After studying this
chapter, you should be
able to:

« Be familiar with major
theories of motivation;

» Recognize how human

- resource management
affects employee
motivation;

¢ Understand the limits of
carrots and sticks;

 Using a range of techniques
for cultivating motivation
and engagement; and

* Apply methods for dealing
with difficult employee
behaviors.

CHAPTER S i ><

EMPLOYEE MOTIVATION

Possible, Probable, or Impossible?

An employee’s motivation is a direct result of the sum Ve

of interactions with his or her manager.

—Bob Nelson

M otivation is a key to employee productivity and performance, and
therefore central to human resource management. Motivation
can be defined as the drive or energy that compels people to act, with
energy and persistence, toward some goal. To say that someone has
miotivation is to say that that person has substandal energy and drive in
pursuit of something. Leaders, managers, and psychologists alike have
long pondered how they can better harness and direct people’s psychic
energy toward work objectives. As many public organizations continue
to face rising workloads and pressures for increased responsiveness
and accountability, they need workers who are not only competent
and able, but also well-motivated to contribute to organizational goals.
Employees are also concerned about motivation. Working with
motivation often makes the work experience more enjoyable, attrac-
tive, and often more productive (Belle, 2013; Sulea et al., 2012). When
people are motivated, they increase their engagement with what they
are doing, often resulting in improved efforts and purpose, adding to
feelings of well-being and success. Time goes faster, too, and when
people enjoy what they are doing, they are often motivated to keep it
so, too. Employees have an interest in having supervisors who create a
positive workplace experience that brings out the best in them.

If HRM is about the development of policies for effective utili-
zation of human resources in organizations, it is doubly concerned
with motivation. We need managers whose leadership style creates
motivating workplace conditions for employees, and policies and
practices that support motivation. The field cannot ignore the impact
of practices on employee motivation arising from recruitment, selec-
tion, appraisal, promotion, compensation, promotion, and training.
HRM needs to support selecting managers and frontline supervisors

Scanned with CamScanner

7



who can create a positive workplace experienc?—fand ax_’oid tf;os_e th;tj do NOL. It neegs 5
provide skills to managers for fostering effecuve wor king re 330“; ps with eMployee
and workgroups, supporting employee efforts an(! develop(;nent, afl: ensur .E_t?lat Man
are also skilled in mitigating conditions and behaviors that detract from positive workplac,
Expm\-l’:’ll']uf;he topic of motivation can be as con_]p!ex asd humans t}}lxenz'selves, at t.he end of
the day managers need some practical perspectives ’"Il. P O;C > ml;a"l;?nagmg motj.
vation. Our perspective is to avoid both undfxe sTmpftCltynan unworl ﬁe complexity_
There are no magic bullets that increase motvation for z;, , nor lzc}:lnv:-f;ze— 165-all adage
that can help have managers in each and every situation. Yet, neither does it HI_Il{Ch £00d
to say that every human being is differer}t, when in fact ther_e a_rehcor.xmonahUes. This
chapter takes a middle approach, providing research-based msxgf ts 1nt9 Processes fo,
bringing out what motivation and engagement employees have for their work. These
processes include dialog about what type of workplace managers and employees are seek._
ing to create, how they expect people to get along, vf'ha_t perfo_rmance €xpectations gpp
expected, what support employees can expect fo_r achieving their performance ang what
the consequences, pro and con, of some behawors'a_nd perfo_rn}ance may be. In dOing
s0, these processes create a space for addressing indlwdua]-varlatlons and OTganizationy|
practices in such a way as can further motivation and contribute to productive workplace
experiences. _
The idea that one size does not fit all is borne out in practice and research. Aboyt 20
years ago, West and Berman (1997) found in cities with populations of more than 50,000
 that 29.8 percent of city managers agreed or strongly agreed with the statement “Employ-
ees are highly motivated to achieve goals,” 48.8 percent only somewhat agreed with this
- statement, and 21.5 percent disagreed in different degrees with the statement. About 10
years ago, Schwartz (2010) reported that a survey of nearly 90,000 employees worldwide
 found that only 21 percent feel fully engaged at work and nearly 40 percent are disen-
. chanted or disengaged. Building on these results, the heuristic 25-50-25 rule states that
25 percent of employees are highly motivated, 50 percent are fence-sitters, and 25 percent
. are withdrawn or even cynical. This rule has not been rigorously validated, but many super-
_ visors nevertheless find that it more or less accurately represents their experience. Every-
 one is not (un)motivated; managers are likely to have a mix of motivation among their
employees; that’s just how it is. A reasonable goal, in an imperfect world, is to transform
25"5_0‘25 into, say, 45-45-10. This will involve some differentiated efforts to further and
i . sustain motivation, discussed later.

