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Foundations of Motivation

] Learning Objectives

When you finish studying the material in this chapter, you should

LO.1
LO.2

LO.3
LO.4
LO.5
LO.6
LO.7
LO.8
LO.9

Contrast Maslow's, Alderfer's, and McClelland's need

Explain the practical significance of Herzberg's distinct
hygiene factors.

Discuss the role of perceived inequity in employee mo
Explain the differences among distributive, procedural,
Describe the practical lessons derived from equity thec
Explain Vioom's expectancy theory.

Explain how goal setting motivates an individual,

Review the five practical lessons from goal-setting rese

Discuss the three conceptually different approaches to

De able to

theories

10N between mx

tivation
and interaction:

ry.

arch.

job design.




[ Y S Vo= - .
motivators and

Should Teacher Pay Be Tied to Student Achievement?

Michelle Rhee, former chancellor of Washington, D.C.
schools, attempted to implement components of sev-
eral motivation theories in order to increase teacher per-
formance. She was driven to create change because
past practice revealed that 95% of the school system's
teachers were evaluated as excellent and nobody was
fired for poor performance. At the same time, student
test scores were among the lowest in the nation. In 2010
she fired 241 teachers, which amounted to roughly 6%
of all teachers in the system. Seven hundred thirty-seven
additional teachers were told that they were minimally
effective,

Rhee made these changes after creating a new
teacher evaluation system and negotiating a new com-
pensation agreement with the Washington Teachers
Union (WTU). The evaluation system is noted to be one
of the most rigorous in the United States.

It requires numerous classroom observations of teacher
ance and measures teachers against student
ent. . . . Teachers are evaluated five times a year
00l administrators and master teachers on such

things as creating coherent lesson plans and engaging
students. After an initial observation, teachers receive a
plan detailing weaknesses and are offered coaching for
improvement. . . . Teachers are ranked into four catego
rnes. This year, 16% reached the highest ranking, com-
pared with 45% in past years. Some 20% landed in the
bottom rating, compared with 4% in years past.

The new compensation system stipulated that “good
teachers would get more money (including 21.6% pay
increase through 2012 and opportunities for merit pay).
In exchange, bad teachers could be shown the door.”

George Parker, president of the WTU, was unhappy
about the fiings and indicated that the union would ap-
peal the dismissals. He also threatened to file an unfair
labor charge against the school district.

Richard Whitmire, author of The Bee Eater: Michelle
Rhee Takes on the Nations Worst School District, ac-
knowledged that Rhee needed to take a tough ap-
proach toward motivating teachers because "only about
a third of D.C. teachers were capable of carrying out”
high-quality instruction.’
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Part Two Individual Behavior in Organizations

As you will learn later in this chapter, expectancy theory is ba‘s‘ed on the pringjp,
that an individual’s pay should be tied to his or her pgrturmupu.: The fundamen;,
concept underlying this theory is that employee motivation is higher when peopk
are rewarded with rewards they value, such as higher pay. Conl!'ary to this the.
ory, the chapter-opening vignette illustrates that the lcala,chcrs union was ﬁghling
Michelle Rhee’s attempt to use expectancy theory. Why? Because l_here are many
factors that influence employee motivation that go beyond the recept of rewars
This chapter aims to help you understand these l'ulclnri;. . :

You will learn that an employee’s motivation is a function of several compo.
nents, including an individual’s needs. the extent to Whl(:h. a work environment
is positive and supportive, perceptions of hcmg lrua{[cd fairly, creating a strong
relationship between performance and the receipt of valued rewards, the use of
accurate measures of performance, and the setting of specific gnul&_

The term motivation derives from the Latin word movere, meaning “to moye”
In the present context, motivation represents “those psychological processes thy
cause the arousal, direction, and persistence of voluntary actions that are goal di-
rected.”™ Researchers have proposed two general categories of motivation theories
to explain the psychological processes underlying employee motivation: conten
theories and process theories. Content theories of motivation focus on identifying
internal factors such as instincts, needs, satisfaction, and job characteristics that
energize employee motivation. These theories do not explain how motivation i
influenced by the dynamic interaction between an individual and the environmen:
in which he or she works. This limitation led to the creation of process theories
of motivation. Process theories of motivation focus on explaining the process by
which internal factors and cognitions influence employee motivation.’ Process
theories are more dynamic than content theories,

Table 8-1 provides an overview of the various content and process theories
discussed in this chapter. As you study these seven theories, remember that they
offer different recommendations about how to motivate employees because they
are based on different sets of assumptions regarding the causes of motivation,
We help you to integrate and apply these varying recommendations by summariz-
ing the managerial implications for each theory before discussing an alternative
perspective.

After discussing the major content and process theories of motivation, this
chapter provides an overyiew of job design methods used to motivate employess

and concludes by focusing on practical recommendations for putting motivationa
theories to work.

n‘& o1 Content Theories of Motivation

TO THE POINT

How would you contrast
the content theories of
motivation proposed

by Maslow, Alderfer,
McClelland, and
Herzberg?

| CONTENT THEORIES

Most content theories of motivation revolve around the notion that an employees
needs influence motivation. Needs are physiological or psychological deficien-
cies that arouse behavior. They can be strong or weak and are influenced by ei-
vironmental factors. Thus, human needs vary over time and place. The gﬂ;lf“’]

eeds motivate people 10

table 8—1 Overview of Motivation Theories

PROCESS THEORIES
Adam'’s equity theory

Vroom’s expectancy theory

Maslow’s need hierarchy theory
Alderfer's ERG theory
McClelland’s need theory

Goal-setting theory
Herzberg's Motivator-hygiene theory
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satisfy them._ Conversely, people are not motivated to pursue a satisfied need. Let
us now consider four popular content theories of motivation: Maslow’s need hi-
erarchy theory, Alderfer’s ERG theory, McClelland’s need theory, and Herzberg’s
motivator-hygiene model.

Maslow’s Need Hierarchy Theory

In 1943, psychologist Abraham Maslow published his now-famous need hierarchy
theory of motivation. Although the theory was based on his clinical observation
of a few neurotic individuals, it has subsequently been used to explain the entire
spectrum of human behavior. Maslow proposed that motivation is a function of
five basic needs. These needs are

I. Physiological. Most basic need. Entails having enough food, air, and water to
survive.

. Safety. Consists of the need to be safe from physical and psychological harm.

w

. Love. The desire to be loved and to love. Contains the needs for affection and
belonging.

4. Esteem. Need for reputation, prestige, and recognition from others. Also

contains need for self-confidence and strength.

5. Self-actualization. Desire for self-fulfillment—to become the best one is ca-
pable of becoming.

Maslow said these five needs are arranged in the prepotent hierarchy shown
in Figure 8-1. In other words, he believed human needs generally emerge in a
predictable stair-step fashion. Accordingly, when one’s physiological needs are
relatively satisfied, one’s safety needs emerge, and so on up the need hierarchy,
one step at a time. Once a need is satisfied, it activates the next higher need in the
hierarchy. This process continues until the need for self-actualization is activated.*

Although research does not clearly support this theory of motivation, two
key managerial implications of Maslow’s theory are worth noting. First, it is

figure 8—1 Maslow's Need Hierarchy

motivation Psychological pro-
cesses that arouse and direct goal-
directed behavior.

content theories of motivatior)
Identify internal factors influencing
motivation.

needs Physiological or psychologi-
cal deficiencies that arouse behavior.
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B connect cow

www.mcgrawhillconnect.com
for an interactive exercise
to test your knowledge of
Maslow’s hierarchy of needs.

process theories of motivation need hierarchy theory Five basic
Identify the process by which inter-  needs—physiological, safety, love,
nal factors and cognitions influence  esteem, and self-actualization—
motivation. influence behavior.
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Michelle Rhee, former chancellor of
Washington, D.C. public schools, has a
career focused on self-actualization. She
began her career teaching in an INnner-city
school for three years. She then founded
and directed the New Teacher Project: an
organization dedicated to training teachers
to teach in urban schools. After working as
chancellor of public schools in Washington
for three years, she again founded an
organization—StudentsFirst —that was
devoted to educational reform.

Individual Behavior in Organizations

important for managers to focus on sallisl‘_}'ing cn.lplo.}-eg needs r.
lated to self concepts—self-esteem and self-actualization- ~becayse
their satisfaction is significantly associated with a host of impor.
tant outcomes such as academic achievement, physical illness, psy.
chological well-being (e.g., anxiety disorders, depression). Criming|
convictions, drug abuse, marital satisfaction, money and w
problems, and performance at work.’ : e

Second, a satisfied need may lose its motivational poteni
Therefore, managers are advised to motivate employees by deys
ing programs or practices aimed at satisfying emerging or unme
needs. Many companies have responded to this recommendation by
offering employees targeted benefits that meet their specific negds
Consider Joie de Vivre, a hotel chain in California’s Bay Arez
Management uses Maslow’s principles to verify that the company is
building employee satisfaction and loyalty in a variety of ways. For
example, Joie de Vivre managers provide recognition with formal
processes to identify and comment on occasions when employess
have provided exceptional service. They try to help housekeepers
derive meaning from their jobs by bringing them together to talk
about what the guests’ experience would be like if the housekeepers
weren’t making their stay more comfortable.® Managers also can
use customized surveys in order to assess the specific needs of ther

employees. In conclusion, managers are more likely to fuel employee motivation by
offering benefits and rewards that meet individual needs.

