MOTIVATING

After studying this chapter, you should be able to:

A Describe motivation and explain why it is inrpent in organizations.

A ldentify four content theories of motivation amliscuss their similarities,
differences, and relative validities.

A Discuss three process theories of motivation hod they can be used to
explain employee effort and performance.

A Describe management by objectives, includingpit$ential costs and bene-
fits.

A Explain how learning theory may be used in orgatibns, including rules
for application of organizational behavior modifiican.

A Discuss the implications of motivation theories fmanagerial behavior and
the design of reward systems.

Managers have always tried to find ways to motivlaédr employees to
work harder, more efficiently, and more intelliggnfor instance, con-
sider the way workers are motivated at Lincoln fecdescribed in

Situation 1. Notice the many factors, such as giakes, turnover, pres-
sure, interpersonal relationships, and quality,ctvimay be affected by
attempts at motivation.

SITUATION 1
Motivating at Lincoln Electric

Lincoln Electric Company decided in 1907 on the way it wanted to motivate
workers. It has liked the results ever since. The company pays most of its
2,500 employees on a piecework basis. In 1933, it added an annual bonus
system. Bonuses, based on performances, can exceed regular pay. Employ-
ees have averaged as much as $45,000 a year in good times.

Lincoln Electric has no unions, and it avoids strikes. Turnover is only
0.3 percent a month. Sales volume and profits have risen over the years to
record levels. Customers praise product quality, and Lincoln is now one of the
leading makers of arc-welding equipment.

Employees can buy stock in the company at book value. About 70
percent own stock, holding a total of nearly half the shares outstanding.

Employees are each responsible for the quality of their own work. They
inspect their own parts and correct any imperfect work on their own time. If
customers or Lincoln's quality control people discover defects that have
slipped by, the worker's pay is lowered.
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Workers complain of the pressure, saying they sometimes want to slow
down. They may have to work 50 hours or more a week in boom times, and
they must accept any position in any department, even at a cut in pay. A
certain number of merit points are given to each department, so a high rating
for one person usually means a lower rating for another. One worker vwih-
nearly 20 years service says, "There's a saying around here that you donl
have a friend at Lincoln Electric."

Source: Reprinted by permission of The Wall Street Journal, Dow Jones
Company, Inc. (August 12. 1983). All Rights Reserved. (

Recently, motivation has gained increased attensometime
out of feelings of despair over "the sorry statevofker motivation*!
today, and sometimes out of ho@mereason for concern about motive]
tion grows out of the awareness that the annualyariivity growth ra
for the United States is declining and is now taver than those of sucll
countries as Japan and West Germany (though abdelsts of produc-
tivity remain relatively high). While much of thedine can be attribjHjj
ed to relatively low investments in new technolothere is also a
cem that worker motivation to produce has erodedhSoncerns aitj
bolstered by regular reports of the high job ineshent and company]
loyalty evidenced by some foreign workers, partaciyl the Japanese.

WHAT IS MOTIVATION?

Motivation is a set of energic forces, originatingth withinaadl
outside the individual, that initiate behavior adétermine its fonn,'|
direction, intensity, and duratidnThis definition indicates thatmoriva
tion represents a set of forces that drives peopbehave in certain ways.
It recognizes that many forces, internal and exteta the individual,
may simultaneously play roles. And, it sees moirags not only initi-
ating behavior but also guiding it, influencing #isength, and determin-
ing whether it is sustained or terminated.

As shown in Figure 12-1, motivation flows from atst of need
deficiency—people want something. It continues espe search to sat'
isfy those needs, and then as they perceive pakeied-satisfying goals,!
Attempts are made to attain the goals. If thosengits are successful;)
the state of need deficiency will become less gttamd thus less motivat-

ing?

1. This definition is based on C. C. Find#&/prk Motivation.: Theory,
Applications[Glenview, IL: Scott, Foresman & Co., 1984), 8.

2. While this is a useful framework, we will see that all approaches
are need based.
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12-1 THE MOTIVATION PROCESS
Deficiency
Goal
Attainment or
frustration Search for
Potential.
Need-SatisJying
Goal
Attempt to
Attain Goal
of

Potential Need-
Satisfying Goal

CONTENT, PROCESS, AND REINFORCEMENT
THEORIES OF MOTIVATION

Theories of motivation are generally classifiedcastent theories,
process theories, or reinforcement theorigsntent theoriesfocus on the
underlying needs which motivate a person. We wilhsider four exam-
ples—Maslow's need hierarchy theory, Alderfer's ER@ory, McClel-
land's achievement motivation theory, and Herzlsemgotivation-
hygiene theoryProcess theoriesonsider the processes which lead a per-
son to behave in a certain way. Three theories exanin this chapter,
expectancy theory, equity theory, and goal thearg, process theories.
Finally, reinforcement theoriesfocus on the environmental events which
influence behavior. We will see in this chapterttbarrent applications
of learning theory have characteristics of reinfmnent theories as well
as [in their cognitive forms) of process theori€egether, these various
perspectives provide a solid (and generally coest}tset of tools for
employee motivation.

MASLOW'S NEED HIERARCHY

In Chapter 3, we introduced Abraham Maslow's neiedanchy.
Recall that Maslow hypothesized that people have §iets of needs,



434

Part5 A DIRECTING

arranged in a hierarchy, with physiological needthe base and need fqr
self-actualization at the top. That hierarchy iswgh in Figure 12-2. Fur
ther, Maslow felt that as needs at a particulaell@f the hierarchy wer
satisfied, they would lose importance while thostha next higher leve
would become most important.

THE MASLOW NEED HIERARCHY

SELF- A
ACTUALIZATION

ESTEEM

SOCIAL OFT AFFILIATION

SECURITY

PHYSIOLOGICAL

HI

Abraham Maslow began his career as a psycholaowidyiag pri-
mate behaviof.In particular, Maslow observed mounting behaviér o
primates. He was fascinated to learn that suchvi@haften appeared go
be motivated not by sex drives but by desires famidance. He al
observed that ferocity involved in dominance bebawecreased ft
higher levels in the primate hierarchy. While moykeised dominaspge
to terrorize, chimpanzees used it to protect.

Maslow then studied dominance behavior in humaosdacting
interviews with female college students. He founat thighly dominant
women were more likely to be sexually active andeginental than lea
dominant women. Interestingly, though, among womdio were psy-
chologically secure, there was little relationshgiween dominance ami
sexual behavior. This was the first indication thatate of psychological
health might transcend a lower drive. Maslow's stacontribution in
his later work was to focus attention on positiveyghological health
rather than solely on neuroses and psychoses. igiarbhy, with ;:e
recognition that higher order needs such as salflization are asjn!

as_deficiency needs such_as _hunger _and_sex, fdsger&indament

reorientation of thinking. z

3. For an interesting discussion of Maslow's lifiel @rofessional developme; stct
Leonard, "Abraham Maslow and the New SeEsquire(December 1983], 3:-36.
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Maslow's need hierarchy has great intuitive app@#d.can all think of

examples of people who seem to focus on the varmeesds in the

hierarchy. And, we recognize that if we're very gonor thirsty, we

temporarily set aside thoughts of esteem or sdlfadization. The theory
can also be used to explain historical developmdis instance, work-
ers first focused on economic rewards in orderates®y physiological and
security needs and then shifted more of their &itinrto social needs and
job challenge-However, Maslow intended his thearptovide a basis for
further testing, not as the final word on humandsedn fact, he wrote
with refreshing candor about his concern that tleead hierarchy

was ".. . being swallowed whole by all sorts ofhersiastic people, who
really should be a little more tentative in the wtagpt | am.* Research

which has been conducted on the Maslow need higyay®elds mixed

results. People do seem to have a variety of nerd4o be motivated to
fulfill them. And, the importance of needs does Q& over time.

However, other findings contradict some of the #jex of Maslow's

theory. For instanceé :

A People's needs don't seem to fall into five disticategories.
Instead, research suggests that there are no rharettvo or
three categories of needs.

A While need satisfaction and need importance aggatively
related for needs near the base of the hierarttey are posi-
tively related for those needs near the top. Asate the impor-
tance of eating temporarily declines. But, as walize that
we're capable of achievement and acceptance obmegplity,
we may emphasize them even more.

A While people typically place great importance pmysiological
needs which aren't satisfied, they don't proceedhephierar-
chy in any orderly fashion once they are satisfidd.clear pat-
tern is evident concerning which needs will becomest
important when physiological needs are satisfied.

Despite these negative findings, the value of Masowork
should not be underestimated. He provided a testithmework which
could be used to build refined theories of humaedse And, he forced us
to divert our gaze to the higher parts of the hurmand.

4. A. H. Maslow,Eupsychian Manageme(tiomtiwood, IL; Dorscy-liwin, 1965], 56.

5. For discussions of Maslow's theory and its validstige D. T. Hall and K. E. Nou-
gaim, "An Examination of Maslow's Need Hierarchy in arg@mizational Setting,Organi
zational Behavior and Human Performargfl9671: 12-35; E. E. Lawler, 111, and J. L. Suttl
"A Causal Correlational Test of the Need Hierar€@oncept,"Organizational Behavior
and Human Performancg[19721:265-X7; A. H. Maslow, "A Theory of Human Motiva
tion," Psychological Review0 (1943]: 370-96; M. A. Wahba and L. G. BridwéNjaslow
Reconsidered: A Review of Research on the Needattby Theory/Organizational
Behavior and Human Performan&é [1976): 2L.2-40.
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ALDERFER'S ERG THEORY

Maslow's need hierarchy provided a starting pantai improved
theory of human needs. Clayton Alderfer develofedexistence-relatect
ness-growth iERG) theory which revised Maslow'otiido make it con-
sistent with research findings concerning humardsee

There are a number of differences between AlderteRG theory
and Maslow's need hierarchy theory. First, sinadies have shown thalt
people have two or three sets of needs rather thanfive Maslow
hypothesized, Alderfer collapsed Maslow's categoiri¢o three sets:

A Existence needs. These include ail forms of matamnd physi
cal desires. N

A Relatedness needs. These'include all needs tialve (th-
tionships with other people we care about. Relassimeeds
include anger and hostility as well as friendsl8p, the oppo-
site of satisfaction of relatedness needs is ematidistance
rather than hatred.