. 2 E{}j{{loyfees 2o oo ﬁl'(e it there, they can 8o elsewhere! Such orientations do little
 Coffnan 1999) Oy e Hehy recognized as inappropriae and dated (Buckingham &
S Fhﬁl’,,mana_ger_ s use old-fashioned carrot-and-stick approaches that, when

Gy notltmloredto ;ﬂ?évspéciﬁc_desiresan

pit o ITTE €vant or, at worst, fear-, { )
e LT 28 WOTSG Tear-based managem . e e

s ;_(__’_th,ﬁ!‘ lnstanpés;'man‘a‘gém . anagement when the sticks outw eigh the carrots. Iny
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; ing their jobs. Mos .
workers .dm il 'I‘]h | t people are likely to €Xperience a e of
ir careers. 1 he tools and serategies of this cly S mingohmeh.aeiponss

‘rer Lhc b » .
0 Pter are seen as increasingly more

appro riate and effective for increasing motivation
P By and lal:ge, we .heheve Fhfxt managerial skills fostering
v slowly improving, but it is hard to prove this and th :

§ ere

employee motivation may
st some improvement T " is also long way to go, too.
ased co

Ties leading to individuali - nsideration for the
: &mfl'hfisll :::iia li . Sirrll;hwdﬁmhzed consideration and dialog. Dealin tl":.l S]c:dls of
eration ]0 Iila - Anor_[; 32] & anged preconceptions of what workp!au[: ex r" new
3 . o g < e
e are looking for r driver has come from 4 e b 1 p .
dlear association exits between a lack of worker ce worker turnover,

. j . . worker resulting from
mance, recruitment, onboardmg, and training costs (Chenkovich &gCates ;é?zt
] L]

: 14). Thus, a range of sources 4
. Cowart 20 : > ; are moving toward i )
.~ obviously more 15 needed in the matter of worker rfoﬁvat:ionmprovement——mough quite

. Improving employe_e mouvation is a complex but not insurmountable hall
No matter how the topic is approached, increasing motivation with work re ic " gngeci
wool Kit and some one-on-one dialogue. First, this chapter examines some 31‘::;;5: 11;03
. thenarureof employee_motlvaﬁon that shape out current thinking—up to a point Sse?:o?llcllt
. weexamine the bro_ad impact of human resource management policies an(l:l) sn'a;e ies 01;
the climate for motivation. Third, the chapter examines specific managerial strategiles for

. mamaging and motivating individual employees. We need managers who can bring out
 motivation and engagement among employees.

e ey Ty e e e o

puLLPUSH OR DRIVE?

 Motivation is a much studied-subject, to say the least. The purpose in this brief space is

 potto summarize motivation theories—an entire book alone would scarcely do justice to

 sucharich topic. Rather, the goal in this section is to consider some dominant insights that

O ead to an appropriate appreciation of motivation for managers, and to extend this with

~ insights about employee engagement. A basic insight is employees vary in their needs and

that organizations and that their managers will need to offer a broad range of conditions if
they are to motivate their employees.

" Motivation theories differ according to what is emphasized. While there is general
:g'greel'Iient that motivation is about the drive or energy (an inner state) that compels
people to act with energy and persistence toward goals, the question is which factors
affect this energy. Some theories focus on factors inherent to individuals, such as their
bfsi‘.’r,ﬂeeds_for survival, achievement, appreciation/belonging, or development, as well
?’f‘fhf’ir‘enErgy.level'and mental state (e.g., their energy to pursue different tasks). This
Meds perspective of motivation is associated with the work of Abraham Maslow (1954), who
dml“\_’l’?dﬂ hierarchy of needs of basic drives around survival, safety, belonging, self-

ﬁtegm;_md self-actualization. Maslow’ theory brings out inherent human characteristics

peopleand goes beyond perspectives that focus only on the economic n-ans;}ctjon %
“ding Jabor for pay. Money matters, as it helps meet many needs (e.g:, survival), but
‘- : g job experiences.

