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What's New

in the Fifth Edition

M: Organizational Behavior, Fifth Edition, has received more
updating and revision than any previous edition of this book. Most
chapters have new conceptual content and literature foundation; a
few chapters have completely new sections and reorganization. All
chapters have new examples and either new or revised factoids.
The most substantial changes have occurred in Chapter 1
(Introduction to the Field of Organizational Behavior), Chapter 2
(Individual Differences: Personality and Values), Chapter 5
(Employee Motivation), Chapter 7 (Team Dynamics), Chapter 8
(Communicating in Teams and Organizations), and Chapter 10
(Conflict and Negotiation in the Workplace). This edition also relates
the COVID-19 pandemic to several OB concepts and practices.

The authors personally researched, selected, and wrote all of this
content, thereby providing superior integration of knowledge
and ensuring that the examples are relevant and recent. Here
are the key changes we’ve made to this Fifth edition, broken

out by chapter.

Chapter 1: Introduction to the Field of
Organizational Behavior

Almost every section of this chapter has been revised, updated,
or replaced. This edition has a new section on the emerging
workplace landscape, which includes new content on work—life
integration, the inclusive workplace, and employment relationships.
It also significantly updates the topic of remote work (the narrower
topic of telecommuting was covered in previous editions). The
section on the importance of organizational behavior now more
fully explains why OB is important for students. It also succinctly
introduces key organizational effectiveness concepts to explain
why OB is vital for organizations. The section on OB anchors now
includes a fifth anchor on OB’s practical orientation. This chapter
also has a stronger micro-OB focus by including the MARS model
of individual behavior and the five types of individual behavior
(previously in Chapter 2).

Chapter 2: Individual Differences:
Personality, and Values

Along with its slightly revised title, this edition brings a number of
noticeable updates and changes to the chapter. It now has a full
discussion about the dark triad (Machiavellianism, narcissism, and

Xii

psychopathy) and its relevance to organizational behavior. This
edition also has a new separate discussion regarding four caveats
when applying the five-factor model of personality in organizations.
Also included in this edition is a fourth ethical principle: the ethic
of care. We have also moved the topics of the MARS model and
types of individual behavior from this chapter to Chapter 1.

Chapter 3: Perceiving Ourselves and Others
in Organizations

This book pioneered the full model of self-concept and its
relevance to organizational behavior. This edition further refines
that discussion, particularly in explaining how people develop
self-concept clarity and how self-concept characteristics affect
behavior and performance. This chapter also updates writing

on perceptual organization and interpretation, intentional
discrimination, and improving self-awareness of perceptual biases.

Chapter 4: Workplace Emotions, Attitudes,
and Stress

This was the first OB book to fully incorporate the concept of
emotions in organizational behavior across various topics
(perceptions, attitudes, motivation, decisions, etc.). This edition
further develops this topic by revising the section on managing
emotions and adding recent knowledge about the five strategies
that people use to regulate their emotions. This edition also
updates the topic of organizational commitment, incorporates
normative commitment, and has minor rewriting on managing
workplace stress.

Chapter 5: Employee Motivation

This edition significantly revises and updates the topics of
procedural and interactional justice, including a new exhibit listing
the specific rules of these two forms of organizational justice.

The characteristics of effective feedback are discussed more fully,
including the addition of an exhibit that defines and illustrates each
characteristic. The section on drive-based motivation theories has
been reorganized to give more emphasis on the recent four-drive
theory. This edition also revises the chapter’s opening topic on

the meaning of motivation and employee engagement.



Chapter 6: Decision Making and Creativity

This chapter further updates and refines the discussion of information
processing when choosing alternatives. Design thinking was fully
introduced in the previous edition. In this edition, we have added an
exhibit that outlines the four main rules or practices of design thinking.
This edition also has minor revisions on the topic of escalation of
commitment and ways to evaluate decisions more effectively.