A Growth needs. These are ail needs that involvegms making
creative efforts on themselves and the environment.

Alderfer revised Maslow's theory in other ways adlwFirst, fo
argued that the three need categories form a blgramly in the sensecf
increasing abstractness, or decreasing concreteAss@e move from
existence to relatedness to growth needs, the teagatisfy the needs
become less and less concrete.

Second, Alderfer recognized that, while satisfyimgr existence
and relatedness needs may make them less imptotast such is not the
case for growth needs. Instead, our growth needente increasingly y
important as we satisfy them. As we are able toolmec creative and |
productive, we raise our growth goals and are agaisatisfied.

Finally, Alderfer reasoned that we are likely taus first on needs
which can be satisfied in concrete ways and theandtto those with
more abstract means of satisfaction. This sourrdgasito Maslow's ida
of satisfaction progression. However, Alderfer atitiee idea of frusta
tion regression. Frustration regression occurs wherinability to satis*
fy needs at a particular level in the hierarchysesuus to regress.
focus on more concrete needs. If we are unablatiefg growth needs
we will "drop back" and focus on relatedness ne#dse are unableo
satisfy relatedness needs, we will focus on exigtareeds. As shown is
Figure 12-3, the combination of satisfaction pregren and frustration
regression result in cycling as we focus on onalndeen another, theft
back again.

Since Alderfer's ERG theory was in part a respdnseesearch
findings which contradicted Maslow's theory, it wiesigned to be con-
sistent with those findings. The relatively littkessearch testing the then-
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THE DEFICIENCY MOTIVATION CYCLE

'Increased Strength ?3)

Failur isf
of Relatedness Needs allure to S9tisty

Relatedness Needs

Satisfaction of ) » Increased Strength
Existence Needs i of Existence Needs

THE GROWTH MOTIVATION CYCLE

2 ©) Failure to Satisf
y
Increased Strength of Growth Needs Growth Needs

(1) Satisfaction of “) Increased Strength

Related of Relatedness Needs

ry has generally been supportive. For instancsypiports the contentions
that there are three independent sets of needshahdrowth needs (and
perhaps relatedness needs) become more importdhépnsare satisfied.
Further, some research suggests that people do thowegh the three
needs in the ways Alderfer proposed,

McCLELLAND'S ACHIEVEMENT MOTIVATION
THEORY

Maslow felt that people were born with a particus@t of needs.
Henry Murray 1938) believed that needs were acquired through thez-int
action of the individual with the environment. Mayrdeveloped a very
lengthy list of such needs. While his work hadl&ttirect impact on

6. For discussions of Ajderfer's theory and relatsskarch, see C. P. Atderfcr, "An
Empirical Test of a New Theory of Human Need3r§anizational Behavior and Human
Performances (1969): 142-75; Existence, Relatedness, and Growth; Human Needs
in Organizational SettingéNew York: Free Press, 1972); R. E. Kaplan and KShith, "The
Effect of Variations in Relatedness Need Satisfacto Relatedness Desirédiministra-
tive Science Quarterl§9 (1974); 507-32; and J. P. Wanous and A. A. ZwdAyCross-
Sectional Test of Need Hierarchy Theor@tganizational Behavior and Human Perfor-
mancel8(1977|: 78-97.
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organizations, it did draw the interest of David Glelland and others.
McClelland was particularly interested in one of ikéty's needs—need
for achievement. Murray definetked for achievements the need:

... to accomplish something difficult. To mastemnipulate, or

organize physical objects, human beings, or Ideado this as rapid-
ly and as independently as possible. To overcomsiadbs and attain
a high standard. To excel oneself. To rival angbass others. To
increase self-regard by the successful exercitantt!

Like Murray, McClelland felt that need for achievem was air
acquired need, developed in childhood as the resalhcouragement and'
reinforcement of autonomy and self-reliance by pereHe also telt;
though, that it could be taught in adults.

Measuring Need for Achievement

McClelland used a variety of interesting techniquesassess
strength of need for achievement, as well as ofirfiee power and for
affiliation.* For instance, he measured the achiesst needs for van-] ous
nations by looking at the number of achievemenasdper 100 line in
children's stories in public school textbooks. @&soned that spirit
prevailing in the country would be reflected in thewer, friendship,
achievement, or other orientations of the storMesClelland ai?u felt
that national achievement levels were tied to adneent motivation
as expressed in that literature:

Normally, we found, a high level of concern for iagement is fol-
lowed some 50 years or so later by a rapid radeafomic growth and
prosperity. Such was certainly the case in anGeetce and in Spain
in the late Middle Ages. Furthermore, in both caseslecline in
achievement concern was followed very soon aftea lolecline in
economic welfaré.

McClelland also studied needs by use of projediats. Withpifr.
jective tests, individuals are shown a series cfupés and asked to writs!
stories based on each picture. An achievement atadiv score is calcttj
lated based on the number of achievement-orienteasiin the story-

7. Henry A. Murray et alExplorations in PersonalitfNew York: Oxford Grt
Press, 19381, 164, Reprinted with permission.

8. For instance, see D. C. McClelland, "Business Daivé National Achievemniij|
Harvard Business Revief (1962): 99-112; and D. C. McClelland and D. k. B
"Power Is the Great Motivatortiarvard Business RevidMarch-April 1976], 100-1 ID-1

9. Reprinted by permission of tii¢arvard Business Revievn exhibit from "Bit
ness Drive and National Achievement" by David CQWdland (July/August 1962],HQ
right £> 1962 by the President and Fellows of Hedv@ollege; all rights reserved.
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for instance, thinking of ways to solve problemsaaticipating the con-
sequences of success or failure. McClelland fédt tlchnique was useful
in measuring differences between groups of pedfe.instance, he found
that business managers in several countries géyneared much higher
on achievement motivation than did professionals.atso found major
differences across countries. As an example, tieeage score for profes-
sionals in the United States was twice that ofidtalprofessionals.

Characteristics of Individuals with Strong Needs fo
Achievement

McClelland argued that people with high needs fohiavement
shared the following characteristics:

A A strong desire for personal responsibility;

A A desire for quick, concrete feedback concerniing results of
their actions,-

A The derivation of intrinsic satisfaction from a@ a job well.
For them, the monetary and other material rewasd®aciated
with accomplishment are seen more as a kind oftfaekl con-
cerning performance than as ends in themselves; and

A Atendency to set moderate achievement goals.

This last characteristic may seem surprising. Tibatve might
expect that people with strong need for achievemeantld set very high
goals. Instead, they set goals which are easy déntmdpe within their
abilities but difficult enough to be meaningful

Developing Need for Achievement

Again, McClelland believed that need for achievemeould be
developed in adults. He felt this required a folage process in which the
individual would be encouraged to:

1. Speak the "language of achievement." The individsi@ncouraged
to think, talk, act, and perceive others as woupgeson with a high
achievement motive. He or she is taught how to takderate risks
to maximize expected payoff and is shown how toecthabughts and
fantasies to measure achievement needs.

2. Feel that he or she can and should change and &otapecific per
sonal goals for change in the near future.

3. Develop an honest picture of himself or herself] ars or her desires
and possibilities.

4. Feelemotionally supported by instructors and other gromembers
in attempts at self-change.
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McClelland used these techniques with some succEss.
instance, he found American executives he traindaet promoted faster
than similar executives he had not trained. He tiloed a large number
of businessmen in India and found their degreemifsual achievement
activity (such as starting a business, sharplyeiasing profits, or diversi-
fying] to almost double. That of businessmen whaldo't get in the
program because of space constraints remained ahesame.

Need for Achievement and Job Success

We should note that McClelland didn't feel that iagbment
motivation would be necessary or even particuladgful in all occupa-
tions. He reasoned that individuals with strongchéar achievement
would be drawn to certain occupations—such as sefgsepreneur ship,.
or promotion—which offered quick feedback and peetaesponsibility
for results. Jobs such as accountant, researchtistier personnel man-
ager would probably not be suitable for such iralirls. McClelland
found that even Nobel prize-winning research s¢é¢st—who must
often wait years to learn whether their ideas arecassful—had only
moderate levels of need for achievement.

Need for Affiliation and Need for Power

McClelland also considered two other needs—the fheedffilia-
tion and the need for power. Need for affiliatienthe desire to establish
and maintain friendly and warm relations with otlpersons. It is mud
like Maslow's social needs. Persons high on needffihiation welcome]
tasks requiring considerable interaction, whileséndow on the need!
may prefer to work alone.

Need for power is the desire to control other passdto influence
their behavior, and to be responsible for othemppedNhile McClelland
felt that need for achievement was most importantehtrepreneurs, be
saw need for power as quite important in large miegdions. Those high
on need for power can try to satisfy the need theeiof two ways.!"
Personalized power seekers try to dominate otloerthé sake of donte
nating, deriving satisfaction from conquering othdPersonalized powa
use appears to be undesirable from the point a¥ viethe organization;
Personalized power seekers often divert their atterfrom organiza-
tional goals to their own ends. They have also Heand to engage in
heavy use of alcohol and to fantasize about po8@gialized power seek-
ers satisfy their power needs through means tHatthe organization;
They may show concern for group goals, find goalsbtivate others, or
work with a group to develop and achieve goals. Mdénd felt that

10. D. C- McClellanctt ah, The Drinking Man: Alcohol and Human \
(New York: Free Press, 1972]
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McClelland
suggested that
some workers

have a high need
for affiliation.

need for power, when exhibited in the form of sbee power acquisi-
tion, was the most important determinant of manaeuccess. Persons
high in need for achievement, he felt, might berbveoncerned with
personal achievement, and those with high needffiration might be
reluctant to take necessary actions which couldradfthe group.

HERZBERG'S TWO-FACTOR THEORY

Frederick Herzberg tried a different approach te #study of
employee motivation. He reasoned that if we couhdlerstand what
causes employees to be satisfied or dissatisfiedcauld get a handle on
ways to motivate them.

