Week Eleven Lecture Notes

THEORIES OF MOTIVATION
There are two types of motivational theories i.e. Content Theories and Process Theories (Cognitive Theories). 

1.     Content Theory

These theories study needs, their effect on the employee and suggest ways to motivate the employee by satisfying those needs. But as each individual has different value system, beliefs and character, it becomes a very complex process. Content theories focus on the question for what arouses, sustains and regulate goal directed behavior i.e. the particular things that motivate people. Hey offer ways to profile and analyse individuals to identify their needs.
Maslow’s Need Hierarchy Theory
Abraham Maslow has propounded this need hierarchy theory as early as in 1943. Maslow points out that human beings have divergent needs and they strive to fulfill those needs. The behaviour of an individual is determined by such needs. These needs range from biological needs at lower level to psychological needs at the highest level.  Further, these needs arise in an order of hierarchy or priority such that lower level needs must be satisfied before higher level needs become important for motivation. Maslow postulates five basic needs arranged in an hierarchical fashion as follows:
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The first three levels of needs at the bottom are known as lower order needs as they are related to one’s existence and security.  The top two levels of needs are called higher order needs as they are concerned with personal development and realization of one’s potential.  The needs are explained below.

Physiological Needs
The physiological needs are the basic needs having the highest strength in terms of motivation. These are the needs arising out of biological tensions created as a result of deprivation of food, water, shelter, rest, sex, air, etc. In organizational settings, most physiological needs are satisfied by adequate wages and by the work environment itself, which provides employees with rest rooms, adequate lighting, comfortable temperatures and ventilation. If these basic needs are gratified, then the next level needs become important and act as motivators.

Safety and Security Needs
Once the physiological needs are fulfilled, safety and security needs become predominant. These are the needs for self-preservation while physiological needs are for survival. These needs include security, stability, freedom from anxiety and a structured and ordered environment. Safety and security needs arise out of the concern for the fulfillment of physiological needs in the future.  Examples include the desire for adequate housing and clothing, the need to be free from worry about money and job security and the desire for safe working conditions like having job continuity, a grievance resolving system and an adequate insurance and retirement benefit package in the organisation. If once these needs are gratified, they fail to serve as motivators any more. The individual, then, moves on to the next level needs and strives for their fulfillment.
Social Needs
At the third level, social needs or love needs become important.  An individual cannot live an isolated life. A sense of affiliation becomes important for a meaningful life. These needs include the need for love, affection, companionship and social interaction. We know very well that at home the child needs the love of parents and at school he needs the friendship of his classmates. 
Esteem Needs

At the fourth level is Esteem need. Satisfaction of the self-esteem need leads to feelings of self-confidence, worth, capability, and adequacy, of being useful and necessary in the world. It is an urge for power, prestige, status, achievement, and recognition from others. Self-respect is the internal recognition while respect from others is the external recognition. People who are able to fulfill this need feel that they are useful and have some positive influence on their surrounding environment.
Self-Actualization Needs
At the highest level is the need to develop and realize one’s capacities and potentialities to the fullest extent possible. This need gets activated as motivator when all other needs have been reasonably fulfilled. At this level, the person wants to excel in the skills and abilities that he is endowed with. Self-Actualization Needs is the concept of fulfilling one's potential and becoming everything one is capable of becoming. This need is inner-oriented and the motivation is intrinsic in nature. A self-actualizing person is creative, independent, content, and spontaneous and has a good perception of reality. He constantly endeavors to realize his full potential.
In conclusion, it may be said that Maslow’s model explains human behaviour in general. It has nothing to do with the employee motivation at the work place.  Further, human needs may not necessarily have the hierarchy as shown by him. The relative dominance of not able to satisfy the social needs may  prompt a person to set the physiological needs and safety needs aside and motivate him  for earning the love and affection of the family members and the friendship of his colleagues.  Maslow felt that the human needs have a definite sequence of domination. Second need does not dominate until first need is reasonably satisfied and third does not dominate until first two needs have been reasonably satisfied and so on. The other side of the need hierarchy is that man is a wanting animal, he continues to want something or the other. He is never fully satisfied, the other need arises. Thus, if one’s lower level needs (physiological and security needs) are unsatisfied, he can be motivated only by satisfying his lower level needs and not satisfying his higher level needs. Another point to note is that once a need or a certain order of needs is satisfied, it ceases to be a motivating factor.  
Note: A study by Boris Blai supported this by showing that managers and professionals in U.S.A. highly value self-realisation, while service and manual workers in India reported that they give to priority to job security, earnings and personal benefits all lower order needs.
Implication of the Theory
· A manager needs to carefully observe his/ her subordinates’ behavior to determine what their active needs are. Because these needs change over time, one cannot assume that a technique that once worked will continue to work for ever.

