of intallectual property. For the dual ayclanic vaguurm cléans

5,090,976, Though the eEONOMIc downturn of the early 20008 led 1@ th
 fact that the company continued

10 rave §00 production jobs to Malaysia, he ig proud of h
UK and still created 1,300 jobs. Obviously, not avery in

Can James Dysotis creative passion and spirft of i

sl to infect an entire organizatic:na1 cult

Motivation and Waork Behaviot

4 Define maotivatian. Motivation is the process of aronsing and sustaining

to innovate and created 100 new jobs in the LK, Dyson never took g
novation is & wirner not does every

prototype become & commarcial SUcCess. Hewever, innovation 18
nrovation Recome contagious? 1s it pos-
ure with an entrepreneuria\ drive? Dyson aims 1o do
that with a supportive cutture that motivates employees © take up & good NE
do it as gquickly as possibie. With Dyson producing techriology for alectronic TMOOra and robot-
ics, the company can even ﬁnrac:t ydung uhiversity professors who can find
stimuiating and motivating. The company focuses on new gracustes, and the average age of
employees i# o6 Beyond 8 supportive cutture for good new ideas and an irnovative youthful

sulture, what elsé does Dyson do 1o stimuiate creativity and motivate passionate gngagement?

r, Dyson holds W3 Patant #

B buSINEss decision

overnment grants N the

where Dyson starts.

w idea, usé it and

{ha active structure

goal-di‘rccted hehavier, The

word motivation comes from the Latin root word mavere, which means “to move.”
Because motivation concerns creating a psychologica] state, it 15 one of the more

complex topics in nrganizaticmal hehavior.

Motivation theories attempt to explain and predict observable hehavior. The
wide range and variety of motivation theories result from. the great diversity of peo-
ple and the complexity of their behavior inn organizations. Motivation theoties may
be broadly classified into three theories of motivation: internal, proccss, and extet-
nal. Internal theorics of motivation give primary consideration €0 variables withit

the individual that impact motivation and behaviot. The hierarchy of needs theory .
exemplifies the internal theories. Process theories of motivation emphasize the 1a-
rure of the interaction between the individual and the environment. Expectancy
theory exemplifies the process theories. External thearics of motivation focus on the
clemnents in the epvironment, including the Consequences of behavior as the basis
for understanding and explaining people’s hehaviot at wotk. Any single moti
theory explains only a small portion of the variapce in human pehavior, Therefore
alternative theorics have developed over time in an cffort to acconit for the unex:

plained portions of the variance in hehavion

internal Needs

Philosophers and scholars have theorized for centurics about human needs and mo”
rives, During the past century, attention narrowed to understanding motivation in
e " businesses and other organ.ization.s.3 Max Weber, an gatly German orgaﬂizatiﬂ“a
scholar, argued that the mcaning of worlk lay not in the work itself but in 15 deep®

i motivation

*& The process of AiDusing potemial for contributing to 2 person’s ultimate salvation.” From ¢his Calvinist!
| end sustaining goai-girectat perspestive, the Protestant ethic was the fue) for human industriousness. The Prot
] behavior. estant ethic said people should work hard because those who pmsperec’l at wot

PART 2 NDIVIDUAL PROCESSES AND GEHAVION)

e were more likely t0 find a place in heaven. You 5.1 lets you evaluate how s.tmngl §

vation




Vadym DrebotShutaratock.com

Rate the followlng statements from 1 (for disagree complately) to 6 {for agree completely).

_ When the workday Is finished, people should forget their jobs and enjoy themsalves.

. Hard work makes us better people. o . ‘
The pringipal purpose of people's jobs is to provide them with the means for enjoying their free time.

i
2

3

4. Wasting tirme is as bad as wasting money. N

g, Whenever possible, a pesson should relax and accept life as it is rather than always striving for unreachable goals.
6. A goed indication of a person’s worth is how well he or she does his or her job. o N

7 If ali othar things are equal, it is better to have a job with a lot of respongibility ihan one with I_n:tle responsibility.