Chapter 7: Team Dynamics

We have revised, clarified, updated, and generally improved several
sections of this chapter. Most of the team processes section has
been reorganized and rewritten. That section now has a more
complete and updated discussion of team mental models, team
development, team norms, and team roles. This edition also more
completely discusses psychological safety as a factor in effective
team decision making than previous editions. Other topics that
benefited from minor rewriting and updating include team process
losses and the prevalence of remote (virtual) teams.

Chapter 8: Communicating in Teams
and Organizations

The previous edition apparently pioneered writing on the four key
factors for choosing the best communication channel (synchronicity,
social presence, social acceptance, and media richness). This
edition further refines that content. We have also substantially
updated the topic of digital communication, including a new exhibit
on the rapidly changing popularity of various digital communication
channels, along with associated discussion about why these
changes are occurring. Social media communication is also more
fully defined and discussed.

Chapter 9: Power and Influence in
the Workplace

The topic of nonsubstitutability as a contingency of power has been
rewritten, and the associated topic of personal brand is discussed
more fully. We also discuss more fully the troubling issue of
deference to power in organizations. The definition of
organizational politics is explained in more detail, particularly

with reference to recent writing about “positive politics.”

Chapter 10: Conflict and Negotiation
in the Workplace

This chapter has received several changes and updates. The topic
of task and relationship conflict has been further refined for greater

clarity. That section also significantly updates strategies to minimize
relationship conflict during task conflict, including the role of
psychological safety. The topic of conflict handling contingencies
has been revised and updated. Along with other changes, it now
includes the contingency of maintaining harmony. You will also

find revision and updates on communication as a source of

conflict, structural ways to manage conflict (particularly on reducing
differentiation and on improving communication and mutual
understanding), preparing for negotiation, and gathering
information during negotiation.

Chapter 11: Leadership in Organizational
Settings

This chapter has a few minor updates and revisions. The
discussion about transformational leadership and charisma
has an updated conceptualization of charisma. The section
on strategic vision of transformational leadership has also
been revised.

Chapter 12: Designing Organizational
Structures

This edition revises the exhibit on mechanistic-organic structures
for better clarity and style. The exhibit depicting various types of
divisional structure has also been revised with new company
examples, and the discussion about divisional structures has
been updated. The section and exhibit on matrix organizational
structures has similarly been revised with new writing and
examples.

Chapter 13: Organizational Culture

Parts of the organizational socialization section have been revised,
including the inherent conflicts in pre-employment socialization
and the issue of whether socialization changes employee

values or mostly communicates values-consistent behavior.

This chapter has also revised and updated writing on the

meaning and strategies for creating a strong organizational
culture.

Chapter 14: Organizational Change

The discussion of appreciative inquiry principles has been
revised and slightly expanded and now includes a new exhibit to
summarize these principles. This edition has also minor rewriting
on the section on creating an urgency for change as well as on
the evaluation of appreciative inquiry.

xiii
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Easy Set-Up Within Connect

Proctorio is easy to turn on within McGraw-Hill Connect® through the policy settings when creating
an assessment. Instructors denote which level of proctoring and features to enable for students, and
students will receive instructions upon entering the assessment. After the student finishes the
proctored assessment, reporting will be available along with any settings the instructor enabled.

BROWSER LOCKING CAPABILITIES

Browser locking capabilities allow the instructor to control the assessment
environment to increase the security during the assessment.

f_ﬁ_l CONTROL ACCESS TO OTHER PREVENT THE USE OF

= APPS AND WEBSITES OTHER MONITORS
Controls whether students can access Prevents students from having multiple
other tabs or programs monitors

[i‘] DISABLE CLIPBOARD N DISABLE RIGHT-CLICK
Blocks students from using copy, cut, and O Prevents students from right-clicking
paste within the assessment window
DISABLE PRINTING BLOCK DOWNLOADS
Prevents students from printing Prevents students from downloading

the assessment via keyboard shortcut or
right-click and print

DISABLE EXTENSIONS
Prevents students from using other
browser extensions

REMOTE PROCTORING

Recording Options settings control the information that is recorded during the exam,
allowing the instructor to control the assessment environment.

anything during the assessment

@ RECORD VIDEO a RECORD AUDIO
Records video from the student's 4 Records audio from the student's
webcam microphone
[_JT;] RECORD SCREEN RECORD WEB TRAFFIC
Records the student's screen Records the web pages the student
visits

& ENVIRONMENT SCAN

Records the student's environment
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Remote Proctoring & Verification

VERIFICATION OPTIONS

Verification options include settings that help ensure students are who they
say they are, their hardware is working, and they are reminded of academic
integrity policies.