· The manager must be aware of individual difference in reward preference.

· The manager believed that if a member of the orgainsation had problems on or outside the work place, s/he would bring these problems to work, which would have adverse effect on his performance at work. Hence, the best way to motivate the staff is to identify their problems and to help them handle their problems.
Advantages of the Theory
· Maslow educated managers to identify employee needs and answer the question as to why different people are motivated differently.
· The theory is able to suggest how managers can lead their employees or subordinates to become self-actualized.

Disadvantages of the Theory
· Maslow’s theory is over simplified and is based on human needs only. There is lack of direct cause and effect relationship between need and behavior.
· Needs of all employees are not uniform. Many are satisfied with only physiological needs, security of employment.

· The pattern of hierarchy of needs as suggested by Maslow may not be applicable uniformly to all categories of employees.
· Maslows’ assumption of ‘need hierarchy’ does not hold good in the present age as each person has plenty of needs to be satisfied, which may not necessarily follow  Maslow need hierarchy. 
· People from different cultures and countries have different priorities of needs and so it cannot be applied everywhere as it is e.g. For example, workers in Spain and Belgium felt that their esteem needs are better satisfied than their security and social needs while a person who has experienced chronic unemployment may continue to be satisfied for the rest of his life if only he can get enough food. 
Herzberg’s Two-Factor Theory of Motivation  
This theory is also called as Motivation Hygiene Theory or Bi-Model Theory of Motivators and Hygiene. The theory emerged from a collection of data gathered by the interview of 200 engineers and accountants who worked for eleven different firms in Pittsburgh area. These men were asked to recall specific incidents in their experience which made them feel particularly very happy as well as very unhappy/bad about jobs. He found that entirely different sets of factors were associated with satisfaction and dissatisfaction. For instance, an individual who identified 'low pay' as causing dissatisfaction did not necessarily mention 'high pay' as a cause of satisfaction. Instead, several other factors, such as recognition or accomplishment, were cited as causing satisfaction.
This finding suggests that satisfaction and dissatisfaction are at opposite ends of a single scale.

Employees would, therefore, be satisfied, dissatisfied or somewhere in between. Herzberg argued that attitudes and motivation consists of a dual structure. One structure involves a set of factors that result in feelings ranging from satisfaction to no satisfaction. The other structure involves a set of factors that result in feelings ranging from dissatisfaction to no satisfaction. Herzberg identified two sets of factors responsible for causing either satisfaction or dissatisfaction. The factors influencing satisfaction are called motivation factors or motivators, which are related specifically to the job itself and the factors causing dissatisfaction, are called hygiene factors, which are related to the work environment in which the job is performed.

Examples of Two-Factor Theory

	Motivators/ Satisfiers/ Job Content Factors
	Hygiene/ Maintenance Factors/ Job Context Factors

	Achievement i.e. reaching or exceeding objectives
	Salary and benefits i.e. basic income, holiday and leave entitlement, housing allowance etc

	Job interest i.e. a task that provides positive and satisfying pleasure
	Company policy i.e. Rules and regulations, formal and informal

	Recognition i.e. acknowledgement of achievement by others enhances self esteem
	Working conditions i.e. working hours, place, layout, facilities and equipment

	Advancement i.e. Promotion, progress and raising rewards for achievement and the feeling that advancement is possible
	Interpersonal relations i.e. include both job related interactions and social interactions within the work environment