Motivators and Hygiene Factors

Herzberg began by interviewing 200 engineers amdb@attants in
nine companies. He used the critical incidents metlasking these indi-
viduals to describe past work experiences that watieal in the sensef
being "exceptionally good" or "exceptionally bad."

Herzberg analyzed these interviews and concludat ttiere are
two relatively distinct sets of factors in orgartias. One set, which he
called satisfiers or motivators, resulted in satisfaction when adequate.
The other set, labelledissatisfiersor hygienefactors, caused dissatisfac-
tion when deficient. Herzberg's theory is thus knoas thetwo-factor
theory or themotivation-hygiene theory.
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Mary Kay
Cosmetics is
renowned for

rewarding its top
salespeople with
automobiles.

Some motivators and hygiene factors are showngargil2-4. Hit
motivators arc typicallyintrinsic factors, largely administered by the
employee. The hygiene factors apdrinsic factors, under the control of
the supervisor or someone else other than the gmaplo

Figure 12-4 HERZBEHG'S MOTIVATOKS .

AND HYGIENE EACTORS

Motivators Hygiene Factors

(Satisu'ers) [Dissatisfiers)

.Achievement Pay

Challenging job Technical supervision

Responsibility Working conditions

Growth Work rules and company policy

Advancement Fringe benefits

Recognition Seniority rights

Work itself

The important point here was that Herzberg didseat satisfac*.
tion and dissatisfaction as being at opposite efdse same continuuni|
Instead, as shown in Figure 12-5, they were seéwa@separate continua,
The opposite of satisfaction is not dissatisfactior no satisfaction/
opposite of dissatisfaction is not satisfaction batdissatisfaction.
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Pigure 12 5 THE TWO-FACTOR THEORY

High
DISSATISFACTION
LEVEL
Low
Low High
SATISFACTION
SATISFACTION LEVEL
AND 3-

O.OISSATISFACTION

Organizational Implications of the Two-Factor Theor

If valid, Herzberg's theory has profound implicascfor organiza-
tions. It says that things such as pay, fringe beneand working condi-
tions don't cause worker satisfaction and motivatiBelow a certain
level, they may cause dissatisfaction, but oncerawgd to that level,
they will have little positive impact. As a resduilt,would make sense to
direct attention away from dissatisfiers and towartth satisfiers as
opportunities for achievement, challenge, growthkl aecognition. For
many firms, this would demand a major reorientabbmeward systems.

Criticisms of the Two-Factoi Theory

However, it appears that the two-factor theory lsved™ For
example, criticisms of the theoiy include:

11. The two-factor theory remains quite controvarsivith both critics and support
ers. For instance, see F. Herzbatnrk and the Nature of Mdi€Cleveland: World Publish
ing, 1966];-------- , "One More Time: How Do You Meate Employees?arvard Business
Review(January-February 1968), 53-62; R. J. House and.\W#ydor, "Herzberg's Dual-
Factor Theory of Job Satisfaction and MotivationRaview of the Evidence and a Criti-
cism," Personnel Psycholog®0 [1967]: 369-89; and D. A. Whitsett and E. K. Sl6mwv, "An
Analysis of Studies Critical of the Motivator*Hygie Theory,"Personnel Psycholog30
(1967): 391-415.
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Herzberg implies that satisfaction and motivatioa essential-
ly the same. We know, though, that motivation isenfthe
result of dissatisfaction. So, it is dangerousrmadconclusions
about what motivates employees on the basis of whigtfies
them. Motivation and satisfaction may occur togethet they
may not.

If research results are valid, we would expect thierhold up
when other methodologies are used to test them. edery
Herzberg's findings appear to be tied to his aitincidents
methodology. That is, the two factors revealed leyzHerg only
show up when employees are asked to recall satgsfmnd dis-
satisfying events. Using any other methodologys thstinction
breaks down. Is Herzberg's methodology the onlywhieh is
correct, or does it erroneously "cause" the findihdt seems
that the latter explanation is more likely. Rededim Chapter3
the self-serving bias in causal attribution. Tisatwe are likely
to attribute good things to internal factors andl Itlaings to
external factors. Herzberg's results may lust beflaction of
this self-serving bias. When asked to recall ssiatig incident,
individuals make an internal attribution. When abske recall a
dissatisfying event, they find an external sou®e, rather than
reveal something new about employee motivation,zbkng's
findings may simply be a reflection of bias in #ittition.
Herzberg classified items as satisfiers or disBats on the
basis of the relative number of times they were tineed as
causing satisfaction or dissatisfaction. For insgaras shown in
Table 12-1, achievement was called a satisfier isx#& was.

Table 12a "SATTSFIERS" AND "DISSATISFIERS"
IN SIX STUDIES REPORTED BY HERZBERG

Item Times Mentione Times Mentione

as Satisfying as Dissatisfying
Achievement 440 122
Recognitiol 30¢ 11C
Workina condition 2C 10¢
Relations with superio 15 59
Relations with pee uo- 57

associated with satisfying events about four tiasesften as It i
was associated with dissatisfying events, Conwvgrselations

with superiors was called a dissatisfier sinceaswssociated
with dissatisfying events about four times as ofienvith satisr

tying events.
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However, the data in Table 12-1 can be interpretiéferently. If
we consider the absolute number of times itemsraetioned as satisfy-
ing or dissatisfying, achievement and recognitiom @ctually more often
associated with dissatisfaction than are the skedadlissatisfiers of
working conditions, relations with superiors, amdhtions with peers.

These criticisms notwithstanding, Herzberg's wods thad a
major impact on organizations. It has caused masatgepay increasing
attention to intrinsic factors, rather than justp@y and other extrinsic
rewards. This altered focus is appropriate sinceasch indicates that
intrinsic rewards are very important, both in terofssatisfaction and
dissatisfaction. Herzberg's work was certainly gomanpetus for the job
enrichment movement with its heavy emphasis orinsic rewards.

EXPECTANCY THEORY

Expectancy theory is an approach to the understgnali motiva-
tion which examines the links in the process frofforé to ultimate
rewards. Thus, unlike the theories we have jusbiclamed, it is a process
theory of motivation rather than a content theddgveloped by Victor
Vroorn (1964), it says that three conditions musiphesent if an employ-
ee is to be motivated to behave in a certain wagt,Rhe employee must
believe that greater effort will in fact make thestted behavior more
likely. Second, the desired behavior must lead @oious outcomes.
Third, those outcomes must be desired by the enag@oy

Expectancy Theory Concepts

The key elements of expectancy theory are presentBgyure 12-
6. A discussion of each element follows.

First-Order Outcome. A first-order outcome is the direct con-
sequence of effort. The first-order outcome maypédormance, creativi-
ty, low absenteeism, low turnover, or any otherirgglsbehavior. There
may be more than one first-order outcome.

Second-Order Outcome.A second-order outcome is anything,
good or bad, which may result from attainment of fhrst-order out-
come. Typically, there are many second-order ougmnsuch as pay,
esteem of co-workers, approval of the supervisiod, €0 on.

Expectancy. Expectancy is the perceived linkage between effort
and the first-order outcome. There is an expectdocyeach first-order
outcome. If a worker feels that trying harder wdniprove his or her
performance, the expectancy of effort for the attant of performance
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would be low. If a worker feels that greater effaitl translate directly
into higher performance, that expectancy would iga.FExpectancies are
often expressed as probabilities.

Figure H2-6- THE COMPONENTS OF EXPECTANCY THEORY

Second-Order Outcomes
and Their Valences

Second-Order OUtdome 1
(e.q.. supervisory approval)
with valence =V,

8&pond-O,rder Outcome 2

(e.g.. pay)
Ntt>valeFice = V,

Effort to
Perform at .
a Certain; Expectancy First-Order; m Second-Order Outcome 3
Level Outcome (e.g., (e.g., esteem of co-workers)

performance) with valence =V,

Second-Order Outcome”
(e.g., promotional
opportunities) With

valence = V*

Seeond-Order

Outcomes 5to n (e.g.,
job security. better work
hours, etc.) with valences
Vsto V,

Figure 12-7 shows that a number of things may aftee actud;
Imkage between effort and the first-order outcorpesformance. Onei
these, of course, is ability. If ability is compbt lacking, effort won't®
help much. Another is the situation. In some sitoas$, such as
assembly line, the employee is constrained. Gredtert simply won't
speed up the line. A final factor is role percepsiolf employees dotft
know what their roles are (that is, what is expgaktthem), their effon
will probably be misdirected. Expectancies arellike be influenced ty
each of these factors.

Instrumentality. Instrumentality is the perceived
between a first-order outcome and a second-ordeome. There is
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figure 127 THE LINKAGE OF EFFOKT
TO A FIRST-ORDER OUTCOME

p "o ' Ability
Perceptions '

First-Order

ffor
ety Outcome

Situational
Constraints

instrumentality for each combination of first- asdcond-order out-
comes. Like expectancy, instrumentalities are ofexpressed as
probabilities'? If an employee feels that higher performance Veitld to
pay increases, the instrumentality of performarmethfie attainment of
pay increases would be high. If an employee fd&d$ performance and
pay are unrelated, that instrumentality would beze

Valence. Valenceis simply the value an individual attaches to
an outcome. The valences of second-order outcomesha values of
such things as pay increases, supervisory appreealrity, and esteem
of co-workers. The valence of a first-order outcosuech as performance,
depends upon the valences of second-order outcam@®n the instru-
mentalities of the first-order outcome for the attaent of those second-
order outcomes. In particular, it is the sum of pineducts of the valence
of the first-order outcomes and the instrumentabityhe first-order out-
come for the attainment of the second-order outcofteat is:

Valence of n Valence of Instrumentality of E@rder
First-Order = X Second-Order x Outcome for the Attainment of
Outcome i=1 Outcomei Second-Order Outcome i

Force to Perform, or Effort. As shown iri Figure 12-8, the
degree to which an employee exddsce to perform, or effort, to attain a
first-order outcome depends on both the expectanat effort will lead
to an increase in that first-order outcome and nedeof the first-order
outcome.

12. Both expectancies and instrumentalities a@ sdsnetimes expressed as correla-
tions. Unlike probabilities, correlations can take negative values. Outcomes would be
restated accordingly.