& VERIFY CAMERA ao VERIFY AUDIO
9

Ensures the webcam is properly Ensures the student's audio is working
working and the student's face is

visible
® VERIFY SCREEN [E ID VERIFICATION
@ Ensures the student's screen is being Aids the instructor to help authenticate
student show an ID card that is
e INTEGRITY AGREEMENT automatically captured and stored
v\, Has the student digitally sign an
integrity agreement before the
assessment
Tools that students can use during the assessment.
—JA  CALCULATOR WHITEBOARD
Enable a basic or scientific calculator Enable a whiteboard during the
during the exam assessment, where students can

scribble their thoughts
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ccenture has launched a radically different way to

motivate employees. The consulting firm ditched its

traditional performance appraisal system in which
managers annually evaluated employees, ranked their perfor-
mance against peers on a forced distribution scale, and held a for-
mal meeting to discuss the results for that time period. Accenture
now takes a coaching approach to employee motivation and per-
formance. Managers have regular informal, constructive, forward-
looking discussions that focus on employee achievements and
career development. Employee performance is no longer numeri-

cally scored or ranked.

Corporate leaders around the world are discovering that their
traditional performance appraisal systems don’t motivate em-
ployees. Some traditional performance reviews even have the
opposite effect; they disengage employees and motivate be-
havior that undermines the organization’s success. This isn’t
news to organizational behavior scholars, who have warned
over the past few decades about the adverse effects of rating,
ranking, and other traditional performance management
practices. The challenge now is to introduce practices that
actually motivate and develop employees to their potential.

The theme of this chapter is employee motivation. We begin
by introducing the definition of motivation and the often-stated
associated phrase, employee engagement. Next, we explain how
drives and emotions are the prime movers of employee motiva-
tion. The prominent drive-based theories of motivation are then
described. Next, expectancy theory is described, including the
practical implications of this popular cognitive decision model
of employee motivation. Organizational behavior modification
and social cognitive theory are then introduced and linked to
expectancy theory. Next, we consider theory and practices re-
lated to the important motivation topics of goal setting and feed-
back, and organizational justice. The final section of this chapter
examines the effect of job design on employee motivation and
performance.

EMPLOYEE MOTIVATION,
DRIVES, AND NEEDS

Employee motivation should be on anyone’s short list of the
most important topics in organizational behavior. Why? Be-
cause motivation is one of the four elements of the MARS
model, meaning that it is critical to understanding human

motivation the forces
within a person that affect his
or her direction, intensity,
and persistence of voluntary
behavior

“We realized that investing
significant time in backward-

looking performance apprais- employee engagement
individual emotional and
cognitive motivation,
particularly a focused, intense,
persistent, and purposive effort

toward work-related goals

als—and figuring out the Holy
Grail of forced rankings—sim-
ply does not yield the best out-
comes for our company or our
people,” observes an Accenture executive. “Millennials and Gen
Z-ers don’t want hierarchy, formal feedback processes, and ap-
praisals. They demand real-time, in-person feedback, forward-

looking conversations and support to grow their careers.”

behavior and performance (see Chapter 1). Even when people
are able to perform the work (A), understand their role respon-
sibilities (R), and work in a setting that supports their work ob-
jectives (S), they won’t get the job done without sufficient
motivation (M) to achieve those tasks.