	Possibilities of growth i.e. actual learning of new skills, with greater possibility of advancement within the current occupational
	Supervision and autonomy i.e. extent of control individual has over content and execution of job

	
	Personal life

	
	Job  security


Based on these findings, Herzberg recommended that managers seeking to motivate employees should first make sure that hygiene factors are taken care of and that employees are not dissatisfied with pay, security and working conditions. Once a manager has eliminated employee dissatisfaction, Hertzberg recommends focusing on a different set of factors to increase motivation, by improving opportunities for advancement, recognition, advancement and growth. Specifically, he recommends job enrichment as a means of enhancing the availability of motivation factors. Hertzberg also recommends the need tom increase worker accountability for their work; introduce new and more difficult task; assign specialized task to workers so that they can become exert; and to make periodic report directly to workers. 
Advantages of the Two-Factor Theory

· It stipulated thought, research and experimentation on the topic of motivation.

· Hertzberg cleared many misconceptions concerning motivation in particular money which was viewed as the most potent force on job.

· Recognized the fact that motivation comes from within the person as opposed to any other external factors.

· The Two-Factor theory provides practical solutions for organizations.

· The job design technique of job enrichment is the contribution of Hertzberg

· The theory is supported with considerable empirical data and is included in other research that is supportive of the original answer.

Although widely accepted by managers, Hertzberg’s dual structure approach however suffers from certain drawbacks. 
· Other researchers who measured satisfaction and dissatisfaction based on different aspects reached very different conclusions. 
· They have also criticized Herzberg's theory for its inability to define the relationship between satisfaction and motivation and to pay enough attention to differences between individuals.

Hence, at present Herzberg's theory is not held in high esteem by researchers in the field of motivation. The theory, however, had a major impact on managers and has played a key role in increasing their awareness of motivation and its importance in type work place.
McClelland’s Need Theory Of Motivation

David C. McClelland and his associate Atkinson have contributed to an understanding of motivation by identifying three types of basic motivating needs. These needs have been classified as:
a. Need for Power

b. Need for Affiliation

c. Need for Achievement
Need for Power (nPow)
According to this theory the need for power, which might be defined as the desire to be influential in a group and to control one's environment is an important motivation factor. Research suggests that people with a strong need for power, are likely to be superior performers and occupy supervisory positions. Such types of individuals generally look for positions of leadership, they act effectively, are outspoken, have a stubborn character, demanding, often argumentative, forceful and exert authority.
Need for Affiliation (nAff)
The need for affiliation means the desire for human companionship and acceptance. Those with a high need for affiliation often behave the way they think other people want them to, in an effort to maintain friendship. They prefer a job that entails a good deal of social interaction and offers opportunities to make friends. The principal characteristics of such peoples' traits are as follows:

· Desire to like and be liked
· Enjoy company and friendship
· Prefer cooperative situation
· Excel in group task
· Star attraction in gathering
· Leadership qualities
This need is closely associated with the "social-type” of personality, who are sociable, friendly, cooperative and understanding. Persons with high motivation for power and affiliation have better chances of becoming good managers.
Need for Achievement (nAch)
People with a high need for achievement, always feel ambitious to be successful; are ever prepared to face challenging situations and set arduous goals .for themselves. They are prone to take calculated risks; and possess a high sense of personal responsibility in getting jobs done. These people are concerned with their progress, and feel inclined to put in longer hours of work" Failures never dishearten them and they are always ready to put in their best efforts for excellent performance.

Note: The theory states that each person has a need of all three but the magnitude of intensity of a particular need varies from person to person. 
Implication of Need Theory of Motivation
By understanding and being able to effectively measure nPow, nAff, and nAch characteristics in employees, employers have the opportunity to make better decisions of which type of employees to put in various positions. The theory emphasizes that the intensity of the individuals’ need for achievement is the major factor for willingness to perform. Such individuals ask for a challenging job, requiring creativity and hard work. They look for situations of success and want credit for success. Illustration of David C. McClelland Motivation theory.
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A manager can raise achievement need level of his subordinates, provision of more responsibilities and by making tasks more interesting and challenging. Even reward for appreciation of high performance of subordinates is useful for raising their achievement need level.

