaches to motivation discussed so far emerged between 1940 and.
into the mid-1980s. The fact that these theories emerged in prior decades often prompts
Students who are studying molivation to ask sbout the contemporary relevance of these
theories. After all, most thearies of motivation were developed to address cultures in
Western Europe and the United States. Many of the approaches sought to improve
motivation in manufscturing or production organizations that flourished in Western
ccononis during the period. For example, Herzberg developed his two-factor theary
to address inequalities he abserved between the ways that organizations tried to mo.
tivate exceutives versus frontline employees. When organizations sought to motivate
executives, they often focused on molivators, but when attempting Lo motivete frontline
employees, they reied on hygiene factors. Herzberg wanted to make the process of moti
vation more democratic within organizations by introducing motivators o all enployees.

Many of the formal efforts in contemporary organizations to motivate emplayees rely
on applying the theories summarized here. In fact, organizations spend bllions of dollars
each year trying o motivate employees. Organizationsl spproaches to motivation can be
summarized a5

1. Bxternal (extrinsic) rewands and inclues selary, ifs, bonases, and oxherincen

ives. An organization may send a motivated employee a gift basket, free food,
golfclubs, acertifcate acknowledging gond work,or even a sip 103 ¢ps.
Internal(ntinsic rewards, This spproach reles on helping employees identify
and enhance thei natural capaciy for motivation, Organizations that are teying
10 addressinternal motivation, might offer enmployecs a session with a leader.
ship coach, or an opportunity to sllocste s percent o ther work time to s proj-
ectofthei choice

Human Resource Systems

Hluman resource systems can be powerfal tools that have the capacity to mativate organiza-
tional members. These systems include compensation, benefits, performance management,
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formal and informal recognition programs, non-financial rewards programs, and training
and career development systems. Talent mansgementis a specific spprosch that capializes
o haman resource systems to support an organizations sirategy:

Talent Management

Many contemporary organizations seck to engage both internal and external forces through
an approach to mofivation called talent management. Talent management progeams scck.
o integrate various human resource and morivational cfforts that exist across an organiza
tion into & comprehensive organizationsl strategy. Talent mansgement programs differ
scross arganizations, bt most of these programs encompass a few key characteristics.

Talent management programs engage organizational members at cach step of their
employment and include efforts at attraction and selection, retention, and development.
Talent management efforts begin while 4 person is sil a candidate for employment and
the effort contines throughout a career. The organization purposefully offers growth,
development, and challenging opportunities to develop new skills, set gols, snd have
new work experiences. Talent management efforts include employment-branding eflorts
designed to promote the unique benefits of working at an organization. Consumer prod
ucts company Jobnson and Johson, for example, promotes the benefits of working for
& large organization that has a small company feel by showing how the company values
personal relaionships and the needs of individual employees. The US. Army and their
Successful employment branding campaign “Be All You Can Be? advertises the benefits of
self-improvement and development that occur through the Army's comprehensive taining
programs. Employment branding effots help the organization to attract and retain emplay-
ces and ereste s sense of identit,aifiistion, and belonging for organizational members.

Incentive systems designed to meet the employee and organizationsl gosls are central
o talent management efforts. Organizations spend considerable time and effort devel-
aping compensation programs designed to motivate, etain, and atract talent, The best
talent mansgement programs involve both direct compensation like pay and bonuses,
but also include indireet financial compensation, like healtheare benefits, life insurance,
stock options, and retirement benefits. Other indirect non-financial benefts, such as
training, are also important

Training strategies are designed to motivate employees by identifying unique chal
lenges for employees at different stages of their careers. So members manage their carcers
based on life stage. For example, while younger employees sre often motivated by oppor-
tunity and salary, employees with families and other outside responsibilities may seck out
apportunities for flexibiliy or lss travel.

Conclusion

Organizations rely on theories of motivation o guide their mativation efforts, Motivation
can be explained by examining internal fsctors, socisl factors, and organizationl fsctors,
Internal factors include physiological, psychological, and cognitive approaches to motiva-
tion. Social factors are explained thraugh expectancy; equity, justice, and flow theorics,
Oganizational factors can be viewed through the lens of organization and job charac-
teristics, Theory X and Y, and human resource talent management efforts. Traditional
theories are often adspted to address contemporary organizational ssucs.





