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MOTIVATION AT WORK

©_ It you have ever worked in an organisation you may have noticed that some people
seem driven by their jobs, working hard and almost alwaysperforming well, while others
seem to be there just for the money. Some peop)z;oro ghly enjoy their work, while others
seem 10 hate coming 1n and are eager to leave 4s soon &5 . cah. This is a serious

Fders]' who worked little while

others work hard,‘@nd if they are dissatisfied empldyeges~yho care little for the job, there will

be conflicts and threats to efficiency.

Intuitively we must feel that motiyation and sdtis:
more satistying one's work, the hard

ok AP M&jor theories and find
perform or to do better? In this

e |heojies

of rdotivatign
might€xpedt t
ciatign/1f any,

[Extrinsic and intrinsic motivation:

e

derived from the Latin word npyovere, meaning J'to magve. | /

efined as the forces acting on %:

sal\ directjon), and persistence of goal-directed, volyntary
d with the précesses that explain why and heW hiima

money and material gains, whereas Elton
Ipnotivating workers.

b improve work motivation | /\
betyeen motivation and actual job performance:

ccorgling to one definition (Steers & Porfer, 1991), metyvation is
ses, orcauses people to act; it dfrecj‘?%h /10Yr toward/ﬁ::
Sustains the effort expended infeag !
Ivation 1s a sustained state. According to |

jonre strongly related. The

s, dlthough rhaps one of the satisfying

1l tgolmuclf hard work and stress.

1S the mefe one derives satisfaction. We shall

ing with the topic of motivation-what drives people
e willfstudy:

vithin a persgn/that ¢ause the

\Mitiyatign thegry js thus
V101 AS Activa QM

e Aorce that

> atthipment/of specific
hing those goalp. This|définpgtion implies that
“redefick Taylor, worklers are motivated by

P C f.,i_\,‘(ﬂx)

May

ntac

Work.

0 stregsed the 1':::161_‘1} interpersonal needs play

extrigic motivatigh refers to those things that are
tangible rewards for work and which are not difettly inwotved in the work itself] for instance
the rewards of money, holidays, social co
drive from rewards integral to the job itself, f
task, and satisfaction in completing one's

faed (@)

with oth€r workers. Intrinsic motivation is the
r instafice, a sense of worth, mastery of the

4

MOTIVATION AT WORK



www.studyguide.pk
http://www.studyguide.pk
http://youtube.com/c/MegaLecture/videos
http://megalecture.com

For Live O asses, Recorded—tectures, —Notes & Past—_Papers=visit— : — — R
www. megal ect ure. com '

ORGANIZATIONAL PSYCHOLOGY

NS
THEORIES OF MOTIVATION

2 Several motivation theories assert that people have certain needs that are important 1n
detefmining motivation. Needs and wants: several motivation theories are based on the
concept of need which refers to those things we cannot function properly without. Eating and
drinking are obvious needs. Wants are things we do not need but would dearly like, for

instance, a television, car, holidays. The line between needs,and wants is hard to draw and 18
culturally defined.

If increased motivation leads to increaged Wwork and lincreased output, then insight into
what the motivators are is obviously going to be upe ' try and commerce. The many
heories of work motivation can be linked intoj thr¢e

e Reinforcement theories

yout ube. conm ¢/ Megalect / =
oo 336 788103 INeed theories

e Cognitive (Rational) thgorjes. /\
e Goal setting theory ,
e Job Design theorie \/

REINFORCE

s on the work of Skinner whose theory ot operdqni (\
t behavibur will be shaped by its consequences. A cQnSqquenca
behaviours being repeated is called a pogitive
workplace, this could be praise, appro 4l or money. A
thing that motivates behav?r by leading to’the a fat

darce ol
| iorf. For example, if someone hag’np money and fis/hungryl, they /
adh dishé¥in a restaurant to be given a mepl; the pieyl 1p 2 DL tive reinforcer
veb the finpleasant state (hunger). /

perform th¢ belaviqur|again Receiving a harsh

ishment 1s some unpleasant consequencg of'be}?aur heleffgci 61 a
. v
or sloppy work could be an exdmplg of £ punishnpert.
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Reinforcement theory states that feinfigrcement 1s|a much better motivational

nique than punishment because punighmé¢nt aimg to §top fun ted behaviours whereas
cinforcement is designed to strengthen the motivation ta perforn certain desired behaviours.
Punishment is generally a poor managerial strajcgy foy a yiber of reasons:

