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Foundations of
Employee Motivation

2 After reading this chapter, you should be able to:

)

5-1  Define employee engagement.

5-2  Explain the role of human drives and emotions in employee motivation and behavior.

5-3  Summarize Maslow’s needs hierarchy, McClelland’s learned needs theory, and four-drive
theory, and discuss their implications for motivating employees.

5-4  Discuss the expectancy theory model, including its practical implications.

5-3  Outline organizational behavior modification (OB Mod) and social cognitive theory, and
explain their relevance to employee motivation.

5-8  Describe the characteristics of effective goal setting and feedback.

learning objectiv

5-7  Summarize equity theory and describe ways to improve procedural justice.




s a lead courier at DHL Express in Liberia, Africa, James Davies
begins work by 6 am, sorts out his deliveries, and ensures his
coworkers’ packages are ready to go. Then, he cheerfully heads out on his
route, providing some of the best customer service in Monrovia, Liberia's capital city.
*James Davies has an incredible energy. and his passion for the job after 14 years is
unbelievable.” enthuses DHL Liberia’s country manager.”| have never had any staff
getting more positive comments from various clients than James Davies.”

DHL Express, the global courier division of Germany’s Deutsche Post, has been
building a workforce of highly engaged employees such as James Davies."Motivated and
engaged employees are crucial to the success of any business and, at DHL they form
the cornerstone of cur service,” explains Sumesh Rahavendra, the head of marketing at
DHL Express sub-Saharan Africa."Our people make a difference in the service we
provide, therefore impacting on customer loyalty and, by extension, our profitabilicy”

DHL's employse engagement strategy begins with its award-winning Certified
International Specialist (CIS) program. All of the company’s 100,000 employees in
220 countries have completed the CIS foundation course, which teaches the
fundamentals of international shipping as well as DHL's business strategy and its
four core values. The CIS program demonstrates the company’s investment in its
people and helps employees to see the importance of their role in the company's
complex operatons. “CIS is not a rraditional training platform,” says DHL CEQ
Ken Allen. “It was designed first and foremost as an engagement tool.”

DHL Express also motivates its management staff through rigorous goal setting
and feedback. The company was an early adopter of the balanced scorecard process,
which measures dozens of performance indicators across the crganization, such as
the percentage of packages delivered on time and how long it takes a call center
employee to answer an incoming call,

Along with these quantitative performance targets, DHL motivates staff through
personal recognition and appreciation. For instance, the company’s recent Africa-wide
employee appreciaton week celebrated thousands of employees for their long service as
well as special efforts beyond the call of duty. James Davies and other top performers
wene awarded a trip to a luxury resort nearVictoria Falls, Zambia. DHL Kenya's managing
director thanked couriers by serving them breakfast and providing assistance on their
routes that week In other countries. DHL hosted picnics for employees and their families.

DHL Express relies on employes engagement and motivation to provide efficient and friendly customer service.




Part T Individual Behavior and Processes

“For me, this initiative has reinforced the importance of employee recognition
and motivation,” says Adelaide Mgayo, head of DHL Express’ Customer Service
department in Chad, “It's given our team the drive to move from ‘good to great’, and

has really motivated us."’

DHL Express has developed a highly enpaped woekdforce through recopnition, goal set-
ting, feedback, and human capital investment. The company also invalves employees, en-
courages innovative thinking, and creates a positive work environment. These practices
penerate high levels of employee motivation. Motdvatdon refers to the forces within a person
that affect the direction, intensity, and persistence of voluntary behavior.? Motivated em-
ployees are willing to exert a particular level of effort {intensity), for a certain amount of
time {persistence), toward a particular goal (direction). Motivation is one of the four essen-
tial drivers of individual behavior and performance (sec Chapter 2).

This chapter introduces the core theories of cmployee motivation. We bepin by discuss-
ing employee engagement, an increasingly popular concept associated with motivation.
Next, we explain how drives and emotions are the prime movers of employes motivation.
Three theories that focus on drives and needs—Maslow’s needs hierarchy, McClelland's
learned needs theory, and four-drive theory—are introduced and evaluated. MNext, we tum
our attention to the popular rational decision maodel of employee motivation: expectancy
theory. Orpanizational behavior modification and social cognitive theory are then intro-
duced, which relate to learning the expecrancies that motivate employecs through the expec-
tancy theory model. Mext, we look at goal setting and feedback, which are considered the
most robust and useful motivational concepts and practices in orpanizations. This chapter
closes with the topic of motvation through organirational justice, including the elements
and dynamics of equity theory and procedural justice.