448!

Part 5 A DIRECTING

Eigiare 12-8 THE DETERMINANTS OF EFFORT TO
PERFORM AT A PARTICULAR LEVEL

VALENCE OF FIRST-
ORDER OUTCOME

EXPECTANCY

For instance, expectancy theory would predict #mémployee”
would exert no effort to perform at a higher legéher if the employe?
saw no possibility that effort would lead to highmsrformance or it
higher performance was not valued. Formally:

Effort to attain a = Expectancy Valence of the First-
First-Order Outcome Order Outcome

Expectancy theory is at base, then, a theory winichses onval!-I
ties and perceived [or subjective) probabilitiesofte may place different]"
values on outcomes, and they may have very diffgrerceptions about!
probabilities. Expectancy theory suggests thamagers should not
assume they know what employees want or think ebugt valences;
expectancy perceptions, and instrumentalityc@gtions should
directly assessed. Questionnaires can be usedk® timase assessments”
In those questionnaires, valence is usually rate@ scale of -ID +
10. Expectancies and instrumentalities are usuwatBd on scales oft (no
chance the outcome will occur] to 1 (it will defiely occur).

Use of Expectancy Theory

Suppose a survey reveals that a particular emplogg¢he follow]
ing valences for second-order outcomes (note tiraesf the outcome
may be seen as undesirable):

Second-Order Outcome Valence
Hiaher pa 1C
Supervisory approv 5
Supervisory reprimar "-$
Peer aroup approv 8
Peer group reprimal —&
Intrinsic reward 1C

All others
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These valences show that intrinsic rewards andemnighy are very
important to this employee. Approval and reprimdoydpeers are a bit
less important than these, but more important tharervisory approval
and reprimand.

Suppose the survey also indicates that the emplpgeseives that
increased performance (a first-order outcome] Wwilve the following

instrumentalities for the attainment of the preogdsecond-order out-
comes:

Second-Order Outcome Instrumentality

Higher pay
Supervisory approval
Supervisory reprimand
Peer group approval
Peer group reprimand
Intrinsic rewards

tnoook <

The instrumentalities indicate that the employeel$ethat higher
performance is rather weakly related to higher pawyd supervisory
approval, though it does have a moderately stroimk Ito intrinsic
rewards. On the other hand, there is a very higbbpbility that peers
would react negatively to higher performance.

Finally, suppose that expectancy = 0.6. That i® #&mployee feels
that there is a moderately high probability thagthér effort would lead to
higher performance.

According to expectancy theory:

Valence of 6 Valence of Instrumentality of Performance
Performance = £ Second-Order x far Mitainment of
i=1 Outcomei Second-order Outcome i

=(10x.2) +(5x.1)+|-5x0]+[8xp|+(-8.9)-+a [10 x .5] =
0.3

And:

Force: tb perform (Effort) =Valence of Performance x Expectancy

= %?ié( 0.6

So, what does a score of 0.18 mean? First, the isigrositive,
indicating that on balance there is a positive dot@ perform. However,
the magnitude is clearly quite low. To fully inteep it, we would need
some basis for comparison. For instance, what hastore last month?
How does it compare to scores of other employeethéndepartment?
How does it compare with the average score for eygss in the firm?
Whatever those comparisons reveal, it does seetridiee to perform is
very low in an absolute sense.
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To make sense of the score, we can examine its @oemps.
Expectancy seems reasonable, but valence of pexrfaenis low. Since
valence of performance is a function of valencesaxfond-order out-
comes and instrumentalities, we can examine thesgonents to gam
insight into why valence of performance is low.this case, the instru-
mentalities are quite revealing. They show thahhgsy and supervisory
approval are seen as only loosely linked to peréoroe. Quite simply,
the employee doesn't feel higher performance wdl dxtrinsicalty
rewarded. Further, there is a very strong percelvedbetween perfor-
mance and peer group reprimand. This would appedreta situation
where there is agreement among employees to regraduction®
Employees working faster are apparently seen de Masters," endan-
gering the pay of others and making them look I&@dh of these comps
nents-—expectancy, instrumentalities, and valengaewides valuable
information for managers and suggests where actoaid be taken to
improve employee effort.

The Predictive Power of Expectancy Theory

Expectancy theory treats individuals as rationaximizing their
expected values. Evidence concerning related teeamaking similar
assumptions in the decision theory literature satg¢hat they do a
reasonably good job of predicting behavior. Of seurpeople are not
entirely rational, and the instruments used to ssyalences, expectan-
cies, and instrumentalities are not perfect. Furttieere is some ques-
tion whether people combine information in the wélyat expectancy
theory assumes.

Reviews of expectancy theory typically show thatim be used M
explain about 25 percent of the variance in worksatisfaction (though]
that is not its primary goal) and about 10 peradrthe variance in their;
performance when predictions are made across pdbplas, when it is
used to predict relative levels of motivation asrasvariety of individu-
als. When expectancy theory is used to predictdhieus levels of effort |
an individual will exert on different tasks [asiais originally intendedtQ.
do], it does quite a bit better, explaining 25 patcto 35 percent of the
variance in effort-* Any theory that can explain such a substantial pro
portion of employees' behaviors is a valuable mansnt tool.

13. For evaluations of expectancy theory, see HH&heman, lll, and D. P. Scbwah,|
"Evaluation of Research on Expectancy Theory Priediadf Employee Performance,”l
chohgical Bulletin 79 \\972)1-9; R. m House, H. T. Shapiro, and M. A. Wahba, "Expeaa .
Theory as a Predictor of Work Behavior and AttitudeRe-Evaluation of Empirical EN
dence,"Decision Sciences (19741: 481-506, and D. P. Schwab, ]. D. Oliarti@b,andU
G. Heneman, TT1, "Between-Subjects Expectancy Vheesearch: A Statistical Review a]
Studies Predicting Effort and Performandesychological Bulletir86 [1979): 139-47.
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An Expanded Model

We can now present an expanded model of employeavim. To
do so, we first need to discuss one other relahigndn Chapter 3, we
noted that it does not appear that satisfactioddea performance. In
fact, the evidence suggests that performance leadatisfaction. Perfor-
mance leads to rewards which, after comparison p&ttteived equitable
rewards, influence satisfaction. We will exploree tissue of perceived
equitable rewards shortly.

Figure 12-9 presents a more complete model of eyepldehavior
which incorporates this reasoning as well as Figluiz7 and 12-8. It also
includes two feedback loops—from satisfaction ttemae of performance
and from performance to expectancy. That is, asne@ds are satisfied,
their importance changes. And, as we are able tionme successfully at a
certain level, our expectancy perceptions are Yikelincrease, and vice

versa.
figure 12-9 A MODEL OF EMPLOYEE BEHAVIOR
Valence of Role Ability Intrinsic Perceive
Performance Perceptions d
Equitable
Rewards
Effort Performance Satisfaction
Situations! Extrinsi
Expectancy Constraints C
Rewards

Source; L. W. Porter and E. E. Lawldtanagerial Attitudes and Peifoiman@idomewood, IL: Dorsey-
twin, 1968). Reproduced with permission.

EQUITY THEORY

Equity theory is one of a family of theories which argues that-pe
ple want to maintain balance. By focusing on thiathee of the inputs, or
contributions, people make to the outcomes thegiwe; equity theory
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helps us understand how employees determine whdtibgrare beinj;
treated fairly.

Why Be Fair?

According to equity theorists, people want to maimdistributive |
fairness. Distributive fairness exists when somethieks people ate
receiving the outcomes they deserve—not less, iofrtdout not more
either. Research evidence supports this conteHtianreasonable ques-,
tion is "Why?" There seern to be a number of reaseimy people want
distributive fairness?®

A When people experience a situation they fegldt fair, they]
experience an unpleasant state of tension. Restoraf dis-
tributive fairness reduces that tension.

A Some people try to be fair because they tbihlers will rewai4|
them for being fair.

A Behaving fairly may bolster a person's setiees.

A Most people find it comforting to believe thde is fair. By
giving others what we think they deserve, we sttbag
belief.

Employers may have other, more specific reasonsvéotting to]
treat their employees equitabyThey may, for instance, want to form
to business world norms. For instance, people ginegs generally™ agree
that employees who do better work should get meweards. They! may
want to attract superior workers to their compamg @0 weed outl
inferior workers. If rewards are equitably tiedpgerformance, a positlv&l
relationship between satisfaction and performarnzailsl result. Thiisfl
high performers should be satisfied and disposestay with the finnil
while low performers should be dissatisfied andréethe firm. Finalty[
employers may want to motivate employees to proddseexpectant!
theory indicates, tying rewards to performance $hanhance instr.
mentality perceptions and thus increase motivatiioperform well.

Determining Equity

How do people determine whether outcomes are elleita
Stacey Adams [1965) proposed the following equatioran equitah

14. See E. Walster, G. W. Walstcr, and E. Berscldity: Theory and R
(Boston: Allyn and Bacon, 1978) for a review ofdis on this issue.

15- G, S. Leventhal, "Fairness in Social Relatigpsti ed. |. Thibaut, |. T.: and
R. Carson irContemporary Topics in Social Psycholdijorristown, NI: Ge Learning
Press, 1976)

L6. This listing is based on G. S. Leventhal, "Tistribution of Rewards;j
Resources in Groups and Organizations," cd. L. Beizcamd E. Walster il\tlvanaA
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relationship. It is based on the writings of anlieaistudent of behavior,
Aristotle:

Oo
Ip
Where:

O, is the person's perception of the outcomes hsheris receiving.

I, isthe person's perception of his or her isput

On s the person's perception of the outcomasestmomparison person (or
comparison other) is receiving. lo  is the pets perception of the

inputs of the comparison other.

This equation says that equity exists when a pefsels the ratio
of his or her outcomes to his or her inputs is ¢qoidhat ratio for some
comparison other. Neither is seen as getting lesmare than their
inputs justify. Note that each of the elementshie équation is a percep-
tion. While actual conditions may [or may not) udhce those percep-
tions, they do not directly enter the equity ca#tidns.