% Chronic use of punishment can creat¢ feelingy of hastility and resentment and reduce
morale and job-satisfaction
Punished workers may try to retaliatg to "jget back” at punitive Supervisors
Punishment tends only to suppress b¢haviour, not unlearn 1t

e

o 4B

Once a particular behaviour has bé conditioned through repeated remntorcement,
removal of the reinforcement will, over time, weaken the motivation to perform that
behaviour. Eventually, if the reinforcement does not occur again, extinction, or elimination
of the behaviour will occur.

MOTIVATION AT WORK
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The traditional reinforcement schedule is called a continuous reinforcement schedule.
Fach time the correct behavior is performed it gets reinforced—~'hen there is what we call an
intermittent reinforcement schedule. There are f}ﬁéﬂ and yAriable categories.

/
o _ The Fixed Interval Schedule 1s where r¢infgrceinerit is only given after a certain

amount of time has elapsed. Example: Yeaily faige/.

1

e The Fixed Ratio Schedule 1s where the reinfote€dent is given only after a
predetermined number of responses,/EXample: piedework pay

e ‘The Variable Interval Schedule is vhere th¢ reinfprgement is given after varying
amounts of time between eachremmforCement./ Example* Promotion.

] he reupforcesment 1s given after a varying

[ Team\bas€d Bonus.

In principle, the reinforpem¢nt modetis, fairly simple and obvious. Unfortunately,

real world doesgAjot usuatly ppgrate{in thi IAReinforcement theory ignores the inner
yout ube. conl c/ Megalect /

of # alj and £oncenjrates solely\on what happens to a person when he or sheAalles

Yk SHTGUBYE:

some action|Betauge 13doeq npt concerntself with what initiates behavior, it is not| strigthy

heary/of mgtivatign. If does however provide a powerful means of analysis pf Qﬂ}cé{h &hﬁk
forcement theory i1s usually a good predictor of guality hnd (

L

needgh whnich are sdtisfied
tafgilple/sucly as the

oet of th€ories of motivation suggest that/p¢opl
1ay be tangible such as the need { od

slow (1970) suggesied that we have a ds:

".1

self-actualization needs; the needs to reach one’s

highest potential and to attain a sense of fulfilment;
the highest level of needs

N 2 : J
4 ™
' Esteem needs: the needs to be recognized for
accomplishments and to be admired and respected
by peers
" . !
4 ™

 Social needs: the need to be accepted by others and
necds for love, affection and friendship

Y

\. B,
4 I
| Safety needs: the needs for physical safety (need for
shelter} and needs related to psycholopical security

3

\ J
4 ™

Physiclopical needs - the basic survival needs of
food, water, air, sleep and sex,

\

s
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According to Maslow, the lower order needs must be satisfied in a step-by-step ol

fashion before and individual can move on to higher-order needs. Since higher-order needs
are unlikely to be satisfied in the typical worker, there 1s also a constant upward striving that
explains why, for example, even successful, high-level executives continue to exhibit
considerable motivation. |

Maslow’s theory seems to fit the workplage well. Aowever, questions have been
raised abouf the sequence of tiers, whether th¢se 4re the/sgime flor everyone and whether
backward as well,as forward movement is possible.

