MOTIVATION THEORIES
Over the years many people have attempted to develop theories to describe how motiva​tion affects work behavior. Theories of worker motivation attempt to explain people's inner workings, initiatives, and aspirations. We will look at the three basic types of motivation the​ories in this chapter: content, process and reinforcement.

Content Theories of Motivation
Content theories (also called need theories) are based on the idea that people are driven to meet basic needs that produce satisfaction when they’re met. These theories include. Maslow’s hierarchy of needs, Herzberg’s two-factor theory, and McClelland’s achievement
motivation theory:
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MASLOW’S HIERARCHY OF NEEDS - Abraham Maslow's motivation theory commonly referred to as the hierarchy of needs (Figure 12-2). is based on two key as​sumptions. First, different needs are active at different times, and only needs not yet satis​fied can influence behavior. Second, needs are arranged in a fixed order of importance called a hierarchy.
According to Maslow’s theory, behavior is triggered by a need deficit that drives the in​dividual to reduce the tension it creates. Tension leads to behavior that will potentially sat​isfy the need. For example, a new baby in the family means a greater financial burden. As a result, the worker increases work effort to ensure a promotion and raise. In Maslow’s theory. the idea that a satisfied need can't influence behavior is called the prepotency of the need. This prepotency (urgency that the unmet need exerts) influences behavior. In our example. the as yet unmet need for a promotion and raise has high prepotency. Until the need is sat​isfied, the unmet need is said to influence behavior. Furthermore, as soon as a lower-order need is satisfied, a higher-order need emerges and demands satisfaction.
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Maslow identified five categories of needs:
♦    Physiological needs, such as food, air, and water.
♦    Safety needs, such as freedom from fear or harm.
♦    Social needs, such as friendship, camaraderie, and teamwork.
♦    Self-esteem needs, meaning acceptance of self as having value.
♦    Self-actualization needs, the fulfillment of potential and personal growth/5
The hierarchy of needs gives managers a straightforward way of understanding how various work conditions satisfy employee needs. Certain basic conditions of employment (such as pay) satisfy physiological needs. Safety needs are met by safe work conditions and job security. Social needs are satisfied by interaction and communication with fellow workers. And finally work that is fulfilling can satisfy self-esteem and self-actualization needs.
Although Maslow’s ideas were a welcome relief from the emphasis on abnormal be​havior that dominated the psychology of the day they are not without some potential pit​falls. First, Maslow himself recognized that the hierarchy is not a stair-step approach. Human needs are multiple and they often occur simultaneously in modern society It may make more sense to think about higher-order needs (such as esteem and self-actualiza​tion) as one set and lower-order needs (such as physiological safety, and social needs) as another set. Using just these two categories, we can see that it is certainly possible for sev​eral needs to influence our behavior at any given time. Second, we have to consider the relative level of the need that is present at a given time. Being thirsty is a relative concept. If you're in a desert and have no water, the prepotency of the need will influence 100 percent of your behavior. But if you Ye mildly thirsty all morning but you're writing the weekly re​port your behavior may be more determined by a. deadline than your thirst. Third, Maslow’s theory describes needs as internal: it says nothing about the environment's effect on behavior. How are needs determined? For example, the need for new clothes may be determined by comparing our clothes with those worn by friends, models, or prestigious people. Functionally our clothes may be fine but by comparison to our friends5 clothing, •hey might look old or out of style. So what might be considered a lower-order need for clothing becomes translated into a higher-order need for self-esteem. The referent for our need deficit is not internal but rather is external. In other words, the definition of need for new clothing is determined through other people, society education, and religion—the external environment.
To a large degree, Maslow’s ideas help us understand that everyone has basic needs that must be satisfied. One way to satisfy these needs is through work. But the complexity of the need satisfaction process makes simple prescription problematic. Maslow’s’ need hierarchy describes a model of basic human needs but offers little practical guidance for motivating workers.
HERZBERG'S TWO-FACTOR THEORY - Prior to Frederick Herzbergs research, job satisfaction and dissatisfaction were often viewed as opposite ends of a single contin​uum.Thus many managers believed that the greater the amount of any good condition, the greater the amount of worker satisfaction. Managers further believed that eliminating bad conditions would result in job satisfaction. But Herzberg found that not being satisfied is different from being dissatisfied.
Herzberg and his colleagues were interested in identifying those factors that caused workers to be satisfied with their work.To investigate this idea, Herzberg designed a study in which data were gathered from accountants and engineers. Herzberg asked participants In the study to think of times when they felt especially good and especially bad about their jobs. Each participant was then asked to describe the conditions or events that caused those good or bad feelings. Of particular interest was the finding that the participant identified dif​ferent work conditions for each of the two feelings.That is, while the presence of one condi​tion (e.g., fulfilling work) made the participants feel good; the absence of that condition (fulfilling work) did not make them feel bad.Consequently, Herzberg postulated that motiva​tors lead to satisfaction, but their absence does not necessarily lead to dissatisfaction.
Herzberg discovered two factors that separately explained satisfaction and dissatisfac​tion. Factors whose presence prevent dissatisfaction are called hygiene factors or mainte​nance factors. Hygiene or maintenance factors refer to aspects of work that are peripheral to the task itself and more related to the external environment (the job context).The term hygiene factor is linked to the finding that the absence of readily available rest rooms led to worker dissatisfaction. Hygiene factors include:
♦     Company policy and administrative practices.
♦    Technical supervision by the manager.
♦     interpersonal relations with the supervisor.
♦     Worker salary; job status, and job security.
♦     The workers personal life.
♦     Physical conditions of the work setting (e.g., air conditioning).
Factors whose presence lead to satisfaction are called satisfiers or. simply, motivational factors.These factors can produce high levels of motivation when they're present. Motiva​tional factors relate directly to the job content (the specific aspects of a job).They include:
♦    Achievement. 
♦    Recognition. 
♦    Advancement.
♦     The task or work itself.
♦    The workers potential for personal learning or growth.
♦    The workers responsibility for results.6
Figure 12-3 presents Herzberg's two-factor theory
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Motivational and maintenance factors are often distinguished by the fact that motiva​tional factors are intrinsic, whereas maintenance factors are extrinsic.
At the-time of Hertzberg's study, his ideas were considered groundbreaking. Herzberg and his colleagues challenged traditionally accepted ideas about the causes and nature of job satisfaction. But when the two-factor theory was tested in other organizations, re​searchers found little support for the theory Controversy over Herzbergs findings centers on three areas:
♦    Method of data collection: The information was collected via a potentially biased, struc​tured interview format.
♦    Individual differences: Individual differences were discovered to affect the two factors. For example, some workers avoid advancement.
♦    Limited sample: Conclusions were based primarily on studies of professionals (i.e., en​gineers and accountants),whose tasks differ significantly from other kinds of workers.
Herzbergs motivational factors correspond to Maslow's higher-order needs, while his maintenance factors correspond to lower-order needs. Interestingly Maslow and Herzberg both provide evidence the value of the work itself can contribute to worker motivation. Maslow and Herzberg both provide evidence the value of the work itself can contribute to worker motivation.
MCCLELLAND'S ACHIEVEMENT MOTIVATION THEORY - Another psychologist,