Alderfer’s ERG Theory

Clayton Alderfer developed an alternative theory of human needs in the lat
1960s. Alderfer’s theory differs from Maslow’s in three major respects. First, 2
smaller set of core needs is used to explain behavior. From lowest to highest level
they are existence needs (E)—the desire for physiological and materialistic wel-
being; relatedness needs (R)—the desire to have meaningful relationships with
significant others; and growth needs (G)—the desire to grow as a human being
and to use one’s abilities to their fullest potential: hence, the label ERG theory.
Second, ERG theory does not assume needs are related to each other in a stair
step hierarchy as does Maslow. Alderfer believes that more than one need may be
activated at a time, Finally, ERG theory contains a frustration-regression compo-
nent. That is, frustration of higher-order needs can in fluence the :Jc:;irc for lower-
ord_er needs.” For example, employees may demand higher pay or better benefits
geX|stence needs) when they are frustrated or diSSElIiSfiL:d with the quality of their

mnterpersonal relationships (relatedness needs) at work. ;
Rcscarc_h.on ERG theory has provided mixed support for some of the theorys
key Propositions. That said, however, there are two key managerial implications
associated with ERG. The first revolves around the i'ru.slratim;—rcgmssinn aspecl
0 i v 1 i Ut oy i
For tiitant i it any ; s:ieﬂ‘ ey flre lr‘usl._r;ucd with a higher-order Tm_\
higher pay or better benefits; S‘ecomllniggrk tﬂ\lfﬂ?nmcnl_ b bc’ b 'hf
that individual and cultura] aiﬂ"eren ves | fi Eh‘ior) o BT Il e fmdln‘:-
tivated by different needs at diﬂ‘crcnlL:"S "3- s i _People pob
s !mes 1n their lives. This implies that manag-

ers should customize their reward and recognition pro

varying needs. Consider how Marc Albj : 4 v
handles this recommendation, in, CEO of Albin Engineering Services

E‘_ﬁ*‘u—ﬁ—j—xm_ﬁ

Exa[‘nple. To identify which parts of individua] en
Albin takes an unconventional approach. “My ex

grams to meet employees

ployees’ €gos need scruiching.
Perience in managing people i
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they're all different,” says Albin. “Some people want to be recognized for their
cheerful attitude and their ability to spread their cheerful attitude. Some want to
be recognized for the quality of their work, some for the quantity of their work.
Some like to be recognized individually; others want to be recognized in groups.”
Consequently, at the end of each employee-orientation session Albin e-mails his
new hires and asks them how and in what form they prefer their strokes. “It helps
me understand what they think of themselves and their abilities, and 1 make a
mental note to pay special attention to them when they’re working in that par-
Iiculaz[urcna." he says. “No one has ever said, ‘Just recognize me for anything 1
do well.””®

McClelland’s Need Theory

David McClelland. a well-known psychologist, has been studying the relationship
between needs and behavior since the late 1940s. Although he is most recognized
for his research on the need for achievement, he also investigated the needs for af-
filiation and power. Let us consider each of these needs.

The Need for Achievement The need for achievement is defined by the
following desires:

Example. To accomplish something difficult. To master, manipulate, or organize
physical objects, human beings, or ideas. To do this as rapidly and as indepen-
dently as possible. To overcome obstacles and attain a high standard. To excel
one’s self. To rival and surpass others. To increase self-regard by the successful
exercise of talent.’

Achievement-motivated people share three common characteristics: (1) they
prefer working on tasks of moderate difficulty; (2) they prefer situations in which
performance is due to their efforts rather than to other factors, such as luck; and
(3) they desire more feedback on their successes and failures than do low achievers.
A review of research on the “entrepreneurial” personality showed that entrepre-
neurs were found to have a higher need for achievement than nonentrepreneurs.'
James Dyson, inventor and manufacturer of the Dual Cyclone bagless vacuum
cleaner is a good example. He went through 5,127 different prototypes of the vac-
uum’s design before finding the model that would dominate the market. Dyson
told an interviewer that the death of his father when he was nine was instrumental
in his achievement orientation. “Not having a father, particularly at that time, was
very unusual. [ felt different. [ was on my own. I can’t quite explain it, but I think
subconsciously I felt a need to prove myself.”"!

The Need for Affiliation People with a high need for affiliation prefer to
spend more time maintaining social relationships, joining groups, and wanting
to be loved. Individuals high in this need are not the most effective managers or
leaders because they tend to avoid conflict, have a hard time making difficult (_ic-
cisions without wo;rying about being disliked, and avoid giving others negative

feedback."

ERG theory Three basic needs—
existence, relatedness, and
growth—influence behavior.

need for achievement Desire to need for affiliation Desire to
accomplish something difficult. spend time in social relationships
and activities.

209
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Bl real WORLD // real PEOPLE
High Achievement Needs Can Lead to Negative Outcomes

‘Ramalinga Raju founded Satyam Computers in 1987  of siphoning Nﬁ,.rr:
and was its Chairman until January 7, 2009 when he to overs;z:miu_; the
resigned from the Satyam board after admitting to cheat-  $1.5 billion |

ing six million shareholders. . . . In his letter of resignation, Raju was releasex
Raju described how an initial cover-up for a poor quar- recently remanded back to prist
terly performance escalated: ‘tt was like riding a tiger, not Why would high achievement lead Ramaling

knowing how to get off without being eaten‘. s ‘Rajlu Raju to commit these crimes?
had also used dummy accounts to trade in Satyam's

shares, violating the insider trading norm. It has not been SOURCE: Excerpted from “Byrraju Ramalinga Raju,” Wikieda &
alleged that these accounts may have been the means updated January 27, 2011, http:wikipedia.org

-

The Need for Power The need for power reflects an individual’s desire
to influence, coach, teach, or encourage others to achieve. People with a high
need for power like to work and are concerned with discipline and self-respect
There are positive and negative sides to this need. The negative face of power
is characterized by an “if I win. you lose™ mentality. In contrast, people with a
positive orientation to power focus on accomplishing group goals and helping
employees obtain the feeling of competence. More is said about the two faces of
power in Chapter 13. Because effective managers must positively influence oth-
ers, McClelland proposes that top managers should have a high need for power
coupled with a low need for affiliation

Managerial Implications Given that adults can be trained to increast
their achievement motivation," organizations should consider the benefits of
providing achievement training for employees, Moreover, achievement, affili
tion, and power needs can be considered during the selection process, for better
placement. For example, a study revealed that individuals® need for achieve-
ment affected their preference to work in different companies. People with 2
high need for achievement were more attracted to companies that had a pay-for-
pt?rformance environment than were those with a low achievement motivation.”
Fmeflly. it is important to balance the above recommendations with the downside
of high achievement. McClelland noted that people with high achievement might
be more prone to “cheat and cut corners and to leave people out of the loop”
He also noted that some high achievers “are so fixated on finding a shortcut 10
_thglgoa] th{il they may not be too particular about the means they use to reach
It. " Byrraju Ramalinga Raju, former founder and chairman of Satyam Con-
puters, is a good example, Raju was known as g highly driven executive who had
a_granq vision f'qr using technology to help develor; rural India. He also was
highly involved with several foundations in India. Unfortunately, Raju apparenty

took some illegal shortcuts Lo meet Satyam® > : ;
atyam’s short-term financial goals (see Redl
World/Real People above),!6 7 e

N
Back to the Chapter—Opening Case

George Parker is trying to support the teach

needs is he focusing on by appealing t '
a lawsuit? w Al

ers in WTU by satisfying their needs. \'W.g
Smissals of teachers and threatening to 1
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& 102 Herzberg's Motivator—-Hygiene Theory

Frederick Herzberg’s theory is based on a landmark study in which he interviewed
203 accountants and engineers.”” These interviews sought to determine the fac-
tors responsible for job satisfaction and dissatisfaction. Herzberg found separate
and distinct clusters of factors associated with job satisfaction and dissatisfaction.
Job satisfaction was more frequently associated with achievement, recognition,
characteristics of the work, responsibility, and advancement. These factors were
all related to outcomes associated with the content of the task being performed.
Herzberg labeled these factors motivators because each was associated with strong
effort and good performance. He hypothesized that motivators cause a person to
move from a state of no satisfaction to satisfaction (see Figure 8-2). Therefore,
Herzberg’s theory predicts managers can motivate individuals by incorporating
“motivators” into an individual’s job.

Herzberg found job dissatisfaction to be associated primarily with factors in
the work context or environment. Specifically, company policy and administra-
tion, technical supervision, salary, interpersonal relations with one’s supervisor,
and working conditions were most frequently mentioned by employees express-
ing job dissatisfaction. Herzberg labeled this second cluster of factors hygiene
factors. He further proposed that they were not motivational. At best, Herzberg
proposed that individuals will experience no job dissatisfaction when he or she
has no grievances about hygiene factors (refer to Figure 8-2). Electronic Arts, an
international developer, publisher, and distributor of video games, does not agree

figure 8—2 Herzberg's Motivator-Hygiene Model

SOURCE: Adanted in part from D A Whitsett and E K Winslow, “An Analysis of Studies Critical of the
Motivator-Hygiene Theory,” Personnel Psychology, Winter 1967, pp 391-415.

motivators Job characteristics as-  hygiene factors Job charac-
sociated with job satisfaction. teristics associated with job
dissatisfaction.

need for power Desire to influ-
ence, coach, teach, or encourage
others to achieve.
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This exercise facility at Electronic Arts is a motivational factor

- -

Individual Behavior in Organizations

with this aspect of Herzberg’s theory. Managemey,
is attempting to increase employees’ job satisfactiop
and reduce turnover by creating positive hygiene fi.
tors. These initiatives include the [bl]owing: (1) L
lowing employees to bring pets to work; (2) creatig
workday intramural sporting events like basketha]]
soccer, and beach volleyball: (3) creating arcage,
where employees can play ping-pong, pool, and vide,
games; (4) establishing an information resource cen-
ter in which employees can borrow the latest video
games, movies, books, and magazines for free: a4
(5) providing a gym with group fitness classes *
The key to adequately understanding Herzbergs
motivator—hygiene theory is recognizing that he he.
lieves that satisfaction is not the opposite of dissat-
isfaction. Herzberg concludes that “the opposite of
Job satisfaction is not job dissatisfaction. but rather

no job satisfaction; and similarly, the opposite of job
dissatisfaction is not job satisfaction, but no dissat
isfaction.”"” Herzberg thus asserts that the dissatis
faction-satisfaction continuum contains a zero midpoint at which dissatisfaction
and satisfaction are absent. C onceivably, an organization member who has good
supervision, pay, and working conditions but a tedious and unchallenging task
with little chance of advancement would be at the zero midpoint. That person
would have no dissatisfaction (because of good hygiene factors) and no satisfac-
tion (because of a lack of motivators). ;

b |
Back to the Chapter-Opening Case

for employees. The company, with over 8,000 employees
warldwide, is the number one publisher of video games in
Westemn markets.

1. How do Michelle Rhee's changes in the Washington, D.C. school system afiect
Herzberg's hygiene factors and motivators?
2. Is the net result of these impacts positive or negati ve? Explain. I

Herzberg’s theory has generated a great deal of research and controversy.” |
Research does not support the two-factor aspect of his theory nor the proposi-
tion that hygiene factors are unrelated to job satisfaction. Just the same, there
are two key implications associated with this theory. First, managers are encour-
aged to pay attention to hygiene factors and motivators because they both are
related to employees’ job satisfaction. This is precisely what Lauren Dixon, CEO
of Dixon Schawbl, is doing to maintain employee motivation and satisfaction (s¢¢

best small-busu*:less workplace in 2010. Second. recognizing good performance is
important, partlcu!arly n a down cconomy when raises are sparse. It is important
Lo recognize behaviors and results that are linked to the organization’s goals

-.lll.-..l-."li--‘l‘..l!d

£ Process Theories of Motivation

Ea'rh_er in th;: chapter we disc_:ussed the difference between content theories of mo-
1vation, which focus on the Impact of internal

What is the difference
between a content and
a process theory of
Mmotivation?