There are staff motivation opportyhities by mbtiyafing gach employee through
. management style, job design, company/events, and/compensgtion packages.
Physiological Needs: Provide lunclyfyr aks;[ﬁ:st brefaks, anddAwvages that are suificient to
' purchase the essentials of life.

yout ube. com c/ MegalLect ur e/

+92 336 7801123 Safety Needs: Providg a sate L\Ea%rl_«:in-g environment, freedom from threats. ang X,o
relative job gecurity. G
(c
- (" SpciafNeeds:| Cleate a fegling/of acceptance, belonging, and commury O
r¢inforcuiye teqm dynamics. \

\ and pr

ich ¢nat le-s/

qtatus/to/Make employees feel appreciated and valued.

Hstllee edq: Hj;ﬁ onize achievements, assign important pref

alization: Provide challenging and s¢aningful pv
ne t

Researchbds not found much support forthe thepry jn

e workers in the workplace has fallen shert of exipectations:| The wain asset-of

Ww’s thieory 1s its humanistic appeal: iyprojects the idea?lﬁalﬂ any humjan needs are
ith work, not just the need fo,\/a/}lja chéque 4s edrlipr thegristy/proposed.

MGCLELLAND’S ACHIEVEMENT MOTIVATION/THE®QRY (11961))

One of McClelland’s most well known theories s that human motivation, 1s
dominated by three needs. McClelland's theor l‘li?f&fefl’f:d to as the three need
theory or as the learned needs theory, cdtegorfsgs the needs as follows;

e the need for achievement ( N-Agh),
e the need for power ( N-Pow) and

e the need for affiliation ( N-Affilj./
The importance of each of these heeds will vary from one person to another. If you
can determine the importance of each of these needs to an individual, it will help you decide
how to influence that individual.
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McClelland asserted that a person’s needs are influenced by their cultural background
and life experiences. He also asserted that the majority of these needs can be classified as the
needs for affiliation, achievement or power. A person’s motivation and effectiveness can be
incrgased through an environment, which provides them with their ideal mix of each of the
threemeeds.

The need for affiliation (N-Affil) - This is the pded for ffiendly relationships and human
interaction. There 1s a need “to feel liked” and/“acfepted™ by others.

A person with a high need for affiliation is lik¢ly to b¢ a €am player and thrive in a customer
services environment. They will perform best [n acofopgrgdtive environment.

McClelland said that a strong need for affiliation will mtérfere with a manager’s objectivity.
The “need to be liked” will affect a manager*s! dediision’, prompting them to make decisions
to 1ncrease their popularity rather than fuythering the /nt

t ube. cgm c/ Megalegt F, o= . . 4
" néed gansexdaibit itself in two wa 1kt which is the/need for personal power may be

viewed as undesirable as the ply| ngeds fo te€l that they have “power over others”.
They don’t have to be effective or further the/objeftives of their employer.

The second typg of “negd~for powe¢r” 1§ the neggd-for institutional power. People with the Aced
for institutiofwg power; warnt to dijfect the effdrts of their team, to further the objectivespf

their organisatign.

ith this fype/ofineed, will set goals that are challenging but realisjrc. Thd gbals|haye
the pepson can feel a sense of achievement. However the¢ goald also
realistic e person believes that when a goal isjunrealisti¢, it gchigvement iﬁ/
on chancesafhef than personal skill or contribwﬁzq- This type oi/persgn prefersio
wark Hlone orj with other high achievers. They do not pgdd piaige ot racd ghifon. lachieyement
olfthqg task 1s thelr rexard. /

‘Ijr chieyement|(NN-Ac¢h) - This is the need to achieve, excel and stGeceed. /f

A person with a “need for achievement”needg regular é’@b—re!aed feedbdck so that
they|can reyrtew their progress and achieveptent/ Fe¢dbagk ingludes lagvancgment in the
perspn’sygosition 1n the organisation. Saldry gcdle will also be viewed\as measure of progress.
T'hefamount of salary is not about increaging wealth for aj persory with a high need for
achievement. Instead this type of person fis fusin on hpw their level of salary symbolises
Heir progress and achievement. '

Ve
I-J;

QucdC

()

McClelland believed that people with af§trong 16?/01‘ achievement, make the best
leaders for a variety of reasons including| setting\goals, ye¥iewing progress and continuously
looking at how things can be done better] However they may “expect too much™ from their
team as they believe that others have the|samg “néefl for achievement™ which is often not the
case.

