Making the most of other people

6. Opportunities for challenge and development. V. :
strengths, anc{ the ]east‘g:)f their weaknesses, 152 surefire formula for managery|

 success. Many employees enjoy the experience of'bcing :eeplle)mIl;xcrsed in thej,
work, and some have a need for growth and learning (Theory X). By contragt the

lack of meaningful work challenges is a demotivator for productive and Creatiye

people. Chapter 9 discusses training and dﬂVCI?P"Zlem,:]I:?;g::az; si5ed o
provide growth opportunities, which are associated Wi E €ngagemeny

and career development.

7. Meaningful control over the work envivonment. l_i’»eing in c-ontrol.xs a source of
motivation, as it allows people to tailor their job EXPERICHCCS I W that affec,
their satisfaction (e.g., choosing office decor; setting flextime schedules or
telecommuting, both discussed in Chapter 8)- The lack of such co.ntrol reduces
satisfaction. More important is the extent to which th_e employee is SUPJEC_t to
the whims of others, especially when preferences collide and communication jg
poor. Exhibit 6.2 looks at one way in which employees may benefit from having
control over their work (i.e., how and when they take breaks).

8. Minimizing the demotivating effect of rules and regulatf'om. The job of tbe Manager
is to make it possible for workers to accomplish their tasks, anfi that includes
finding ways of meeting the requirements of rules and regulations or working

around them when appropriate. While recognizing that many requirements
have been adopted for good reason (such as to ensure accountability), Herzberg,

Mausner, and Snyderman (1959) long ago noted that demotivators such as bad
rules and regulations get in the way of workers’ performance and motivation; the

negative side effects of these rules are recognized, and a task of the manager is to
reduce the impact of these effects. Increasingly, organizations are trying to meet

accountability needs in post hoc and less burdensome ways.

9. Reducing negative supervisory relationships. People need to get along, especially
with their bosses. The failure to get along with supervisors can be a source
of serious stress and distraction that severely demotivates many employees

(Van Wart, 2005). Traditionally, supervisory relations were thought to have more
downsides than upsides, being sources of control, stress, and disappointment.

The cost of supervisor-employee conflict can be high for organizations, and
today’s focus on employee engagement includes the recognition that supervisory
relations are key and need to emphasize support, encouragement, development

feedback, and opportunity.

Selecting the right people for the job. Last but not least, selecting the right person
for the job is key. It should no longer be enough that applicants are qualified
for job§; they must be well motivated, accomplished, and able to get along with
f)thers In supportive and engaged ways (recruitment and selection are discussed
in Chapters 3 and 4, respectively). The selection of supervisors is especially
1mportant, as supervisors set the tone for engagement for their work groups.

10.

. The conditions described above provide for a work environment in which many
employee needs can be met. The entire set of these practices and policies matters, and

Scanned with CamScanner



bt 6.2 The Effective Manager
2
ot vated does not always meap workin
¢ all times. Berman and West (2007) show
g gers who take breaks report them.
- tha as being more effective, with lesg stress
‘selveih ose who do not take breaks. Some man:
. the:s rake breaks dur:ing lunch, whereas others
& o short preaks dunn‘g the day, often about 10
.ta 15 minutes each. Quite some Pbeople enjoy an
.O;temoon catnap—President Kennedy is saiq to
;ave a well-known example. A brief rest clears the
mind and restores energy for the rest of the day.

peing
; .hafd a

- - Takes 5 Break

the Yet, us. cu!tv:xre sometimes confuses break

Ng with slacking off or not being motivated
OF serious: “Attitudes have not always been very
Positive about managers taking breaks. Man-
agers experience very busy schedules . . . and
they may Perceive that taking a break will set a
bad €xample, encouraging workers to work less,
thereby feeding negative stereotypes of public
Sector employees” (Berman & West, 2007, p. 381).
Managers also do well to break stereotypes and

allow themselves and others to take short breaks.

resource management is concerned with engur; .
h:lanc];?es is fulﬁlle'd. People vary in their needs, and whj o ar et
and reluctant to disclose them, the above practi
ways to satisfy employee needs,