“Bneeded, too, such as people feeling safe and having interestng job
. (Séé.??l!f’eli‘?'ahts are also motivated by a need to make dlffflrencfﬁlln tdllelrgonnnu:é-s
Mk ot e noted that while the above ne
public service motivation, below). It should be

e e T e
) s et o e R ke
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are widely accepted, studies do not always replicate the specific order of needy (Ha g

Nougaim, 1968; Lester, 2013). ]
ﬁ‘;‘ a modern world, each of the above categories usually refers to a rallglf of Neeqg. o

: elter (compensation),
example, survival needs include not only food and shelter ( : p lon) =,
, - : > and, looking ahead, retirement savings or beneg d
for transportation, health insurance an , loc S Se— s, 10,
Also, quite some people find sclf-—ncmalm:}uon outside 25, 2 job is fust a.: l)Sin a nlily):
ot everyone experiences work as a vocatmn—somcu;ncs, aj b ) - JOb. The ; ica'
i rch-base » -
tion of managers is straightforward. As a practical anc res(:/a romotionmatc:er’ 1tis USuaHy
held that (1) money, (2) the prospect of career (:;\.felopn.len p e j, al? (3) one g ,
" E i . Ce/pu IC service mo y JO Secul'l
other motivators (e.g., making a differen T > fun, o
child care) is a reasonable list of most workers’ top nee(:)s1 (Cr eWSOf}& 12127, Itika, 20} .1 5
job of HRM, then, is to ensure that organizations are able to pI:;)]Vlt 8 eSi(COmpensatio
benefits, positive work experiences, and career develppm?::ht) 20 CXChange fo, effor,
allow workers to satisfy a range of their needs.. The )'ob o : e manag;rdli to Manag, ang
negotiate the exchange, helping workers to realize their needs, as provide Yy the Organiy,

tion’s resources and policies. . . P
Other theories examine components relating to the externa ﬁzctors: of their jop ang
salary, work obstructions, Supervision, ang Jg, e

work, such as the effects of job goals,
ship, which also influence motivation. McGregor (1960) developed the aboye implic,.

tons further for how managers can then motivate p80p¥€. Theory X states that Whep
quate intrinsic motivations related to work (say, on]

people do not have much or ade : ;
working for financial motives), they will tend to do as little as possible (be lazy2) i
need to be directed by specific performance expectations and external mducemeﬂt?‘that

tivators are then appropriate and NECESSary to incregg,

IS, carrots and sticks. External mo
people have adequate intringjc

eir motivation to work. Theory Y states that when
ger’s job is to (also) help workers channe] ang Support

- An example of such intrinsjc motivation are needs for

mo
(qltl,oted in Pink, ?009, P-32). Whether one is motivated by extrinsic or intrinsic rewards,
or both (e.g., making money and impact), workers are expected to show up with motivation
and energy that can be directe toward important objectives,
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g forth necessary motivation and performance.
itive and motvating workplace experience, and
ng their needs and bringing forth their contri-

also needed about the availability of motivators
and how these work for them and thejr job performance, Carrots, sticks, and process are all

needed. In addition to research-based insights below, we also provide a specific strategy of
psychological contracts, later.

By the way, you should know that while Maslow hierarchy of needs is highly popular,
other theories of human needs also exist.

For example, McClelland (1985) proposed a the-
ory that people are driven by three differ,

ple ent needs: the need for (1) achievement, (2) power,
and (3) affiliation. Some people have a VETy strong need for power, as reflected in prefer-

network relationships that help them climb the career
guided by pleasures that come from solving problems or
thers take pride in creating and maintaining social rela-
tionships, or getting identity from groups that that belong. For example, senior managers
often have a high need for power, and low need for affiliation or achievement. Knowing
these can help provide a bit more detail to Maslow’s needs, such as anticipating the kinds
of self-esteem or belonging that workers might be motivated by.

Implied in all of the above is 2 key princi
vated to pursue their goals and satisfy their needs. As President Dwight D. Eisenhower
put it, “Motivation is the art of getting people to do what you want them to do because
they want to do it.” Vroom’s expectancy theory of motivation (1964) makes the addi-
tional point that people pursue outcomes to the extent that they are valued and feasible.
People show effort in the expectation that this will produce performance results, hence,

efforts 2 performance = rewards - needs attainment, This basic causal chain of events is
based in three key (and obvious) assumptons:

. 1. The more value a person places on an outcome, the more effort he or she will
put forward (valence of outcomes),

2. The more someone believes that he or she has the ability to achieve an outcome,
the more effort that person is likely to put forward (expectancy of efforts).

