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11.0 Objective

This lesson is about motivation. Students will learn theories of motivation propounded

by Maslow and Herzberg.

This lesson also explains Lawler's Expectancy Theory and Equity Theory of Work

Motivation. Motivation induces the employess to discharge their duties with devotion and the

end result goes in favour of the organisation. The objectives of this lesson include explanation

of various elements of job satisfaction which is crucial for the success of any organisation.

Without job satisfaction of employess an organisation is bound to be a lame duck. Therefore

every organisation is deeply concerned with job satisfaction of its employees and takes all

necessary steps to ensure it.
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11.1 Introduction

After the payment of salary and other benefits to an employee, management has to

motivate the employee to contribute the human resources to the company.

Motivation is derived from the work 'Motive'. "A motive is an inner state that energizes,

activates or moves and directs or channels behaviour towards goals."

"Motivation represents an unsatisfied need which creates a state of tension or

disequilibrium, causing the individual to move in a goal directed pattern towards restoring a

state of equilibrium by satisfying the need." "Motivation refers to the degree of readiness of

an organisation to pursue designated goal and implies the determination of the nature and

locus of the forces, including the degree of readines."

Motivation is a process that starts with a physiological or psychological deficiency or

need that activates behaviour or a drive that is aimed at a goal or 'incentive'. Thus, the process

of motivation lies in the relationship among needs, drives and incentives.

Objective of Motivation : It is a bare fact that most of us use only a small portion of

our mental and physical abilities. To exploit the unused potential in people, they are to be

motivated. Needless to say that such exploitation results in greater efficiency, higher production

and better standard of living of the people.

Types of Motivation: There are two ways by which people can be motivated. One is

positive approach or pull-mechanism and another is a negative approach or push mechanism.

Positive Motivation: People are said to be motivated positively when they are shown

a reward and the way to achieve it. Such a reward may be financial or non-financial. Monetary

motivation may include different incentives, wage plans, productive bonus schemes etc.

Monetary incentives provide the worker a better standards of life while non-monetary incentives

satisfy the ego of a man. Positive motivation seeks to create an optimistic atmosphere in the

enterprise.

Negative Motivation: By installing fear in the minds of people, one can get the desired

work done. In this method of motivation, fear of consequences of doing something or not

doing something keeps the worker in the desired direction. This method has got several

limitations. Fear creates frustration, a hostile state of mind and an unfavourable attitude

towards the job which hinders efficiency and productivity. So, the use of it should be kept to its

minimum.

How to Motivate Subordinate?

— Respect your subordinate as a human being and individual

— Don't compare others with your subordinate. But compare the Role Models

— To err is human

— Be flexible
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— Appreciate work

— Balance of work

— Give feedback

— Maintain, trustworthiness

— Be fair, equitable, unprejudice, impartial and objective

— Be open- minded

— Make judgement, don't be judgemental

— Posses ability to motivate

— Fulfil individual aspirations

11.2 Theories of Motivation

There are several theories on motivation. The significant among them are: Maslow's

Hierarchy of Needs. Herzberg's Two-factor Theory, Vroom's Expectancy Theory, Alderfer's

ERG Theory and the Porter and Lawler's Expectancy Theory and Equity Theory of Work

Motivation.

11.2.1 Maslow's Theory of Hierarchy of Needs

According to Maslow, human needs form a hierarchy, starting at the bottom with the

physiological needs and ascending to the highest need to self-actualisation as shown below.

He says when one set of needs are satisfied, they no longer work as motivators as a man

seeks to satisfy the next higher level needs.

The need Hierarchy :

Need for 
Self-

Actualization

Esteem Needs

Affiliation or Acceptance Need

Security or Safety Needs

Physiological Needs

MASLOW’S HIERARCHY OF NEEDS
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(i) Physiological Needs: These are the necessities of human life — food, water,

warmth, shelter, sleep and sexual satisfaction. Maslow says that until these needs

are satisfied to the required level, man does not aim for the satisfaction of the

next higher level needs. As far as work organisation is concerned, these needs

include basic needs like pay, allowance, incentives and benefits.

Box. 9.2: Monetary and Non-Monetary Motivators

Monetary Motivators

— Pay in conformity with market trend

— Skill-based reward system

— Merit pay

— Employee stock option

— Performance bonus

Non-Monetary Motivators

— Awards: trophies, plaques, citations

— Tokens: vacation trips, watches, tie-pins

— Club memberships

— Cafeteria or menu for salary — salary break-up according to employees'

choice

— Medical benefits

— Group Life Insurance

— Retirement Benefits.

(ii) Security/Safety Needs: These refer to the need to be free of physical danger

of the feeling of loss of food, job or shelter. When the physiological needs are

satisfied, man starts thinking of the way by which he can continue to satisfy these

physiological needs. Security needs spring up the moment he makes an effort in

the diection of providing himself the source of continuity of physiological needs.