8. Paople who do things the easy way are the smart ones.

Total your score for the pro-Protestant ethic items (2, 4, 8, and 7).
Total your score for the non-Pratestant ethic items (1, 3, 5, and 8).

A nor-Protestant ethic score of 20 or over indicates you have a strong nonwork ethic; 15-18 indicates @ moderataly
- strong nonwork ethic; 9—14 indicates a moderately weak nonwork ethic; 8 or less indicates a weak nonwork ethic.

A pro-Frotestant ethic score of 20 or over indicates you have a strong work ethic; 15-19 indicates a moderately strong
work ethic: 9-14 indicates a moderately weak wark athic; 8 or leas indicates a waak work ethic.

. SOURCE: M. R, Blocd, “Wark Values and Job Satisfaction,” Journal of Appliad Psychology 53 (1568): 456~458, Copy ight & 1965 by the American
Psychological Association. Reprinted with permisstan.

you have a pro-Protestant versus 4 non-Protestant ethic, Although Weber, and later
M.R. Blood (see You 5.1}, both nsed the term Protestant ethic, many see the value .
elemments of this work ethic in the broader Judeo-Christian tradition, We concur

A more complex mativation theory was proposed by Sigmund Freud. For him, a
person’s organizational life was founded on the compulsion to wark and che power of
love.” He saw much of human motivation as unconscious by nature. Psvelmanalvsis
was Freud's method for delving into the unconscious mind to better undeestand a
person’s motives and needs. Freud's psychodynamic theory offers explanations for
irrational and self-destructive behavior, such as suicide or workplace violence. The
motives underlying such traumatic work events may be understood by analyzing a
person’s unconscious necds and matives. The psychoanalytic approach also helps ex-
plain workplace deviance behavior (WDE), which can have a negative impact on
business unit performance.® Freud’s theorizing is important as the basis for subse-
quent need theories of motivation. Research suggests that people’s deeper feclings
may transcend culture, with most people caring deeply about the same few things.”

Imternal needs and external incentives play an important role in motivation. Al-
though extrinsic motivation is important, so too s intrinsic motivation, which varies
by the individual.® Four drives or needs underlie employee motivation: to acquire, e
_tD bond, to comprehend, and to defend; organizations that meet these 'nr-:cds can prvrhaanslysis
improve performance.” Intrinsic work motivation is linked to spiillover effects from Sigmund Fraud's mathod for

4
P
;

work to home, with mothers transmitting the emotions of happiness, anger, and anx-  geping ints the unconsclous

iety from wark to home.'? Interestingly, fathers who have high intrinsic work morti-  mind o batter undersland a

vation tended to report greater overall anxiety at home after the worleday. Therefore, — person's motives and neads.

it 15 important for managers to consider both internal needs and exrernal incentives T —
163
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y is an important concept in Smith’s view because he pelicved thaca
h is prinarily determined by the productivity of its labot force. There-
fficient and effcctive labor force yiclds greater abundance for the na-
e multiplier for the productivity of labor*

atific management, was also concerned with
ange the relation-

Technolog
oS wealt
orcs a more €

(ol Technology 18 jmportant as a fore
];‘[ede.ri.cic Taylor, the founder of scie
iciency and effectivencss.'® His central concern was to ch

abor eff . T
ship berween management and labor from one af confhct to one of cooperation.’

“faylot helieved the basis of cheir conflict was the division of the profits. In-
" gread of continuing this conflice over the division of profits, labor and management

. should form 2 coopetarive relationship aimed at enlacging the total profits.

Employee Recognition and Ownership

ment practices—-such as employee recognition programs, flex-
ans—build on Smith’s and Taylor’s
These practices emphasize external incentives, which may take

original theories.
form such as money of 4 More material form, such as Qut-

a strictly gconamic
sranding Employee awards, gold watches, and other organizational symbols of

distinetion. Whataburget, a fast food chain with 700 stores in the Southwest, has
developed the WhataGames, i1 which the best employecs compete for bragging
s as well as cash, prizes, and even medals.!” This corporate Olympics is a
and loyalty excrcise that helps significantly reduce rurnover and build
h to employee motivation that considers hoth
psychological needs and external incentives is psychological ownetship. An in-
creasing number of scholars and managers emphasize the importance of feelings
of ownership for the organization. Ome study of 800 managers and employees in
three difterent organizations found that psychological awnership increascd orga-
nizational citizenship behavior, a key contextual performance beyond the call of

duty as discussed in Chapter 3.