The comparison other can be another individual l{sas a co-
worker or friend), a number of other people (sushvarkers on another
job), some abstract combination of people, or eébhenperceiving person
at an earlier point in time.

Inputs and Outcomes

Some possible inputs and outcomes are presentéijume 12-10.
Note that some outcomes of the job, such as fatiguedangerous work-
ing conditions, may be viewed negatively. At baseuts and outcomes
are whatever the individual making the equity cong@n perceives
them to be. Clearly, different people care abotfedent inputs and out-
comes. An input for one person may even be an médor another. For
instance, one worker may value increased respditgjhiiewing it as an
outcome. Another may see that same increased redploly as a bur-
densome input.

Restoring Equity

If an individual perceives a situation to be indghble, there are
many feasible ways to restore equity. For instarsigpose that an
employee, Frank,feels underpaid relative to his co-worker, Karemr H
could try to restore equity by:

Experimental Social Psychology(Bew York: Academic Press, 1976).
17. While there are some more sophisticated edaityulations (for instance, see.
Walster, Walster, andBerschciquity.1978), this formulation is adequate in most cases.
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Robert P. Vecchio (Ph.D., University of Illinoig Franklin 0. Schurz Pro-
fessor of Management at the University of Notre BaRrofessor VecchioS
research has focused on issues in the areas ofatioti, social influence,
and leadership. His work has been published inreetyaof major manage-
ment and psychology journals, and he is completingk on an organiza-
tional behavior text. He is a member of the editloreview board of the
Academy of Management Review.

Q: Your work on equity theory has been widely cited. In tions!. Also, some managers deliberately seek to
your opinion, what does a manager gain from an equity induce a sense of inequitable treatment in the snind
theory perspective? of poor performers in order to encourage them to

A: Equity theory offers an important perspec- quit. The effectiveness of this tactic is, of cayrs
tive for the understanding of attitudes and behavio open to question. Perhaps the biggest problem man-
in that feelings of inequity can underlie a gresaige agers face in applying notions which are derivable
of dysfunctional acts [e.g., employee sabotage, from equity theory is the creation of systems af pe
restricted production, grievances, etc.). Managers torrnance appraisal and reward distribution Which
need to be sensitive to issues of equity and tolalys will be seen as being equitabl®: Equity theory
a commitment to maintaining equity in the work predicts that individuals who feel overwarded will feel
setting. More specifically, managers must explore guilty and dissatisfied and take steps to restquétye
employee perceptions of personal inputs and out- How would you respond to a student or manager who
comes and. question employees on their beliefs says that this "just doesn't happen In the realdi/@r
regarding the inputs' and outcomes of comparison A: In fact, guilt motivates many people to
others. Further, equity theory suggests that manag-engage or not engage in certain activities. Of sgur
ers must be aware of, and help to manage, the norm:not all people feel such moral imperatives or con-
that relate to what rewards an employee may expectstraints, or to the same degree. It appears rthat
as a return for his or her effort®: What problems individual's degree of conscience may play a alitic
do you think managers face wheérying to apply role in determining a person's reaction to ovs->
equity theory? How can those problebesalleviated? reward inequity. To be sure, the type of guilt ihat

A: Application of equity theory principles can occurs in overreward inequity is probably quite{fa
present some unique problems. For example, onesitory in that it can be quickly reduced by empldy&
would not want to deliberately create a sense of rationalizations. Most people find persistent
underreward inequity within an hourly-based com- uncomfortable and, therefore, are motivated tofiflf
pensation scheme in order to increase the quantityself-satisfy ing explanations and justifications] fo
of output as the likely negative consequences for being overrewarded. Employees are rarely told they
morale would offset any hoped-for gain in productiv are overpaid or made to feel incompete regarding
ity. However, creating a sense of guilt by making their ability to perform their jobs. employees are
others feel overrewarded is used with some fre- typically in an exchange relationship" with an
quency by employees to influence their coworkers. organization rather than another perm] Employees
Similarly, an employee may try to create the belief usually have a difficult time seeing.ft*| organipat
in the mind of a supervisor that underreward inequi as being treated unfairly, if they ! themselves as
ty exists [in the hope of getting the supervisor to overcompensated, as no specific indhj vidual is
increase compensation or otherwise improve condi- clearly injured by their being overrewank

454



Chapter 12 A MOTIVATING 455

Figure 12 LO SOME WORK INJPPIS AND, OUTCOMES

Inputs Outcomes

Seniority Pay

Age Promotional opportunities
Effort Job status

Performance Job interest

Social class Approval by supervisors
Time Esteem of co-workers
Dedication to organization = Dangerous working coiodis
Education Monotony

Sex Praise

Intelligence Job insecurity-

Provision of needed tools Fringe benefits
Appearance Fatigue

Source: Reprinted by permission from MANAGING ORGIXRTIONAL
BEHAVIOR by Aldag and Bnef; Copyright © 1981 by Wé&ublishing Company.
All rights reserved.

A Raising his actual outcomeSor instance, Frank might demand
and get a raise.

A Lowering his inputsFrank might slow down on the job, with-
hold important information, or stop doing unpaideotime
work. A Perceptually distorting his inputs and/or

outcomes.Frank
could reason that he was actually getting thingsobthe job he
hadn't been considering, or he could downgradedhees of his
inputs. A Perceptually distorting Karen's inputs and/or

outcomesFrank
could devalue the nonpay outcomes Karen is reagiancould
increase his estimates of Karen's inputs. lleaving the
situation.With a great enough feeling of inequity,
Frank might psychologically withdraw from the siticn or
might actually apply for a transfer or quit. ATaking
actions to change Karen's inputs and/or outcomes.
Frank could try to convince Karen to raise her ispaoould talk
to the boss about lowering Karen's pay, or colkd &eps to try
to make Karen leave her job. AChanging the comparison
other.Frank could begin to compare
his situation to that of Paul, rather than thakafen.

People do use these mechanisms to restore equityinstance,
field studies and laboratory experiments have sholat individuals
withdraw from tasks when they are inequitably teglat-'even, in some
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cases, when they are overp8ld.here is also considerable evidence that
people change their perceptions to restore eduitynderpaid workers
often perceive that they have made relatively loputs and begin to see
themselves as less qualified than oti&rSome also exaggerate their
outcomes, rating their jobs as far more interestiran others do.

The most intriguing findings concerning equity thgothough)
relate to changes in actual inputs as a resulteo€gived inequity),
Stacey Adams and William Rosenbaum (1962| reasthracemployees'
reactions would depend upon whether they were yaaigor overpaid
and on whether they were paid on an hourly basifioeach unit of
output. Figure 12-11 shows the input changes tlmatldvrestore equity
in each case.

Jigure 12-11 CHANGES TN INPUTS
TO REDUCE PERCEIVED INEQUITY

BASIS OF INEQUITY

Underpayment Overpayment
Hourly Produce Less and/or Produce More and/oi
BASIS Lower Quality Work Higher Quality Work
OF PAY Piece-Rate Produce More and/or Produce Less and/or

Lower Quality Work Higher Quality Work

This figure suggests that underpaid workers withebmes reduc
their output, and will sometimes raise it. Overpaidrkers will
times increase their output and, surprisingly, tivdlysometimes reduo
it. There is a great deal of controversy over thestjon of how workefi
change actual inputs in response to inequity. iBhiartly because itis1|
hard to experimentally alter equity perceptionshatit also influencin
other things such as self-esteem and feelingstoggzurity. Also, re
tively few long-terra studies have been conductedssess the over-]
reward condition. However, of 22 studies involvingurly worke
almost 70 percent at least partially supported Aslgredictions, than
85 percent of studies involving piece-rate worlgage partial otftil!|
support to those predictioffsA study by Robert Vecchio (1982] of piece- [
rate workers at four different geographic locatiomsr a thirteen-month]

18.for instance, see E. Jaquésjuitable PaymerfiNew York: John Wiley
1961); and R. D. Pritchard, M. D, Dunnctte, andDorgenson, "Effects of Perception®
Equity and inequity on Worker Performance and &atton,"journal of Applied ¥
gy Monograptb6 (1972]: 75-94.

19. Sbe(tje Walster, Walster, and Bersché&duity.1978, for a review of related >

20. lbid.

21.
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period was similarly positive, supporting equityetiy performance pre-
dictions in 11 of 12 comparisons. In overpaymenmtditions, quantity of
performance decreased an average of 17 percetiveeia equitable situ-
ations, while quality increased 26 percent. In updgment conditions,
quantity increased 34 percent while quality deceeak2 percent.

While equity theory would permit any of a wide rangf adjust-
ments to restore equity, it would be useful to kngpecifically which
change is most likely to occur. Adams (1965) hawsigied the following
set of propositions concerning how people choosmfamong the alter-
natives available to reduce inequity:

A They will first try to maximize valued outcomes.

A They will be reluctant to increase inputs that difficult or
costly to change.

A They will resist actual or perceived changes ipuit$ or out-
,eomes that are central to their self-concept a&tfdesteem.

A They will be more resistant to changing perceptiabsut their
own inputs and outcomes than about their comparatber's
inputs and outcomes.

A They will leave the situation only when the magdguof ineq-
uity is great and other means of reducing it are axailable.
Partial withdrawal, such as absenteeism, will octare fre-
guently and under lower conditions of inequity.

A They will be reluctant to change their comparisomeos.

Other Rules for Determining Distributive Fairness

Equity theory is based on the contributions rullee Gontributions
rule says that distributive fairness is determined byatiqpg contribu-
tions (inputs) with outcomes. However, people mag ather rules when
determining distributive fairness. They may, forample, employ the
needs rule,feeling it is fair to give people what they neethex than what
they contribute. Or, they may employ teguality rule, arguing that it is
fair for everyone to get the same amount.

A variety of things determine the weights we givethese various

rules. They include:

A Self-interestPeople tend to assign higher weights to rubeg
favor them. A high performer will tend to favor tlentribu-
tions rule, while a needy person will favor the deeule.

A Conformity.People tend to conform to the beliefs and behaviors
of others with whom they regularly interact. Soalff of a man-
ager's co-workers favor the equality rule, the ng@nanay also
apply that rule.