Motivation is defined as the forces within a person that
affect the direction, intensity, and persistence of his or her
effort for voluntary behavior.?> Direction refers to what people
are focused on achieving; in other words, the goal or outcome
toward which they steer their effort. /ntensity is the amount of
physical, cognitive, and emotional energy expended at a given
moment to achieve a task or other objective. Persistence, the
third element of motivation, refers to how long people sustain
their effort as they move toward their goal. In short, moti-
vated employees exert varying levels of effort (intensity), for
varying lengths of time (persistence), toward various goals
(direction).

When executives discuss employee motivation these days,
they are just as likely to use the phrase employee
engagement. Employee engagement is an individual’s emo-
tional and cognitive (logical) motivation, particularly a focused,
intense, persistent, and purposive effort toward work-related
goals.? It is associated with self-efficacy—the belief that you
have the ability, role clarity, and resources to get the job
done (see Chapter 3). Employee engagement also includes a
high level of absorption in the work—the experience of focus-
ing intensely on the task with limited awareness of events
beyond that work.

Employee engagement predicts employee and work unit per-
formance.* Unfortunately, surveys consistently report that few
employees are fully engaged at work. The numbers vary across
studies, but recent results from a widely recognized survey esti-
mate that only 34 percent of employees in the United States are
engaged, 53 percent are not engaged, and 13 percent are actively
disengaged. Actively disengaged employees tend to be disruptive
at work, not just disconnected from work.’

CHAPTER 5 | Employee Motivation 103



Motivated employees exert varying levels of effort (intensity), for
varying lengths of time (persistence), toward various goals
(direction).

K-PHOTOS/Alamy Stock Photo

Employee Drives and Needs

To build a more engaged and motivated workforce, we first
need to understand where motivation begins, that is, the moti-
vational “forces” or prime movers of employee behavior.® Our

starting point is drives (also called primary needs), which we
define as hardwired characteristics of the brain that attempt
to keep us in balance by correcting deficiencies. Neuroscience
(brain) research has highlighted the central role of emotions
in this process. Specifically, drives produce emotions that
energize us to act on our environment.” There is no agreed-
upon list of human drives, but research has consistently iden-
tified several, such as the drive to have social interaction, to
develop our competence, to comprehend our surroundings,
and to defend ourselves against physiological and psychologi-
cal harm.®

Drives are universal and innate, which means that everyone
has them and they exist from birth. Drives are the starting point
of motivation because they generate emotions that, as we
learned in Chapter 4, put people in a state of readiness to act on
their environment. Cognition (logical thinking) also plays an im-
portant role in motivation, but emotions are the real sources of
energy in human behavior.? In fact, both words (emotion and
motivation) originate from the same Latin word, movere, which
means “to move.”

Exhibit 5.1 illustrates how drives and emotions translate into
felt needs and behavior. Drives, and the emotions generated by
these drives, form human needs. We define needs as goal-
directed forces that people experience. They are the motiva-
tional forces of emotions channeled toward particular goals to
correct deficiencies or imbalances. In other words, needs are the
emotions we eventually become consciously aware of. For ex-
ample, you sense a need to interact with people after being alone
for a while, or to do something challenging after performing te-
dious activities.

Consider the following example: You arrive at work to dis-
cover a stranger sitting at your desk. Seeing this situation pro-
duces emotions (worry, curiosity) that motivate you to act.
These emotions are generated from drives, such as the drive
to defend and drive to comprehend. When strong enough,
these emotions motivate you to do something about this situ-
ation, such as finding out who that person is and possibly
seeking reassurance from coworkers that your job is still safe.
In this case, you have a need to make sense of what is going
on (comprehend), to feel secure, and possibly to correct a
sense of personal violation (defend). Notice that your emo-
tional reactions to seeing the stranger sitting at your desk rep-
resent the forces that move you, and that your logical thinking
plays an active role in channeling those emotions toward spe-
cific goals.