In broader context, federal workers are quite satisfied with their work and their work-
ing conditions as _th.ey relate to the above factors: 91 percent agree or strongly agree that
the work they do is important, 96 percent agree or strongly agree that “when needed I am
willing to put in the extra effort to get a job done,” 80 percent know what is expected of
them, 82 percent agree or strongly agree that their supervisors treat them with respect, and
74 percent agree or strongly agree that employees in their work units share job knowledge
with each other. Overall, 68 percent agree or strongly agree that, overall, they are satis-
fied with their jobs, and 66 percent would recommend their organizations as good places
to work. There are, however, some areas for further improvement: 60 percent agree or
srongly agree that their talents are well used, 50 percent agree or strongly agree that they
are satisfied with the recognition they receive for doing a good job, and only 32 percent
agree or strongly agree that their units are able to recruit people with the right skills. Vari-
ation surely exists. About half, 61 percent, also agree or strongly agree that they are satisfied
with their pay (U.S. Office of Personnel Management [U.S. OPM], 2017). By and large,
most measures are up a few percentage points over 2013. While not perfect measures of
motivation or engagement, these survey results paint a favorable picture of the climate for
motivation which, in a previous report, was found to be comparable with (or only slightly
less than) conditions found in the private sector. In short, using workers’ talents and input
well is a matter not only of motivation but also of workplace performance. However, a
notable decline in 2017 is being able to recruit people with the right skills (down from
0 bercent), showing further deterioration. o 3

Organizations can use the above items to create a climate for motivation checklist.

o eaéh item, managers and other employees can rate whethc-:r they strongly agree, agree,

*omewhat agree, somewhat disagree, disagree, or strongly disagree that each el}ement -
Present jn i:heir. organization or workplace. What improvements do they suggest:
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TOOLS OF MOTIVATION

ir di Increasin ,
Managers have a broad array of tools at their disposal fif ;‘d g agn :]Le Motivatje, of
workers. Some of these, such as compensation, pr omotlfh e e enefits, oy, dic
cussed in later chapters. In the remainder of this chapter, the Ome l-nterpersﬂna]

strategies. Supervisors should be supportive, helping wor kgfz tf(:lzﬁft;?f ing:e h
viding channels for intrinsic motivations, and, where possible, g other neggg g

as for career development or raising a family). Th.e S?atetijes beizw_ help man, e
and shape the goals of workers (or, in terms of monv?an Eihm 6111‘ needs ang Valep )
assess and address workers’ instrumentality (the feasibility of the goa Of.need attainment)’
and assess and take corrective action to ensure performance and goal attainmen. Mﬂﬂagers’

and employees surely need to be proficient in the matters discussed below tha¢ affect thej,

I wor

interpersonal relations at work.

Psychological Contracts
While the policies and practices described above set the climate for mot.ivation, Managey
and employees are likely to find that some tailoring and accommodation are necessyry,
Managers will need to know the extent to which any specific worker desires 3 challengiy
assignment or seeks to learn a new skill, and they will need to deal with factors that cayge
some workers to not grow themselves. Managers cannot read the minds of employ.
ees, and they are apt to make errors if they assume these matters. Moreover, employecs
are not always aware of what opportunities exist for them, or how they might over.
come perceived barriers, nor are supervisors always clear about employees intentions
and underutilized skills. So, more communication on these matters is needed that help
managers and employees know needs, motivations and constraints, and we believe that
more communication can often make both workers and thejr managers better off. (Note:
The following focuses on understandings between specific supervisors and subordinates,
rather than any broad perceptions of employee in general with their organization.)
One tool for increasing employee motivation and performance is the psychological
contract (Guest, 2007; Rousseau, 1995). It builds on the famous management-by-
objectives insight that involvement of workers in goal formation increases buy-in and
mutual understanding many times over. Whereas the original MBO efforts focused on for-
mal and documented aspects of joint goal setting (Drucker, 1954), psychological contracts
are unwritten understandings about mutya] needs, goals, expectations, and procedures
Such agreements go beyond employment contracts, which typically specify salary, bell;eﬁf‘%

ual needs, and by ensuring clarity about roles and expectations. Psychological contl‘élc(t;aﬂy
sometimes limited to highly valued concerns, but they are potentially far-reaching " 5
issue is fair game. Topics can include the amount or nature of work, work schedules,
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ities, responsibilities and

performance
:)PP?al feedback, preferred work styles, behavioo

bjectiv,
es, the frequency and nature of man-
e ds,workPlace autonomy, support in dealip

rs th
4 wiltatctﬁc}mthersome, job security, possible
care responsibilites, and so forth.