--.-.aq------.-..-.-----‘c
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real WORLD // real PEOPLE: ethics

Dixon Schawbl Increases Employee Satisfaction by Improving

Hygiene Factors

( sing agency Dixon Schawbl built its office based
on input from employees. “The result is a space that fea-
_ d, a pair of waterfalls, a slide that employ-
ees can take from floor to floor instead of the stairwell, a
faux-finish walls covered in quirky artwork, con
y fumiture and a padded primal scream room."
Lauren Dixon was amazed about the simple things
2s requested for the new offices. “You'd be
Iow many people said that they wanted win-

have to give back to their community. . . . Not surpris-
ingly, Dixon Schawbl regularly receives a flood of job
applicants from around the world. Those who make
the cut enjoy a benefits package that includes vacation
time, PTO, regular paid holidays, time off for birthdays,
401(k), health care, profit-sharing, maternity leave and
flex time."

Which of the hygiene factors and motivators
shown in Figure 8-2 were used by Dixon Schawbl?

lows that they could open, non-traditional lighting or even
ist walls that weren't painted white,” Dixon says : ;
Faag j ]_[_ j” 3 wl. ‘(y _M' e o Dlxt & L‘fwb’ iy SOURCE: Excerpted from J Cooper, “Best Small-Business
Lo other reason J'.)t) satisfaction has remained so high, Workplaces 2010,” Entrepreneur, September 8, 2010, http:/www.
Jixon believes, is the many opportunities employees  entrepreneur.com/article/priintthis/217278.htmil

explore the three most common process theories of motivation: equity theory,
expectancy theory, and goal-setting theory.

& 10s Adams’s Equity Theory W disvissersrensarrheres
of Motivation TO THE POINT

How does the concept

Defined generally, equity theory is a model of motivation that explains how people of organlzanom’al justice
strive for fairness and justice in social exchanges or give-and-take relationships. E?Da”i Agigszﬂ;eow
As a process theory of motivation, equity theory explains how an individual’s theeg:alcy'c'icat Ie‘:sgn:re
motivation to behave in a certain way is fueled by feelings of inequity or alack 400 from aquity
of justice. For example, supporters of WikiLeaks conducted cyberattacks against theory?
MasterCard and Visa because they felt these companies were unfairly trying to ... ... ....coovvenennn.
stifle Wikileaks® dissemination of secret US diplomatic communications. Both
MasterCard and Visa were temporarily down as a result of these attacks.”

Psychologist J Stacey Adams pioneered application of the equity principle to
the workplace. Central to understanding Adams’s equity theory of motivation is
an awareness of key components of the individual-organization exchange rela-
tionship. This relationship is pivotal in the formation of employees’ perceptions of
equity and inequity and the manner in which people respond to these perceptions.

The Individual-Organization Exchange

Relationship
Adams points out that two primary components are 1r!w§)lved in the er-nployeef
employer exchange, inputs and outcomes. An err_]p_loyee § Inputs, f(}T_ which .hc. or
she expects a just return, include education/training, skills, creativity, seniority,

age, personality traits, effort expended, and personal appearance. On the outcome

equity theory Holds that mptiva-
tion is a function of fairness In so-
cial exchanges.
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| | side of the exchange, the organization provides such things as pay/bonuses, meji
I | cal benefits, challenging assignmcnlls. job security, promotions, status symbolg
| and participation in important decisions.

Negative and Positive Inequity

On the job, feelings of inequity revolve around a person’s evaluation Of whether
he or she receives adequate rewards to compensate fur his or hcr_cumnhu[i\:;--.
puts. People perform these evaluations by umnpunng’l‘hg perceived .ihirncm;
their employment exchange to that of relevant others.” This comparative process
which is based on an equity norm, was found to vary across personalities an
3 - countries.” People tend to compare themselves to other individuals with whom
i COﬂne{j: Goto  they have close interpersonalities—such as friends—or to similar others. slich
www.mcgrawhillconnect.com o people performing the same job or individuals of the same gender or educ-
for s video cats on siployes o level—rather than dissimilar others. For example, we do not compare oyr
e o e salaries to that of the head football coach at Arizona State Uniy ersity. But we d
consider our pay relative to other college of business professors. This brings u
an interesting trend within the legal profession. Big law firms have taken to pay.
ing “outsize salaries to star attorneys, in some cases 10 times what they give other
partners, in a strategy that is stretching compensation gaps and testing morale x
firms. . . . While there has always been a pay gap at big firms, in the past partners
with ownership stakes were paid relatively similar amounts to encourage a tean
approach and to ward off possible resentment.” Do you think that this practice
will negatively affect people’s work attitudes and levels of engagement?
Three different equity relationships are illustrated in Figure 8-3: equity, negz-
tive inequity, and positive inequity. Assume the two people in each of the equity

figure 8-3 Negative and Positive Inequity

A. An Equitable Situation B. Negative Inequity

Self Other Self Other

Outcomes
Inputs

Qutcomes OQutcomes
Inputs Inputs

R ST

wea
= $3 per hour

$4

3 =$2perh $2
1 hour = %< P 0“[______ Shours = $2 per hour1—h—0m= $2 per hour S3

——— 1 hOUr
C. Positive Inequity

Self Other

Ty

$2
e — Thour = $2 per hour

$3
Thour = $3 per hour
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relationships in Figure 8-3 have equivalent back-
grounds (equal education, seniority, and so forth) and
perform identical tasks. Only their hourly pay rates
differ. Equity exists for an individual when his or her
ratio of perceived outcomes to inputs is equal to the
ratio of outcomes to inputs for a relevant co-worker
(part A in Figure 8-3). Because equity is based on
comparing ratios of outcomes to inputs, ineq uity will
not necessarily be perceived just because someone
else receives greater rewards. If the other person’s ad-
ditional outcomes are due to his or her greater in-
puts, a sense of equity may still exist. However, if the
comparison person enjoys greater outcomes for simi-
lar inputs, negative inequity will be perceived (part
B in Figure 8-3). On the other hand, a person will

rs in Cairo were surely motivated by feelings

experience positive inequity when his or her outcome  of inequity. This predominantly non-violent uprising led to the
to mput ratio 1s greater than that of a relevant co- resignation of Egyptian President Hosni Mubarak

worker (part C in Figure 8-3). Interestingly, the cur-
rent economy can create positive inequity for layoff
survivors because they feel fortunate to still have a job.

Reducing Inequity Equity ratios can be changed by attempting to alter
one’s outcomes or adjusting one’s inputs. For example, negative inequity might be
resolved by asking for a raise or a promotion (i.e., raising outputs) or by reduc-
ing inputs (i.e., working fewer hours or exerting less effort). It also is important
to note that equity can be restored by altering one’s equity ratios behaviorally or
cognitively, or both. A cognitive strategy entails psychologically distorting percep-
tions of one’s own or one’s comparison person’s outcomes and inputs (e.g., con-
clude that comparison other has more experience or works harder).”

It is important to note that people also seek equity in a consumer context. The |
Real World/Real People on page 216 illustrates how consumers are increasingly
using social media to complain about perceptions of inequity. Such complaints
can become viral, ultimately resulting in negative views of a company’s brand.
Organizations now monitor and respond to items that are posted on-line in order
to combat this trend.?®

t'g Lo.4 Expanding the Concept of Equity:
Oraganizational Justice
Beginning in the late 1970s, researchers began to expand the role of equity theory
in C\pluiﬁing employee attitudes and behavior. This led to a domain of rcseat:ch
called organizational justice. Organizational justice reflects the extent to wln_c‘h
people perceive that they are treated fairly at work. This, in turn, %cd to 11}elde1ll1f1-
cation of three different components of organizational justice: distributive, proce-
dural. and interactional.”” Distributive justice reflects the perceived fairness of how
resources and rewards are distributed or allocated. Procedural justice is defined
as the perceived fairness of the process and procedures used to make allocation

negative inequity Comparison distributive justice The perceived  procedural justice The perceived

in which another person receives fairness of how resources and fairness of the process and
greater outcomes for similar inputs. rewards are distributed. procedures used to make allocation
decisions,

positive inequity Comparison
in which another person receives
lesser outcomes for similar inputs.

_
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Feelings of Consumer Inequity Can Go Viral

Maybe you've heard about the musician Dave Carroll  million-plus follr‘w:"‘;m rlh\r‘r r,rﬁ ould n

and his experience as a United Aidines customer. He  a Maytag. As ar '10[-_‘-;' example, Greeny ',h(

was so incensed that the company rejected his damage  barraged Nestlé's F acebook page witt

claim after its baggage handlers broke his guitar that he  how the company’s sourcing policies led to environme

made a catchy YouTube video, “United Breaks Guitars." tal damage.

Eight million people have already viewed this decidedly Would you complain online if you received -
negative take on the United brand. treatment from a company?
Carroll's reaction is hardly unigue. The popular mommy
blogger Heather Armstrong was so upset over the failure
of her Maytag washer and the company’'s ensuing ser-  sOURGE: Excerpted from J Bemoff and T Schadier

9 n Q&

vice missteps that, using her mobile phone, she told her  Harvard Business Review, July-August 2010, p 9

decisions. Research shows that positive perceptions of distributive and procedurz|
justice are enhanced by giving employees a “voice™ in decisions that affect then
Voice represents the extent to which employees who are affected by a decision can
present relevant information about the decision to others. Voice is analogous to
asking employees for their input into the decision-making process.

The last justice component, interactional justice, relates to the “quality of
the interpersonal treatment people receive when procedures are implemented.”
This form of justice does not pertain to the outcomes or procedures associaled
with decision making, but rather it focuses on whether or not people feel they ar
treated fairly when decisions are implemented. Fair interpersonal treatment neces
sitates that managers communicate truth fully and treat people with courtesy and
respect.

Many studies of organizational Justice have been conducted over the last tw
decades. Fortunately, four meta-analyses of more than 200 studies help summariz
what has been learned from this research.® The following trends were uncovered
(1) j.ob performance was positively associated with both distributive and procedurd
Justice, bl_lt procedural justice was the best predictor of this outcome: (2) all thr
fo_rms of justice were positively correlated with Job satisfaction, organizational con
mitment, organiza_tional citizenship behaviors, and employees’ trust, and negativel
with employees’ withdrawal cognitions and turnover; (3) distributive and procedur:
Injustice were negatively related to negative emotions such as anger: and all thres
forms of justice were negatively associated with aggressive behavior at work." Thes
results suggest a host of practical lessons for managers.