A Availability of relevant informationPeople are reluctant to use
arule for which they don't have sufficient informani. For
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instance, if a manager doesn't know what subordéaéed,
the needs rule probably won't be applied.

In addition, some things affect the weights giverspecific rule
For instance, if it is important that high perfomaienaintain their output!
levels, the contributions rule will be weighted Wda When someone]
feels responsible for the receivers' welfare, teeds rule is likely to i
applied. And, the equality rule is easy to appople may also turn W»
the equality rule when needs and contributionshare to assess.

Procedural Fairness

Distributive fairness is concerned with whethereieers get what
they deserve. People may also be concerned withheh¢he process
used to allocate outcomes was fair—that is, whetihere is procedural
fairness. If procedures seem unfair, people may @lestion the distribu-
tion of rewards. On the other hand, even if peaar't get what thev
want, they may be satisfied as long as they beliegallocation proces>
was fair.

Not surprisingly, people tend to think procedures fair when
they favor their interests. They also believe pduces to be more fail
when they have some control over the allocatiorcgse. Further, they
are likely to consider a procedure to be unfair avieuses questionable
means to obtain information about the receiverlab®r (such as ik
use of hidden cameras] or if the evaluations cfixers seem to be based
on unreliable or irrelevant information (such aslfia performance
appraisals).

GOAL SETTING

A goal is simply a desired end state. Edwin Loc&s Written |

A cardinal attribute of the behavior of living orgams is goal
directedness. It may be observed at all levelsfef in the assimila-
tion of food by an amoeba, in the root growth dfee or a plant, in the
stalking of prey by a wild animal, and in the aities of a scientist in
a laboratory?

Certainly, goal directedness is also evident in lappe behamn
Employees may strive to reach quotas, to win a estitto make,

22. Reprinted with permissiasi author and publisher from: Locke, E. A.
without consciousnesa:contradiction Psychological Report4,969, 25, 991-1009.
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tiirough the workday, or to outperform their co-Wers. Sometimes their
goals are difficult, sometimes easy. Sometimes Hreyvery specific, and
sometimes vague. It seems that the nature of eraplgpals, and how
they are set, can be very important.

Table 12-2 summarizes results of a review of swdmat reported
the effects of individual monetary incentives, granonetary incentives,
goal setting, job enrichmerdr participation on performance.

Tablel2 2 MOTIVATION AND PERFORMANCE
o _ Median Improvement
Motivational Technique in Performance
Money (group incentives) 20%
enrichment
Participation

Source: From "The Relative Effectiveness of Fourtidds of Motivating
Employee Performance/ by E. A. Locke, D. B. FeveM. McCaleb, K. N. Shaw,
and A. T. Denny, ed. K. Duncan, M. Gruneberg, andMallis in Changes in
Working Life.Copyright(0 .1980 [ohn Wiley & Sons, Ltd. Reprinted by pernaissi
of John Wiiey &. Sons, Ltd.

The figure clearly shows that monetary incentivelpphAnd, as we
discussed in Chapter 10 as well as elsewhere snctmapter, individual
incentives often work better than group incentivish enrichment, dis-
cussed in Chapter 9, also typically leads to ineedaperformance (recall
that many of its other benefits relate to emplogatsfaction and well-
being). Participation doesn't seem to do very weilh only a median 0.5
percent performance increase. We'll see laterttliatmay be a bit mis-
leading. In some cases, participation may be venyortant and in others
it may be unnecessary or even harmful. It is alddent from the figure
that goal setting can be very beneficial. Sincitnee to monetary incen-
tives and job enrichment, it is simple and inexpemsgoal setting cer-
tainly deserves a closer look.

Functions of Goals

The reasons goals are so important become clean wiereview
their many functions. For instanég:

23. This listing is drawn from E. A. Locke and G.LRtham,Goal Setting for Individ-
uals, Groups, and Organization&hicago: Science Research Associates, Inc., 1984).
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A Goals can clarify expectations. They makddarcto employees
what they are expected to do.

A Goals can relieve boredom. Consider how boring rgasti;
would be if you didn't keep score and try to regolls.

A When people attain goals and get feedback indigatiat
goals have been reached, they have increased fitarihe
and satisfaction with their performance on the job. |l

A Feedback on goal accomplishment gives a persogmgcm E|
peers, supervisors, and others.

A People who are able to attain goals report fgeliof increasci!
self-confidence, pride in achievement, and williag® to accep
future challenges.

Goal Characteristics

Figure 12-12 shows a variety of goal attributesclvhinay make |
difference. Let's review evidence concerning theies?*

Goal Specificity. Quite simply, specific goals lead to
performance than just "do your best" goals. Thigliiig held up
remarkable 51 of 53 studies reviewed by Edwin Lo&aen Shaw,

Figure 12-12 GOA1l CHARACTERISTICS AND PERFORA1ANCE

Goal
Specificity
Goal
.G.oal Acceptance
Difficulty
Feedback on Goal-Uirected "
Goal Progress Effort Perfoms
Competition for o
Goal Attainment Goal Situation al
Commitment Factors

Partteipatten
in Goal Setting

24. This section is based primarily on reviews bywRSteers and L. W. PorQ
Role of Task-Goal Attributes in Employee PerfornghBsychological BulletifBl'l
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Saari, and Gary Latham (1981]. In fact, "do youstbgoals have about
the same effect as no goal at all. Imagine a runimeling a track, shout-
ing to her coach "How much farther do | have to"ga%eply from the
coach of "Just do your best" won't help much.

Specific goals are so powerful as to overwhelm othimgs. In one
study, subjects were assigned to either a "low-ation" or a "high-
motivation" group based on performance, abilityd attitude ratings>
The low-motivation group was given specific taslkalgo while the high-
motivation group was told to "do your best." Penfiance of the low-
motivation group quickly caught up to that of thighrmotivation group.

Of course, goals must be appropriate. If some gaasspecific and
others are not, the nonspecific goals will not reeemuch emphasis.
Also, there is a danger that a manager may comadt displacement.
Goal displacementoccurs when the manager really cares about X but,
because Y is easier to quantify, will set goals¥Ydnstead.

Goal Difficulty. There is a positive, linear relationship
between goal difficulty and task performance. Tigkationship holds for
various kinds of tasks, time horizons, and agesutijects. However, the
goal must be seen as attainable. If not, it wilt be accepted. Also,
people pursue many goals at the same time. If @seen as too difficult,
people will focus on other, more attainable godMterestingly, when
people are faced with difficult goals, they engagenore problem analy-
sis and creative behavior than when, faced withplngoals. So, they
both work harder and work smarter.

Feedback on Goal Progressi-eedback keeps behavior on track.
Feedback may also stimulate greater effort (reralih Chapter 9 that
feedback from the job itself is part of the job'tWwating Potential
Score). A video game without a score would soorabandoned. And,
when people get feedback concerning their perfoomathey tend to set
personal improvement goals. The nature of the faeklimakesa differ-
ence. As noted in Chapter 9, feedback from theijsblf is generally
better than that provided by others. Finally, femadbis clearly more
important for some people than for others. We'venselsewhere, for
instance, that people with high need for achievanterve especially
strong desires for feedback.

Peer Competition for Goal Attainment. If employees are
working toward individual goals, such as salespesgoursuing indepen-
dent sales goals, competition for goal attainmeaty he useful. Its
impact is especially great in zero-sum situatiomisere there is a fixed

434-52; and E. A. Locke et al., "Goal Setting aagkPerformance: 1969-198®8ycholog-
ical Bulletin 90(1981): 125-52.

25. J. F. Bryan and E. A. Locke, "Goal Setting &éeans of Increasing Motivation,"
Journal of Applied Psycholodl (1967): 274-77.
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pie to divide up. However, competition can hutiigks are mterdcpen-|
dent. Also, if competition focuses on the quantitputput, quality may];
suffer. |

Goal Acceptance. Goal acceptance is the degnebittn mdi;l
viduals accept particular goals as their own.dbal is not accepted, tiiti
other goal attributes don't matter. Goal acceptantikely to be lackinE
if goals are seen as unreachable or if the indalidaes no benefit Fromj
reaching the goal.

I
1
Goal Commitment. Goal commitment is the degree towvh

individuals are dedicated to trying to reach thalgdahey have adopted!
Like goal acceptance, it is a necessary conditimrgbal-directed effort!
Goal commitment is affected by the same factorgae acceptance,!
Those factors influence goal acceptance beforgdaé is set and goal |
commitment once the individual is pursuing the goal

D

Participation in Goal Setting. Participation shonildtej
viewed as a panacea. Some people simply don'tdikarticipate, andiSI
some situations [such as under severe time conttyat may he map]
propriate. In general, though, participation insesunderstandin@M
acceptance of the goal. Participation often leadsetting of more diifr]
cult goals, which may in turn lead to higher penfi@nce.

Of course, most goal setting involves changes mumaber of j»
attributes. As one example, Gary Latham and JanaédeB (1975)tim
ducted a field experiment in the logging industfyucks carrvmalJ
from the woods to the mill varied in the numbetreks they hauled ft™
one time to the next since the trees varied in. #\&ea result, considaB
ble judgment entered into the decision of what wdsll load. Howeum
analyses indicated that trucks were carrying amameeof only aboutiB
percent of their legal net weight. Eventually tlesearchers, manaaH
ment, and the union decided that a goal of 94 p¢raklegal net weijfl
was difficult but reachable. The drivers, who wegsponsible forlualS
the trucks, were assigned this 94 percent goaérAfbout a month; jjH
formance increased from the initial 60 percent ot 80 percenliH
capacity. It then dipped to 70 percent for anothenth before risingfl
90 percent, where it remained for the next six ten€Company accotfl
tants estimated the results translated into a gavia the cornpanyqfM
quarter of a million dollars worth of new truck®ak. Several goala&fl
utes had been changed—goals were difficult, wereerspecific thaofl
the past, and had apparently been accepted.