Advantages of Need Theory
· It can be used as a motivating factor for economic progress of a nation and even for success of an enterprise or entrepreneur.
· The theory proved that people are motivated differently.

Disadvantages of Need Theory

· McClelland argued that the three needs are subconscious meaning that we may be high on these needs but may not know it thus measuring them is not easy.
· Achievement motivation training through promising is time consuming and expensive.

· The research evidence is support of the achievement motivation theory is fragmentary and doubtful. 

ERG Theory of Motivation

Clayton Alderfer has proposed an alternative hierarchy of needs - called the ERG Theory of Motivation. The letters E, R and G stand for Existence, Relatedness and Growth. Illustration of ERG theory:
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ERG Theory re-organized Maslows’ hierarchy of needs into there and broader classes that is:

· Existence Needs: This theory refers to the physiological and security needs of Maslow. It include basic material necessities 
· Relatedness Needs: This need is concerned with the individuals need to maintain good interpersonal relationship with other members in his work group, getting public recognition. Maslow’s social needs and external component of esteem needs fall under this of need. 
· Growth Needs: This include need for self-development and personal growth and advancement. Maslows’ self-actualisation needs and intrinsic component of esteem needs fall under this category of need.  
Implications of ERG Theory

Although ERG Theory assumes that motivated behavior follows a hierarchy in somewhat the same fashion as suggested by Maslow, there are two important differences. Firstly, ERG theory suggests that more than one kind of need might motivate a person at the same time. For example, it allows for the possibility that people can be motivated by a desire for money (existence); friendship (relatedness), and an opportunity to learn new skills (growth) all at the same time.
Secondly, ERG theory has an element of frustrations-regression that is missing from Maslow's need hierarchy. Maslow maintained that one need must be satisfied before an individual can progress to needs at a higher level, for example, from security needs to belongingness. This is termed as satisfaction progression process. 
Although the ERG theory includes this process, it also suggests that if needs remain unsatisfied at some higher level, the individual will become frustrated, regress to a lower level and will begin to pursue low level needs again. For example, a worker previously motivated by money (existence needs) is awarded a pay rise to satisfy this needs. Then he attempts to establish more friendship to satisfy relatedness needs. If for some reason an employee finds that it is impossible to become better friends with others in the work place, he may eventually become frustrated and regress to being motivated to earn even more money. This is termed as ‘frustration-regression' process. The ERG theory emphasis on the following key points regarding needs:

· Some needs may be more important than others.
· People may change their behavior after any particular set of needs has been satisfied.
Advantages of ERG theory

· The ERG theory is more consistent with our knowledge of individual differences among people.

Disadvantages of ERG theory

· The theory does not offer clear cut guidelines

· The empirical nature of this theory is still not proved
2.    Process-Based Theories to Motivation
The field of organizational behavior has generally moved away from the needs theories of motivation. Needs theories are content-oriented that is, they explain what are the causes are leading to motivated behaviors. They do not explain why or how motivated behavior occurs. These questions relate to behaviors or actions, goals and feelings of satisfaction. These concepts are addressed by various process-based theories to motivation. Process-based theories to motivation are concerned with how motivation occurs. They focus on why people choose to enact certain behavioral options to fulfill their needs and how they evaluate their satisfaction after they have attained these goals. The useful process-based approaches to motivation are: 
Expectancy Theory (Victor Vroom 1964)
The Expectancy Theory was proposed by Victor Vroom of Yale School of Management in 1964. Vroom stresses and focuses on outcomes, and not on needs unlike Maslow and Herzberg. The theory states that the intensity of a tendency to perform in a particular manner is dependent on the intensity of an expectation that the performance will be followed by a definite outcome and on the appeal of the outcome to the individual. The Expectancy theory states that employee’s motivation is an outcome of how much an individual wants a reward (Valence), the assessment that the likelihood that the effort will lead to expected performance (Expectancy) and the belief that the performance will lead to reward (Instrumentality).