It.is the paradox of Intelligence that it directs forces or

energies without being itself a force or energy.”®

—William McDougall, early 20th century motivation scholar
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Exhibit 5.1 Drives, Needs, and Behavior

Drives
; Y 5 Needs Y 5
and emotions

Individual Differences in Needs

Everyone has the same drives; they are hardwired in us through
evolution. However, people develop different intensities of
needs in a particular situation. Exhibit 5.1 explains why this
difference occurs. The left side of the model shows that the
individual’s self-concept (as well as personality and values),
social norms, and past experience amplify or suppress emo-
tions, thereby resulting in stronger or weaker needs.!! For ex-
ample, people who define themselves as very sociable typically
experience a stronger need for social interaction if alone for a
while, whereas less sociable types experience a less intense
need to be with others over that time. These individual differ-
ences can be “learned” to some extent through socialization
and reinforcement. We will discuss learned needs later in the
chapter.

Along with amplifying or suppressing emotions, individual
differences (self-concept, social norms, past experience) influ-
ence what goals and behaviors are motivated by the felt emo-
tions, as the right side of Exhibit 5.1 illustrates. Visualize once
again the stranger sitting at your desk. You probably wouldn’t
walk up to that person and demand that he or she leave; such
blunt behavior is contrary to social norms in most cultures.
Employees who view themselves as forthright might approach
the stranger directly, whereas those who have a different per-
sonality and self-view are more likely to first gather informa-
tion from coworkers before approaching the individual. In
summary, your drives (to comprehend, to defend, to socialize
with others, etc.) and resulting emotions energize you to act,
and your personal characteristics (self-concept, social norms,
and past experience) direct that energy toward goal-directed
behavior.

Exhibit 5.1 provides a useful template for understanding
how drives and emotions are the prime sources of employee
motivation and how individual characteristics (self-concept,
experience, social norms) influence goal-directed behavior.
We will refer to elements of this drive theory of motivation
when we discuss four-drive theory, expectancy theory, equity
theory, and other concepts in this chapter. The next section
describes theories that explain the dynamics of drives and
needs.

Decisions and
behavior

drives hardwired
characteristics of the brain
that correct deficiencies or
maintain an internal equilibrium
by producing emotions to
energize individuals

needs goal-directed forces
that people experience

four-drive theory a
motivation theory based on
the innate drives to acquire,
bond, learn, and defend that
incorporates both emotions
and rationality

DRIVE-BASED
MOTIVATION THEORIES

Four-Drive Theory

The process through which drives, emotions, and needs influence
motivation is most effectively explained by four-drive theory. This
theory states that emotions are the source of human motivation
and that these emotions are generated through four drives:'?

« Drive to acquire. This is the drive to seek out, take, control, and retain
objects and personal experiences. It produces several needs, including
achievement, competence, status, and self-esteem.® The drive to ac-
quire also motivates competition.

«  Drive to bond. This drive produces the need for belonging and affiliation."
It explains why our self-concept is partly defined by associations with so-
cial groups (see Chapter 3). The drive to bond motivates people to coop-
erate and, consequently, is essential for organizations and societies.

»  Drive to comprehend. We are inherently curious and need to make sense
of our environment and ourselves.™ We are motivated to discover an-
swers to unknown as well as conflicting ideas.

« Drive to defend. This is the drive to protect ourselves physically, psycho-
logically, and socially. Probably the first drive to develop in human be-
ings, it creates a fight-or-flight response when we are confronted with
threats to our physical safety, our possessions, our self-concept, our
values, and the well-being of people around us.®

All drives are hardwired in our brains and exist in all human be-
ings. They are also independent of one another; there is no hier-
archy of drives. Four-drive theory also claims that no fundamental
drives are excluded from the model. Another key feature is that
three of the four drives are proactive—we regularly try to fulfill
them. Therefore, need “fulfillment” is brief and ongoing. Only
the drive to defend is reactive—it is triggered by threat.
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Four-drive theory states that emotions are the source of human motivation and
that these emotions are generated through the drive to acquire, bond,

comprehend, and defend.
LWA/Larry Williams/Blend Images

determine which emotions are tagged to incom-
ing stimuli. Most of the time, we aren’t aware of
our emotional experiences because they are sub-
tle and fleeting. However, emotions do become
conscious experiences when they are sufficiently
strong or when they significantly conflict with
one another.