This is exactly the reason why attitude towards security is an important

consideration in choosing job. These needs as far as work organisation is

concerned, include conformity, security plans, membership in unions, severance

pay etc.

(iii) Social Needs: (Affiliation or Acceptance Needs): When the physiological and

security needs are satisfied, these social needs begin occupying the mind of a

man. This is exactly why he looks for the association of other human beings and

strives hard to be accepted by its group. Social needs at the work place include

human relations, formal and informal groups.
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(iv) Esteem  Needs: These needs are power, prestige, status and self-confidence.

Every man has a feeling of importance and he wants others to regard him highly.

These needs make people aim high and make them achieve something great.

These needs for employees include status symbols, awards, promotions, titles

etc.

(v) Self-actualization Needs: This is the highest need in the hierarchy. This refers

to the desire to become wthat one is capable of becoming. Man tries to maximise

his potential and accomplish something, when this need is activated in him.

Critical Analysis of Maslow's Theory: The first question that arises is "do needs

follow hierarchy?" Studies and surveys conducted by experts reveal that needs do follow

hierarchy to some extent. But it should be remembered that it cannot be generalised in the

sense that needs do not necessarily follow the same hierarchy among all people at all times.

It also depends on the cultural values and personality of the individual and their environment.

But it is true that psychological needs would emerge only after the physiological needs are

satisfied.

11.2.2 Herzberg's Two-Factor Theory

Maslow's theory has been modified by Herzberg and he called it two-factor theory of

motivation. According to him, the first group of  needs is such things as company policy and

administration, supervision, working conditions, interpersonnel relations, salary, status, job

security and personal life. Herzberg called these factors as 'dissatisfiers' and not motivators.

By this, he means that their presence or existence does not motivate in the sense of yielding

satisfaction, but thier absence would result in dissatisfaction. These are also referred to as

'hygiene' factors.

Maintenance Factors or Dissatisfiers Motivational Factors or Satisfiers

or Hygiene Factors

Job Context Job Content

Extrinsic Factor Intrinsic Factors

Company Policy and Administration Achievement

Quality of Supervisors Recognition

Relations with Supervisors Advancement

Peer Relations Work itself

Relations with Subordinates Possibility of Growth

Pay Responsibility

Job Security

Work Conditions

Status
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In the second group are the 'satisfiers', in the sense that they are motivators, which are

related to 'job content'. He included the factors of achievement, recognition, challenging work,

advancement and growth in the job. He says that their presence will yield feelings of satisfaction
or no satisfaction, but not dissatisfaction.

Comparison of Maslow's and Herzberg's Models: If we compare Herzberg and

Maslow's models, we can see that Herzberg's theory is not much different from that of Maslow.

Most of the maintenance factors of Herzberg come under low needs of Maslow. Maslow says

when the lower level needs are satisfied, they stop being motivators and what Herzberg says
is the same in the sense that they are maintenance factors (not motivators). But one particular

difference that can be talked off here is that Maslow emphasises that any unsatisfied need,

whether of lower or higher level, will motivate people and Herzberg clearly identifies certain

needs and calls them as maintenance factors which can never be motivators.

11.2.3 Porter and Lawler's Expectancy Theory

All the content theories assume that satisfaction leads to improved performance.

However, it was later found that there is a very low positive relationship between satisfaction

and performance. Lyman W. Porter and Edward E. Lawler exploded the complex relationship

between motivation, satisfaction and performance. According to them, performance is a
function of three important factors, viz:

(i) If an employee wants to perform, he must be motivated.

(ii) Motivation alone does not ensure performance and hence a person must have

the necessary abilities and skills as well.

(iii) An employee must have an accurate knowledge of the requirements of the job.

The following are the key-variables in this model:

Motivation : Satisfaction and Performance.

Effort: Effort does not directly lead to specific levels of performance. Effort is only the

amount of energy exerted by an individual to achieve a specific task. It is only the result of the

attractiveness of the reward and how he perceives a relation between effort and pay off. The
individual will exert greater effort if he perceives that there is greater probability than his effort

will lead to the reward. So, motivation is seen as a force on the employee to expect effort.

Performance: Effort alone is not enough, as performance results only when the effort

is continued with the ability. Effort and performance can not be taken as the same.

Reward: A person gets intrinsic rewards himself by performing a task well. Intrinsic

reward will be a feeling of accomplishment. Extrinsic rewards like pay, promotion and status

are offered by the organisation.

Satisfaction: The satisfaction depends on the perceived rewards and the actual

rewards. If an individual feels that he should have received more of what he had done, it

results in dissatisfaction and vice versa.