EVALUATION OF NEEDS THEORIES /

Needs theories have an spontaneous appeal, probably because we like to think that
work satisfies an inner need other than greed or love of money, and also because they view
people as individuals and not simply “workers”. These theories have been instrumental in
setting up useful intervention strategies, matching individuals’ jobs to fulfilling their
individual needs.

n
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The 1dea of fitting the job to the person, rather than the person to the job has far-
reaching implications for job design and evaluation. This concept underpins much of the
current thinking in Human Resource planning; whether it is found to be possible to
implement is still to be seen.

Adthough need theories have received a great deal ofattention from professionals in
psychology, business and other areas, they ha% ot led 40 any\type of useful application or
strategy for improving work motivation (Mingr, 11983). They seem to be good descriptive
models of needs,-but do not make any important predictions ajout behaviour (Hunter, 1976).

ALDERFER'S ERG THEORY (1972)

Clayton Alderfer extended and symplified|Maslpw/'s Hierarchy into a shorter set of
three needs: Existence, Relatedness h (hgnceVERG). Unlike Maslow, he did not
see these as being a hierarchy, but/befi g njor of p contindum. In Alderfer's model, sex does

youl R SIMSEEEE £6. B in the bottom ca ' 1s In Maslows model, since it is not crucial to (the Qﬂmhk@h:yh
individual's) existence. So by | cory does not predict that people have to

have sex before they can thin} ol, ike Maslow's theory does.
f

Alderter belived that 1sfying higher needs, they become Mot
(e.g., the ppwer ygfu get thd njore power), like an addiction.

the loyest I¢vel 1sthe need to stay alive and safe, now and iprthe\foreseeahle
J\A yve/satigtiad existence needs, we feel safe and physicatly comfortable. [Thig
"6 Physiologizal and Safety needs.

= al

t thengkt'level, once we are safe and sec(e, yder 1l negds.
'm rested 1n relationships with other pepfild and | gl of s ];I»bhm WE
. Fhis

e Ieela sense of identity and positiop'within o
t the highest level, we seek t%}w be treatjve flor purdelves and for our
environtient. When we are successfully{growihg, ve fegl a senke off wheleness, achievement
fulfilment. This covers Maslow's Sqlf-a¢ttialization and [Transcendence.

"OGNITIVE THEORIES /

T'hese are theories that recognisg the worker as a )Aonal, thinking being who will
weigh up the pros and cons of the work jsituafion in order to decide where individual rewards
and gratifications lie, putting motivation on an indiy{dual basis. These are consistent with the
trend towards understanding of the cognitivg processes that affect work behaviour.

e e ————

Equity theory states that workers are motivated by a desire 1o be treated equitably or
fairly. If workers perceive that they are being treated fairly, their motivation to work will be
maintained and steady performance can be expected. If, on the other hand, they feel that
there 1s inequitable treatment, their motivation will be channelled into some strategy that will
try to reduce the inequity.
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Ihe theory was proposed by Adams and is based on Social Excharn ge theory, where
people weigh up the costs of an action against the benefits it will confer, in order o estimate
the gverall reward.

Inthe workplace, the costs (tiredness, incomvenieng€. ladk of free time etc) are
welghed against the benefits (salary, socialisati(a{;tc). Adams quggests that employees have

to feel that the exchange is “fair” in order to fe¢l mbtivéted produce a good work
performance.
Equity theory has become increasin opplar. /Agdording to the theory, the worker

brings inputs to the job, such as experience, educatjon/and qualifications, energy and effort,
and expects to receive outcomes such as ay, fring¢ benelfifs, recognition, and interesting and

challenging work each in equivalent ortfons. In prder tb*decide whether the situation is

cquitable, workers make social cogfpatifong beltwe en thel/own input-outcome ratios and
oSl enimarison others whe'Cdn He ko-y er§ otwOrkers with a similar job. It must be

stressed that the equity theory is baséd ¢n the Avorkers’ perceptions of equity-inequity.