Four-drive theory also recognizes that our so-
cial norms, personal values, and past experi-
ence—which the theory calls our “mental skill
set”—guide our motivational energy and reduce
the felt need (see Exhibit 5.2). In other words,
our mental skill set chooses courses of action
that are acceptable to society, consistent with
our own moral compass, and have a high proba-
bility of achieving the goal of fulfilling our felt
needs.'$

Practical Implications of Four-Drive Theory
Four-drive theory recommends that jobs and
workplaces should provide a balanced opportu-
nity for employees to fulfill the four drives.!
There are really two recommendations here. The
first is that the best workplaces help employees
fulfill all four drives. Employees continually seek
fulfillment of their innate drives, so successful
companies provide sufficient rewards, learning
opportunities, social interaction, and so forth for
all employees.

The second recommendation is that fulfillment of the four

How Drives Influence Motivation and Behavior Recall drives must be kept in balance; that is, organizations shouldn’t
from Chapter 3 that the stimuli received through our senses give employees too much or too little opportunity to fulfill each
are quickly and nonconsciously tagged with emotional drive. The reason for this advice is that the four drives counter-
markers.!” Four-drive theory proposes that the four drives balance each other. The drive to bond, which motivates mutual

Exhibit 5.2 Four-Drive Theory of Motivation

Drive to
acquire

Social Personal
norms values

|—> Mental skill set

channels emotional
forces created by drives

Drive to

experience

—>

Past

Goal-directed

choice and effort /

comprehend

Drive to
defend

Source: Based on information in P.R. Lawrence and N. Nohria, Driven: How Human Nature Shapes Our Choices (San Francisco: Jossey-Bass, 2002).
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Exhibit 5.3 Maslow’s Needs Hierarchy

Belongingness

Source: Based on information in A.H. Maslow, “A Theory of Human Motivation,” Psychological Review

50 (1943): 370-96.

support and cohesion, counterbalances the drive to acquire,
which motivates competitiveness. An organization that fuels
the drive to acquire without encouraging the drive to bond may
eventually suffer from organizational politics, dysfunctional
conflict, and insufficient collaboration.?’ The drive to compre-
hend, which motivates investigation of the unknown, counter-
balances the drive to defend, which motivates avoidance of the
unknown. Change and novelty in the workplace will feed the
drive to comprehend, but too much of it will trigger the drive to
defend to such an extent that employees become territorial and
resistant to change.

Maslow’s Needs Hierarchy Theory

Mention needs and drives to most people and they will proba-
bly refer to Maslow’s needs hierarchy theory, which was
developed by psychologist Abraham Maslow in the 1940s.2!
Maslow condensed and organized the dozens of previously
studied drives (which he called primary needs) into five basic
categories, organized in a hierarchy from lowest to highest
(see Exhibit 5.3):2% physiological (need for food, air, water,
shelter, etc.), safety (need for security and stabil-
ity), belongingness/love (need for interaction with
and affection from others), esteem (need for self-
esteem and social esteem/status), and self-actual-
ization (need for self-fulfillment, realization of
one’s potential). Along with these five categories,

Maslow’s needs hierarchy
theory a motivation theory
of needs arranged in a
hierarchy, whereby people
are motivated to fulfill a higher
need as a lower one becomes

gratified
Need to

know

Need for

beauty Maslow identified the need to know

and the need for aesthetic beauty as
two innate drives that do not fit
within the hierarchy.

Maslow proposed we are moti-
vated simultaneously by several
needs, but the strongest motivation
comes from the lowest unsatisfied
need. When satisfied, the next
higher need in the hierarchy be-
comes the strongest motivator and
remains so even if never satisfied.
The exception to this need fulfill-
ment process is self-actualization,
which is an ongoing need that is
never fulfilled. Thus, while the bot-
tom four groups are deficiency needs
because they become activated when
unfulfilled, self-actualization is
known as a growth need because it continues to develop even
when temporarily satiated.