Vroom's Expectancy Theory assumes that behavior results from conscious choices among alternatives whose purpose it is to maximize pleasure and to minimize pain. Vroom realized that an employee's performance is based on individual factors such as personality, skills, knowledge, experience and abilities. The expectancy theory of motivation provides an explanation as to why an individual chooses to act out a specific behavior as opposed to another. Thus, this cognitive process evaluates the Motivational Force (MF) of the different behavioral options based on the individual's own perception of the probability of attaining his desired outcome which can be summarized by the following equation:

MF = Expectancy X Instrumentality X ∑ (Valence(s))

Expectancy (E)

Expectancy refers to the "effort-performance" relation. Thus, the perception of the individual is that the effort that he or she will put forward will actually result in the attainment of the "performance". This cognitive evaluation is heavily weighted by an individual's past experiences, personality, self-confidence and emotional state.

The Instrumentality (I)

Instrumentality refers to the "performance-reward" relation. The individual evaluates the likelihood or probability that achieving the performance level will actually result in the attainment of the reward. For instance, if an employee sees that good performance rating will always result in a salary increase, the instrumentality has a value of 1 and if there is no perceived relationship between a good performance rating and salary increase, then the instrumentality is 0.
Valance (V)

Valance is the value that the individual associates with the outcome (reward). A positive valance indicates that the individual has a preference for getting the reward as opposed to, vice-versa, a negative valance that is indicative that the individual, based on his perception evaluated that the reward doesn't fill a need or personal goal, thus he or she doesn't place any value towards its attainment. This figure shows how Vroom’s Expectancy Theory might be applied.
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Reinforcement Theory (Burrhus Fredrick Skinner)
Reinforcement theory is based on the concepts of operant conditioning developed initially by the well-known psychologist B.F. Skinner. Reinforcement theory argues that the behavior of people is largely determined by its consequences. In other words, those actions that tend to have positive or pleasant consequences tend to be repeated more often in the future, while those actions that tend to have negative or unpleasant consequences are less likely to be repeated again. The reinforcement theory suggests that managers should try to structure the contingencies of rewards and punishments on the job in such a way that the consequences of effective job behaviour are positive while the consequences of ineffective work behaviour are negative or unpleasant. The focus of this approach is upon changing or modifying the behaviour of people on the job. That is why it is also labeled as organizational behaviour modification.

The basic nation underlying reinforcement theory is concept of reinforcement itself. An event is said to be reinforcing if the event following some behaviour makes the behaviour more likely to occur again in the future. It involves the use of four strategies to systematically reinforce and are discussed as under: Here is an example of how reinforcement theory can be applied in a production environment.
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Positive Reinforcement

It entails the use of rewards (or other positive consequences) that stimulates desired behaviour and strengthens the probability of repeating such behaviour in the future. Positive reinforcers can be money, praise, promotion, recognition, etc.

Negative Reinforcement

This strategy also called “avoidance learning”. It implies the use of unpleasant consequences to condition individuals to avoid behaving in undesirable ways. By making unpleasant consequences contingent on undesirable behaviour, individuals learn to systematically change patterns of behaviour. In work environments, training, safety warnings, orientation sessions and counseling help alert employees against negative consequences of undesirable behaviour.

Extinction

It implies absence of reinforcement. In other words, extinction implies withdrawal of all forms of reinforcement to remove undesirable behaviour. For instance, a disruptive employee who is punished by his supervisor for his undesirable behaviour may continue the disruptions because of the attention they bring. By ignoring or isolating the disruptive employee, attention is withheld and possibly also the motivation for fighting. Or if an employee no longer receives praise and admiration for his good work, he may feel that his behavior is generating no fruitful consequences.

In addition to the type of reinforcements, the timing and schedule on which reinforcement is delivered has a bearing on behavior. Reinforcement is presented on:

· A continuous schedule if giving an employee a sales commission every time he makes a sale.

· Fixed ratio schedule which involve providing rewards every nth time the right behavior is demonstrated, for instance giving the bonus for every 10th sale he makes.