This is how psychological contracts are established and made to work. For example, a
manager may go to an employee and note that it has been some time since thejr lastllo;l—
versation. The manager says that she would like to know how things are going and asks
whether there is anything that (s)he can do to help the employee’s work go bgtter.%ollowing
the employee’s (perhaps surprised) response, the manager asks whether the employee has
anything (s)he would like to achieve or improve or do over the next few months, Then. as
the employee answers, the manager discusses each ;

t : 3 possibility with the employee. Note that a
subordinate wanting something does not mean tha

. ‘ t managers can make it happen. The man-
ager provides evaluative responses to the employee’s ideas, explaining why each can be done

(e-g-, training or flextime), cannot be met (a salary increase over which the manager might
not have control), or can be met in a modified form only (the manager might not have control
over promotion but can help through assignments to make the employee more competitive).
The manager’s job is to help the employee embrace these understandings and facts.

Next, the manager informs the employee that while the list is a good one, the manager
has some job-related needs as well. Perhaps some project needs to be completed, such as a
pilot test on a new strategy. In addition, the manager may raise concerns she has about the
employee’s performance or skills. She then suggests a way to resolve the paradox of needs,
for example, by asking the employee to make an increased commitment to improvement
in return for her assisting him in meeting some of his needs. Thus, some employee contri-
butions are seen as conditions for the manager’s helping to meet the employe.e’s needs. In
aschematic way, Exhibit 6.3 shows the basic give-and-take that the psychological contract
entails. Some managers use this form, as well. _

After the worker and the manager have agreed on all their nee.ds, the manager
summarizes the discussion and notes that situations and other things do Chaf_lge-
The door remains open for communication between worker and II-laniief, espﬁc;ally
regarding perceived misunderstandings. The manager should mennkf;nbesalflssy: :00%—
lcal contract to the employee at least twice over the nejlit fev;’e:‘;e:he;’ are repestedp i
*ometimes forges things or do not take vl o ylucrz)ntract witha subbrdin;lte

While it is easier for a manager to initiate a psychologica o h dial

i bordinates can initiate such dialogues

fan for a subordinate to take the lead, sometimes su ,
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Exhibit 6.3 The Psychological Con

greemeﬂt)

tract (or, informal 2

ti_'act

hological Con
Beyea Expectto Give

Expectto Get

Supervisor or other

Source: Adapted from Osland, Kolb, & Rubin {2000).
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with their supervisors or with coworkers. Making a psychological contractis especially (but
not only) useful when people begin a new employment relationship. At that point there s
considerable uncertainty, and interaction and communication patterns are still flui and
subject to change. Agreements can also be made among group members, or between 3
group and the group leader. This can be accomplished through a discussion about what the
group wants to get or do and what the group is willing to give (and give up) to get what the
members want, The understandings are then written down, distributed, and reviewed a few
weeks later. Later review is helpful for demonstrating commitment to the understanding
and allowing for dealing with whatever may have come up in the meantime.

Four factors make psychological contracts effective as a tool of engagement: (1) they
help bl"ing to light w.orkers’ goals or the needs that motivate them, (2) they allow managers
to clarify workers’ aims and evaluate the extent to which those needs can be met, (3) they
are PBI’CCIVCd as a fair balance bet-ween what workers want and what workers are expected
g g e i e e
logical contracts comegfrom gnana e g Ot ol i o
; J Bers earnest efforts to reach out and increase mut
involvement, The psychological contract process is a vehicle for strengthening expect”

tions about mutua] conmbut’ions, and performance improvement comes from agreeme™*
and information that otherwise might not be broy

and that employees show loyalty by “:]ieﬁ

: against communication, and soung WO
:)hften lleavc]; W}E;n their needs and expectationg g0 unmet, rather than‘ tryin)E to talkab®” -
€m. In the Unijted States members of 4 R ion %Y
: ’ the NoOw-retirj ration
: : ng Baby Boomer gene f
not be very good gt talking about these matters; they Oftei pret}er that othirs just do e