N

|
Management by Objectives (MBO)

Management by objectives (MBO) was introduced keiedfi er
and Douglas McGregor in the 1950s and has beenyédi®pt)
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organizations$? While it has many variants, there are four bagps:

1. Goals for the employee are jointly set by the empp&and his or her
superior.

2. The employee tries to meet the goals established.

3. Performance is evaluated against the goals eslwdlis

4. New goals are jointly set for the next time period.

This seems lika. simple enough process, and it combines a variety
of desirable characteristics. For example:

A MBO forces planning,

A Concrete feedback is a basic part of the MBGrpss.

A Specific goals are set.

A The process guarantees that the superior and Snbbtechgree
on what goals are to be met.

A The employee participates in the goal-settingcpss, and is
therefore more likely to understand and accepigibess.

A MBO allows for individual differences in the gesétting pro-
cess and permits goals to be tailored to the engdoy

A MBO serves as a control mechanism, regularly kimecto see if
performance is on track.

Unfortunately, MBO hasn't been evaluated as rigsisoas its pop-
ularity would suggest. It does seem that MBO isegaly successful-
one review estimated that successes were at lwastiines as common
as failures’ However, success in that review was defined oslg atatis-
tically significant increase in performance, notfall realization of the
potential of goal setting. In fact, there have baarumber of criticisms of
MBO, including:

A In some cases, it may he very difficult to ge#ls.

A MBO is time-consuming and may involve a lotpEperwork-

A Employees may continue to pursue fixed goals @henigh con-
ditions have changed. So, MBO may build rigidityoithe sys-
tem.

A MBO focuses on concrete, quantifiable goals, essltangible
criteria may suffer. For example, MBO has beeniaiziéd for
rewarding productivity while downplaying creativity

A The favorable impact of MBO may deteriorateeptime.

26. See P. DruckefThe Practice of Managemefew York: John Wiley & Sons,
1954]; andD. McGregoihe Human Side of Enterprifdew York: McGraw-Hill Book Co.,
1960)

27. J. N, Kondrasuk, "Studies in MBO Effectivenes&¢ademy of Management
Review §198i|: 419-30.
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A Proper implementation of an MBO program maketas ma
as three to five yearsh  Unless there is a visible
commitment from the top of the orga
zation, MBO is unlikely to be successful.

Thus, MBO is not a cure-all. Like any major prograis probable
costs and benefits should be weighed. If undertakehould be careful!)*
planned and implemented and steps should be tak@oitor its effec-
tiveness over time.

LEARNING THEORY

In Chapter 3 we discussed three sorts of learnirigssical coi
tioning, operant conditioning, and social learnifig will see now
learning theory can be used in organizations tceise employee moti
vation. We will first see how rewards and noxioesgequences caril
used to influence behavior. Next, we will examiagtial reijiiorcementf]
schedules. Finally, we will briefly consider orgeational behavior moifrj
fi cation.

Arranging the Contingencies of Reinforcement

Recall from Chapter 3 that operant conditioningedublargely:-*
the work of B. F. Skinner [ 1969), uses rewardsaxious consequences!
an attempt to strengthen desired behaviors or ékeveundesired behavj
iors. Positive reinforcement and avoidance learaiegtwo basic ways|
strengthen desired behaviors. Nonreinforcementmmishment
ways to weaken and ultimately eliminate undesiredaviors |calta
extinction).

Positive Reinforcement.  Positive reinforcementvolves”
ing a reward when desired behavior occurs in dalercrease the lilts
hood that the behavior will be repeated. A bonusaffpb well donei
pat on the back for a good effort would be examples

I

Escape Conditioning. Another way to increase the ITkeft of
desired behavior is to remove some noxious consegu@heni
behavior occurs. For example, suppose a rat i€sidy to a loud, irriG
ing noise until it presses a lever. Once it preise¢ever, the noise sti
The rat would soon learn to press the lever topstae grating noise.
this is called escapeonditioning. If pressing the lever would act
prevent the onset of the noise, this would be daleidanceonditlotjl
ing. In some companies, there are certain jobs that@mepk fedsn]|
very good, and others that are clearly "the pilflsémployees feel
they will be reassigned from the bad jabshe good jobs if they perfo
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well, we have an example of escape conditioningafly, though, escape
conditioning is not easy to use in organizations.

Nonreinforcement. Nonreinforcernent causes extorctof an
undesired behavior by removing the reinforcing @mpgence that previ-
ously followed the behavior. Consider the case ah3Vhiner. We have
(unintentionally], been teaching Mr. Whiner to mai@nstant unwarrant-
ed demands by regularly giving in to those demaHidsv can we get him
to stop? One answer is simply to stop rewarding famthat undesired
behavior. That is, don't give in to the demands wHlElearn that unwar-
ranted demands aren't rewarded, and he will evégtgéop making
them.

Punishment. Another way to try to stop Mr. Whineuiswar-
ranted demands would be to punish him whenever h&es those
demands. Punishment is defined as presenting au®xonsequence, or
removing a desired consequence, whenever an uadesisponse occurs.
So, we could put a letter of reprimand in his filden he makes such
demands (a noxious consequence), or we could stepacting with him
socially (removal of a desired consequence). N Iboth nonreinforce-
ment and punishment can involve removal of a desoensequence.
With nonreinforcement, the reward we would withhdqlccession to
demands] was the one previously tied to the bemaVitith punishment,
the reward withheld (social interaction) was nogypously a reiniorcer
for that behavior.

Punishment is frowned on by many managers. Mostagers
don't Like to punish others. And, punishment isshikto embitter the
employee, leading to dissatisfaction and perhapsutonover. Further,
managers who use punishment frequently may find titwir subordi-
nates obey their orders only when they are pre$¥hen they are absent,
the employees may secretly rebel. Finally, sinceigtunent only stops
undesirable behavior, the task of increasing dddiehavior remains.

Partial versus Continuous Reinforcement

There are many ways to reinforce behavior. Onecbdistinction
is whether or not behavior is reinforced every tineccurs (such as for
every widget produced). Continuous reinforcemermuecg if every behav-
ior is reinforced. Continuous reinforcement leanlsapid learning. How-
ever, if for some reason it is necessary to stafaecing (for instance, if
it is necessary to leave the room), rapid extintto@curs. Most of the
time, it is simply impractical to reinforce on antmuous basis, so a
partial reinforcement schedule is used.

Partial reinforcement schedules can be time-bageldebavior-
based. Also, they can be administered on a fixadhanging basis, or can
be varied around some mean. There are four basitoreement sched-
ules.
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Fixed Interval. With a fixed-interval schedule, a reinforceris
given at fixed-time intervals, such as oroseek. A weekly paycheck, 01
monthly inspections, are common examples. Fixegrisl schedules,
while easy to use, result in slow learning and matddy fast extinction
rate. They also hawelow response rate (that is, frequency of respoese p
reinforcement] and very low response stability [pleospeed up just
before the time of reinforcement and then slow dpwn

Variable Interval. A variable-interval schedule also is time-
based. However, a reinforcer is administered ratgdanound some aver-
age interval. For instance, an instructor mightcamte that there will,
be four pop quizzes during the semester, but witlsay when they will
occur. Learning rate, extinction rate, response, rad response stability
are all better for the variable interval than floe fixed-interval schedule.
However, they are generally not as good as foo+lasised schedules,

Fixed Ratio. A fixed-ratio schedule provides a reinforcer ater
given number of acceptable behaviors. Commissiarengn the basisol
sales and bonuses given for periods of perfech@dtece are examples,
Fixed-ratio schedules have very high response-+gt@geons have been
trained to peck at rates faster than machine-ger{and response stabil-
ity. They have high learning rates but, unfortuhgteapid extinetifin
rates as well.

Variable Ratio. While a fixed-ratio schedule reinforces everym
responses, ®ariable-ratio schedulereinforces on average every t
responses. For instance, a one-armed bandit méylet & payoff an aver-
age of once in every ten pulls of the handle. Hexgprecisely when the |
payoff will occur is unknown. Response rates arspoase stability art.
similar to those for fixed-ratio schedules but teag is slower. However
extinction is very slow. Companies have made somative attemptsttfl
use variable-ratio schedules. For instance, infiome names of employ-
ees who didn't use their sick leave were placenl'otterg for a substa
tial prize. Sick leave costs were reduced by 62 @met’

Figure 12-13 summarizes how these schedules diiffearras ofi
learning rate, response rate, response stabiliiy extinction rate.

Organizational Behavior Modification

Organizational behavior modification (OB Mod) is the use of learn-
ing theory principles to manage behavior in orgations. OB Moc
titioners and theorists typically usecombination of operant condit

28. W. Nord, "Beyond [he Teaching Machine: The INetgd Area of Operam CoftdH
tioning in the Theory and Practice of Manageme@rjanizational BehavioamfHuMt
Performance 4 (1969): 37S-4Q1.
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12-13 COMPARISON OF SCHEDULES OE REINFORCEMENT

SCHEDULE OF REINFORCEMENT

Fixed Variable Fixed Variable
| Measure Continuous Ratic Ratio Interval Interval
Learning
Rate Fast Fast Very Slpwr Moderate
Response
Rate Very Low Very High Very High Low Moderate
"Response Low to
Stability Very High Very low Moderate
tinctio Moderately
n Rate Very Fast Fast Very Slow Fast Slow

ing techniques and social learning to achieve tyeals. That is, they use
both cognitive and noncognitive approaches.

Rules for Using LearningTechniques in Organizaions. Clay
and Ellen Hamner [19761 have presented a set odsrdibr effectively
using learning techniques in organizations. Theg;ar

1. Don't give the same reward to aReward those who exhibit desired
behaviors (such as high performance) more thandhmiso don't.

2. Failure to respond to behavior has reinforcing cegqsiencesManag
ers must remember that inaction, as well as acthas reinforcing
consequences. They should ask, "What behavior wi#inforce if |
do nothing?"

3. Tell a person what behavior gets reinforcedake the contingencies
of reinforcement clear to workers. Don't make thgaess which
behaviors will be rewarded.

4. Tell a parson what he or she is doing wronfythe manager does not
make clear to the employee why a reward is beinthteld, the
employee may attribute the action to a past desbreldavior rather
than the behavior the manager wants to extinguish.

5. Don't punish in front of othersiVhen workers are punished in front
of others, they "lose face" and are doubly punishEtis can causa
variety of problems.