& .
s'" Lo.5. Practical Lessons from Equity Theory

quglty theory has at least six important practical implications. First, research 0%
equity theory emphasizes the need for managers to pay attention to employess
perceptions of what is fair and equitable. No matter how fair management thirks
the ofeanization’s policies, procedures, and reward system are, each employee’
perception of the equity of those factors is what counts. For ew;an'lple a nationwide
?tulqu of ‘3,000 UsS wo_rkers revealed that 39% felt underpaid at'1d onI\-'.37'.'f'- f':PO”cd
di; im_g valued by. the'lr employer.’! quagers thus are encouraged to make hiring
NN on merit-based, job-related information, and to make more attempts &
providing positive recognition about employee beh; :
over, because justice perceptio i
explain their decisions, mana
their decisions.
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_ .Second. managers benefit by allowing employees to participate in making de-
cisions abo_ul important work outcomes. In general, employees’ perceptions of
procedural justice are enhanced when they have a voice in the decision-making pro-
cess. Man.agers are encouraged to seek employee input on organizational changes

that are likely to impact the workforce. For instance, managers at Shell Refining
decided to ask tqp-performing supervisors at its Port Arthur, Texas, refinery for
input on how to improve plant performance. The result of this action was higher
employee morale and a 30% reduction in unplanned maintenance repairs.*

Third, employees should be given the opportunity to appeal decisions that af-

fect their welfare. Being able to appeal a decision fosters perceptions of distributive
and procedural justice. Fourth, managers can promote cooperation and teamwork
among group members by treating them equitably. Research reveals that people
are just as concerned with fairness in group settings as they are with their own per-
sonal interests.”” Fifth, employees’ perceptions of justice are strongly influenced o (Dm]{n(‘%" ap
by the leadership behavior exhibited by their managers (leadership is discussed Gab e L
S P { 2 X : www.mcgrawhillconnect.com
in Chapter 16). It thus is important for managers to consider the justice-related i ool et o et
implications of their decisions, actions, and public communications. Consider the your perceptions of the faimess
lawsuit being filed by the Equal Employment Opportunity Commission (EEOC) o interpersonal treatment at
on behalf of three women who worked for FedEx. your organization.

Example. Federal officials filed a discrimination lawsuit on behalf of three women
who say that FedEx Freight, Inc. gave a human-resources job at its Phoenix facil-
ity to a less-qualified male candidate.

All three women had prior human-resources experience and were recom-
mended for the position. . . . Two of the women had earned bachelor’s degrees,
and one had a degree in human-resource management.

FedEx officials hired a male dock worker to be a human-resources field repre-
sentative. The man did not have a bachelor’s degree, according to the EEOC.*

The three women were clearly motivated to file a lawsuit based on their feelings of
inequity regarding Fed Ex’s hiring decision.

Finally, managers need to pay attention to the organization’s climate for jus-
tice. For example, an organization’s climate for justice was found to significantly
influence employees” organizational commitment and job satisfaction.” Research-
ers also believe a climate of justice can significantly influence the type of customer
service provided by employees. In turn, this level of service is likely to influence cus-
tomers’ perceptions of “fair service” and their subsequent loyalty and satisfaction.

Managers can attempt to follow these practical implications by monitoring
equity and justice perceptions through informal conversations, interviews, or at-
titude surveys. Researchers have developed and validated a host of surveys that
can be used for this purpose.

-

Back to the Chapter-Opening Case

t extent are Michelle Rhee's changes consistent with the practical lessons de-

interactional justice Extentto
which people feel fairly treated
when procedures are implemented.

e
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\Vroom’s Expectancy Theory

Expectancy theory holds that people are moli\';_ued to behave in ways that produg
desired combinations of expected outcomes. Gcncrally.. expectancy theory cap .
used to predict motivation and behavior in any situation in which a chojce .
tween two or more alternatives must be made. For instance, it can be used to pre.
dict whether to quit or stay at a job; whether to exert substantial or minimal effor
at a task; and whether to major in management, finance, marketing, psycholog;
or communication.

Victor Vroom formulated a mathematical model of expectancy in his |9
book Work and Motivation.** Vroom’s theory has been summarized as follows
“The strength of a tendency to act in a certain way depends on the strength
of an expectancy that the act will be followed by a given consequence (or oy
come) and on the value or attractiveness of that consequence (or outcome) (s
the actor.”?’

Motivation, according to Vroom, boils down to the decision of how much
effort to exert in a specific task situation. This choice is based on a two-stage
sequence of expectations (effort—performance and performance—outcome)
First, motivation is affected by an individual’s expectation that a certain leve]
of effort will produce the intended performance goal. For example, if you do
not believe increasing the amount of time you spend studying will significantl
raise your grade on an exam, you probably will not study any harder than usul
Motivation also is influenced by the employee’s perceived chances of getting
various outcomes as a result of accomplishing his or her performance goal
Finally, individuals are motivated to the extent that they value the outcomes
received.

Vroom used a mathematical equation to integrate the above concepts into 2
predictive model of motivational force or strength. For our purposes, however, i
is sufficient to define and explain the three key concepts within Vroom's model—
expectancy, instrumentality, and valence.

Expectancy

An expectancy, according to Vroom’s terminology. represents an individual's b
lief that a particular degree of effort will be followed by a particular level of per-
formance. In other words, it is an effort—performance expectation. Expectancies
t.akfa the form of subjective probabilities. As you may recall from a course in st&-
ustics, probabilities range from 0 to 1. An €Xpectancy of 0 indicates effort has o
anticipated impact on performance, 4

For example, suppose you have not memorized the keys on a keyboard. No
matter how much effort you exert, your perceived probability of I)‘pi;lg 30 error-
free words per minute likely would be 0. An expectancy of 1 suggests that perfor-
mnance is totally dependent on effort. If you decided to memorize the letters 00
keyboard as well as practice a couple of hours a day for a few weeks (high effort)
you should be able to type 30 words per minute without any errors, In contrast, i
you do not memorize the letters on a keyboard and only practice an hour or (W0
per week (low effort), there is a very low probability (say, a 20% chance) of being
able to type BQ words per minute without any errors,

The following factors influence an em ployee’s expectancy perceptions:

1. Self-esteem

2 Self-efﬁcacy (recall the discussion in Chapter 5)
3. Previous success at the task

4. Help received from a supervisor and subordinates
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5. Information necessary to complete the task
6. Good materials and equipment to work with?

Instrumentality

An instrumentality is a performance—outcome perception. It represents a person’s
belief that a particular outcome is contingent on accomplishing a specific level of
performance. Performance is instrumental when it leads to something else. For
example, passing exams is instrumental to graduating from college.

[nstrumentalities range from —1.0 to 1.0. An instrumentality of 1.0 indicates
attainment of a particular outcome is totally dependent on task performance.
An instrumentality of 0 indicates there is no relationship between performance
and outcome. For example, most companies link the number of vacation days to
seniority, not job performance. Finally, an instrumentality of — 1.0 reveals that
high performance reduces the chance of obtaining an outcome while low perfor-
mance increases the chance. For example, the more time you spend studying to
getan A on an exam (high performance), the less time you will have for enjoying
leisure activities. Similarly, as you lower the amount of time spent studying (low
performance), you increase the amount of time that may be devoted to leisure
activities.

The concept of instrumentality is illustrated by the pay practices being used at
household cleaning products company Reckitt Benckiser. The pay plan has three
parts: base salary, and both short- and long-term bonuses/incentives.

Example. Base salaries are set near the median for competitors’ pay. The real benefit
comes in the form of bonuses. A manager who meets all targets will typically receive
40% of his or her base salary as a bonus that year. A manager who blows the targets
out of the water (usually that means doubling the target numbers) can earn a bonus
of up to 144%. Long-term compensation, in the form of options and performance-
related restricted stock, depends on meeting three-year corporate growth targets for
earnings per share. New long-term goals are put into place each year.”

Reckitt Benckiser clearly makes bonuses contingent on performance.

Valence

As Vroom used the term, valence refers to the positive or negative value people
place on outcomes. Valence mirrors our personal preferences. For example, most
employees have a positive valence for receiving additional money or recognition.
In contrast, job stress and being laid off would likely result in negative valence for
most individuals. In Vroom's expectancy model, outcomes refer to different conse-
quences that are contingent on performance, such as pay, promotions, or recogni-
tion. An outcome’s valence depends on an individual’s needs and can be measured
for research purposes with scales ranging from a negative *:fa_lue to a positive value.
For example, an individual’s valence toward more recognition can be ass_essed on
a scale ranging from —2 (very undesirable) to 0 (neutral) to +2 (very desirable).

expectancy theory Holds that
people are motivated to behave
in ways that produce valued instrumentality A performance
outcomes. outcome perception.

to a specific level of performance. outcome.
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expectancy Belief that effort leads ~ valence The value of a reward or




i@ CONNeCt coto
www.mcgrawhillconnect.com
for an interactive exercise

to test your knowledge of
Vroom's expectancy theory.
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Vroom'’s Expectancy Theory in Action

Vroom’s expectancy model of motivation can be used to analyze a real-life mogy,
tion program. Consider the following performance problem described by Frederiy
W Smith, founder and chief executive officer of Federal Express C orporation:

—= —

Example. [W]e were having a helluva prpblcm keeping things running op iy,
The airplanes would come in and everything \\Lould get backed up. We tried even
kind of control mechanism that you could think of, and none of them work
Finally, it became obvious that the underlying problem was that i_t was in the i
terest of the employees at the cargo terminal—they were college kids, mostly—i
run late, because it meant that they made more money. So what we did was g
them all 2 minimum guarantee and say, “Look, if you get through before a ceri;
time, just go home, and you will have beat the system.” Well, it was unbelievable |
mean, in the space of about 45 days, the place was way ahead of schedule. And|
don’t even think it was a conscious thing on their part.*

S— — - - —

How did Federal Express get its college-age cargo handlers to switch from by
effort to high effort? According to Vroom'’s model. the student workers originall
exerted low effort because they were paid on the basis of time, not output. It was
in their best interest to work slowly and accumulate as many hours as possibk
By offering to let the student workers go home early if and when they completed
their assigned duties, Federal Express prompted high effort. This new arrangeme
created two positively valued outcomes: guaranteed pay plus the opportunity o
leave early. The motivation to exert hi gh effort became greater than the motivation
to exert low effort. Judging from the impressive results, the student workers had
both high effort— performance expectancies and positive performance—outcon:
instrumentalities. Moreover, the guaranteed pay and early departure opportuniy
evidently had strongly positive valences for the student workers,

#e
Back to the Chapter—Opening Case

To what extent is Michelle Rhee's motivation program consistent with the managerd &
organizational implications of expectancy theory? Explain.