Thus, motivation and achievement result in satisfaction or dissatisfaction of an

employee about the job, organisation and the like.
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11.2.4 Equity Theory of Work Motivation

Credit of developing this theory goes to J. Stacy Adams. This theory argues that a
major input into job performance and satisfaction is the degree of equity (or inequity) that
people perceive in thier work  situation. Inequity occurs when a person perceives that the
ratio of his or her outcomes to inputs and the ratio of relevant other's outcome to inputs are
unequal. Schematically, this is represented as follows:

Person's outcomes Other's outcomes

   <

Person's inputs Other's inputs

Person's outcomes Other's outcomes

  >

Person's inputs Other's inputs

Equity occurs when :

Person's outcomes   = Other's outcomes

Person's inputs Other's inputs

Both the inputs and outputs of a person and others are based upon the person's
perceptions. Age, sex, education, economic and social status, position in the organisation
etc., are examples of perceived input variables. Outcomes consist of rewards like pay,
promotion and intrinsic interest in the job.

If the person's perceived ratio is not equal to the other's, he or she will strive to restore
the ratio  to equity. Thus, the work motivation of oneself depends upon other's inputs, output

and one's perceived output.

11.3 Job Satisfaction

Meaning of Job Satisfaction :

Job satisfaction refers to a person's feeling of satisfaction on the job, which acts as a

motivation to work. It is not self-satisfaction, happiness or self-contentment but satisfaction

on the job.

The term relates to the total relationship between an individual and the employer for

which he is paid. Satisfaction does mean the simple feeling-state accompanying the attainment

of any goal; the end-state is feeling accompanying the attainment by an impulse of its objective.

Job dissatisfaction does mean absence of motivation at work. Research workers differently

described the factors contributing to job satisfaction and job dissatisfaction. Hoppock

describes job satisfaction as "any combination of psychological, physiological and

environmental circumstances that cause any person truthfully to say that I am satisfied with my

job."
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Job satisfaction is defined as the "pleasurable emotional state resulting from the

appraisal of one's job as achieving or facilitating the achievement of one's job values." In

contrast, job dissatisfaction is defined as "the unpleasurable emotional state resulting from

the appraisal of one's job as frustrating or blocking the attainment of one's job values or as

entailing disvalues."

Box. 11.3: A Satisfied Employee Says...

— I like the nature of work that I do

— My work gives me a sense of accomplishment

— I am proud to say that I work as Sears

— The amount of work I am expected to do influences my overall attitude about the

job most positively

— My physical working conditions influence my overall attitude about my job most

positively

— The way my boss treated me and supervised me influenced my overall attitude

about my job

— I feel this company has bright prospects

— Sears is making the changes necessary to compete effectively

— I understand our business strategy

— I see and understand the link between my job and company strategy.

11.4 Summary

Job satisfaction refers to a general attitude which an employee retains on account of

many specific attitudes in the following areas: (1) Job satisfaction, (2) Individual characteristics,

and (3) Relationships outside the job. There are different factors on which job satisfaction

depends. Important among them are discussed hereunder.

Personal factors : They include workers' sex, education, age, material status and

their personal characteristics, family background, socio-economic background and the like.

Factors inherent in the job: These factors have recently been studied and found to

be important in the selection of employees. Instead of being guided by their co-workers and

supervisors, the skilled workers would rather like to be guided by their own inclination to

choose jobs in consideration of 'what they have to do'. These factors include the work itself,

conditions, influence of internal and external environment on the job which are uncontrolled by

the management etc.

Factors controlled by the management: They include the nature of supervision,

job security, kind of work group, wage rate, promotional opportunities, transfer policy, duration

of work and sense of responsibilities. All these factors greatly influence the workers. Their

presence in the organisation motivates the workers and provides a sense of job satisfaction.
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Though performance and job satisfaction are influenced by different set of factors,

these two can be related if management links reward performance. It is viewed that job

satisfaction is a consequence of performance rather than a cause of it. Satisfaction strongly

influences the productive efficiency of an organisation whereas absenteeism, employee

turnover, alcoholism, irresponsibility and un-commitment are the result of dissatisfaction.

However, job satisfaction or dissatisfaction forms opinions about the job and organisation

which results in employee morale.

11.5 Questions for Exercise

1. "Money motivates men at all levels". Explain.

2. What do you mean by Motivation?

3. Explain  the significance of Motivation?

4. What are the various hygienic factors?

5. Explain role of rewards and punishments in Motivation.

6. Explain the various theories of motivation in brief.

7. What is the system approach of motivation? Explain it clearly in relation to

individual and group motivation.

8. What is job satisfaction? Explain the factors affecting job satisfaction.

11.6 Suggested Readings

1. Keith Davis: Human Behaviour at work, McGraw – Hill, NewYork 1981.

2. Saul W. Gellerman: Management by Motivation, American Management

Association, New York, 1968.