3. 'The more an individual believes that rewards will be forthcoming as a result

~of his or her performance, the more effort the individual will put forward
(instrumentality of performance).

P I T T o) o

- These assumptions provide useful levers for managing motivation in others. Vroomy

cory points to the need for managers to ensure that employees are committed to certain
Outcomes and that workers feel confident that they can be successful given their abilities

and existing conditions. Research findings generally validate Vroom’s assumptions and

210 provide useful, overarching starting points for administrators. For example, the first

o Q?su‘ilpﬁon points to managers giving employees compelling reasons to be motivated to
ok U_I'Si!e Certain outcomes, helping them to achieve high valence. A manager’ job is to help

- EMployees regch undérstzmding about what is valued and why. The
poi '

T T LT

second assumption
nts to supervisors provi ding encouraging, supportive and consistent teedback that helps

CHAPTER SIX EMPLOYEE MOTIVATIC
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' it of outcomes. Lon
themselves 1n pursu - 8 ago, g
employees to apply and develop inforce behaviors, and that negati;g Nng,
¢

that come as a consequences. Al of this points t(g botth;a;l::defcot;;zl;smt? %inm na;rd,s

messages, as well as some individualized dialog about g P S ellorts apq SUPp:;:

" ad[;z;::;f ,t,};zl:]l;l degree of autonomy to solve probl;:.rlztS, achl;eve .high perfo

and realize their intrinsic motivations. Almost no one i es'lt'o £ mlcm‘managed -

some degree of freedom and latitude is ne'eded. Accountability for work thy, hag ¢

done in one thing; excessive meddling while doing 1t 1s it another. In 4, acag cen
ts that the job of the manager is to lay out cleay i

vein, path-goal theory sugges

goals and to provide a clear path with few obstacles .for ctptoyees(Honse, 1971 LOc(ica "

Latham, 1990). This idea has made its way Into various management Strategies, include'
In

management by objectives (MBO) in the 1970s, which one author sums up using five .
cepts (Odiorne, 1976): Pre.
1. Tell me what is expected of me in advance.
2. Give me the resources to do the job.
3. Leave me alone as much as possible to do my job.
4. Let me know how well I am doing in my work.

3. Reward my accomplishments.

: empowerment, which
akln - L3 K] ’ C
g and other responsibilities to employees

utcomes. !
Key Steps in empowerment involves

reé;c;tlon, the rea.lity is that not everyone
. er fr eedom is not always welcomed

’ m’an:mby h_mit‘ing their responsibilities
vation. oo Will likely need to explain the

Uvation
T 3l needs and help workers meet thes
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Considerable research validates the above propositions. In the mid-1990s and 2000s,

the concept of Public Service Motivation (PSM) was academically developed and intro-

i duced, defined as a service ethic of civil servants that explains their intrinsic motivation to
b serve. While the idea of PSM is hardly new, research now offered a concrete, measurable
construct. The four key dimensions of PSM are (1) attraction to policy making, (2) com-
mitment to furthering the public interest, (3) commitment to social justice, commitment
to civic duty, compassion about the welfare of others, and (4) commitment to self-sacrifice
for public causes (Perry, 1996, 2000; Wright, Moynihan, & Pandey, 2012). The findings
of many studies validate PSM, also in other countries with but modest variation (Kim et
al,, 2012). PSM is shown to be widely present among civil servants in many countries, and
suggest to practitioners that PSM is 4 specific lever they can use to increase mission valance
and performance, such as by encouraging participation in policy processes, appealing to
employees’ sense of social justice or interest in social welfare, and providing opportunities
to further the public interest (also Belle, 2013). Of course, this is hardly news to practi-

tioners, but it is now a scientific fact, as well. Employees vary in their PSM, and further
L research is still being conducted into factors that can increase PSM.