Accorging to the thepry|, ladk of motivAtion is caused by two types of perceive
inequity. Underpayphent inequity fesultd whén the workers feel that they are recelvipg |
outcomesg from the/job/An relatipn tp inputs. For example, imagine that you have bedn inﬁ-‘_ lob

I SO

ygar. | Afnew £mployee Has just been hired to do the same type of job-

1s abput ypur ade grd A

\ thg samefbackground and level of education. Ho
D-worken Has mucl/ledy ex <—::1*i}xf:e than you. Now imagine how you fegl when You fidd dut
/s’a‘[ this naw H:EII" o1 15 Peing) paid £1.50 per hour more than you are. Edluit theorny pbredicty
that/yop wquld| experighge dnderpayment inequity and wc})zr%ze motivited t4 try and balanke
tion by dpoing 0A€ of the following: /

ingrotitcomes: you would confront fouf bdss ahd ask|

ay to get greater outcomes, perhapg evén throu padgdi

t or taking home office supg%

‘easing inpuls: you might decide thaf/ you need to limit ydut w production or

quality of work commensurate with ydut “pbor” DRY

Changing the comparison other: if yow/find'put the ngw ¢mployee is actually the

boss” daughter, she is clearly not 4 simfilar cok parjison ot

" Leaving the situation: you might decide that the sftuation is so mequitable that you
are no longer motivated to work there /

Now, imagine that you are on the feceifing end/6f that extra £1.50 per hour. In other
words, compared with your comparison O«t[h{ﬂ'i;:,, yoydre receiving greater outcomes from your
average level inputs. This is referred to ak overpayment mequity, which also creates an
imbalance. In this case, equity theory prﬁ;cﬁ/‘r that you might do one of the following:

" Increasing inputs: you might worl harder to try to even up the input-outcome ratio

" Changing comparison others. an overpaid worker might change comparison others to
persons of higher work status or ability. For example: “Obviously my boss sees my
potential. I am paid more because she is grooming me for a managerial position.”

= Distorting the situation a distortion of the perception of inputs or outcomes might
occur. For example, “My work is of a higher quality and therefore deserves more pay
than the work of others™

MOTIVATION AT WORK
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It is this last outcome, the possibility of psychological distortions of the situation that
weakens the predictive ability of this very rational theory of motivation. Equity theory has
difficulty predicting behaviour when people behave irrationally, as they sometime do.

Although Equity theory has been researched a great deal, nost of the early studies
have been laboratory based. A more recent field ;rté:ly wag undertaken of attitudes of 2000
workers in the‘retail industry, where new employees|wer€ taken oh at a lower pay-scale. The
lower-paid workers, who were recently employed, perc¢ived the 1pequity in pay, because
, they compared themselves with the higher paid workerf whg werg domng the same kind of
&um\m&ﬁ*" job. The higher paid workers, however, did not perceive the Ahequity (overpayment of
themselves); because they were drawing co1 arisons to th¢ pay structure before the two-tier
system was introduced. This study confirnyed the predjctiong of rquity theory in both
lens, These ragsylts wopld seem 1o mdwaﬁe that a two-
o the workforce.

tier p MZ structure would reduce motivatip
g

yout ube. com ¢/ aLecture/
i +92 336 7801123

Despite this support {from ttle application of Equity theory in the
workplace has ensued. Rational { motivatipn assume that individuals are constantly,
aware of importanf elem their fwork envir ent and that motivation 1s determine
a CONSClous pr ' nflormation\recefved. This is unfortunately not always the ¢ase
and often ¢ven rafio ple b¢havje in irtational ways given particular situations. Other ﬁ

' 1V] Se];sitivity to inequity, may need 1dentification andfurther

':ioi?n be made.
y"heory from the Textbook.