Employee Engagement

4 LO5-1

When executives discuss employee motivation these days, they are just as likely to use the
phras: dn.p!njru: efigagemeint. Mthu-u.gi‘t its definition is stll bcing E!Cbﬁi:d.zl wr cautiau-.s!y
define employee engagement as an individuals emotional and cognitive {logical) motivation,
particularly a focused, intense, persistent, and purposive effort toward work-related poals. It
is typically described as an emotional involvement in, commitment to, and satisfaction with
work. Employee engapement also includes a high level of absorption in the work—ithe expe-
rience of focusing intensely on the task with limited awareness of events beyond thar work.
Finally, employee engapement is often described in terms of self-cHicacy—the belick that you
have the ability, role claricy, and resources to pet the job done (see Chapter 3).

Emplovee engagement is on the minds of many business leaders these days becanse it seems o
be a strong predictor of employee and work unit performance. A major report for the Bridsh
povernment conduded thar employes engapement is so important to the country’s international
competitiveness that the povernment should urgendy raise awareness of and support for employes
engagement practices throughour all sectors of the economy* Standard Chartered Bank found that
branches with hipher employee engagement provide significantly hicher customer service qualicy,
have 46 percent lower employee tumover, and produce 16 percent higher profit margin growth
than brandhes with lower employee engapement. Flecironics retailer Best Buy reponis thatr a 0.1
increase (on a 5.0 point scale) in a stores employee enpagement score is associated with a $100,000

' increase in that store’s proficability for the year It isnt always
clear from these smdies whether employee engapement makes
companies more successful, or whether the company’s success
makes employees more engaged. However, these interventions
at Best Buy, Sandard Chantered, and other companies suggest
that employee enpapement causes the company outcomes more
than vice versa.
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How do you build 2 successful company? John Dalano, who recently steppad down aftar & decade as CE0 of Rexigroup, recommends
anunrelanting drive to improve amployee engagament. Employee engagament scores at Rexirent Capital, tha Ausiralian company's
consumar leasing division, incraasad from a lowly 21 percent a decade aga to around 75 percant today, catapulting it onto the best
amployar list in that country. Over the same pariod, Aaxirant’s profitability has increasad by 900 parcent “Wa could nevar hava
achievad tha results we hawve without hzving an angaged workiorce,” said Delano. "It is no coincidence that our growth bagan ta
accalerate an a continuous basis only since we made a concartad effort to improve our employes engagemant ™

drives

Hardwired characteristes of the
brain that correot deficlencles or
maln@in an Internal eguibibriem
by producing emotions to
energize indrviduzls.

The challenge facing organizadonal leaders is that most employees aren’t very cngaged.®
The numbers ¥ary, but one representative survey cstimates that nnl}' 30 percent of :mp]n];-
ees in the United States are cngngcd, 52 percent are not mgﬂg:d, and 18 percent are activc]}'
discngag:d. J"u:tiw:l}r fjiscngagcd cmp]n}'c:s tend to be disru ptive at work, not just discon-
nected from work.” Employees in several Asian countries (notably Japan, China, and South
Korea) and a few European countres {notably ltaly, the Nethedands, and France) have the
lowest levels of employee engagement, whereas the highest scores are usually found in the
United States, Brazil, and India.

This leads to the question: What are the drivers of employee enpagement? Goal setting,
employee involvement, organizational justice, organizational comprehension (knowing
what's going on in the company), employee development opportunities, sufficient resources,
and an appealing company vision are some of the more commonly mentioned influences.®
In other words, building an engaged workborce calls on most topics in this book, such as the
MARS modd {Chapter 2), building affective commitment (Chapter 4), motivation practices
(Chapeer 5), and leadership (Chapeer 12).

Employee Drives and Needs

A LO5-2

To figure out how to nurture a more engaged and motivated workforee, we first need to
understand the motivational “forces” or prime movers of employee behavior.” Our starting

point is dibves (also called primary meeds), which we define as hardwired characteristics of



EXHIBIT 5.1
Drives, Needs, ond Behavior

Goal-directed forces that people
Expariance.
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Drives
and emotions |

the brain that attempe to keep us in balance by comecting deficiencies. Drives accomplish
this task by producing emorions that energize us to act on our environment.'" Drives are
receiving increasing attention because recent neuroscience (brain) research has highlighted
the central role of emotions in human decisions and behavior. There is no agreed upon list
of human drives, but rescarch has cr.:msistn:nﬂ}' identified several, such as the drive for social
interaction, for competence or status, to know what's going on arcund us, and to defend
ourselves against physiological and psychological harm. i

Dirives are innate and universal, which means that everyone has them and they exist from
birth. Furthermore, drives are the “prime movers” of behavior because they generate emo-
tions, which put pcu-pln: in a state of readiness to act on their environment. Emotions pl:l_'|.r a
central role in motivation.'? In fact, both words (emasion and motivation) originate from the
same Latin word, morere, which means “to move.”

Exhibic 5.1 illustrates how drives and emotions translate into felt needs and behavior.
Drrives, and the emotions produced by these drives, produce human needs. We define needs
as poal-directed forces that people experience. They are the modvational forces of emotions
channeled toward particular goals to correct deficiencies or imbalances. As one leading new-
roscientist explains *Drives express themselves directly in backpround emotions and we
eventually become aware of their existence by means of background feelings.""? In other
words, needs are the emotions we eventually become consciously aware of.