6. Make the consequences equal to the behaviverrewarding
desired behavior makes a worker feel guilty. Underirding desired,
behavior causes anger.

Notice that most of these rules rely heavily on gidigpns, recog-
nizing that employees can learn through observa#ind receipt of advice
as well as from their own experiences.
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Behavioral Shaping. OB Mod often uses behavioral shaping
Behavioral shapingis the learning of a complex behavior through ssicce
sive approximations of the desired behavior. IHitighe employee is.
rewarded for any behavior which is in any way retato the desired
behavior. Subsequently, responses are not reinfongess they are more-:
and more similar to the desired behavior. RespoaszSshaped” until
the desired complex behavior is achieved.

Evaluation of Learning Theory. There doesn't seem to be
much doubt that, properly applied, learning themgrks. Many firms,
including Emery Air Freight, General Electric, aWweyerhaeuser, have
implemented very successful programs. In fact, sonigcs are con-
cerned that learning theory works too well, pogsitishing the employ
ee to exhaustion or to other undesirable behavidis is seen as espfr
cially troublesome since this behavior—especiallgew noncogmtive,
operant conditioning is used—is to some extentideithe control of the
employee, overriding free will. Learning theory leso been criticized |
for ignoring individual differences in valued rewarand for focusing i
quantity rather than quality.

It is our feeling that, intelligently applied, ledng theory can be
very useful. We are, after all, reinforcing behanadl the time. The tridt
is to do it right. Cognitive approaches, in whichpdoyees are told why.
they are being rewarded or punished and are awahe aontingencies of
reinforcement, overcome some of the concerns thalayees are being
ruthlessly manipulated.

IMPLICATIONS FOR MANAGEMENT

Motivation of employees is an ongoing and cruaaktof the mak-
ager. As a manager, you will need to energize gouployees to initiate.,
direct, intensify, and sustain their behaviors.@gperly motivating your
employees, you can enhance both performance angutdiy of walk..
life. The theories presented in this chapter shgele as useful toabj

While there are some differences among the thepriesented in,
this chapter, they share some important implicatiofhe theories art,
unanimous, for example, in stressing the need terihne what employ
ees want. Managers who treat all employees the ,sameho assume |
they know what is important to their subordinated athers, are likely
to do a poor job of motivating.

Managers can deal with individual differences iadwin a variety |
of ways. One possibility is to try to learn whathamployee want
perhaps through surveys—and tailor programs, behavand rewards
the individual. Another possibility is to use cafied-style benefit plan?.
With cafeteria-style benefit plans, employees choose from avk
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range of alternative benefits. In that way, empbeyef differing ages,
marital status, and needs can tailor benefits ¢ir gparticular situations.
One may choose all salary with no other benefitetlzer may use part of
the total allowance for pension and insurance doutions, and so off.
Yet another way to help insure that rewards aresfyatg is to invite
employees to participate in the reward-setting essc?

Another point on which the content theories agasel(the process
theories and reinforcement theory are silent) & thanagers should pay
attention to their subordinates' higher order @wgh needs. Recall that
in Chapter 9, these growth needs were seen to pertant determinants
of how employees respond to enriched task chaiatits. While it is
unwise to automatically assume that employees haauticular need
structures, it is probably safe to say that growsieds have often been
neglected in the past. Consider your full arserfapatential rewards,
intrinsic as well as extrinsic, when developing mational strategies.

As a manager, be willing to employ creativity inpgpng motiva-
tional techniques. Unusual benefits, a variety mmgements of contin-
gencies of reinforcement, and even lotteries mahale their places.

Expectancy theory provides some very useful maralgguide-
lines. For instance, it suggests that managerslghaitempt to examine
carefully the expectancies and instrumentalitiesc@@ed by their
employees. If expectancies are low, the managenldraee whether the
cause is perceived inability, situational consti®iror ambiguity con-
cerning expected behaviors. If instrumentalitiee byw, the manager
should ask why. Is there actually a weak link betwéhe first-order and
second-order outcome, or is the employee mispdarggithe situation? If
the former, actions to strengthen the linkage melp hif the latter, the
manager may need to communicate the true natutieeolink.

Good managers recognize that they must treat ereployand
others fairly. Keep in mind when trying to be fdor employees that
perceptions are critical. Try to leam what your aulinates see as inputs
to the job, and what are viewed as outcomes. Rezegtoo, that some
employees will base their equity perceptions on d¢batributions they
make, others on their needs, and still others endisire for equal out-
comes. Finally, remember that fairness in procesiuae well as in distri-
bution of outcomes, is important.

Few areas provide clearer, more easy to apply gugléto the man-
ager than goal theory. As a manager, try to satiipend difficult goals
and make sure that feedback is provided, prefermbiy the task itself.

29. For more on careteria-style benefit plans and ativesvative approaches, see D.
C. Feldman and H. J. ArnolJanaging Individual and Group Behavior in Organiioats
(New York: McGraw-Hill Book Co., 1983).

30. for more on this issue, see G. D. Jenkins, Jr.; finf. Lawler, HI, "Impact .0f
Employee Participation in Pay Plan Developme@t;§anizational Behavior and Human
Performance28 (1981): 11t-28; and E. E. Lawler, IIl, "New Apaiches to Pay: Innovations
That Work,"Personnebol. 53, no. 5 (1976): 11-23.
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Keep in mind that goal acceptance and commitmennhacessary. Take
steps, perhaps including subordinate participatiaime goal-setting pro-
cess, to secure such acceptance and commitment.

Use a bit of common sense in using motivationdinepes. Some
managers apply new tools without really considenvigether they aie
appropriate. Others simply apply them incorrecpr example, how
would you feel if you were a sales manager in Situall

SITUATION 2
One Bean Motivation

La Costa's sales department and special events coordinators sometimes get
some rather unusual and bizarre requests, but Electrolux, the national vacu-
um manufacturing company, has to be near the top of the list in originality for
its recent national sales managers' meeting at the resort.

At the meeting's dinner banquet, the room was divided with chicked
wire and the company's top grossing sales managers sat separately from the
others during the evening. Caterers decorated one side of the room with
tables covered with white cloths, china, silver and fresh flower centerpieces
for those bringing the best number of sales to the company.

The top sales managers dined on filet mignon, potatoes, asparagus
and chocolate mousse, while their counterparts on the opposite side of the
banquet hall ate baked beans and jello, washing it down with a cup of hot'
water laced with a single coffee bean.

Source: From the Reporter, newsletter of the La Costa Hotel and Spa Confer-
ence Center, Carlsbad, CA, as reported in The New Yorker (January 2, 1984)

Finally, remember that these motivational tools banapplied!)
any behaviors, not just productivity. You may waatuse them, for"
instance, to increase attendance, retention, gigator flexibility. The
range of behaviors which may be changed, and thietyaof ways in
which motivational techniques can be employed temapt those
changes, are basically limited only by your imagjioia.

KEY TERMS avoidance conditioning distributive fairness
AND behavioral shaping cafeteria- equality rule equity
CONCEPTS style benefit plans content theory escape
theories continuous conditioning existence
reinforcement contributions needs existence-relatedn ess-
rule dissatisfiers or hygiene growth (ERG) theory

factors
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How valid is Maslow's need hierarchy theory?
In what ways does Alderfer's ERG theory differ fridvhas-
low's need hierarchy theory- How is it similar?
What is need for achievement? What are charactesisf

individuals with strong need for achievement?
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6. What are the three conditions which expectancyrheays
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7. Describe distributive fairness and the contribusionle.
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CASE 12 A Tying Managers' Pay to Performance

David Margolis works for a generous compa- their compensation linked directly to cor-
ny—a very generous company. Last year, porate performance. The trend is even |
Mr, Margolis, the president, chairman, and extending to division managers.
chief executive officer of Colt Industries "There's been so much scrutiny that |
Inc., received a bonus of $555,000, more boards have been taking a closer look at
than double the bonus for chief executives of compensation/' says Pete Smith, national
similar-sized companies. And, that bonus director of Wyatt Co.'s compensation gon
was $115,680more than his base salary. suiting business. As a result, companies a»|
Total compensation: close to $1 million. relying less on salary and more on bonuses
Colt says its largess is well-founded. and other performance-linked compensation.
In 1984, the year on which the bonus was to reward executives. They are also tighten*!
based, the company had a record return oring the criteria for earning those rewards;
equity and several other benchmarks. "We Bonuses and other long-term compel
have no shame or trepidation about the factsation are becoming more important.
that our people are highly paid," says Karyl 1975, salary made up 60 percent of the pay* a
Lynn, Colt's personnel director. "They've chief executive officer of a company with]

earned it." $1 billion to $2 billion in sales. By 1985, thsl
A similar attitude can be found in proportion fell to 50 percent.
increasing numbers of board rooms across During the last recession, ailing com-

the country. After years of regularly receiv- panies were still obliged to pay salaries tbat
ing hefty increases in salaries and bonuses—had risen at double-digit rates in the precei
regardless of their company's success or fail-ing years. Now, directors reason, they can
ure—more top executives are now finding trim compensation costs swiftly, if neccs-
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sary, by putting more money into bonuses mance measures as return on equity, return

and less into salaries. "Salaries are a fixedon assets, and earnings per share.

:ost; bonuses are a variable cost,” says Source: Reorinted bv permission dhe

Charles Peck, a compensation specialist al\y5|| Street jciurnalla, '£>DowacI)3nes & Company,

the Conference Board. Inc. [February 28, 198,6). All Rights Reserved.
Executive bonuses were always sup-

posedly tied to targets such as growth in

earnings per share, but the bonuses came to  According to expectancy theory, what

be looked on simply as additional salary. impact would the changes noted in this
"The past standards were so loose that case have on motivation- According to
bonus plans were designed to pay off no mat- learning theory?

ter what," says a corporate compensation Does goal theory suggest any benefits of
manager. Such plans also gave executives an  this approach: Any dangers: In view of
incentive to maximize short-term profits at the potential benefits of performance-
the expense of long-term goals. Now, how- contingent bonuses, why do you think
$mt,inpre compensation, is being pegged to they are not universally applied?
tHree-year or five-year gains in such perfor-