Research on Expectancy Theory
and Managerial Implications

‘Ma?y researchers have tested expectancy theory. In support of the theory, a met&
analysis of 77 studu;s indicated that eXxpectancy theory significantly predicted

“es, and choice." All told, there is wide
: udes are influenced when organizatiors
link rewards to tar i 2 Thi . ik i
! geted behaviors.* Thijs relationship is discussed i detal
in Chapter 9. ationship is discussed in more

Nonetheless, expectanc
For example, the theor
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D|e'8__2 Managerial and Organizational Implications

S
e .&q&a R .'

Determme the outcomes empioyees

value.

Identify good performance so
appropriate behaviors can be
rewarded.

Make sure employees can achieve
targeted performance levels.

Link desired outcomes to targeted
levels of performance.

of Expeotancy Theory

Reward people for des:red performance
and do not keep pay decisions secret.

Design challenging jobs.

Tie some rewards to group
accomplishments to build teamwork and
encourage cooperation.

Reward managers for creating,
monitoring, and maintaining expectancies,

instrumentalities, and outcomes that lead
to high effort and goal attainment.

Monitor employee motivation through
interviews or anonymous questionnaires.

Make sure changes in outcomes
are large enough to motivate high
effort.

Accommodate individual differences by
building flexibility into the motivation
program.

Monitor the reward system for
inequities.

important for managers to influence employees’ instrumentalities and to monitor
valences for various rewards.

In summary, there is no one best type of reward. Individual differences and need
theories tell us that people are motivated by different rewards. For example, a recent
survey of 1,047 employees from a variety of industries revealed that nonfinancial
incentives such as praise, attention from leaders, and opportunity to lead projects
were more effective at motivating respondents than financial incentives.** Is this true
for you? We suspect that some people prefer nonfinancial rewards while others want
money. The point is that managers should focus on linking employee performance
to valued rewards regardless of the type of reward used to enhance motivation.
The Real World/Real People on page 222 illustrates how General Motors is trying
to implement this recommendation. Hourly workers at GM historically received
pay raises based on seniority and job descriptions. The new approach is designed
to directly link pay with performance. GM executives are hoping this new incentive
system will lead to higher levels of productivity and profitability. It seems the plan
may be \mrkinb as GM is likely to report its first profitable year since 2004. The
company also is p|<lnl1ll1é to pay about $3.000 to each hourly worker in a profit-
sharing payout: This is the largest payout in GM history.*

3 L0z Motivation through Goal Setting

Regardless of the nature of their specific achievements, successful people tend to
have one thing in common. Their lives are goal oriented. Consider Mike Proulx,
for example. “When Mike Proulx was bagging groceries as a teenager in the 1960,
he decided he would become president of Bashas. [Bashas is a privately held gro-
cery chain in Arizona with more than 150 stores.] That's the job he has now held

for three years. . . . When I was 18 I made a series of goals that included by age

such and such I “ould be a store manager, and by a certain age, I was going to be
district manager and then vice president and then president.”* As a process model

221
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TO THE POINT

What is the process

by which goals affect
employee performance,
and what are the
practical lessons from
goal-setting research?
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} | GM’s Incentive System Is Consistent with Expectancy Theory

SOURCE: Excerpted from S Ter ep, “GM Rethinks f»l::_._.u. o
Workers,” The Wall Street Journal, January 12, 2011 ¢

General Motors wants pay for union-represented work-
ers tied to employees’ work performance and the com-
pany's financial health—much like the way its salaried
workers are paid. . . .

GM wants more flexible pay levels for workers as a
way to encourage better performance and avoid lock-
Ing the company into handing out big raises when the
company isn't performing well, the company execu-
tives say.

| “They are trying to give hourly workers the same met-

v rics as salaried workers,” GM Vice Chairman Stephen
Girsky said Tuesday at the Detroit auto show. “There is
a big pay-for-performance element going through the
company and there is going to be more of it.”

In addition to the performance-based pay, the union
and US auto makers are exploring the idea of a profit-
sharing formula as a way for workers to cash in on the
industry’'s improving fortunes.

How do you think the union will respond to GM'’s
changes in pay practices?

of motivation, goal-setting theory explains how the simple behavior of setting
goals activates a powerful motivational process that leads to sustained, high per
formance. This section explores the theory and research pertaining to goal setting
and Chapter 9 continues the discussion by focusing on the practical application
of goal setting.

Goals: Definition and Background

Edwin LoF:ke, a leading authority on goal setting, and his col leagues define a goal&:
“what an individual is trying to accomplish; it is the object or aim of an action.”
The motlvat_iona] effect of performance goals and goal-based reward plans has
been recognized for a long time. At the turn of the 20th century, Frederick Taylor
attempted to scientifically establish how much work of a spcciiicd quality an ind-
w(_iuz_ll should be assigned each day. He proposed that bon uses be based on accor
plilshmg those output standards: Taylor’s theory is discussed in the next section of
this chapter. More recently, goal setting has been promoted through a widely use!
Mmanagement technique called Management by objectives (MBO). The application
of MBO is outlined in Chapter 9. ;

How Does Goal Setting Work?

Dr?sslp It‘]3 aPl.m.dam g(_)al-settipg research and practice, goal-setting theories are su
f\cc n%y scarce. An Instructive model was formulated by Locke and his associalés
ording to Locke’s model. goal setting has four motivational mechanisms.

Goals Direct Attention Goal

: s s direct one’s attention : ort toward
goal-relevant activities and away fror i

M goal-irrelevant activities. If, for example
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you have a term project due in a few days, your thoughts and actions tend to re-
volve around completing that project. In reality, however, we often work on mul-
tiple goals at once. This highlights the importance of prioritizing your goals so
that you effectively allocate your efforts over time.*

Goals Regulate Effort Not only do goals make us selectively perceptive,
they also motivate us to act. The instructor’s deadline for turning in your term
project would prompt you to complete it, as opposed to going out with friends,
watching television, or studying for another course. Generally, the level of effort
expended is proportionate to the difficulty of the goal.

Goals Increase Persistence Within the context of goal setting, persis-
tence represents the effort expended on a task over an extended period of time:
It takes effort to run 100 meters; it takes persistence to run a 26-mile marathon.
Persistent people tend to see obstacles as challenges to be overcome rather than as
reasons to fail. A difficult goal that is important to an individual is a constant re-
minder to keep exerting effort in the appropriate direction. Peter Loscher, CEO of
Siemens, wanted to build on the power of persistence by setting goals associated
with “green consciousness” and increased wind-energy sales. To do this he hired
Peter Solmssen from GE because “the one thing GE does better than anybody is
execution,” said Solmssen. “They set a target, and they achieve it. That’s it.” With
Solmssen’s help, Loscher’s new-goal driven approach led to increased wind-energy
sales and a 48 percent increase in stock price.*®

Goals Foster the Development and Application of
Task Strategies and Action Plans If you are here and
your goal is out there somewhere, you face the problem of get-
ting from here to there. For example, think about the challenge of
starting a business. Do you want to earn profits, grow larger, or
make the world a better place? To get there, you have to make a
tremendous number of decisions and complete a myriad of tasks.
Goals can help because they encourage people to develop strategies
and action plans that enable them to achieve their goals. A series
of studies conducted in South Africa, Zimbabwe, and Namibia
found that small businesses were more likely to grow and succeed
if their owners engaged in “elaborate and proactive planning.”*
The power of action plans also was used by Chris Liddell, chief
financial officer for General Motors, when he was charged with ex-
ecuting the company’s IPO in 2010 (see Real World/Real People on

page 224).

5.3 Lo.8 Practical Lessons from
Goal-Setting Research

Research consistently has supported goal setting as a motivational
technique. Setting performance goals increases ind‘i\:iduai. group,
and organizational performance. Further, the positive effects of
ooal settine were found in six other countries or regions: Austra-
lia, Canada, the Caribbean, England, West Germany, and Japan.
Goal setting works in different cultures. Reviews of the many

goal What an individual is trying to
accomplish.
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Chris Liddell Executed Detailed Plans to Complete GM’s IPO

A /- treet . Joi
i hief 1dell told a Wall Street Jou
General Motors's historic IPO was a trial by fire for Chief ; .F:'Pr t‘ig e e
Hr'ﬁancial Officer Chris Liddell. The 52-year-old had to rnlg;:j\ i”\”m;rl fomsitmaisgn v
please the auto maker's largest shareho!der—theﬁ Us: ofp ‘L) »:r .l.=I TIERS gtz
T i ill fering  exactly what we wert ] y
govermmment—while managing a $23.1 bilion offering ¢ ‘ T

s whnla omar
that spanned three continents, 35 ur_wderwntmg bamksj lo(-rri-i”“:[ﬂ(f‘,_:_‘I:.I_Iir.,l,.__ ’.
and 90 promotional meetings. Mr Liddell, a top-fight incredibly w |
rugby player in his native New Zealand, ste‘medpl;mnmg Why is action planning such a key component
the initial offering in March [2010]. “One of the disciplines goal setting?
he leamed as a rugby player was the level of preipara- '
tion that you need to accomplish something great,” says o e ¢ xcerpted from D K ‘ e
James B Lee, Jr, vice chairman of underwriter, J P Mor- Point Man p;‘.,,‘;',/‘,m_; Is All." The Wall Stree :
gan Chase & Co, 2010, pp B1, B2

goal-setting studies conducted over the past few decades have given managers fiv
practical insights:

L. Specific high goals lead to greater performance., (Ipal Sfpt*cil_icil}‘ p.erlalns I
the quantifiability of a goal. For example, a goal of selling nine cars a l"m“n..‘.
is more specific than telling a salesperson to do his or her best. Resuls fron
more than 1,000 studies entailing over 88 different tasks and 4().0{)(.}‘peopll:
demonstrated that performance was greater when people had specific high
goals,®

2. Feedback enhances the effect of specific, difficult goals. Feedback plays a kc):
role in all of our lives. Feedback lets people know if they are heafied toward
their goals or if they are off course and need to redirect their efforts. Goan
plus feedback is the recommended approach. Goals inform pcoplg about
performance standards and expectations so that they can channel lhelrepff:
gies accordingly. In turn, feedback provides the information needed to adjus!
direction, effort, and strategies for goal accomplishment.

3. Participative goals, assigned goals, and self-set goals are equally effective. Bot.?
managers and researchers are interested in idcntii’_\'ing the best way to s
goals. Should goals be participatively set, assigned, or set by the employee
him- or herself? A summary of goal-setting research indicated that no sm;:k
approach was consistently more effective than others in incre'dsing_ perfor
mance.”' Managers are advised to use a contin gency approach by picking
method that seems best suited for the individual and situation at hand.