PROCESSES AND SKILLS
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; their roles (Berman & B

ues:mdact_ S n €rman, 2011). S .
g:‘ted, furthering r{ledlocnt)j, and being incompa:ibltci]via:}?mdes are seen as increasingly
increﬂsed diversity in the United States. the y

ounger generation and
Many employees are pleasantly su

,nd are susceptible to reason—where this js

O .
contract provides this positive feedback: i€ manager who used a psychological

.Iam p.leased to say that a!l is going well with the psychological contract entered
into with MS'.JOhnSOI.l’ Director of Development. We have continued to meet on
a regular basis and discussion continyes to be o

‘ p : pen and fruitful. Our meetings
include each of us going over any project we feel

- p o1 the other needs to know about.
While my door is always open to any staff member, Gail has taken the initiative

to stop in more often just to touch base on pending projects.

Over this past month, we have had to deal with some difficult issues, including the
postponement of our largest event of the year, due to delays in a major project.
She continues to work with a great deal of autonomy that is important to her, and

Exhibit 6.4 Sample Psychological Contract

What supervisor wants from employee:
* Timely arrival at work

* More engagement in oversight of Web
maintenance and postings

*  Preparation of weekly employment scorecard

* Preparation of weekly updates of orders,
account totals, and monetary shortfalls

*  Ensuring that orders are processed in
compliance with joint forces travel
regulations

- What employee is willing to give to supervisor:

* Greater attention to punctuality
* More commitment to professional training
in department

More engagement in daily operations and
more frequent updates on account balances
and pending orders

What employee wants from supervisor:

Training in new IT program

Better understanding of use of weekly and
monthly products

Time to finish associate’s degree

What supervisor is willing to give to employee:

Enrollment in off-site training for IT upgrades

Greater visibility on internal decision-making
processes as well as feedback on internal
politics and how they affect products

Time off work to finish associate’s degree

CHAPTER SIX « EMPLOYEE MOTIVATION
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because I see the result of her working Wlthm.thls C“P"glflyl;t ?vrilllllc?p}" 1o give her
more independence. It has been a good experlelzjce, o ent heads fmmle-lhope
to enter into such contracts with the other five departm :

Exhibit 6.5 provides a case in which a psychological C(?ntragt could be yg ] Pert
along with some other practices and theories already mentioned. What YOu thipjy s

Giving Feedback

Feedback is evaluative information given to employees about their Pt formance Or hep
ior, the purpose of which is to influence future perfo_rmilnce or behavior. Iy is incmasina‘f
being recognized as affecting motivation and behaf/l'OI‘S- Employees Should Tecejye feeg !
back frequently and consistently, in a timely and positive way. The effectiveneg Of feeqh, ,
is lost when feedback is given sporadically, is far removed from the Moment of perfoc k
mance, or is presented in less than constructive ways. Thus, feedback neegs to be ﬁm:
and frequent. A common error that managers make is to assume that workerg are feceiv‘my
feedback, such as through others, when in fact they may not be. :
‘The term positive feedback is usually given for feedback that appraises anq Feinforee
performance and behaviors that managers regard as positive and which they would i,
to see continue. The role of feedback is strongly present in motivation theories, gy -
MBO, as 4. Let me know bow well I am doing in my work. Most people €NjOy a positive acon
ment, which validates (e.g., that impact has occurred) and, motivationally, lets people kngy
that they are achieving job outcomes and that thejr efforts are being valued. These g

important needs that motivate, and positive feedback may add to later review ang rewar

Exhibit 6.5 Short Case

“Congratulations! You have just been appointed
as head of a city’s environmental permitting
unit. You supervise a staff of nine people—three