: Finally, in the last decade, increased interest b
ment. If motivation is defined as the drive or en

B energy and persistence, toward some goal, then engagement emphasizes individuals’ being
b psychologically present and applying themselves physically, cognitively, and emotionally
B when performing their organizational roles (e.g., Gruman & Saks, 2011; Saks 2006; Gallup
2006). The concept of employee engagement bridges internal states of motivation with
observable behaviors in the workplace. An employee who is engaged can be characterized
3 as enthusiastic, energetic, motivated, and passionate about his or her work, and engagement
b is strongly linked to job satisfaction. Academic studies typically assess aspects of vigor (e.g.,
i “At work, I feel full of energy”), dedication (e.g-, “I find the work that I do full of mean-
ing and purpose”), and absorption (“I'am immersed in my work”) (Menguc, Auh, Fisher,
& Haddad, 2013). The concept of engagement became popular when Gallup announced
_ in 2013 that in a survey of 142 countries, only 13 percent of workers were found to be
o engaged (this figure was 29 percent for the United States and Canada). Clearly, motivation
(and, hence, engagement) continues to be an important concern.
o * * Recent studies point to eight drivers of employee engagement: (1) supervisory support
P and encouragement; (2) recognition, praise, and developmental feedback (e.g., “In the last
seven days, T have received recognition or praise for doing good work™); (3) role clarity
?!?d_, resource _adequacy (e.g., “I know what is expected of me on the job,” and having the
tesources to do it); (4) supportive coworkers who are (also) committed to doing high-quality
work; (5) having the opportunity to do what one does best (e.g.,“My talents are used well”);
g 6‘)'!111?1'1‘1”3 opportuhitieé to learn and grow (e.g., “Supervisors/team leaders in my work
- Initsupport employee development”); (7) alignment, support, and beliefin the mission or
P“"POSG of one’s work; and (8) having a voice (e.g., “My opinion counts at work”). No sin-
= gle tactor or magic bullet is the key to employee engagement. However, the actions of the
SUPEWISOI' do appear to be central, either directly or indirectly affecting almost all of these
- “Mgagement conditions (being supportive, providing feedback and resources, encouraging
'1'g?§!?pm§hf;"élig‘iﬁhg mission with employee valence). In short, organizations need to do
- wtﬂ”’“‘l‘lminting' good supervisors and selecting the right people for particular jobs who
 Bood intrinsie motivation (drive) for doing high-quality work. g

Y PR R e I S

as emerged in the concept of engage-
ergy that compels people to act, with
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About Rewards and Money
Ployee

While the trend is toward acknowledging a broad range of i‘;cuzlrj’ lt:;;irwc S

- - . l
motivation, such as those mentioned above, the role ofre:ivzfr SSﬁves i ives Cannot b
overlooked. Continuing interest in the use of rewards and ince nSpired 3 vy,

stream of research. Rewards and incentives surely induce mot{vaﬂon#—eVQ.:rxone needs ¢,
be rewarded in some manner—but research also shows SEIHE 0T h_m“s* ESpecially
of extrinsic rewards. First, the effect of extrinsic r.ewards is often short lived. Yes, while
prospects of a significant rewards increases motivation, once the r.eward bas been Attained,
motivation soon returns to where it was before—or less. In experiments, people whq have
had previous rewards for performing a task taken away have been found to work less by
than those who were never given rewards in the first place. In modt?rn Bl nac‘ular, Tewards
need to be sustainable. Second, the ability of the public sector to Bive financial rewards is
limited; studies of pay-for-performance in the public sector often fail to find much effect
for lack of meaningful size (level) of such rewards. Instead, managers need to look for a
broad range of alternative rewards that may involve acknowledgment, extra (.)ﬂ:lce Support,
certificates and vouchers, career enhancing job assignments, addl'tlonal training, confer-
ence or other travel, new equipment, invitation to important meetings o c¥enks;
Third, while rewards can put fun into work for routine tasks, extrinsic rewards cap

y busy

also take the fun out of work that is intrinsically motivated. Pef)ple \'vho are creativel
often enjoy their tasks and regard these as fun (Csikszentmihalyi, 2008). But when the

goal is changed to maximizing extrinsic rewards (e.g., billable hours by lawyers), intrinsjc
motivations are quickly crowded out, and work becomes just work and is at risk of becoming
dreary (Jacobsen & Jensen, 2017; Pink, 2009). Fourth, excessive or exclusive reliance op
rewards is associated with adverse incentives, causing problems such as ethical lapses that
have been well documented. In short, motivating by rewards (carrots) is not a substitute
for ensuring a broader approach to increasing motivation such as ensuring supervisory
support and encouragement, avoiding micro management, having supportive and able
g that conditions meet workers’ needs. Rewards are part of this