Consider the following example: You arrive at work to discover a stranger sitting at your
desk. Seeing this situation produces emotions {(worry, curiosity) that motivate you o act.
These emotions are generated from drives, such as the drive to defend and the drive to
cnmprd'lmd.. When strong :nuugh, these emotions motivate you to do sumn:ﬂ'ling about
this situation, such as finding out who thar person is and possibly secking reassurance from
coworkers that your job is still safe. In this case, you have a need to know what is going on,
to feel secure, and possibly to correct a sense of personal violation. MNotice that your
emotional reactions to secing the stranger sitting at your desk represent the forces that move
you, but you channel those emotions toward :pn:ciﬁc gurﬂs.

INDIVIDUAL DIFFERENCES IN NEEDS

Everyone has the same drives; they are hard-wired in us through evolution. However, people
develop different intensites of needs in a particular sitwarion. Exhibic 5.1 explains why this
difference ocours. The left side of the model shows that the individual's self-concept (as well
as pﬂmna]iry and values), social norms, and past experience amplif_',' Of SUPpPress drive-based
emotions, thereby resulting in stronger or weaker needs.'¥ People who define themselves as
very sociable t}rpical.l}r experience a sronger need for social interaction if alone for a while,
whereas people who view themselves as less sociable would experience a less intense need to
be with others over that time. These individual differences also explain why needs can be
“learned” to some extent. Socialization and reinforcement may cause people to aleer their
selfconcept somewhat, resulting in a stronger or weaker need for sodal interaction, achieve-
ment, and so on. We will discuss learned needs later in this cha.ptcr.

Self-concept, social norms, and past experience also regulate a person’s motivated deci-
sions and behavior, as the right side of Exhibit 5.1 illustrates. Consider the carlier :m.l:n;:rlc
of the stranger sitting at your desk. You probably wouldn't walk up to the person and de-
mand that he or she leave; such blunt behavior is contrary to social norms in most cultures.
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EXHIBIT 5.2

Maslow's Needs Hierarchy

Soanrce: Based on information in A H.

Mefaslow, “A Thrnr}' of Human Mog-
vation,” Prcholepicol Beienr 50
(1943), pp. 370-3%.
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Employees who view themselves as forthright might approach the stranger directly, whereas
those who have a different self-concepe or have had nepative experiences with direct con-
frontation are more likely to first gather information from coworkers before approaching the
intruder. In shore, your drives (drive to comprehend, to defend, to bond, etc.) and resulting
emotions energize you to act, and your self-concept, social norms, and past cxperience direce
that energy into goal-directed behavior.

Exhibit 5.1 provides a uschul template for understanding how drives and emotions are the
prime sources of employes motivation and how individual characeristics (self<concept, cxperi-
ence, values) influence poal-directed behavior You will see picces of this theory when we discuss
four-drive theory, expectancy theory, equity theory, and other concepts in this chapter. The re-
mainder of this section describes theories that try to explain the dynamics of drives and needs.

i

To what extent do you value motivating jobs? Visit connect.megrawhill.

MASLOW'S NEEDS HIERARCHY THEQORY

By far, the most widely known theary of human motivation is Maslow's needs hietarchy
theory (see Exhibit 5.2). Developed by psychologist Abraham Maslow in the 19405, the
madel condenses and integrates the iung list of drives and needs thar had been pr:\linusl}r
studied into a hierarchy of five basic catepories (from lowest to l'Ligh.c-st]l:E' Pﬂ'?‘_}'jfafﬂgffﬂf (need
for food, air, water, shelter, erc.), safety {need for security and stability), belongingnessiove
{need for interaction with and affection from others). erteem (need for self-esteem and social
esteem/status), and self-acrualization (need for self-fulfillment, realization of one’s potential).
Mung with dcv:lupillg these five categories, Maslow identified the desire to know and the
desire for assthetic bc-am}' as two innate drives that do not fit within the h.il:mrd'l}'_ Maslow
suggcsr:d that we are motivated sirm.lltam:nusl}' E:l_'pr several primary needs {drives), bur the
strongest source of motivarion is the lowest unsatisfied need at the dme. As the person sacds-

fies a lower-level need, the nexe higher need in the hierarchy becomes the primary motivator

and remains so even if never satisfied.
Need to know
Seli-
actualization Need for beauty

Esteem
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Limitations of Needs Hierarchy Models In spite of its popularity, Maslow’s needs
hierarchy theory has been dismissed by most motivation experts.'® Other needs hierarchy models
have also failed to adequately depice human motivarion. Studies have concluded that people do
not propress through the hierarchy as Maslow's theory predicts. Furthermore, evidence suppests
that noed fulfillment exists for a much shorter time than Maslow stated in his writing,