David McClelland, paid further attention to the potential of work itself to motivate.* McClelland's 

approach is different however, in that he focused on the need for   achievement in individuals rather than in the general population of workers.McClelland believed that a person's unconscious mind is the key to his or her particular needs. In his own words. "If you want to find out what's on a person's mind, don't ask him, because he can't always tell you. Study his fantasies and dreams. If you do this over a period of time. you will discover the themes to which his mind returns again and again. And these themes can be used to explain his actions."9

   McClelland believed that by showing subjects a picture and then asking them to write a story to describe what's happening in the picture and what the probable outcome would : be, the story would reveal the writers needs and motives. McClelland identified three primary

  needs: need for achievement, need for affiliation, and need for power. Like Maslow's •   need theory, McClelland's theory suggests that people vary in the degree to which their mo​tive for behavior is determined by any one or a combination of these needs.

The need for achievement is a measure of a person's desire for clear, self-set, moderately

difficult goals, with feedback given based on goal achievement. High achievers are  seen as self-starters, goal-oriented, or full of task initiative, all of which are typically valued by firms.

  The need for for affiliation is the desire to work with others, to interact with and support  others, and to learn the lessons of life through the experiences of others. A pronounced desire

 for social acceptance can be a powerful motivating force in our daily lives. Work organizations

    are important social institutions, bringing people in contact with one another on    a regular basis.The need for affiliation is Maslow's social need applied to the individual.