co-workers and ensurin

broader mix.
Having said this, money matters. Jobs that do not bring enough salary to satisfy very

basic needs fail to motivate (why work?), and employee turnover in low-paying jobs is
indeed very high. However, once people are able to satisfy a broad range of their needs
(basic comfort and security needs), money no longer motivates quite as much, and the
significance of other rewards increase. ! While prospects of a significant pay increase will
again spark motivation (allowing for meeting previously unmet needs), once a higher pay
level is reached, motivation soon returns to where it was before. The motvational boost of
prospective money is only temporary. Of course, it is difficult to attract good workers with
below-x'n?rker pay rates, and it s difficult to keep good workers if one does not pay them at
competinve rates and offer advancement opportunities that are competitive, as well. Good
and competitive pay is nec?ded, but more is needed, as well, Money is not enough to ensure
motivation—what supervisors do matters, too,
Researchers note that auto .
n e tonomy and control should be contingent on tasks and
beople; some situations may in fact be suitable for a stronger hasi rards
spectal note should be made of extrinsic rewar b
d g 1 axints ; 5 In Jobs that are really monotonous
and repetitive, as do exist in the public sector, toq Th :
>+ HAeN, rewards can turn boring work
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into a game-like activity (e.g., how to finish sooner) and thereby increase motivation.
Offering people a little more autonomy also helps to motivate (e.g., flextime, relaxed
dress code, one stop service centers), and help bind people to their jobs (how would you
motivate people working in a call center?). In recent years, employers have recognized
the importance of promoting an adequate level of autonomy and even creativity in jobs
and performance that require it. Organizations continue to make good use of quality
circles in which workers form a community of practice to address workplace matters.
Alittle bit of empowerment, flexibility, and worker input can go a long way toward moti-
vation and, hence, performance. Some of the most creative and successful companies
(e.g-» 3M) even give their workers self-directed hours in which their only task is to do
something creative and different,
How do we make sense of all the above? While the research is broad, some bottom-

lines and messages emerge. People are motivated to satisfy their needs, and while these
vary across people, there are some commonalities such as money, making a difference,
promotion, and more. The job of HRM is to ensure that organizations have adequate
compensation, benefits, positive work experiences and career development to offer. As
demands grow and jobs are more complex, greater autonomy and empowerment are
emphasized. For managers, this means that managing by job duties, policy, incentives,
and consequences/rewards (these are your duties/rules; if you do/follow these well/poorly
then . . .); while these are still needed, so, too, are supportive efforts that help workers
realize their job performance, encourage intrinsic motivation (where present), and help
meet other needs/goals (such as for career development or raising a family) can be met
(“Tell me what you need. I will help where possible.”). Exhibit 6.1 considers the context
of motivational differences across generations. The next section examines the broad
HRM role, and then we examine specific supervisory tactics for furthering motivation.

Exhibit 6.1 Motivating the Millennial Generation

Do younger employees differ from older workers they seek. Others see Millennials as enterprising
in their motivations? Many managers seem to workers who are energetically following their
think so, and an emerging literature agrees dreams on their own terms. In any event, they
with them. In Motivating the “What’s in It for Me?” have loyalty to people who can help them but
Workforce, Cam Marston (2007) argues that ear- not to employers (organizations did not show
lier generations of workers (Baby Boomers and loyalty to workers in their parents’ generation,
those Marston calls Matures) were motivated to so why should they be loyal to organizations?).
Work by making an income and havingidentity =~ Millennials are likely to stay with their employ-

| through their professions and employment by ers as long as the work is interesting, is educa-
their organizations. They were willing to pay tional, and serves their needs. Young employees
their dues and wait their turn in return forincreas-  are far more demanding of their employers than

'iflg growth opportunities. In contrast, Genera-  were their counterparts of Past generations, and
tion Xers and New Millennials, are motivated to itis a greater challenge to HRM