However, the main problem with Maslow’s and other needs hierarchy models is thar people
don't fit into a one-stzre-fits-all neads l'lin:ra.rd't}‘. Instead, thiese hicrarchies vary from one person
to the next. Some place social status at the top of their personal hierarchy; others view personal
development and prowth above social relations or status. Employee needs are stronply influ-
enced by selfconcept, personal values, and personality.” People have different hierarchies of
values (their values system; see Chapter 2), so they also have paralld differences in their needs
hicranchies. IF}-‘CHJ.F most Important vahues lean toward stimulation and sdf-direction, you prﬂb—
ably pay more atention to self-acualizarion needs. If power and achicvement are at the top of
your valuc system, status needs will likely be at the top of your needs hicrarchy, A person’s values
hierarchy can change over time, so his or her needs hierarchy also changes over time.'®

Maslow's Coniribution to Motivation Although needs hierarchy theory has
failed the reality test, Maslow deserves credit for bringing a more holistic, humanistic, and

positive approach to the study of human motivation."

*  Holistic perspective. Maslow explained that the varions needs should be studied rogether
(holistically) because human behavior is typically initiated by more than one need at
the same time. Previously, motivation experts had splintered needs or drives into

dozens of categories, each studied in isolation.™®

*  Humanistic perspective. Maslow introduced the then-novel idea that higher-order
needs are influenced by personal and social influences, not just instinces.”! In other
words, he was among the first to recognize that human thoughes (including
self-concept. sodal norms, past experience) play a role in motivation. Previous moti-
vation experts had focused almost entirely on human instincts without considering
that modvarion could be shaped by human thought.

»  Positive perspective. Maslow popularized the concept of selfactualization, suggesting
that people are naturally motivated to reach their potential and that orpanizations
and societies need o be structured to help people continue and develop this motiva-
tion.” This positive view of motivation contrasted with the dominant position that
needs become activated by deficiencies such as hunger. Indeed, Maslow is considered
a pioneer in positive organizational behavior. Positive OB says that focusing on the
positive rather than negative aspects of life will improve organizational success and
individual well-being (see Chapeer 3). In other words, this approach advocates build-
ing positive qualities and perspectivis within individuals or institutions as opposed
to focusing on trying to fix what might be wrong with them.™

How strong are your need for achievement and need for affiliation!
Visit connect.mecgrawhill.com to estimate your need strength
for these two needs.

LEARNED NEEDS THEORY

Earlier in this chapter, we stated that drives are innate, whereas needs are shaped, amplified,
or suppressed throuph self-concept. social norms, and past experience. Maslow noted this
when he wrote that individual characteristics influence the strength of higher-order needs,
such as the need to belong. Psychologist David McClelland further investigated the idea that
need stn:ng'ti'l. can be altered ﬂ1rﬂugh social influences. In part.[l:ula.r, he rﬁ:ngnizcd that a



need for achievement (nluch)
A learnad nead In which people
want to accomplish reasonably
challenging goals and desire
unambigucus feedback and
recognition for thelr success.

Haineken USA had baan losing market share, and incoming CED
Dolf van dan Brink {laft in photo) soon discovered one major
raason: Heingken's staff needed more achisvemant mativation.
To encouraga mora risk-orentad, entreprenaurial thinking, van
den Brink held an all-employea pirate-themad event celebrating
the company’s naw aggrassiva valuas, such as "Hunt as a pack”
and “Do what it tzkas to win, but ba responsible.” “We need to
ba a nimble, humble, agile and an entrapreneunzl company
again,” explains van den Brink. Another Heinekan executiva
adds: “To have a challenger mindset, we needed to unfeash
Bveryona’s inner pirate.” Vian dan Brink is also a role mocel for
high achievemant motivation. Ha had spant the previous four
vaars doubling Heinaken's market share in the Demaocratic
Republic of the Congo, in spite of militant uprisings. Heineken
USAs market share has since incraasad, and employeas say
they are much more risk-oriented ™

person’s needs can be strenpthened through reinforcement,
learning, and social conditions. McClelland examined three
“learned” needs: achievement, power, and affiliadion.~*

Need for Achievement People with a strong need for
achlevement (nAch) want to accomplish reasonably chal-
lenging poals through their own effort. They prefer working alone rather than in teams,
and they choose rasks with a moderate degree of risk (i.c., neither too casy nor impassible
to complete). High-nAch people also desire unambiguous feedback and recognition for
their success. Money is a weak motivator, except when it provides feedback and recogni-
tion.” In contrast, employees with a low nAch perform their work better when money is
used as an incentive. Successful entrepreneurs tend to have a high nAch, possibly because
they establish challenging goals for themselves and thrive on competition.