The need for power is a desire to have influence and control over others. This need   can be an important determinant of behavior. People dominate one another in many so​cially acceptable ways. People are submissive to the dominance of police, managers, tour guides, and others. It is natural and often informative to allow other people control over an aspect of our lives. Many people seek jobs that afford them the opportunity to fulfill a basic need in a socially acceptable manner and success at many jobs actually requires people to be forceful and capable of exerting their will over others. In these positions, people with a high need for power will outperform those with a low need for power.

McClelland's work fits well with Herzberg's view of achievement as a motivator and with Maslow's concept of higher-order need satisfaction as a source of motivation. In addition,

McClelland's research moves beyond basic or lower-level needs as explanations for
behavior. Maslow, Herzberg, and McClelland all recognize the importance or achievement

and social relations as motivational factors. But only McClelland moves one step beyond by adding an additional dimension, the need for.power. As we will see. the need for power can be an important explanation for human behavior.

MANAGERIAL APPLICATION OF NEED THEORIES - McClellands needs for achievement and affiliation and Herzberg's intrinsic motivators—responsibility, per sonal growth, and the work itself—are consistent with quality expert W. Edwards Deming's

belief that motivation and worker commitment come from pride of workmanship and the joy of work. But managers often underestimate employees* need for achievement. A climate of achievement in the workplace can be cultivated in several ways. First, work that is challenging  and gives'the employee a sense of responsibility is motivational. Second, manager; can identify and recognize individual employees'contributions rather than simply attribut ing a firm's success to managers. Need theories also form the basis for the more comple> explanations of human behavior provided by process theories of motivation.