· Fixed interval schedules which involve proving reward after a specified period of time, such as giving a sales bonus once a month regardless of how many sales have been made.

· Variable ratio involves a random pattern such as giving a sales bonus every time the manager is in a good-mood.

Punishment

This tool is used when an unpleasant or undesirable behaviour needs to be reduced or eliminated. It implies removing positive consequences so as to lower the probability of repeating undesirable behavior in future. For example, a worker’s wages may be deducted if the quality of goods produced is of substandard quality or suspending an employee for breaking the organizational rules. 

Implications of the Reinforcement Theory

Reinforcement theory explains in detail how an individual learns behavior. Managers who are making attempt to motivate the employees must ensure that they do not reward all employees simultaneously. They must tell the employees what they are not doing correct. They must tell the employees how they can achieve positive reinforcement. Therefore, Skinner pointed that the external environment of the organization must be designed effectively and positively so as to motivate employees. 

Advantages of Reinforcement Theory

· The theory s a strong tool for analyzing controlling mechanism for individuals’ behavior

Disadvantages of Reinforcement Theory

· It does not focuses on the causes of individual behavior

· Reinforcement theory of motivation overlooks the internal state of individual i.e. the inner feelings and drives of individual when he takes some action. 

Performance Satisfaction Theory of Motivation 

Lyman Porter and Edward Lawler (1968) used Victor Vroom's expectancy theory as a foundation to develop their expectancy model. Porter and Lawler’s model is a more complete model of motivation. This model has been practically applied also in their study of managers. This is a multi variate model (contains nine separate variables) which explains the relationship that exists between job attitudes and job performance. The model is based on four assumptions about human behavior:
· An individual behavior is determined by a combination of factors in the individual and in the environment

· Individuals are assumed to be rational human beings who make conscious decisions about their behaviour in the organizations.
· Individuals have different needs, desires and goals.
· On the basis of their expectations, individuals decide between alternative behaviours and such decided behaviour will read to a desired outcome.
The main point in Porter and Lawler's model is that effort or motivation does not lead directly to performance. It is, in fact, medicated by abilities and traits and by role perceptions. Ultimately, performance leads to satisfaction. The various elements of this model are explained in the figure below.
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The various elements of the models are:

a) Effort: Effort refers to the amount of energy which a person exerts on a job. 

b) Value of Reward: First of all people try to figure out whether the rewards that are likely to be received from doing a job will be attractive to them. This is referred to as valence in Vroom’s theory. A person who is looking for more money, for example, extra vacation time may not be an attractive reward. If the reward to be obtained is attractive or valent then the individual will put extra efforts to perform the job. otherwise he will lower his effort. 

c) Perceived Effort Reward Probability: In addition, before people put forth any effort, they will also try to assess the probability of a certain level of effort leading to a desired level of performance and the possibility of that performance leading to certain kinds of rewards. Based on the valence of the reward and the effort reward probability, people can decide to put in certain level of work effort. 

d) Performance: Effort leads to performance. The expected level of performance will depend upon the amount of effort, the abilities and traits of the individual and his role perceptions. Abilities include knowledge, skills and intellectual capacity to perform the job. Traits which are important for many jobs are endurance, pre-servance, and goal directedness. Thus, abilities and traits will moderate the effort- performance relationship. 
In addition, people performing the jobs should have accurate role perception which refers to the wav in which people define for the jobs. People may perceive their roles differently. Only those, who perceive their roles as is defined by the organization, will be able to perform well when they put forth the requisite effort. 

e) Rewards: Performance leads to certain outcomes in the shape of two types of rewards namely extrinsic rewards and intrinsic rewards. Extrinsic rewards are the external rewards given by others in the organization in the form of money, recognition or praise. Intrinsic rewards are internal feelings of job sell esteem and sense of competence that individuals feel when they do a good job. 

f) Satisfaction: Satisfaction will result from both extrinsic and intrinsic rewards. However, for being satisfied, an individual will compare his actual rewards with the perceived rewards if actual rewards meet or exceed perceived equitable rewards, the individual will feel satisfied and if these are less than the equitable rewards, the individual will feel dissatisfied. 