Need for Affiliation Need for affiliadon (nAff) refers to a desire to seck approval
from others, conform to their wishes and expectations, and aveid conflice and confronea-
tion. People with a scrong nAf try to project a favorable image of themselves. They tend o
actively support others and try to smooth out workplace conflicts. High nAff employees
generally work wdl in coordinating roles to mediate conflices and in sales positions where the
main task is cultivating long-term relations. However, they tend to be less effective at allo-
cating scarce resources and making other decisions that potentially generate conflict. People
in decision-making positions must have a relatively low need for affiliation so their choices
and actions are not biased by a personal need for approval

Need for Power People with a hizh need for power (aPow) want to exercise control over
athers and are concemned about maintaining their leadership position. They frequently rely on
persuasive communication,
make more suggestions in
meetings and tend to pub-

need for affiliation (nAT) need for power (nPow) licly evaluate situations more
e s e AT e I Jcp frequently. McClelland
ceek approval from others, want o control thelr emvironment. % 7

conform to their wishes and inchuding pecple and material pointed out that there are
expectations, and @vold conflict resources, to benefit efther two types of nPow. Individu-
and confronoon. themsalves (perconalized power) als who enjoy their power for

or others (eoczlized power). its own sake, use it to ad-
vance personal intereses, and

129
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four-drive theory

A motivation theory bazed on
the innate drives to acquire,
bond. learn, and defend that
Incorporates both emotdons and
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wear their power as a status symbol have personalized power. Others mainly have a high need
for socialized power because they desire power as a means to help others.™ McClelland arpues
that effective leaders should have a high need for socialized rather than personalized power
They must have a high degree of altruism and social responsibility and be concerned about the

consequences of their own actions on others.

Learning Needs McClelland believed that needs can be learned {more accurately,
strenpthened or weakened), and the training programs he developed supported that prop-
osition. In his achievement motivation program, trainees wrote achievement-oriented
stories and practiced achievement-oriented behaviors in business pames. They also com-
pleted a deeailed achievement plan for the next two years and formed a reference group
with other trainees to maintain their new-found achisvement motivation.™ Participants
attending these achicvement motivation programs subsequently started more new busi-
nesses, had preater community involvement, invested more in expanding their businesses,
and employed twice as many people compared with a matched sample of non-partici-
pants. These training programs increased achievement motivation by altering participants’
self-concept and reinforcing their achievement experiences. When writing an achievement
plan, for cxample, participants were encouraped (and supported by other participants) to
experience the anticipated thrill of succeeding.

Visit connect.megrawhill.com for activities and test questions to
help you learn about four-drive theory and other needs-based models
of motivation.

FOUR-DRIVE THEORY

One of the central messapes of this chapter is that emotions are at the core of employee
motivation. Across the social sciences, it is increasingly agreed upon that human beings have
several hardwired drives, including social interaction, learning, and getting ahead. These
drives penerate emotions, which represent the prime movers or sources of effore of individual
behavior. Most organizational behavior theories of motivation focus on the cognitive aspects
of human motivation; four-dtve theoty is one of the few to recognize the central role of
human emotions in the motivation process.?!

According to four-drive theory, everyone has four drives: drive to acquire, drive to bond,
drive to comprehend, and drive to defend. These drives are innate and universal, meaning
that they are hardwired in our brains and are found in all human beings. They are also inde-
pendent of one another. There is no hierarchy of drives, so one drive is neither dependent on
nor inherently inferior or superior to another drive. Four-drive theory also states that these
four drives are a complete set—there are no fundamental drives excluded from the model.
Another key fearure is that three of the four drives are proactive—we regulardy try to fulfill
them. Only the drive to defend is reactive—it is triggered by threat. Thus, any notion of
fulfilling drives is temporary, at best.

Four-drive theory identified the four drives based on their considerable discussion in
prior rescarch (which we noted eardier in this chapter). These drives are:

*  Drive to doguire. This is the drive to seck, take, control, and retain objects and
personal experiences. The drive to acquire extends beyond basic food and water; it
includes enhancing one’s self-concept through relative status and recognition in soci-
ety Thus, it is the foundation of competition and the basis of our need for esteem.

Four-drive theory states that the drive to acquire is insatiable because the purpose of
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human motivation is to achieve a higher position than others, not just to fulfill one’s
physiclogical needs.

* [Dirive to bond. This is the drive to form social relationships and develop murual
caring commitments with others. It explains why people form social identitics by
aligning their self-concept with various social proups (see Chapter 3). It may also
explain why people who lack social contact are more prone to serious health prob-
lems.* The drive to bond motivates people to cooperate and consequenty isa
undamental in.g'n:dicnt in the success uFurganizatiu-ns and the dcvciupm:n[ of
societies.