' systems to keep
make just enough money to enjoy the lifestyles  the most talented oneg,
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AND
HUMAN RESOURCE MANAGEPII\IENT
THE CLIMATE FOR MOTIVATIO - -
through the strategies, policies, and Programs thet

including the specific management and e
The workplace climate for moﬁ"ation

HRM affects employee motivation largely
it provides for supervisors and emploﬂeess g
isorv esses that it champions and supports. .
;sr(l)s?sti) g(;'c;z;’smdrrst gflzhg;*anftlices that are available to mﬂfflt;iz; S si[l(}il :;ntfli-z};ee}f to bejp
mouvated in their work. HRM is involved in shaping H;;an}\}/flgPB, 201 2). An analo ggy iZOtI:P'en.
sation, job design, selection, and benefit programs (U.S. View
» ] td YeeValues

’ ia or buffet in which each emplq
human resource management practices as a ca.fetena o) bt B
he eleciosdiftny Peple i inheie nesds gl and bt they are o
accommodate, and most employees, employers hope, m;zzctlom

' i t the H,
they make of these (even if some are mandatory)-_ This section lr(l)s()kt;z elefneftjl/[ﬁ y
From the perspective of managers and their organizations, Ste b.elow
N ing;.

constitute a general climate for motivation. As stated, motivat Onblslcilvrtbhe'liild o

viduals have the opportunity to meet their needs. The dlst:ussnog elow builds on the pre-
ceding, and considers drivers of motivation, rewards, P }thc e o varion, ang ",
In short, when all of the following efforts and conditions are present, employees, while

drawn toward each to differing degr
with adequate motivation and opportunity for even deeper engagement:

Competitive salaries and relevant benefits
Meaningful rewards and recognition (that are fairly distributed)

.
o
® Friendly and cooperative workplace relations
Assignments that allow workers to make meaningful contributions to society
® Feedback that provides recognition

¢ Opportunities for challenge and development

® Meaningful control over the work environment

® Minimization of the demotivating effect of rules and regulations that impede job
performance and satisfaction

* Reduction of negative supervisory relationships

® Selection of the right people for the job

ees, will likely find a combination that provideg them {

PART“ e DDAAre e~ . .
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employees a sense that they are receiving a fair return for their effo_rts, :
employers also further retention, and some employers alsg tr} to give their
excellent staff above-market wages. For all these reasons, it is 1mportant.that
remuneration is periodically adjusted to remain competitive. Beyond this,
benefits assist workers to meet health care, retirement, education, and other
needs. These benefits have become increasingly important for workers at

all income levels. In the United States, fewer and fewer of these needs are
subsidized through taxes, and employees depend on their employers to help .
them address these concerns, (By contrast, citizens in other developed cou.ntnes
can often count on government-subsidized benefits such as affordable, umv‘ersal
health care.) Employers offer cafeteria—style menus of benefits. Compensation
and benefits are explored in Chapters 7 and 8, respectively.)

. Meaningful rewards and recognition (that are fairly distributed). People n‘eed
appreciation, not only that expressed by compensation but also appreciation
shown through formal recognition and informal thank-yous. Appraisal systems
(Chapter 10) should provide sufficient appreciation and recognition, but in
practice they often fail to do so; more is needed. HRM can help to encourage

s and recognition. In some organizations, workers

can make instant, on-the-spot awards to others in the form of gift certificates,

thus reducing delays and providing peer recognition. Workers also need to
perceive that rewards are fairly distributed.

3. Friendly and cooperative workplace relations. Employees prefer congenial,
positive work settings. While this may or may not be associated with increased
motvation, an office that is perceived as hostile is a sure demotivator
(Cherniss & Goleman, 2001). For this reason, most organizations make people

skills a criterion in their hiring and promotion. According to Berman and West
(2008), 71.5 percent of city managers in U.S. cities with populations over
50,000 agree or strongly agree that they focus

on people skills when hiring or
promoting managers. A subsequent section of this chapter offers suggestions for

how managers can increase friendly and cooperative relations on the job.

1. Assignments that allow workers to make meanmgful contributions to soctety. Most
people who go to work for public and nonprofit organizations do so because
they are motivated to make 2 difference in society (i.e., PSM). Needless to say,
the task of human resource management is to design jobs that allow for having
such impact, and the task of managers is to ensure that in fact they do. Some
studies show that modern management practices and better agency performance
increase employee motivation, presumably in part by fostering workers’ needs
for achievement and making a difference (Boardman & Sundquist, 2009).

Feedback that provides recognition. Feedback is not only part of formal performance

appraisal (Chapter 10); the challenges of work require frequent assessment and
adjustment. Feedback serves essential

[ 9]
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