eory 1s “probably the most conSistently s¥pportgd thegry/in w I‘éld
reanisptibnal psychology”™ (Arnold, 1998) and emphasises|the rele of| speci€, Lhéllenging
' als and workers’ commitment ¥ these foalg as I@ deferminamts of
Typically it 1s associated with %;l:e 1968) although|the¢ries cdncerning the
iIshing of goals have been around for pom¢ fimg. Goal-settinie technrques have also
>en ysed in non-work settings to motivateipeople toNose weight, pxegcise regularly and to

In 1990 Locke and Latham were able to cldim theyfollo ingr?;cll supported principles:

o Challenging goals produce highgr performiance than easy ones
o Specific goals are more effective than general ones
o Knowledge of results is esgentigl — so goals need to be quantifiable and there

needs to be feedback.
o Participation in the goal S@“% process 1s essential to improving motivation
and performance.

Laboratory and field research support goal-setting as a motivator. A field experiment
was set up involving 209 engineers, divided into three experimental and three control groups.
All experimental groups were set goals, whereas the control groups had no set goals. The
oroups were studied over a period of nine months. The “goals™ groups were superior to the
“no goals” group in terms of cost control, quality control and intrinsic satisfaction.

MOTIVATION AT WORK
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Goal-setting theory has generated a great deal of resgarsh. Unfortunately, much of
this research has been conducted using college ?ﬁlents wHho simyulate work behaviour in a
labératory setting. More recent research, howeger, has ¢ emonsttated the effectiveness of
ooal-setting techniques in the field. Some resegrchl hay foZused pn trying to find out why 1t so
effective/as a motivating technique. One study foynd that fhe setting of specific, challenging
ooals may stimulate high quality planning on the partje orﬁ(ers. This “planning quality™
then contributes to better performance in achieving goals. /Aeedback accompanying goal
attainment may also enhance a worker’s j¢/b performancs
innovative and creative on the job through a greil-andferror lggrhing process. Since goal-
setting is a relatively simple motivayo stfaﬁ ay, fit has become increasingly popular.

"ﬁ

|

gﬁ' ﬁﬁgc 1_%

This theory states that {
attainable and whenever possit

o uthigir hest or tg yrork as gurokly) as

ec tz be motivated, goals must be clear, specific,
' eneral goals, such as urging employees 1o

s
oW
i

re easily attained goals. Difficult or ch
siflt 14 greafer|levéls of motivation, if the goals have been accepted by ‘L’Z{J:
| Shaw & Latham, [981).

/ /

MOTIVATION AT WORK



www.studyguide.pk
http://www.studyguide.pk
http://youtube.com/c/MegaLecture/videos
http://megalecture.com

r Live O asses, Recorded Lectures, Notes & Past Papers visit:

e e ' ' OALEVELNOTES.COM]

ORGANIZATIONAL Ps YCHOLOGY

N
l\\-

1“*—-:?-..:'

Each of the theories of motivation has obvious implications for improving motivation.

CLAY HAMNER: REINFORCEMENT "F‘HE,O})( AND ZONTINGENT MANAGEMENT

One of'the main criticisms of Skinner|s thieordr ag’z bpligd to the workplace is that it
does not explain #ow behaviour occurs originally! i opdgr for it to be reinforced. Hamner
maintains that the behaviour is learned by fir§t-handobsepfatiqn; this enables the behaviour
to be reproduced and subsequently reward€d.

Using reinfore@ment théon

same; we need to feel different and need to have ar

aghief’agble go /m
| '%hat a manager's behaviour either reinforces or dées Not|reiffofce
vorKey/s behayiours. Managers are never “neutral”.

/ = [ Tell your Work/féie what will be reinforced.