= Drive to comprebend. This is the drive to satisfy our curiosity, to know and under-
stand ourselves and the environment around us.* When observing something
that is inconsistent with or bcj’und OUr current knuwl:dgc, we cxpericnce a ten-
sion that motivates us to close that information gap. In fact, studies have revealed
that people who are removed from any novel information will crave even boring
information; in one classic ecxperiment, participants deprh"cd of information

cv:ntuaﬂ}' craved month-old stock Ecpc-r.ts!“ The drive to l:umprch:nd is related
to the higher-order needs of growth and self-actualization described carlier

*  Drive to defend. This is the drive to protect ourselves physically and socially. Probably
the first drive to develop, it creates a "hght-or-flight” response in the face of personal
danger. The drive to defend goes beyond protecting our physical sdf It includes de-
fending our reladonships, our acquisidons, and our belief systems.

How Drives Influence Motivation and Behavior Four-drive theory is derived
from recent neuroscience research reparding the emotional marker process and how emo-
tions are channeled into decisions and behavior® As we described in previous chapt::rs,
our perceptions of the world around us are quickly and nonconscionsly tagped with emo-
tional markers. According to four-drive theory, the four drives determine which emotions
are tapged to incoming stimuli. If you arrive at work one day te see 2 stranger sitting in
your office chair, you might quicic.l}r experience Worry, curiosity, or both. These emotions
are triggered by one or more of the four drives. In this example, the emotions produced
are likely strong enough to demand your attention and motivate you to act on this
observarion.

Moast of the time, we aren't aware of our emotional cXpericnces because 'I'J.'IC‘}" are subtle
and feeting. However, emotions do become conscious experiences when they are suffi-
ciently strong or when we experience conflicting emotions. In these circumstances, our
mental skill set relies on social norms, past experience, and pr::rsnna] values to direct the
motivational force of our emotions to actions that deal with that situation (see Exhibit 5.3).
In other words, our mental skill set chooses courses of action that are acceptable to soci-
ety are consistent with cur own moral compass, and have a high probability of achieving
the gﬂ'ﬁl.i? This is the process described at the beginning of this chapeer: Dirives produce
emotions, and various personal characteristics (self-concept, social norms, expericnce)
translate these emotions into goal-directed needs, which are then directed into decisions
and behavion

Evaluating Four-Drive Theory Although four-drive theory was introduced re-
cently, it is based on a deep foundation of research thar dates back more than three de-
cades. The drives have been identified from psychological and anthropological studies.
Furthermore, Shalom Schwartz recently reported that four-drive theory maps well onto
the ten dimensions in his circumplex model of personal values (see Chapter 2).*® The
translation of drives into goal-directed behavior originates from considerable research on
emotions and neural processes. The theory explains why needs vary from one person to
the next, but avoids the assumption that everyone has the same needs hierarchy. Notice
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EXHIBIT 5.3 Four-Drive Theory of Motivation

Drive to
acquire

Drive to
bond

Drive to
comprehend

Drive to
defend

Sonerces Based an information in P R. Lawrence and M. Mohria, Dirieen: How Humdn Nasre Shapes Our Chajos
{%an Francizoo: Josey-Bas, 2002).

too that four-drive theory satisfies two of Maslow's criteria for any motivation theory: It is
holistic (it relates to all drives, not just one or two) and humanistic {it acknowledges the
role of human thoughe and social influences, not just instinct). Four-drive theory also
provides a much clearer understanding of the role of emotional intellipence in employee
motivation and behavior. Employees with high emotional intelligence are more sensitive
to competing demands from the four drives, are better able 1o avoid impulsive behavior
from those drives, and can judge the best way to act o fulfill those drive demands in a
social context.

Even with its well-researched foundations, four-drive theory is far from complete. Most
experts would argue that one or two other drives exist that should be included. Further-
more, social norms, personal values, and past experience probably don't represent the full set
of individual characteristics that translate emotions into poal-directed effort. For example,
persenality and sclf-concept probably also moderate the effect of drives on needs and needs

on decisions and behavion

Practical Implications of Four-Drive Theory The central advice from
four-drive theory is that organizations should ensure that jobs and workplaces provide a
balanced opportunity to fulfill the four drives.™ There are really two recommendations here.
The first is that the best workplaces for employee motivation and well-being offer con-
ditions that help employees fulfill all four drives. Employees continually seck fulfillment of
their innate drives, so successful companies provide sufficient rewards, leaming opportuni-
ties, sacial interaction, and so forth, for all employees.

The second recommendation is that fulfillment of the four drives must be kept in bal-
ance; that is, organizations should aveid too much or too little opportunity to fulfill each
drive. The reason for this advice is that the four drives counterbalance one another. The
drive to bond counterbalances the drive to acquire; the drive to defend counterbalances
the drive to cumpn:l'u:nd._ An organization that fucls the drive to acquire without the drive
to bond may eventually suffer from organizational politics and dysfunctional conflict.
Change and novelty in the workplace will aid the drive to comprehend, but too much of
it will trigger the drive to defend to such an extent that :mpluyccs become territorial and
resistant to change. Thus, the workplace should offer enough opportunity to keep all four

drives in balance.