Significance of the Porter and Lawler Model 

Porter and Lawler model is a departure from the traditional analysis of satisfaction and performance relationship. The model revealed that motivation is not a simple cause and effect relationship rather it is a complex phenomenon. Hence, this model is of great significance to managers since it sensitises them to focus their attention on the following points to keep their employees motivated: 

· Match the abilities and traits of individuals to the requirements of the job by putting the right person on the right job. 

· He should carefully explain to the subordinates their roles or what they must do to be rewarded. Then he must make sure that they understand it. 

· Prescribe in concrete terms the actual performance levels expected of the individuals and these levels should be made attainable. 

· To achieve and maintain motivation, the appropriate reward must be associated with successful performance. 

· Make sure that the rewards dispensed are valued by the employees. Thus, he should find out what rewards are attractive to the employee and see if such rewards can be given to him. 

Porter and Lawler model has definitely made a significant contribution to the better understanding of work motivation and the relationship between performance and satisfaction. But even then, to date, it has not made much impact on the actual practice of human resource management. There is no denying of the fact that the motivation model proposed by Porter and Lawler is quite complex than other models of motivation. In fact, motivation itself is not a simple cause effect relationship rather it is a complex phenomenon. Porter and Lawler have attempted to measure variables such as the values of possible rewards, the perception of effort-rewards probabilities and role perceptions in deriving satisfaction. They recommended that the managers should:

· Carefully reassess their reward system and structure through linking rewards to performance and ensuring that the reward dispersed are valued by employees.

· The effort-performance-reward-satisfaction should be made integral to the entire system of managing men in organizations.
· Employee must know what is expected from him/ her with respect to the role assignment

· Place the right people the right job
Equity Theory of Motivation

In 1963, John Stacey Adams introduced the idea that fairness and equity are key components of a motivated individual. Equity theory is based in the idea that individuals are motivated by fairness, and if they identify inequities in the input or output ratios of themselves and their referent group, they will seek to adjust their input to reach their perceived equity. Adams suggested that the higher an individual's perception of equity, the more motivated they will be and vice versa; if someone perceives an unfair environment, they will be de-motivated. 

The easiest way to see the equity theory at work, and probably the most common way it does impact employees, is when colleagues compare the work they do to someone else that gets paid more than them. Equity theory is at play anytime employees say things like, 'A gets paid a lot more than B, but doesn't do nearly as much work as B,' or 'X get paid a lot less than Y, but this place couldn't operate without Y!' In each of those situations, someone is comparing their own effort-to-compensation ratio to someone else's and is losing motivation in the process.

In an organizational context, outcomes may refer to salary, career opportunities, extra-legal benefits, and even to psychological rewards such as feedback and support from colleagues or a supervisor. Inputs, in turn refer to work effort and commitment but also to factors such as age and educational level. When the ratio differ, inequality is expressed which in turn causes a conflict situation that elicits stress. Adams argue that the larger the inequity, the larger the stress is and that with higher stress, the individual experiences a stronger need to reduce this stress by eliminating the experienced inequity. 
Equity theory contains three (3) main premises (hypothesis)

a) The theory demonstrates that the individuals are concerned both with their own rewards and also with what others get I their comparison.

b) Employees should sense that their contributions are returned in a fair and equitable manner
c) The concept of social comparison. Social comparison is how employees believe their outcomes should be returned based on their inputs. Inputs consist of skills, education, and effort while outcomes consist of compensation, fringe benefits, promotion and job status. 

d) If an employee senses themselves in an inequitable situation, they will seek to reduce the inequity. The individual may attempt to resolve the inequity by cognitive dissonance (conflict) or alteration of inputs and outcomes or by leaving the organization.
However, if people perceive that they are well rewarded they may be motivated to work harder. Evidence suggests that the referent with which an individual compares himself or herself is an important variable in equity theory. The four basic referent groups that people use include:

a) Self-inside: An employees’ experiences in a different compaisions an employee can use. ('When I worked for XY, things were better… .') 

b) Self-outside: An employees’ experience in a situation or position outside his or her current organization. ('When I did this same job for ABC, I was paid a lot less….') 

c) Other-inside: Another individual or group of individuals inside the employees’ organization. ('The management team just sits around a conference table all day and gets paid way too much..') 

d) Other-outside: Another individual or group of individuals outside the employees’ organization. ('Our competitor has some pretty weak benefits….') 