4. Action planning facilitates goal accomplishment. An action plan outlines th¢
activities or tasks that need to be accomplished in order to obtain a goal
They can also include dates associated with completing each task, resource
needed, and obstacles that must be overcome. Managers can use action plans
as a vehicle to have performance discussions with employees, and employess
can use them to monitor pProgress toward goal achievement. An action plan
also serves as a cue to remind us of what we should be working on, whicl
in turn was found to lead to goal-relevant behavior and success. As a ¢

in poi g and action planning helped cok

rformance.®? Finally, managers 4

allow employees to develop their own action plans becaust

this autonomy fuyels higher goal Ccommitment and a sense of doing meanilg:
ful work 5?
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5. Goal c'ommr’f{neul and monetary incentives affect goal-setting outcomes. Goal
commitment is the extent to which an individual is personally committed to
achieving a goal. In general, an individual is expected to persist in attempts
to accomplish a goal when he or she is committed to it. Researchers believe
that goal commitment moderates the relationship between the difficulty of
a goal and performance. That is, difficult goals lead to higher performance
only when employees are committed to their goals. Conversely, difficult goals
are hypothesized to lead to lower performance when people are not com-
mitted to their goals. A meta-analysis of 21 studies supported these predic-
tions.* It also is important to note that people are more likely to commit to
high goals when they have high self-efficacy about successfully accomplish-
ing their goals.

Like goal setting, the use of monetary incentives to motivate employees is sel-
dom questioned. Unfortunately, research uncovered some negative consequences
when goal achievement is linked to individual incentives. Empirical studies dem-
onstrated that goal-based bonus incentives produced higher commitment to easy
goals and lower commitment to difficult goals. People were reluctant to com-
mit to high goals that were tied to monetary incentives. People with high goal
commitment also offered less help to their co-workers when they received goal-
based bonus incentives to accomplish difficult individual goals. Individuals also
neglected aspects of the job that were not covered in the performance goals.”
Finally, a recent survey of 227 executives from multiple industries revealed that
51 percent “bent the rules” in order to accomplish goals.* These results suggest
that blind pursuit of goal accomplishment can foster unethical behavior.

The above discussion underscores some of the dangers of using goal-based
incentives, particularly for employees in complex, interdependent jobs requir-
ing cooperation. Managers need to consider the advantages, disadvantages, and
dilemmas of goal-based incentives prior to implementation.

5.3 Loe Motivating Employees through <TOTH[POLNT

JOb D@SIgﬂ What are the similarities

and differences
between how top-
down, bottom-up, and

Completing tasks is the core of any job, and job design focuses on increasing
employee motivation by changing the type of tasks we complete in the course

of doi.ng our jobs. Job design, also referred to as f""’ rec‘fc_'sig.'r, “refers to _any BEL L iolcmirioratioitaats
of activities that involve t_h_c allcre}tlon of spcglﬁcwbs or mter.dependcn.l SYSUEMS oo caachob design?
of jobs with the intent of improving the quality of employee job experience and o

their on the-job productivity.” Historically, job design was viewed as a to_p-down
approach in which managers changed employees’ tasks with the intent of increas-
ing motivation and productivity. In other words, job design was management led.
In the last 10 years, this perspective gave way to what have been called bolt.om—
up processes. This approach is based on the idea that employees can.pro‘actwely
change or redesign their own jobs, thereby boosting their own motivation and
cngel;cmcnl. Job design is driven by employees rather than managers according to
bottom-up processes. The latest approach to jgb design attempts to merge thes_e
two historical perspectives and is referred to as idiosyncratic deals. This view envi-
sions job design as a process in which employees and individual managers jointly

goal specificity Quantifiability of goal commitment _Arrj:ount of job design Changing the; con-
a goal. commitment to achieving a goal. tent or process of a speqfuc job

to increase job satisfaction and
action plﬂl"l Activities or tasks to performance_

be accomplished to obtain a goal.
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negotiate the types of tasks employees complete at work. l‘n othcr words, _Ihe;)n_-..
cess of job design is jointly owned by cmploycn_‘s_and managers. This Section pro.
vides an overview of these three conceplual]y different approaches to job design
More coverage is given to top-down techniques and anc]s bf:cause they hay
been used for longer periods of time and more research is available to evay,

their effectiveness.

Top-Down Approaches

The fundamental premise of top-down uppmuchcs.is 1h;u‘nmnugcmcm IS Tespop-
sible for creating efficient and meaningful combimnmns_ of worlF tasks for employ-
ees. If done correctly, the theory is that employees will display hi ghcr performange
job satisfaction, and employee engagement, and lower ubscntccmm upd turnover
Let us now consider the five principal top-down approaches: scientific manag:-
ment, job enlargement, job rotation, job enrichment, and the Jjob characteristics
model.

Scientific Management Scientific management draws from research is
industrial engineering and is most heavily influenced by the work of Frederict
Taylor. Taylor, a mechanical engineer, developed the principles of scientific man-
agement while working at both Midvale Steel Works and Bethlehem Steel in Penn-
sylvania. He observed very little cooperation between management and workers
and found that employees were underachieving by engaging in output restriction
which Taylor called “systematic soldiering.” Taylor’s interest in scientific manage-
ment grew from his desire to improve upon this situation.

Scientific management is “that kind of management which conducts a business
or affairs by standards established by facts or truths gained through systemai
observation, experiment, or reasoning.™ Taylor’s approach focused on using r-
search and experimentation to determine the most efficient way to perform jobs
The application of scientific management involves the following five steps: (1) de
velop standard methods for performing jobs by using time and motion studis
(2) carefully select employees with the appropriate abilities, (3) train workers 10
use the standard methods and procedures, (4) support workers and reduce inter-
ﬂ_lpti()ﬂ& and (5) provide incentives to reinforce performance.® Because jobs ar
highly specialized and standardized when they are designed according to the prir-
ciples of scientific Mmanagement, this approach to job design focuses on increasing
efﬁcien(_:y. flexibility, and employee productivity, : .

Pc51gning jobs according to the principles of scientific management has both
positive and negative consequences. Positively, employee efficiency and productiv
Ity are increased. _On the other hand. research reveals that simplified, repetitivc
jobs also lead to job dissatisfaction, poor mental health, higher levels of stress
and low sense of accomplishment and personal growth.® These negative cons:
quences paved the way for the next four top-down approaches.

Job Enla}rgement This technique was first used in the late 1940s in respons
to complaints about tedious and overspecialized Jobs. Job enlargement involVe
putting more variety into a worker’s job by combining specialized tasks of cor

zontally loading the job. Researchers reconr

PR " a broader approach that uses multipk
n;;)tjv(mqnal meghods because it does not have a significant and lasting positve
cifect on job performance by itself. 52 y

gg;eg(;?:tle??vwigs WI; Job enlargement, job rotation's purpose is to g
one specialized 'cob ty ”'1 their work. Job rotation calls for moving employees fﬂ’"?
Gy dJ' 0 another, Rat_her than performing only one job, worke®

ned and given the Opportunity to perform two or more separalchbS on
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Tata Consultancy Services Uses Job Rotation

naia-pase:

>d Tata Consultancy Services (TCS), a software
sulting company, considers job rotation
/ Tor developing its workforce and delivering

2d value to customers. The overseas program ser’lu‘;
O India to contribute to TCS operations
ch as China, Hungary, and South America,
ith offices in 42 countries globally and
ad throughout the world, the ability to
d workers overseas is a must. But it also helps
Je better service since it draws on the strength

)| o @

with the customer, as well as from fellow TGS employees
who are based permanently at that location. When the
employee retums to India, he or she usually will continue
working on the same kind of projects that were worked
on abroad, thereby transferring the knowledge gained
overseas to the home office. “The rotation is essential in
building the competency of our people,” says Mukher-
jee. "They were able to go onsite and meet face-to-face
with our customers, and see how things work in another
country.” In addition to enhancing technical skills, the

tire workforce, rather than ¢
talent can be found in the offi

e located closest to  ments are boosted.
istomer. “It gives us the opportunity to offer a value

1 to our customers from the point of view of
3, vice presi-

ity and knowledge," says Ajoy Mukherj

lent, head, global human resources.

erseas assignme
} 09, p 22

ths, with employees leaming both from their work  Business Media.

nply relying on what-  intemational people skills of those on overs

as assign-

Why would this rotation program increase em-
ployee satisfaction and performance?

i e SOURCE: Excerpted from M Weinstein, “Foreign but Familiar,”
at TGS usually span 1810 24 faining, January 2009, p 22. Used with permission of Nielsen

a rotating basis. By rotating employees from job to job, managers believe they
can stimulate interest and motivation while providing employees with a broader
perspective of the organization. Tata Consultancy Services (TCS), for example,
uses job rotation as a way to develop its workforce and provide employees with
exposure to international operations (see Real World/Real People above). Other
proposed advantages of job rotation include increased worker flexibility and
easier scheduling because employees are cross-trained to perform different jobs.
Organizations also use job rotation as a vehicle to place new employees into the
jobs of their choice. The idea is that turnover is reduced and performance increases
because people self-select their jobs.

Despite positive experiences from companies such as TCS, it is not possible to
draw firm conclusions about the value of job rotation programs because they have
not been adequately researched.

Job Enrichment Job enrichment is the practical application of Frederick
Herzberg’s motivator—hygiene theory of job satisfaction which we discussed ear-
lier in this chapter. Specifically. job enrichment entails modifying a job such that
an employee has the opportunity to experience achievement, recognition, stimu-
lating work, responsibility, and advancement. These characteristics are incorpo-
rated into a job through vertical loading. Rather than giving employees adduhpnal
tasks of similar difficulty (horizontal loading), vertical loading consists of giving

job rotation Moving employees

scientific management Using oving
from one specialized job to another.

research and experimentation

to find the most efficient way to job enrichment Building achieve-

perform a job. ment, recognition, stimulating work,

job enlargement Putting more
variety into a job.

responsibility, and advancement
into a job.

fl COMMNEeCt coto
www.mcgrawhillconnect.com
for an interactive exercise

to test your knowledge of
motivating employees through
job design.
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workers more autonomy and responsibility. Intuit, for ezc‘:implc. atlemplls {0 dy
this by “encouraging workers to take _four ‘hours a week of “unstructured time
their own projects and hosting ‘idea jams,” where teams present new conceps
prizes.”®
The Job Characteristics Model Two OB researchers, J Richard Hack,
and Greg Oldham, played a central role in developing the job charac(erisﬁcsap
proach. These researchers tried to determine how work can b(. structured so (i
employees are internally or intrinsically motivated. Intrinsic motivation occurs v
an individual is “turned on to one’s work because of the positive internal feelings
that are generated by doing well, rather than being dependent on external factors
(such as incentive pay or compliments from the boss) for the motivation to wog
effectively.”® Intrinsic motivation is closely aligned with the concept of employe:
engagement, which was discussed in Chapter 6. These positive feelings power a s
perpetuating cycle of motivation. As shown in Figure 8-4, internal work motiyatior
is determined by three psychological states. In turn, these psychological states ar:
fostered by the presence of five core job dimensions. The object of this approach i
to promote high intrinsic motivation by designing jobs that possess the five core jos
characteristics shown in Figure 8-4. Let us examine the core Job dimensions.