B&D, the warld's third-largest
home improvement retailer, trias
to mzintzin a balancad fulfillmant
of the driva to acquire, band, and
comprahand {whila minimizing the
driva to defend). For axample, the
British ratailar is known for fun
activities where staff can fulfill
their drive to bond. In ong such
activity, amployees at all 330 B&Q
stores simultaneoushy participated
in & five-minuta dance rowting
during store hours. The charty
avent attempted to break 2 world
record flash mob. "It puts a smile
on the faces of our staff which
hopafully transfors into graat
customer sarvice,” says ona B&Q
store manager abowt the flash
mab evant®
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Visit connect.mcgrawhill.com for activities and test gquestions to
help you leam about expectancy theory of motivation.

Expectancy Theory of Motivation

& LO5-4

expectancy theory

A mothatien theory based on
the Idea that work affort I
diracted toward behaviors that
pacple believe will lead to
decired outcomes.

The theories described so far mainly explain the internal origing of employee motivation.
But how do these drives and needs translate into specific effort and behavior? Four-drive
thﬂnr}-‘ TeCoOEnines that social norms, pcrs::unal values, and past experience direct our effort,
but it doesn't offer any more detail. Expectancy theory, on the other hand, offers an elegant
model based on cognitive logic to predict the chosen direction, level, and persistence of
motivation: Essentially, the theory states that wark effort is directed toward behaviors that
people believe will lead to desired outcomes. In other words, we are motivated to achieve the
goals with the highest expecred payoff. ! As illustrated in Exhibie 5.4, an individual’s effore
level depends on three factors: effort-to-performance (E-to-1") expectancy, performance-
to-outcome (P-t0-0) expectancy, and outcome valences. Employee motivation is influenced
by all three components of the expectancy theory medel. If any component weakens, moti-
vation weakens.

*  Foto-I" excpectancy. This is the individual’s perception that his or her effore will result
in a particular level of performance. In some situations, employees may believe that
they can unquestionably accomplish the task (a probability of 1.0). In other situa-
dons, they expect that even their highest level of effore will not result in the desired
performance level (a probabilicy of 0.0). In most cases, the E-to-I' expectancy falls
somewhere between these two extremes.

= Pto-0 expectancy This is the perceived probability that a specific behavior or

performance level will lead to a particular outcome. In extreme cases, employess
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EXHIBIT 5.4

Expectancy Theory of
Motivation
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Probability that a Probability that a
specific effort level specific perfformance ﬂ&sﬁmﬂm
ﬁlmm!thaspaulh bmlwi'!mnlt&l from the outcomea
I l—:- Cutcome 1 .
Pgﬂ‘umam ——s  Outcome 2 .

L Du'l;uu'm:ﬂ.

may believe that accomplizshing a particular task (pedformance) will definitely result
in a particular outcome (a probability of 1.0}, or they may believe that successiul
performance will have no effect on this outcome (a probability of 0.0). More often,
the P-to-0) expectancy falls somewhere between these two extremes.

®  Outcome valences. A valence is the anticipated satisfaction or dissatisfaction that an indi-
vidual feels toward an outcome. It ranges from nepative to positive. (The actual ranpe
doesnt matter; it may be from -1 to +1 or from —100 to +100.) An outcome valence
represents a person’s anticipated satisfaction with the outcome. * Qutcomes have a pos-
itive valence when they are consistent with our values and satisfy our needs; they have a

negative valence when they oppose our values and inhibit need Rilfillment.

EXPECTANCY THEORY IN PRACTICE

One of the appealing characteristics of expectancy theory is that it provides clear puidelines
for increasing employee motivation. ™ Several practical applications of expectancy theory are
listed in Exhibit 5.5 and are described on the following page.

Increasing E-to-P Expectancies E-to-P expectancies are influenced by the indi-
vidual’s belief that he or she can successfully complete the task. Some companies increase
this can-do attitude by assuring employees that they have the necessary competencies,
clear role perceptions, and necessary resources o reach the desired levels of performance.
An important part of this process involves matching employees’ competencies to job re-
quirements and clearly communicating the tasks required for the job. Similarly, E-to-T
expectancies are learned, so behavior modeling and supportive feedback {positive rein-
forcement) tyvpically strengthen the individual’s belief that he or she is able to perform
the task.

Increasing P-to-O Expectancies The most obvious ways to improve P-to-0 expec-
tancics arc to measure cmployee performance accurately and distribute more valued rewards
to those with higher job performance. P-to-0) expectancies are perceptions, so employees
also need to believe that higher performance will result in higher rewards. Furthermore, they
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EXHIBIT 5.5 Practical Applications of Expectancy Theory

EXPECTANCY
THEORY
COMPONENT OBJECTIVE APPLICATIONS
E — P axpectancies To increasa the employee’s belief = Select people with the raguired skills and knowledga.
that s'he is capabla of performing the = Provide required training and clarfy job requiraments.
job succassfully = Provide sufficient time and resources.
= Assign simpler or fewer tasks until empioyaes can master
tham.
= Provide examples of similar employeas who have successfully
parformed the task
* Provide coaching to employeas who lack self-confidenca.
P — 0 axpactancies To incraase the employae’s balisf * Measure job parformance accurataky.
that his/her good performance will * Clearly axplain tha outcomes that will result from successful
result in certain (valued) outcomes parformance.
= Describe how the employee’s rewards were based on past
parformance.