" | lell thém what they are doing right or wrd‘?a@ In otherfward4, give feedba%
® [ IDon’T ptirfish in front of others. This inv@lvek logsof Fface’ for the|worker,

vhichybuilds resentment and is demo¥ ating, /

"/ Make the consequences of worker € a¢tians ddual tHe b€ha&idur

T'o kpep workers happy, Herzberg s 1ggested, jop dissatisfaction myst'be eliminated
rovidimg basic hygiene factors. Theymust be compensated agproprigiely, treated well
and provided with job security. Furnis ing the bagic hygiengs Wwill fotyHrevent
dispatisfaction, not necessarily motivate|workers. \ To o¢t w to put 1n extra effort.
tivators must be present. The work rhustlbe imhorta g virworkers a sense of
responsibility and should provide chances for upwand mpbilfty:

If one applies equity theory to Improying motyv ;1/611 1t becomes important to ensure
that all employees perceive equity by mpking cdmparijgons clear and rationalising these. Also
ensure that employees do not make Inappropriatd coMmparisons within and between
organisations. This will involve clear Jgb descripfions and a degree of transparency in
organisational structure.

/ 1-.

X\CLM&\@ U:b

,.p-""'._-_'_""-.
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MOTIVATION AND PERFORMANCE

A review of the theories of motivation leads on naturally to a consideration of the link
between motivation and performance.

/

PERFORMANCE RELATED PAY

Despite the many alternative theoretical models, paxor salary is the most common
method of rewarding employees and the behaviourjl dppyoach r¢gmains important. To make
the link between performance and pay more explicitly anid'therefore to make pay more
motivating and reinforcing, performance-related-pay (PRP) schdmes are often encouraged.
PRP can retlect an individual’s, a team’s of a compjany’s pefforrhance.

yout ube. conf o/ barggne IR P encourages team g beﬁ suppgort lowet performers and individuals
+

can see the resuits of their efforts re than with company performance SCh@I‘HES.LOI] the
downside, consistently slow indfviflugls ma[; be bulliddAr “encouraged” to-leave. Stress
levels of struggling team memdl hcﬁ‘j_ughﬁnd inter-team rivalry may develop.|

®

) b
e Ol e

With i .drwfdua PRA 111
which motivates! ind¥iduals|tol:

the indiyadual 1fjth¢ sciadme |s pootly designed and does not encourage teamwork.

Kohn (1993)) challerfgés the efflectiveness of PRP as follows:

e

1s a dubiohis/motivator
ncial rewardg are a short-term motivator.
inanctl rewards alter behaviour but not the undejlys itudks of codmnpitment.
he more\cogritively difficult a job 1s, the mar | V

RP djscourages risk taking

s

suggests that companies ShDyﬂ/ cotcentrate jon the [niringic mgtivational factors

such jas the job itself.

OB DESIGN THEORIES:

4

and results 1n satisfying needs.

According to these theories if the job is
then that will lead to good motivation.

HERZBERG'S “TWO FACTOR THEORY”

Herzberg’s “two factor theory” maintains that the motivation to work comes from the
- job itself rather than external incentives 1i1?/ﬁay and conditions. Herzberg, a psychology
professor in Ohio, carried out his study with some 200 engineers and accountants, and
confirmed the findings by a review of the results of sixteen other studies reported from the
USA and Britain, involving some 11,000 employees. The interviewees in his study were
asked to describe work situations in which they "felt exceptionally happy" and those that
made them "feel exceptionally bad.

11
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In his findings Herzberg split his factors of motivation into two categories called
Hygiene factors and Motivation factors. The Hygiene factors can de-motivate or cause
dissatisfaction if they are not present, but do not very often create satistaction when they are
present; however, Motivation factors do motivate or create satisfaction and are rarely the
cause-of dissatisfaction. The two types of factors may be listed as follows in order of
importance:

HYGIENE FACTORS (LEADING MOV ATO F}s (LEADING TO
TO DISSATISFACTION): m SHACTION):

Company Policy 4&0]&;@’(’/ ment ) B

Supervision N Tt{eco m

Relationship with Boss / 1 he/W(ﬁldltseJ\f B

Work Conditions n Re#poﬁﬂbﬂ%

Salary | /] / r/ | Advameyﬁent B
yout ube. cort o NegaLect uteRelationship witl } quérs | (]I‘@l;/

The dissatisfiers are hygieng fa ‘tord

the jsense that they are maintenance factors
required to avoul dissatjsta tijﬂn and stop wor from being unhappy, but do not create
satisfaction i themsetves. They dan bg avoided by using ‘hygienic’ methods to prev

them.