Advantages of Equity Theory
· Commonly accepted theory fr explaining an individuals’ decision-making process

· Current research generally supports the decision making concepts proposed by the Expectancy theory of motivation.

Disadvantages of Equity Theory

· One of the major criticisms of the expectancy theory of motivation decision model was its simplicity. In the sense that it does not explain the different level of efforts acted out by an individual.

· Does not take the emotional state of the individual into consideration
· The individual personality, abilities, skills, knowledge as well as past experience are factors affecting the outcomes of the model

· The expectancy theory of motivation is a perception based model

· The manager needs to guess the motivational forces (value) o reward for an employee

· Can be difficult to implement in the group environment

Goal Setting Theory of Motivation

In 1960’s, Edwin Locke put forward the Goal-setting theory of motivation. This theory states that goal setting is essentially linked to task performance. It states that specific and challenging goals along with appropriate feedback contribute to higher and better task performance. In simple words, goals indicate and give direction to an employee about what needs to be done and how much efforts are required to be put in. The important features of goal-setting theory are as follows:
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a) The willingness to work towards attainment of goal is main source of job motivation. Clear, particular and difficult goals are greater motivating factors than easy, general and vague goals. Specific and clear goals lead to greater output and better performance. Unambiguous, measurable and clear goals accompanied by a deadline for completion avoids misunderstanding. 

b) Goals should be realistic and challenging. This gives an individual a feeling of pride and triumph when he attains them, and sets him up for attainment of next goal. The more challenging the goal, the greater is the reward generally and the more is the passion for achieving it.
c) Better and appropriate feedback of results directs the employee behaviour and contributes to higher performance than absence of feedback. Feedback is a means of gaining reputation, making clarifications and regulating goal difficulties. It helps employees to work with more involvement and leads to greater job satisfaction.
Goal setting theory has two eventualities such as:
a. Self-efficiency: Self-efficiency is the individual’s self-confidence and faith that he has potential of performing the task. The higher the level of self-efficiency, the greater will be the efforts put in by the individual when they face challenging tasks. While, lower the level of self-efficiency, less will be the efforts put in by the individual or he might even quit while meeting challenges. 

b. Goal commitment: Goal setting theory assumes that the individual is committed to the goal and will not leave the goal. The goal commitment is dependent on the following factors: 

· Goals are made open, known and broadcasted. 

· Goals should be set-self by individual rather than designated. 

· Individual’s set goals should be consistent with the organizational goals and vision. 

Advantages of Goal Setting Theory

· Goal setting theory is a technique used to raise incentives for employees to complete work quickly and effectively. 

· Goal setting leads to better performance by increasing motivation and efforts, but also through increasing and improving the feedback quality. 

Limitations of Goal Setting Theory

· At times, the organizational goals are in conflict with the managerial goals. Goal conflict has a detrimental effect on the performance if it motivates incompatible action drift. 

· Very difficult and complex goals stimulate riskier behaviour. 

· If the employee lacks skills and competencies to perform actions essential for goal, then the goal-setting can fail and lead to undermining of performance. 

· There is no evidence to prove that goal-setting improves job satisfaction. 

Conclusion

Motivation is a complex concept and can help or harm an organization depending on how it is used within an organization. If a manager takes the time to understand the needs of his or her employees, then the recognition can be extremely useful. Managers are not the only ones who can recognize others in the work place. Employees can recognize each other as well. It has been proven to that one cannot directly motivate someone else, but they can give them the tools they need to motivate themselves. Managers are resources for employees and they should make sure that their work environment is pleasant and desirable. This will help the productivity and improvement of their employees. If the above motivation theories are implemented properly, managers will have a fully motivated team.
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