Modern manage
ible benefit packages, and stoclk ownership pl

right
training
commitment. One bridge approac

Masiow’s Need Hierarchy

Psychologist Abraham Maslow proposcd a theory of motivation cmphasizing psy-
chological and interpersonal eeds in addition to physical needs and economic ne-
cessity. Maslow's theory was based on a hierarchy of necds. This theory was later

gh Theory X and Theory Y, which were twa s¢ts of agsumprions about

applied throuw
in an Existence, Re-

people at work. Maslow’s hierarchy was again reformulated
latedness, Geowth (ERG) theory of motivarion using a revised, three-ticre
hasic human needs. The three are Existence needs, Relatedness

d classi-

fcation scheme for
needs, and Growth needs.

The Hierarchy of Needs

The core of Maslow’s theary of human motivation is a hierarchy of five need cat-
egorics.!? Although he recognized chat there were factors other than one’s necds
{e.g., culture) that contributed to determining behavior, he focused his theoretical
attention on specifying people’s internal needs. Mastow labeled the five hietarchical
categories as physiological needs, safety and security necds, love (social) needs, es-
reem necds, and the nced for self-actualization. Maslow’s need hierrcly is depicted
in Figure 5.1, which shows how the needs relate to Douglas MeGregor's assump-

tians about people, which will be discusscd next.

CHAPTER 5 MOTIVATION AT WORK

need hilerarchy
The theory that behavior s
determinad Dy a prograssion of

physical, rocial, and psycholog-

imal nerads, including lower-
order neada and highar-oreier
racds.
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pe thought of as givers. One study of 465 adults found that Benevolents
ay ork outcomes such as benefits becanse of how the benefits help their fam-
ave :Ivlbers.” Another example of giving i3 the James Dyson Foundarion for phi-
ﬂgiopy,‘as we see in Looking Back. Ii?_;‘-zt'it-l_(_ed.c are pelople who are COHTII.FC-?II?tablE
ith an gquity ratio greater than that of their comparison other, as exhibited by

'v;me offspring of the affluent who want and expect more.”? These people may be
s spring o

f as takers.
thought of ¢ o . .
" Research g organizational justice has a long history.”* One study suggests that

a person’s organizational position influences sei.f-in;tpn_ﬁcd p§rf0rma.ncFlexpect¢ -
7% pecifically, a pwo-level move up in an organization with no additional pay
creafes a higher self-imposed performance gxpectation than a one-level move up
with modest additional pay. Similarly, a rwo-level move down in an organization
with no reduction in pay creates a lower self-imposed performance expectation than
a one-level move down with a modest decrease in pay. In addition, procedural jus-
rice can predict task performance though this effect may be infl uenced by intrinsic
74

tions.

motivation.
One of the unintended consequences of inequity and organizational injustice 18

dysfunctional behavior. Organizational injustice caused by payment incquity can
even lead to insompia though training in interactional justice reduces these effects.””
More seriously, workplace injustice can trigger aggressive reactions or other forms
of violent and deviant behavior that do harm to both individuals and the organiza-
rion. Fortunately, only a smail pumber of individuals respond to such unfairncss
through dysfunctional behavior.”