oth ligts/contan fattdrs that lead to motivation, but to a differing extcnt becauge they
rent hdeds/ The Hlybienle factors have an end which once fulfilled then cg¢asejto pe
rofivating|factors Avhil¢ thg Mefivation factors are much more open-en ed hig is why

"'\_‘

ie /
rg also|dgvelopgd the concept that there are twosdjstinict/huma

ical ieeds: avoiding unpleasantness ¢r discomfott and may bg falfilled via

mong¢y food and shelter etc.
2) Paychological needs: the need for persopd] dgvelppment fylfilled|by actiyities which cause
one [ /

[t is important to understand that fthe o tyges of|factorg arg not mutually exclusive

d that management must try to fulfil bpth types of\need for anjemployee to be truly
satisfied with their job. Once the Hygierje factors haxe bgen lsatisfied providing more of them
will not create further motivation but not satisffing thém ?Jy cause de-motivation; unlike the
Motivation factors where management njay ngt fulfil al 6f them but the workers may still
feel motivated. Major companies have r¢coghised this situation when designing their
methods of reward and recognition.

i,

JOB CHARACTERISTICS MODEL.

The job characteristics model, designed by Hackman and Oldham, 1s based on the
idea that the task itself is key to employee motivation. Specifically, a boring and monotonous
job stifles motivation to perform well, whereas a challenging job enhances motivation.
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b |

# >
t‘.hlﬁﬂ_} -

[t states that there are five core job characteristics (skiJlyariety, task identity, task
significance, autonomy, and feedback) which inry(t three gritical psychological states
(experienced meaningfulness, experienced respefisipility/for outdomes, and knowledge of the
actual results). They maintained that job satisfagtior}, motivation,| work quality and
perfoermance are influenced by five core job dinjensjors afd/they|developed a Job Diagnostic
Survey (JDS) to measure the variables and produce a Motwaging|Potential Score (MPS),
which can be used as an index of how likely 270b i to affeftlan ¢mployee's attitudes and
behaviors.

hich qudglity work performance and high
ek ratok. Hackman and Oldham’s job
i1s related to experiencing three

The outcome of jobs with hi
worker satisfaction and low absen

]
g
|

yout ube. conilc'/ Mega eﬁét ur 1

+92 336 78late ftO,
fyimdame

fJIH&M ! bour Jas meaning to you, something that you ¢£
fnd oes not o¢cur just

ta)'to Mmirindic moftivation, 1.e. that work is motivating in an of itself(as ﬁ
fo mofiyating oply gs a means to an end).

y%yiéwe been given the opportunity to be a guccess dr fail
ient freedom of action has given you. Thiy wguld inglyde the /
es and incorporate the Ieamingz}c’:u cain whilst doing|the job.

utcomes - This is important for tvq regsons. Hirst)y 16 provid
edge on how successful their world has been, whiclyn ftuyn enables them
1 from mistakes. The second 1s to conne¢t thpm epiptionally te'thigustomer of
tputs, thus giving turther p%& b the work (d.g|I miay only/work on a
prgduction line, but I know that thefood supplies I}produge are ysed’to help people in
disaster areas, saving many lives).

\/ A criticism of the model 1s that it cioes ot wonk well for pp{gue who are low 1n
orowth-need and for whom Task Significance or Autonomy wpuld not be important
characteristics of a work situation. /

/
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ASSIGNMENT # 3

/
Don’t try this at home

People will try anything to get workers to work harder. Those from the transhumanist
movement believe that workers should be given ‘smart drugs’, known as
‘motivationenhancers’.

(a) Describe what psychologists have discovered about motivation to work. [8]
(b) Evaluate what psychologists have discovered about motivation to work. [10]

yout ul{egJoites ML SO psychological knowledge, suggest how the management of a company could
increase performance through motivation. [6]

See:
Novemeber 2002, November 2004, May 2006, November 2008, May 2010/31, November 2010/31,

November 2010/32
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