In general terms, core job dimensions are common characteristics found 10 2
varying degree in all jobs. Three of the job characteristics shown in Figure 8-4
combine to determine experienced meaningfulness of work:

* Skill variety. The extent to which the job requires an individual to per-
form a variety of tasks that require him or her to use different skills and
abilities.

* Task identity. The extent to which the job requires an individual to per-
form a whole or completely identifiable piece of work. In other words, task

figure 8—4 The Job Characteristics Model

* Skill variety * Experienced igh intrinsic
* Task EQentity meaningfulness o Imr:nSItior
* Task significance of the work % ::)r:: gm:
Sy *Experienced satstacton
————> responsibility for * High general
* Feedback from job —_— e Eﬁ:ﬁ:{;ggeﬁmﬁ: ln jop saﬁsrf:dm
actual results of the y :&g&xms

work activities

SOURCE; From J Richard Hackman and Greg R Oldham
Development Series), 1st ed © 1980, :
Saddle River, NJ.

, Work Ra
P 80. Reproduced by permis
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ic!entity is high when a person works on a product or project from begin-
ning to end and sees a tangible result.

« Task significance. The extent to which the job affects the lives of other peo-
ple within or outside the organization.

Experienced responsibility is elicited by the job characteristic of autonomy, de-
fined as follows:

* Autonomy. The extent to which the job enables an individual to experience
freedom, independence, and discretion in both scheduling and determining
the procedures used in completing the job.

Finally, knowledge of results is fostered by the job characteristic of feedback,
defined as follows:

* Feedback. The extent to which an individual receives direct and clear infor-
mation about how effectively he or she is performing the job.%

Hackman and Oldham recognized that every-
one does not want a job containing high amounts
of the five core job characteristics. They incorpo- . .
rated this conclusion into their model by identifying || IS P 4~

Lt L

three attributes that affect how individuals respond
to job enrichment. These attributes are concerned
with the individual’s knowledge and skill, growth
need strength (representing the desire to grow and
develop as an individual), and context satisfactions
(see the box labeled Moderators in Figure 8-4).
Context satisfactions represent the extent to which
employees are satisfied with various aspects of their
job, such as satisfaction with pay, co-workers, and
supervision.

Research underscores three practical implications
of the job characteristics model. First, managers may ,pq on an assembly line like this are generally low in the
want to use this model to also increase employee job fye core job characteristics that drive positive psychological
satisfaction. A meta-analysis involving over 75,000 states, Auto manufactures try to enrich these jobs by
people demonstrated a moderately strong relation- giving employees more responsibility and decision-making
ship between job characteristics and satisfaction.® latitude.

Second, this same large-scale meta-analysis showed

that managers can enhance employees’ intrinsic motivation, job involvement, and
performance, while reducing absenteeism and stress by increasing the core job
characteristics.’” Consistent with this finding, Nugget Market, rated as the eighth
best place to work for by Fortune in 2010, uses a creative recognition program to
enhance the motivation and performance. “Employee rallies are an everyday event
at this nine-store supermarket chain, where a big flat-screen monitor in each store
delivers awards and pumps up the troops. Workers who watc}} dlllgel}lly can gel
$20-$1.500 bonuses.”® Finally, managers are likely to find noticeable increases in
the quality of performance after a job redesign program. Resu_lts from 21‘ experi-
mental studies revealed that job redesign resulted in a median increase of 28% in

the quality of performance.”

core job dimensions Job charac-
teristics found to various degrees in

all jobs.

intrinsic motivation Motivation
caused by positive internal
feelings.
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More and more people are crafting jobs that entail
doing work from home, What are the challenges of
managing people who work from home?
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Bottom-Up Approaches

As the term bottom-up suggests, this approach to Job ge.
sign is driven by employees rather lhan‘ managers apg ;
referred to as job crafting. Job crafting is defined as “
physical and cognitive changes individuals make in the tast
or relational boundaries of their work.”™ Employees o,
viewed as “job crafters” according to this mode| becaus;
they are expected to define and create their own Job boung.
aries. As such, this approach to job design represents py.
active and adaptive employee behavior aimed at changiy,
tasks, relationships, and cognitions associated with one
Job. Table 8-3 defines and illustrates the three key forms of
Jjob crating.

The first form of job crafting involves changing ope;
task boundaries. You can do this by altering the scope o
nature of tasks you complete at work or you can take o
fewer or more tasks. This is illustrated by the example of engineers taking on
more relationship-oriented activities in order to complete projects. The second
form of job crafting, shown in Table 8- 3, entails changing the relational nature
of one’s job. Specifically, you can alter the quantity or quality of interactions
you have with others at work, or you can establish new relationships. An exan-
ple of this is a hospital janitorial employee interacting with patients, ultimatel
making this employee feels like he or she can impact patient care. Cognitive
crafting is the final form of job crafting. It encompasses a change in how you
perceive or think about the tasks and relationships associated with your job. For
example, a nurse can view accurate record keeping as a key component of pro-
viding high-quality health care as opposed to a chore that detracts from helping
patients.

The final column in Table 83 outlines the potential impact of job crafting on
employee motivation and performance. You can see that Job crafting is expected

table 8-3 Forms of Job Crafting

Changing quality and/or
amount of interaction with
others encountered in ajob

Changing cognitive tagk

boundaries

SOURCE: A Wrze:
Review, April 2001

Changing number, scope,
and type of job tasks

sniewski and J E Dutton, ‘Crafting
P 185.

EFFECT ON MEANING OF WORK

Design engineers engaging in Work is completed in a more

relational tasks that move a project timely fashion; engineers change

to completion the meaning of their jobs to be
guardians or movers of projects

Hogpital cleaners actively caring for Cleaners change the meaning of

patients and families, integrating their jobs to be helpers of the sick:

themsel_ves into the workflow of their see the work of the floor unit asan

floor units integrated whole of which they are
a vital part

Nurses taking responsibility for al| N
; , =PORSIK urses change the way they see
information and Insignificant” tasks the work to bgé more agoutega:lent

that may help them to care more i '
: advocacy, ual
appropriately for a patient technicalycasarewe" T

a Job: Rewsromng Employees As Active Crafters of Their Work,” Academy of Maragemert
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[diosyncratic Deals (I-Deals)

This last approach to job design represents a middle ground between top-down
and bottom-up methods and attempts to overcome their limitations, For example,
top-down approaches are constrained by the fact that managers cannot always
create changes in task characteristics that are optimum for everyone. Similarly, job
crafting is limited by the amount of latitude people have in changing their own
jobs. Idiosyncratic deals (i-deals) represent “employment terms individuals negoti-
ate for themselves, taking myriad forms from flexible schedules to career develop-
ment.”” Although “star performers™ have long negotiated special employment
contracts or deals, demographic trends and the changing nature of work have
created increased opportunities for more employees to negotiate i-deals.

I-deals tend to involve personal flexibility, developmental needs, and task-related
content. The goal of such deals is to increase employee motivation and productiv-
ity by allowing employees the flexibility to negotiate employment relationships that
meet their needs and values. RSM McGladrey is a great example. The company
promotes and encourages the creation of i-deals among its 8,000 employees. The
focus of RSM McGladrey’s program is to create innovative and flexible ways of
working. The company believes that this approach to job design fuels employee en-
gagement, satisfaction, productivity, and customer satisfaction while reducing em-
ployee turnover. This belief may prove convincing if one considers the many awards
the company has received in the last few years. It was named to Working Mother’s
list of top 100 companies for the third time in 2009, ranked fifth by Accounting
Today in its list of top 100 firms in 2010, and one of the best places to launch a
career by Business Week in 2009.” The Real World/Real People on page 232 explains
how these i-deals are negotiated.

Although this approach to job design is too new to have generated much re-
search, preliminary evidence is positive. A recent study of hospitals in both the
United States and Germany shows that i-deals are associated with less stress and
more opportunities to perform meaningful work, which in turn leads to higher
levels of employee engagement.™ Future research is needed to determine the gen-
eralizability of these encouraging results.

Putting Motivational Theories
to Work

We started this chapter by noting that motivating employees is a key aspect of
being an effective manager. That said, managers face two key challenges when
dcvi;ing motivational programs. First, many managers are stretched in their job
duties. They feel pulled in multiple directions and spend far too much Fim§ fight-
ing fires instead of proactively focusing on employees’ needs. This situation is frus-
trating and can lead to lower job satisfaction and motivation for managers. It
still ishimpcra{ivc. however, for managers to find the time, and a positive attitude,
to apply to the task of employee motivation. Jack and Suzy Welch c9n11nf:nted
on this issue and concluded that “no boss is doing his job properly if he’s not
letting each of his people know where they stand if_construclive detail” and de-
livering “outsize rewards for outsize performance.”” Second, managers may not

know how to motivate people beyond the simple use of monetary rewards. It is

job crafting Proactive and adap-  idiosyncratic deals (i-deals) Pro-
tive employee behavior aimed at cess by which employees and

changing the nature of one’s job. managers negotiate tasks com-
pleted by employees.
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What are the challenges
managers face

when implementing
motivational programs?
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RSM McGladrey Encourages I-Deals

[The program allows] employees across the nat_ion to
take a portion of the year off, while working full-time or
part-time the remainder of the year and receiving a pro-
rated paycheck and full benefits all year. . . .

McGladrey employees have been taking advantage
of FlexYear schedules for years. . . . The design is simple
and focuses on business impact. It makes sense for the
company, employees and clients.

First, an interested employee who has been with
the firm a minimum of three months and has a per-
formance rating of “achieving expectations” or better
initiates a request for one of the firm's seven flexible
work options by completing an eight-question busi-
ness proposal that requires him or her to assess the
impact of the request on the firm, its clients and his
or her coworkers —and to propose solutions to issues
that could arise as a result.

Second, managers evaluate proposals based on the
impact on the business. Employees' personal reasons for
pursuing the flexible work option are not considered. . . ,
Typically, employees take about two months off during
the summer, but the duration and time of year may vary.