Process Theories of Motivation
Process theories describe cognitive processes and decisions that help predict subsequent behavior.These theories include equity and expectancy. Whereas need theories view motivation
as subconscious and instinctive, process theories view motivation in terms of workers" explicit thought processes (cognitions) and conscious decisions to select and pursue a specific
alternative (choice).Thus, according to process theory a worker is likely to consider a variety of methods, weighing each method in terms of how attractive its expected outcomes might be, before engaging in an activity.The two major process theories are expectancy theory
and equity theory
EXPECTANCY THEORY  - Victor H. Vroom developed an expectancy theory of moti​vation sometimes referred to as VIE theory. In a nutsholi, expectancy theory describes the process people use to evaluate (l) the-likelihood thai their effort or expenditure will yield
the desired outcome and (2) how much they want the outcome. In this theory, motivation is based on three factors that, determine the degree of effort to put forth.111
The first factor in VIE theory is the expectancy that effort will lead to desired results or a first-order outcome. In most work situations a first-order outcome would be a personal belief that you can complete the job within some range of success. Expectancy is the indi​vidual's subjective assessment that effort will produce the desired results or a first-order outcome. This is the "can do"(perceived capability) component of an employee's approach to work. Expectancy is a probability assessment rated between 0 (certain to not produce results) and 1.0 (certain to "produce results).
The second factor in VIE theory, js the valence or value of the outcome to the individual
(i.e., the rewards).Valence represents the outcome's desirability to the individual. Desir​able rewards encourage effort; undesirable rewards discourage effort. A valence can range from negative to positive depending on whether the individual believes the outcome is per​sonally undesirable or desirable.
A third factor in the theory is the instrumentality of successful task performance in leading to a second-level outcome or a desired reward. If a first-level outcome is successful completion "of your job or working at an above-average level of performance, a second-level outcome might be a raise or a promotion. So the instrumentality of a task is the employee's
assessment of how instrumental or likely it is that successful task performance will be rewarded with a raise.Thus instrumentality is a measure of the correlation between per​formance and rewards, which is scored from -1.0 (performance of the behavior will defi​nitely prevent the worker from receiving the reward) to +1.0 (performance will definitely produce the reward for the worker). Figure 12-4 presents the expectancy theory
We can use a mathematical representation of the expectancy theory process. The valence of 
the potential reward, the instrumentality of the performance linked to the reward, and the expectancy of achieving the reward determine the level of effort. Then the values are multiplied to produce a force to perform for each effort. Presumably the actual level of effort will be determined bv the highest VIE score.
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The actual determination of the VIE score can be complicated. For example, the levels of possible effort, are often infinite rather than discrete (effort versus no effort). The em​ployee may not have an accurate idea of expectancy. (That is, she may not know if her ef​forts will produce the level of performance needed to earn a reward.) Also the employee may be uncertain about how performance will be rewarded. If so, the instrumentality for each level of effort cannot be determined.
For limited, discrete choices of effort (e.g., attend or not attend) and known instrumen​talities (e.g., a score of 95 on an exam will guarantee the student an A grade), the calcula​tions are simple and the research Is generally supportive of expectancy theory.11 Expectancy theory is, for the most part, of limited, practical daily value for managers. Never​theless, it does provide a general guide to the factors that determine the amount of effort a worker puts forth. Expectancy theory also helps explain how a worker's goals influence his efforts. The theory's utility for managers is that VIE theory suggests a complex thought : process that individuals use in the process of becoming motivated.
The following pointers can be inferred from the insights offered by expectancy theory:
1. Ask what outcomes workers desire. Workers often prefer rewards that differ from management's assumptions. For example, for some workers in dual-career families, health care benefits may be irrelevant if the spouses employer already provides them. Also, time off for child and elderly parent care may be preferred over bonuses, promotions, and job transfers to new locations.
2. Break down effort-performance barriers. Providing workers with tools, information, and        an effective production support system will help translate effort into performance.
3. Clarify and communicate instrumentalities. Workers who know that performance will lead to rewards are more likely to work hard. For those rewards that are controlled by management (e.g., bonuses and promotions), management must let workers know the performance level required to achieve these rewards.
4. Develop meaningful self-administered rewards. Intrinsic rewards have a perfect instru​mentality correlation (-1.0 or 1.0) and require no management action to award them. For example, developing pride of workmanship builds a self-motivated worker
EQUITY THEORY - j. Stacy Adams' equity theory concerns the worker's perception of how she is being treated. In particular equity theory is based on the assessment process workers use to evaluate the fairness or justice of organizational outcomes and the adjust​ment process used to maintain perceptions of fairness. The concepts of fairness and equi​librium (internal balance) are central to equity tffeory. The basic idea in equity theory Is that an employee first considers her input (effort) and then her outcomes (rewards). 
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Next the employee compares her personal ratio of effort to reward to the ratio of a referent. The referent is usually another employee doing basically the same work, some standard ratio based on a fair day's work, or another employee at approximately the same level in an organization.1"
This ratio of a comparison person's input to outcome is called a reference ratio (Table 12-1). If the employee believes that his input-to-outcome ratio is lower than the reference ratio, he can (1) reduce his effort or (2) seek higher rewards to bring his input-to-outcome ratio in line with the reference ratio. Conversely if the employees ratio is higher than the ref​erence ratio, she can increase her effort or reduce her rewards. If Georgia feels that she’s overrewarded for her work, she might feel guilty. To reduce this tension, she could work harder or find more work to do. Her actions would reflect the need to adjust her internal state of fairness. Likewise, John (an underrewarded worker) is off-balance in the opposite di​rection. He too would seek an equity adjustment. If no pay increase appeared to be forth​coming, theory suggests that he'd decrease his effort to again create an equitable outcome.
Note that a worker's inputs and outcomes need not be in exact balance to one another as long as the reference ratio imbalance matches the worker's ratio. That is, a worker may feel that she is working very hard, but may not feel unfairly treated as iong as her compari​son workers are also working very hard. Many workers are willing to work hard as long as the burden is shared. Equity theory helps to account for workers' feelings of mistreatment by highly paid managers.This issue is explored further in the Global Exchange on the following
page. 
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REINFORCEMENT THEORY