- (3) administrative assistants and four (4) regula-
tory analysts and two (2) senior regulatory ana-
lysts. Your initial observations about your unit
are as follow. The former head has had 3 loose and
easy, laissez-faire management style. While your
new group seems to function and most people get
along, a few people do take quite some liberties
and at least three people, including one of the two

- senior regulatory analysts, are not up to speed on
the latest science and regulations. One person is
also a bit of a loner and though her performance
ratings are satisfactory, she does not much partic-
ipate in the group. Administrative systems are also
a bit behind (though not so uncommon), and the

backlog seems to be increasing, along with appeals
and challenges. You are not facing any crisis, but
it is clear that your boss expects some improve-
ments in the next year. Last, you have extensive

experience in this line of work, you surely donot

wish future crises, ang poor budget condiﬁoTIS.
generally, imply that you will have to work with

what you have (e.g., few, if any, extra resources .
available and employees who leave are not certai |
tobe replaced). These are the fact as you see them-

Questions: (1) List the challenges that you

face. (2) For each, what steps might you under |

) jcal
take? (3) How could establishing a psychologic

or-
contract with each worker help manage perf :

2"What
mance and uncover further relevant facts?

. . i aﬁon l
other practices, theories or aspects of m:ﬂY :
mentioned in this chapter can help you? e
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eedS.
316 pature and frequency of feedback is, anecdo
contracts, too (e.g- Berman, 2006, 2003; He
However, the point of 'fE'Edback IS sometimes to provide a bal '
ent that_mChfde opportunities or even requirements for im roVa anced, evaluative assess-
ust be given in ways that does not unduly d Provement, too. Such feedback

te (e.g., “You did wrong!”), but which

ings .with HR staffkandhduring annual reviews. Managers need to be able to deliver feedback
that intends to make change, and, as mentioned above, dosoina timely and direct fashion.

T'he strategy for feedback is straightforward. Managers should specifically do the
following:

* Provide balanced assessments of employees’ performance (including both
positive and negative aspects)

 Emphasize the objective nature of service outcomes (although some facts are

indisputable)
¢ Establish their commitment to helping subordinates achieve positive results

»  Work collaboratively with employees to develop strategies for improving
performance (without imposing solutions)

¢ Help employees develop the perspective that they have the power to affect
conditions for success

* Agree with employees on timetables for monitoring improvement

* Provide employees with strategies for obtaining support and feedback

i ent
* Offer employees future rewards for improvem

roblems that occur in practice: (1) Workers
that does not contain adequate
o not result in desired changes.

This approach helps minimize three probietns
do not receive sufficient feedback, (2) feedpack is gdx;etnd
information, or (3) feedback is interpreted in ways k to do better but do not know
hadequate feedback can be frustratitg i thos%“gcli(l)):zli that is curt or disrespectful is
exactly what is expected or required of them. Fe e i

i ts of managers are
clearly dysfunctional. Impulsive or emotllsnal;ﬁzzgffy contain nothing that can be con-
: P tburs
ative and demotivating effects; such ou

i th 1
strued as beine helpful and while they may induce short-term improvement, they can also
as being help

Cause long-term resentment.
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i k than they think the
ng feedback than they - .
Zisdglittlc feedback think that otherg ﬂl’e’j sven i

Managers are often less skilled in g1
managers give feedback a bit g, diit like
e

they avoid the above issues. People who n o
them, and so they give little feedback, too. helpful for supervisors to recejye etiot

> i : : »fore most
perhaps with little social tact. It i3 therc,'fo e organizations now require. For i¢
feedback from subordinates——something som €Xamy),
3

one human resource director described her exper EEHeE:
I was evaluated by the city manager, assistant cltl)g m}z:zzgcznd;f;rtment direc.
tors, legal department, and other direct reports. ac P Aot lanon)mwus[
to about 50 close-ended questions (scale'from e it ten) an a ha f dozen Open.
ended questions. Some questions dealt with social and cotI?n}unlcaUOH skills,
summary report by the consultant was 12 to 18 pages, outlining my strengths a4

weaknesses. (quoted in Berman & West, 2008, p. 747)