Third, if a proposal will create a neutral or positive im-
pact, managers are encouraged to approve the request,
at least on a pilot basis, to keep the employee on board.
If there is a negative impact on the business, managers

are encouraged to decline the request—eyen f ‘
means having a difficult conversation with

ended — by the firm or the employee—at ar y time, basej |
on individual and business needs. i

By making FlexYear part of this business-based a.
proach to flexibility, we were able to position it as
tegic tool that helps leaders manage the Cyciical r
of our business while respon ling to the diver
employees

Michelle Hickox, a partner in our Dallas office
been on a FlexYear schedule for eight years and ha
seen firsthand the positive impact on her family and the
firm. Through FlexYear, Hickox has enjoyed taking
and July off each year to make invaluable memories wih
her two girls. This option also allows her to develoo ¢
relationship with her clients throt Igh open ¢
about her schedule. And, FlexYear provides str
portunities for employees on Hickox's team Wwho work
with her clients while she is out.

What problems do you see with creating i-deals?

SOURCE: Excerpted from T Hopke, “Go Ahead, Take a Few
Months Off,” HR Magazine, September 2010, pp 72, 74

=8

important for ma nagers (o use a broader or more integrated approach when trying
to motivate employees. This approach should consider the various theories and
model§ discussed in this chapter as well as concepts covered in previous chapters
Organizations can help managers by providing them with training and coaching
that focuses on how they can improve their ability to motivate others.

Summary of Key Concepts

1. Contrast Maslow’s, Alderfer’s, and McClelland’s need the- feedback than low achievers. Top managers should

ories. Maslow proposed that motivation is a function of h i
' : ave a high need for powe i need for
five basic needs arranged in a prepotent hierarchy, The aﬂilialiong. o R

under research. Alderfer conclud ed that three core needs 2. Explain the practical significance of Herzberg's distinc

a time and frustration of higher-order needs can influ-
level needs. McClelland argued

tion between motivators and hygiene factors. Herzberg
believes job satisfaction motivates better job perfor-
mance. His hygiene factors, such as policies, supervi-
sion, and salary, erase sources of dissatisfaction. On
the other hand, his motivators, such as achievement.
responsibility, and recognition, foster job satisfaction.
fMthou gh Herzberg’s motivator-hygiene theory of
Job satisfaction has been criticized on methodological
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grounds, it offers practical advice for motivating
employees.

3. Discuss the role of perceived inequity in employee mo-
tivation. Equity theory is a model of motivation that
explains how people strive for fairness and justice in
social exchanges. On the job, feelings of inequity re-
volve around a person’s evaluation of whether he or she
receives adequate rewards to compensate for his or her
contributive inputs. People perform these evaluations by
comparing the perceived fairness of their employment
exchange with that of relevant others. Perceived inequity
creates motivation to restore equity.

4. Explain the differences among distributive, procedural,
and interactional justice. Distributive, procedural, and
interactional justice are the three key components under-
lying organizational justice. Distributive justice reflects
the perceived fairness of how resources and rewards are
distributed. Procedural justice represents the perceived
fairness of the process and procedures used to make
allocation decisions. Interactional justice entails the
perceived fairness of a decision maker’s behavior in the
process of decision making.

5. Describe the practical lessons derived from equity and
interactional justice. Equity theory has at least six practi-
cal implications. First, managers should pay attention to
employees’ perceptions of what is fair and equitable. It is
the employee’s view of reality that counts when trying to
motivate someone, according to equity theory. Second,
employees should be given a voice in decisions that affect
them. Third, employees should be given the opportunity
to appeal decisions that affect their welfare. Fourth,
managers can promote cooperation and teamwork
among group members by treating them equitably. Fifth,
employees’ perceptions of justice are strongly influenced
by the leadership behavior exhibited by managers. Fi-
nally, managers need to pay attention to the organiza-
tion’s climate for justice because it influences employee
attitudes and behavior.

Key Jerms
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6. Explain Vroom's expectancy theory. Expectancy
theory assumes motivation is determined by one’s
perceived chances of achieving valued outcomes.
Vroom’s expectancy model of motivation re-
veals how effort—performance expectancies and
performance—outcome instrumentalities influence the
degree of effort expended to achieve desired (positively
valent) outcomes. Managers are advised to enhance
effort—performance expectancies by helping employees
accomplish their performance goals.

7. Explain how goal setting motivates an individual. Four
motivational mechanisms of goal setting are as follows:
(a) Goals direct one’s attention, (b) goals regulate
effort, (¢) goals increase one’s persistence, and (/) goals
encourage development of goal-attainment strategies
and action plans.

8. Review the five practical lessons from goal-setting re-
search. First, specific high goals lead to greater perfor-
mance. Second, feedback enhances the effect of specific,
difficult goals. Third, participative goals, assigned goals,
and self-set goals are equally effective. Fourth, action
planning facilitates goal accomplishment. Fifth, goal
commitment and monetary incentives affect goal-setting
outcomes.

9. Discuss the three conceptually different approaches to
Jjob design. The premise of top-down approaches is that
management is responsible for creating efficient and
meaningful combinations of work tasks for employees.
There are five principal top-down approaches: scientific
management, job enlargement, job enrichment, job
rotation, and a contingency approach called the job
characteristics model. Bottom-up approaches, which
are referred to as job crafting, are driven by employees
rather than managers. Employees are viewed as job
crafters who define and create their own job boundaries.
Idiosyncratic deals (i-deals) view job design as a process
in which employees and managers jointly negotiate the
types of tasks employees complete at work.

Motivation, 206 Negative inequity, 215 Goal commitment, 225
Content theories of motivation, 206  Positive inequity, 215 Job design, 225

Process theories of motivation, 206  Distributive justice, 215 Scientific management, 226
Needs, 206 Procedural justice, 215 Job enlargement, 226

Need hierarchy theory, 207 Interactional justice, 216 Job rotation, 226

ERG theory, 208 Expectancy theory, 218 Job enrichment, 227

Need for achievement, 209 Expectancy, 218 Intrinsic motivation, 228
Need for affiliation, 209 Instrumentality, 219 Core job dimensions, 228
Need for power, 210 Valence, 219 Job crafting, 230

Motivators, 211 Goal, 222

Hygiene factors, 211

Equity theory, 213 Action plan, 224

Goal specificity, 224

Idiosyncratic deals (i-deals), 231
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How Should Managers Handle Tough Employment Decisions?™

Here is what Bill Conaty, former senior vice president of
human resources at General Electric had to say.

Restructurings, consolidation, salary freezes, a shifting
health-care cost burden, furoughs, 401 (k) match elim-
inations . . . this list, as you know, goes on and on. Did
your company cancel this year's Christmas party? . . .

My concern is that, cumulatively, these negative actions
are tugging at and fraying the delicate bonds of loyalty
that tie employees to their employers. I believe it will be
the companies that manage to deftly balance the necessary
tough competitive actions with genuine compassion for
their employees that will win big in the future.

People have long memories. What they don’t have right
now are a whole lot of career options. And they will judge
their employer by how equitably they feel they were treated
during the down market. So how exactly do you steer your
company through this in a way that won’t drive your peo-
ple into the arms of the first headhunter who calls? . b

As counterintuitive as it may sound, consider going
deeper than you might on staff reductions, rather than
nibbling around the edges hoping for a quick market
turnaround. . . . When you are ready to make those cuts,
deal compassionately with the casualties, financially and
emotionally, to provide them as soft a landing as possible.
Career transition centers, training opportunities, and a sin-
cere interest in helping those who are moving on become
more marketable will genuinely help.

Many companies don’t need to be told that. Instead,
managers often spend a disproportionate amount of time
managing the layoff process and not enough attention on
the surviving talent. Those survivors need to be recognized
and rewarded. Yes, they’ll pay close attention to how hu-
manely layoffs are carried out, but they're also aware that
their own workload and stress level has just been stepped
up. You want this group to play offense, not to fret over

| egal/Fthical Challenge

when the next shoe will drop or feel that they're beig,
overburdened. j

With financial rewards temporarily off the screen, 4
astonishingly powerful form of recognitionisa genuing pg;
on the back, along with words along these lines: “] think
you're doing a great job under tough circumstances and
you’re an essential part of my team.”. . .

There’s a strong tendency for executives in tight spots
simply clam up, fearing they don’t have the answers peopk
want to hear. To avoid appearing inadequate, they'll isse
the occasional all-employee e-mail or canned Webcast
But you'll find that you don't need to have all the answers
You’ll discover that the rumor mill has painted the most
pessimistic picture imaginable, and you will quickly be able
to dispel numerous falschoods and present a clearer and
more optimistic view. These times call for a personal touch
Employees who get to see and hear their leaders are far
more likely to buy into a future beyond the crisis.

Now back to the subject of holiday parties: It’s a mis
take to legislate fun out of the workplace. You need to con-
tinue to celebrate, especially in tough times. . . . We need 1o
dial down how we celebrate. yes, but it’s not natural to haw
to continuously wear a deadly serious game face.

Questions for Discussion

1. Why is it important to focus on motivating employees
who survive a layoff?

2. To what extent is Conaty’s advice consistent with eg-
uity and expectancy theory?

3. Do you believe that recognition will motivate layoff
survivors? Explain.

4. Do you agree that managers should find ways to have fun
in the work environment after a layoff? Why or why not’

5. What is the biggest takeaway you get from trying to
link content in this chapter to this case?

Should Retrocessions Be Allowed in the United States?”

A retrocession is a kickback that “asset managers may be
sku}lmmg off investments.” While itis little known in the
United Stgtes, the practice has been an open secret in Ey-
opean private banking for decades—and it recently sur-
face_d as a perk that Zurich-based Credit Suisse may have
received from Bernie Madofy s feeder funds,
“How does this work? Essentially, bankers get rebates
gers they park mone
> Instead of passing t savin cli-
ents. Retrocessions typically matchg25° o of ; %flr:)dqstgu:::-
agement fee, says British hedge fund manager Fabien

Pictet. So on a $2 billion investment, a management fe¢ of
2%, or $40 million, would vield a $10 million kickback.

What Is Your Opinion about

Retrocessions?

1. A retrocession is like getting a sales commission and
thus should be allowed.

2. A retrocession is another way that bankers are taking
advantage of investors, Commissions should be passed
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to investors and not kept by bankers. This practice
should be against the law.

3. Bankers should be required to disclose this issue to
potential investors and then let individuals decide for

For study material and exercises that apply to this chapter,
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themselves. A bank customer may be okay with this
practice because they have a long-term relationship
with the banker.

4. Invent other options.
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