Reinforcement theories view motivation largely in terms of external factors and describe the conditions under which behavior is likely to be repeated. Reinforcement theory's view of motivation is different from content and process theories' views. Both process and con​tent theories consider motivation to be a function of either internal needs or internal cog​nition. On the other hand, operant conditioning (also called reinforcement theory) views motivation as largely determined by external factors. Our experience with past situations dictates or guides future behavior. Noted psychologist B.F.Skinner stated that behavior is a function of its consequences.13 Behaviors that have positive consequences are likely to be repeated and those that, have negative consequences are likely to be avoided in the future. According to reinforcement theory, workers are motivated by the consequences of their work behavior. 
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In the process of experiencing rewards at work, workers often see a link between their own actions (i.e., their behaviors) and the reward (i.e., the consequences of their behavior). For example, a manager rewards workers at a plant that has reduced the number of accidents in the plant by holding a company-paid picnic for the workers and their families. 
The basis or method used to distribute rewards or disincentives as well as the nature of:. the rewards and disincentives themselves profoundly influence behavior. Rewards may be made on a contingent or noncontingent basis. Contingent rewards are distributed based on a specific, preceding behavior For example, a sales clerk may receive a free weekend trip for having the highest sales in her department lor the preceding quarter. Noncontingent  rewards are not linked to any specific behavior. For example, a paid holiday may be available to all staff regardless of their level of performance. A newly hired worker and a worker with 20 years of experience with the company receive the same reward.
INCREASING THE BEHAVIOR - Reinforcement is the process of using contin​gent rewards to increase future occurrences of a specific behavior. Reinforcement occurs in one of two ways. Positive reinforcement occurs when a positive consequence (reward) is applied to a desired behavior. Positive reinforcement increases the frequency of the particu​lar behavior that it follows. Positive refers to the nature of the consequence: reinforcement refers to the strengthened likelihood of the subsequent behavior. For example, a fruit picker receives $2 for each bag of fruit she picks. Negative-reinforcement occurs when an un​pleasant consequence is withdrawn when the desired behavior occurs. For example, a man​ager stops criticizing an employee when he achieves the daily production quota.
DECREASING THE BEHAVIOR - Two approaches are suggested io decrease a cur​rent behavior: punishment and extinction. Punishment is the process of administering an
undesirable consequence for an undesirable behavior. Punishment holds many negative connotations for many people. But remember that punishment is a naturally occurring phe​nomenon in the learning process.14 For example, a child who falls off a bicycle learns quickly to maintain balance. The famous hot stove rule suggests that being burned by a hot stove provides an example of punishment at the most general level and in its most vivid form.10 The hot stove rule suggests that nature is a good teacher. Nature teaches us that punishment should be swift, intense, impersonal, and consistent, and should provide an alternative.15 Reduced to its basic components, punishment provides the recipient with useful information. As with all reinforcement, the objective is the association of the behav​ior with its consequence.
Although the term punishment is often objectionable, the concept is widely applicable to work settings. At work, punishment occurs continually. A worker drops a box on his big toe and breaks the toe. In the future hell exercise greater care or risk more physical injury. Although few people would disagree about the informational content in the preceding ex​ample, it still doesn't fit our concept of punishment.We think of punishment as being yelled at or being passed over for promotion due to poor performance. Regardless of the form punishment takes, it is still the same process of applying an unpleasant consequence con​tingent upon the occurrence of an undesired behavior.
A second way to decrease an undesired behavior is through, extinction (the process of nonreinforcement of a behavior). Or, more simply put, if the3 behavior is unrewarded, its oc​currence will diminish over time. For example, an employee who tolls off-color jokes at meetings could be rewarded for the behavior with laughter. But not laughing at the jokes (i.e.,removing the reward) could eliminate the joke telling in the future1.
Figure 12-5 shows how application and withdrawal of contingent consequences can be applied to desired and undesired behaviors to produce reinforcement.
To be effective, positive reinforcement, negative reinforcement,punishment,and extinc​tion must be applied on a contingent basis.That is, the consequence of the behavior must be known by the worker prior to the expression of the behavior. Without this contingency; the behaviors consequence may actually reinforce a variety of behaviors, not all of them desirable. Frequently, trial and error is necessary to determine if a consequence (i.e., possi​bly a reward) truly reinforces a target behavior.
The nature of the reward also helps to determine the reinforcement's efficacy. Not all rewards produce a reinforcing effect. Some workers prefer some rewards that other workers may want to avoid. For example, one worker may desire overtime hours because she wants the extra income, whereas another worker may not want the additional income, given the work required. Thus "rewarding" overtime hours only to productive workers may punish rather than reinforce productivity.17 For a reward to qualify as a reinforcer, the reward must increase the frequency of the workers behavior. Managers use rewards hoping to motivate employees, to influence them to perform better
MANAGERIAL APPLICATIONS OF REINFORCEMENT - Several factors can influence reinforcements effectiveness.These principles help to ensure conditions of opti-mum reinforcement.
 Immediate reinforcement: Reinforcement should coincide as closely as is practical with  the completion of the target behavior.
 Reinforcement size: The larger the amount of reinforcer that is delivered after  occurrence of a target behavior, the more effect the reinforcer will have on that behav​ior's future frequency
 Relative reinforcement deprivation: The more deprived a person is of the reinforcer, the  more effect it will have on future occurrence of the target behavior.18