Although most studies of equity theory rake 7 short-term perspective, one should
consider equity comparisons over the long rerm as well. Tncreasing, decreasing, or
constant experiences of inequity over time may have very different consequences for
people.”” For example, do increasing inequity experiences have a debilitating effect
on people? In addition, equity theory may help companics implement two-tiered
wage structurcs, such as the one used by American Airlines in the early 1990s. In a
two-tiered system, one group of employees receives different pay and benefirs than
another group. A study of 1,935 rank-and-file members in one retail ¢hain using a
two-tiered wage structure confirmed the predictions of equity theory.® The research-
ers suggest that unions and management may want to consider worl location and
employment status (part-time versus full-time) prior to the implementation of a two-
tiered sysrem,

Expestancy Theory of Motivation

Whereas equity theory focuses on a social exchange process, V.F. Vroom's ex-
pectancy theory of motivation focuses on personat pereeptions of the perfor-
mance process. His theory is founded on two basic notions. First, people desire
certain outcomes of behavior and performance which may be thought of as
rewards or consequences of behavior. Second, people lelieve that there arc re-
lationships among the effort they put forth, the performance they achicve, and
the nutcomes they receive. Expectancy theory is a cognitive process theory of
motivation.

The key constructs in the expectancy theory of motivation are the welence of
an outcome, expectuncy, and instrymeniality® Valence is the value or importance
one places on a particalar reward. Expectancy is the belicf that effore leads to per-
formance (e.g., “If I try hacder, | can do better™). Instrumentality is the belief that
performance is related to rewards, (e.g., “If I perform better, I will ger more pay "

CHAPTER 5 MOTIVATION AT WOHRK

T Describe the expectancy
theary of motivation.

valenees
Tha vaiue or imporance aha
places on & particular reward.

expoctancy
The beliat that effort leads o
performance.

instrurmentality
The kaliaf that performance is
relatad to rewards.
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pother person prefers the reverse. People place c!ifferent values on each reward. In
fact, smployees vary notably with respect to the link between W_o.rk_ and pay as v_vel]
! i how they value money.** Expectancy theory has been studied in a W.IdIE variety
of D,;ganizal:if.mal contexts. One study found that students were more motivated to

study when they believed their effort would lead to higher grades.®

Motivatimnal Problems

Withi om Hats
pasic CAUSES: dishelief in a relationship between effort and performance, disbelief in

a relationship berween performance and rewards, and lack of desire for the rewards

offered. Tnterestingly, defensive pessimism may motivate if the act of worrying trig-

. gers an active planning process that reduces anxiety and prevents performance
7

pr.::oliilﬂr'l.".ll-“-.H )
If the motivational problem is related to the person’s belief that etfort will
not result in performance, the solution lies in altering this belief. The per-
gon ¢an be shown how an increase in cffort or an alieration in the kind of ef-
fort put forth can'be converted into improved performance. For example,
the textbook salesperson who does not believe more calls (effart) will result
in greatcr sales (performance) might be shown how to strong prospects with
higher probability sales from weaker prospects with lower probability sales.
When calling upon strong prospects, more calls (effort) could be converted into
greater sales { performance).

If the mortivational problem is related to the person’s belief that performance
will not result in rewards, the selution lies in altering this belief. The persen can be
shown how an increese in performance or a somewhat attered form of performance
will be canverted info rewards. For example, the texthook salesperson who does
not believe greater sales (performance} will result in higher commissions (rewards)
might he shown computationally or graphically thar a direct relationship does exist.
Henee, greater sales (performance) are directly converted into higher commissions
{rewards). ‘

If the motivational probiem is refated to the value the person places on, or the
preference the person has for, certain rewards, the solution lics in influencing the
value placed on the rewards or altering the rewards themselves. For example,
the texthook salesperson may not particularly want higher commissions, given the
small incremental gain he would receive at his tax level. In this case, the company
might establish a mechanism for sheltering commissions from being taxed or alter-
native mechanisms for deferred compensarion.

Although, the theory has been shown 1o predict job satisfaction accurarely,*
research results on expectancy theory have heen mixed and best by several difficul-
ties."” The cheory’s complexity makes it difficult to test the full model especially
hecause the measures of instrumentality, valence, and expectancy have only weak
validity.” Additionally, measuring the expectancy constructs is time-consuming; the
values for each construct can change over time for each individual. Finally, the the-
ory assumes the individual is rational and acts as a minicomputer, calculating prob-
ahilities and values. In reality, human calculations are more complex as they include
psychological, emotional, and social factors.