* Provide examples of other employees whose good parfor-
manca has resultad in highar rawards.

Outcoma valences To incraase the employas’s expeciad = Distribute rewards that employees value.
valua of outcomes resulting from = |ndividualiza rewards.
dasired performance = Minimize the presence of countarvalent cutcomes.

need to know how that connection occurs, so leaders should use examples, anecdotes, and
public ceremenies to illustrate when behavior has been rewarded.

Increasing Outcome Valences One size does not fit all when motivating and re-
warding people. Organizational leaders need to find ways to individualize rewards or, where
standard rewards are necessary, to identify rewards that do not have 2 negative valence for
some staff. Consider the following story: Top-performing employees in one organization
were rewarded with 2 one-week Caribbean cruise with the company’s executive team. Many
were likely delighted, but at least one top-performer was aghast at the thought of going on a
cruise with senior management. [ don't like schmoozing, 1 don't like fecling trapped. Why
couldn’t they just give me the money?” she complained. The employee went on the cruise,
but spent mose of her ime working in her stateroom. ¥

One other observation about increasing outcome valences is to watch out for counterva-
lent cutcomes that offset outcomes with positive valences. Far example, several employees in
one work unic were individually modvated to perform well because this achicvement gave
them a feeling of accomplishment and rewarded them with higher pay. But their perfor-
mance was considerably lower when they worked topether with others bocause peer pressure
d.iscnuragcd pcrfnn'nancc above 2 Fa.ir|}r low standard. In this situation, the pu:':r_ivciy valent
outcomes {feeling of accomplishment, higher pay) were offset by the negatively valent out-
come of peer pressure,

Owverall, expectancy theory is a useful mode that explains how people rationally fipure
out the best direction, intensity, and persistence of effort. It has been tested in a vardety of
situations and predicts employee motivation in different cultures. ¥ However, critics have a
number of concerns with how the theory has been tested. Another concern is thatr expec-
tancy theory ignores the central role of emotion in employee effort and behavior. The
valence element of expectancy theory caprures some of this emoticnal process, but only
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peripherally.* Finally, expectancy theory outlines how expectancies (probability of out-
comes) affect motivation, but it doesn’t explain how employees develop these expectancies.
Two theories that provide this explanation are organizational behavier modification and
social copnitive theory, which we describe next.

Organizational Behavior Modification
and Social Cognitive Theory

E.xpa:l:a.nqr thmr_'r states thar motivaton is determined b_'|.r ﬂnpln}rcc belicfs about ﬂpa:tcd

4 LOSs performance and outcomes. But how do employees learn these expectancies? Finding the
| answer to this question directs us to two theories: orpanizational behavior modification (OB

Mad) and social cognitive theory. Although these theories explain how people fegrn what o

expect from their actions, they are also theories of motivation becanse, as in expectancy the-

ory; the leamad CXpeCIancies affect the pcr.snn's direction, intensicy, and persistence of effort.

ORGANIZATIONAL BEHAVIOR MODIFICATION

For most of the first half of the 1900s, the dominant paradigm about managing individual
behavior was bebavioriim, which arpues that a pood theory should rely exclusively on behay-
ior and the environment and ipnore nonobservable cognitions and emotions. '’ Although
behaviorists don't deny the existence of human thoughts and attitudes, they view them as
unohservable and, therefore, irrelevant to scientific study. A varation of this paradigm,
called otganizational behavior modification (OB Mod), eventually entered orpanizational

studies of motivation and |i:*.1.'rni1'tg..'i:5

A-B-Cs of OB Mod The core dements of OB Mod are d:pi.ctcd in the A-B-C model
shown in Exhibit 3.6. Essentally, OB Mod attempts to change behavior (B) by managing its
antecedents (A) and consequences (C).%* Conseguences are events following a particular be-

erganizational behavior havior that influence its future occurrence, such as the compliments or teasing received from
d s " rkers when the I afc les. Con also include

A S - cowni n the cmployee wears safety gogples. Consequences include no outcome

behavior in terms of the at all, such as when no one says anything about how well you have been serving customers.

antacedent condizions and Antecedents are events preceding the behavior, informing employees that a particular ac-

consequences of that behavior. tion will produce specific consequences. An antecedent may be a sound from your smart-

phone signaling that 2 text messape has arrived. Or it might be vour supervisor’s request to

EXHIBIT 5.6 A-B-Csof Organizational Behavicr Modification

Antecedents
the behavior

Example

Warning light flashas on
oparators consola

7
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