Feedback from managers is also needed in groups and teamwork. It is not €asy oy,
- - . 1 ,
for individual employees to speak up (why alienate oneself from one’s colleagues?) ang
. . M H 2
managers have a key role in norming social interactions and performance €XPeCtationg of

groups. Psychological contracts are keenly useful in helping groups to articulate desir
group norms and for later holding them accountable. It is common and Productiye ‘
start new teams asking group members how they want to interact and how they thiy, thto
should communicate with each other on specific matters. Then, when groups fail the .
have discussion about this, and when one member deviates strongly from what has {e:n
accepted, managers can follow the above strategy for feedback dealing with the behavi;;

or performance of such individual team members.
As has been stated, all tactics have their limits. Individualized approaches also exist f,;

dealing with unsatisfactory performance and behaviors. There are instances in which feeg

back cannot wait until the next formal performance appraisal—sometimes performance s
exceedingly poor and needs to be corrected quickly. The nature of underlying robl ”
can be highly diverse. Sometimes a person might be in the wrong position and Enab]eIIlS
get.t!le work done well. There may not be a viable path to improvement in the cur:e:;
position; perhflps the supervisor or organization would do best to find another job for that
person. Agreeing that any specific job is not the best obvious involves a process in which
negative feedback has been given and has been accepted. It then allows for the ossibility
of mutgally exploring alternative jobs and dealing with steps to make the tmnsitign as least
dlsrulll)ltlv;; and demotivating, as possible for everyone,

o
refuse to bei;ﬁzrt]ecg.s i?}(;(r)vg)f:gil?s 21(1)?112 it ruI-e P redi.cts, R stubbor_nl}’
', some people are just plain unhappy, and others use being
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> consistently and immediately resp
docu,mented poor performance thae can

U nhaPPﬂY for some Supervisors an
stral romising, or blackmailing their Supervisors th
e threaten lega! action, such as discril‘ninatiosn o
of course—everyone has said or ¢
thﬁi;' sdvantage. The fluid Pro quo of such sl
s you ifym? don’t...”) can allow diff;
e organizations even deal with such
While we do not kx}ow what percentage
e onable guess is that one out of eye

B

onding 1o T O
such
: Problems cap, result in a pattern of

USed in pro " .

. d thej gl,-essf"e discipline

ntforward. Difficult employees uag Se:llrtzrfjn_lzaugns (see Chapter 10).
0i

» the story js not always so

d being discipl;
ined :
rough sociq) or efh v by corrupting,

r harassmeng |
_Ork over sever-
1ng that other
€ntagreements (ors
cult employees to
people by promotin
of employees may

'ical embarrassment,
awsuits. The possibility of
al months or years is very
People could try to use to
tandoffs: “I won’t embarrass
Stay on the job for years. Some-
& them out of their current jobs.
be difficult in these extreme ways,

gifficult, depending on how broadly one defines

1y 15 to 30 employees could be described as (very)

bdeedi studies put the incidence of
bit manipulative (say, Machiavellian)
(Cohen, 201 8). Hence, most admin-

the term,

Exhibit 6.6 Poor People Management

~ Good management is not only about doing the
right thing; it is often about avoiding doing the
wrong things. Being a manager means being con-
fronted with one’s own ways and instincts, which
* may not always be right. But it is not always easy

to avoid these, and most managers have a few

areas of weakness, for sure. Numerous sources of
information about bad management and things
that managers should avoid, many of which are
the flip side of those stated here, are available
online. For example, Heathfield (2017) identifies
10 mistakes that managers make:

*  Not getting to know employees as people

Failing to provide clear direction

Failing to trust
* Failing to listen

; o ade
* Failing to get input before decisions are m

Source: Adapted from Heathfield (2017)-

* Failing to react to problems

* Tryingto be friends with those who report
to them

¢ Failing to communicate and withholding
important information

¢ Not treating everyone equally

o Blaming employees rather than taking
responsibility for when things go wrong

Many of these are mentioned or implied in
this chapter—people skills are essential to per-
formance, but when managers just do not see
or correct their own deficiencies they become
a source of worker demotivation and poor or
mediocre performance. Getting managers tosee
their behaviors as problematic is often the first
step toward improvement. Managers, too, bene-
fit from receiving feedback.
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