Motivation and Moral Maturity

Expectancy theory would predict that people work to maximize their personal
vutcomes. This is consistent with Adam Smith’s ideas of working for one’s own
self-interest. Ultimately, Smith and expectancy theotists believe that people worle

UHAPTER 5 MOTIVATION AT WORK

1 the expectancy theoty framework, motivational problems stem from three,
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Using Cash 10 pridge the Achievement Gap

one monib without walching

Ty? That's the kind of extrem® aciion s0Me parents will
take io get their children i cooperate. Bribery? Laybe.
Whether calted bribery of motivation, the practice of fink-
ing monetary incentives with desired pehavior has existed
for years. Evidence shows providing financial incentives
works o change amployes pehaviot. Gan similar financial
incentives change student hebhaviar?
That's the question Harvard economist Roland Fryer.
Jr., setout 10 answer using & seties of experiments i un-
amamnoﬁiz@ inpercity elementary grhools Across the
country. \Why inner-city gchools? According o Fryer, "the
averafde bhack L..?___mm.ﬁ.oa reads at the same level 8s
fhe average white Jm-ﬂmmﬁ.n_a._, something had to be
done to bridge {hat gap. Frye’ conducted e mxw.mm_im:wm
at elementarly schools in four citles: Chicagik pallas,
yashington, and New York. He used yariols incenives.
For example, in Mew ork City, fourth graders could earmn
a maximum of 425 for good {ost scores) seventh-araders,
50 dollars. Students 0 Chicago WeE paid $50 for each

A, 35 fot aach B,
possibie wgalary” of
formance soemes Were

Lising mosthy private fund
of $6.3 million 1o boost theif performance.

Paying & child $200 10 g0

42,000 per yeal Gimilar pay-or-per
fested in Washingion and Dallas.
g, Fryer paid 18,000 kids 2 total

ro benefit (hemsetves. Expectanc
Lehavior for the henefit of others. T
dividual’s soral naatt ety inorderto b

Liehavior. noral maturiky is the measure
was discussed 1@ Chapter 4- worally matere people act and hehave b
ve hased

which

_ Sudenis wh

and $20 for sach G with 2 AL

. | o | ﬂ-...._._ﬁmﬂw._wm..

sahim deniz i@ Sy terstocs.com

A waith any experiment, researchers often do not get
the results they expect, ang Fryer's was the same. The
ect on student petformance in one

streatment’ had no eff
of the ciiies where he expected {he most SUCCESsSs- In fwo

gof the other cities, his experiment yielded mixed results,
et in another city, the resulis exceeded his expectalions.

o were paid all year wm;E:..ma befier on stan-
dardized tests than those who were unpaid. Fryer's plan
did not come without ks detraciors. While SOMe school
officials were wiliing fo Wy anything new to motivate stu-
dents ko earm, others sirongly pelieved siudentis should
learn for jearning's sake and nat for cash. The fact that
Fryer's test suhjects Were students in Emno:,,._:mﬁ_..__, mi-
nority sehoots hurt the case. One think-tank scholar called

the plan racist.

1. How is using extrinsic Measures to motivate st
dents any different from using intringic MeasUTes
f the outcome 1s the same?

2 Do you pehieve using financial incentives o improve
performance iy Emaoa.zmﬁ{ rinority schools isa -
racist strategy”? yWhy ot why not?

SOURCES: A Fipley. sghould Kids Be Bribed 1o Do yyell in Schoo
Time: [Aptit 8, sgin) WG Sirauss, TTYEr Hopes i Instituie Pay
Parformance Plan, THe Harvarg CHimsorn {June 29, 2007t

y theary coukd not explain O predict altruistic
werefore, 1t MaY e mecessary o consider an in-
etieT understand altruistic, {216 and equitable
of a person’s cognitive moral development;

ased on

whereas morally . nmature people act and beba