In spite of its popularity, Maslow’s needs hierarchy theory
was dismissed decades ago by motivation experts.?* The main
flaw is that not everyone has the same needs hierarchy. Some
people place social status at the top of their personal hierar-
chy whereas others view personal development and growth
above social relations or status. This variation occurs because
employee needs are strongly influenced by self-concept, per-
sonal values, and personality.?* People have different hierar-
chies of values, so they also have parallel differences in their
needs hierarchies. Furthermore, a person’s values hierarchy
can change over time, so his or her needs hierarchy also
changes over time.?

Why have we introduced Maslow’s needs hierarchy
model? One reason is that the theory is widely known and
incorrectly assumed to be accurate; therefore, organizational
behavior students need to be aware of its true status. The
other reason is that through this theory, Maslow transformed
how we now think about human motivation.2® Specifically, he
emphasized that needs should be studied together

fF connect
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intrinsic motivation
motivation that occurs when
people are fulfilling their
needs for competence and
autonomy by engaging in the
activity itself, rather than from
an externally controlled
outcome of that activity

(holistically), not separately
from one another; he recog-
nized that motivation can be
shaped by human thoughts
(humanistic), not just from
instincts; and his focus on
self-actualization and growth
needs introduced a more positive view of motivation, whereas
previous motivation theories focused on need deficiencies
such as hunger.

Intrinsic and Extrinsic Motivation

By extolling the importance of self-actualization, Maslow
launched an entirely new way of thinking about human moti-
vation. People experience self-actualization by applying their
skills and knowledge, observing how their talents achieve
meaningful results, and experiencing personal growth through
learning. These are the conditions for intrinsic motivation,
which is motivation that occurs when people are fulfilling
their needs for competence and autonomy by engaging in the
activity itself, rather than from an externally controlled out-
come of that activity.?’ Intrinsically motivated employees
apply their talents toward a meaningful task and experience
progress or success in that task.?® They feel competent when
applying their skills and observing positive, meaningful out-
comes from that effort. They feel autonomous when their
motivation is self-initiated rather than controlled from an ex-
ternal source.

Intrinsic motivation contrasts with extrinsic motivation,
which occurs when people are motivated to engage in an activity
for instrumental reasons, that is, to receive something that is
beyond their personal control. This involves directing one’s ef-
fort toward a reward controlled by others that indirectly fulfills
a need. Extrinsic motivators exist throughout organizations,
such as pay incentives, recognition awards, and frequent re-
minders from the boss about work deadlines. Extrinsic motiva-
tion also occurs indirectly, such as when we are motivated to
complete our part of a team project partly due to our concerns
about how team members will react if we submit it late or with
inferior quality.

Does Extrinsic Motivation Undermine Intrinsic Motivation?
There are two contrasting hypotheses about how extrinsic and
intrinsic motivation work together.?’ The additive hypothesis is

Pay incentives, recognition awards, and frequent reminders
from the boss about work deadlines are extrinsic motivators
because the outcomes are controlled by others and are not

need fulfillment in themselves.
Peshkova/Shutterstock

that someone performing an intrinsically motivating job be-
comes even more motivated by also receiving an extrinsic source
of motivation for that work. The extrinsic motivator energizes
the employee more than the intrinsic motivator alone. The con-
trasting hypothesis is that introducing extrinsic sources of moti-
vation will reduce intrinsic motivation. For example, employees
who were energized by the work itself will experience less of
that intrinsic motivation when they receive extrinsic rewards,
such as a performance bonus. The contrasting hypothesis sug-
gests that introducing extrinsic motivators diminishes the em-
ployee’s feeling of autonomy, which is a key source of intrinsic
motivation.

Which hypothesis is correct? So far, the research evidence is
mixed. Extrinsic motivators may reduce existing intrinsic moti-
vation to some extent and under some conditions, but the effect
is often minimal. Extrinsic rewards do not undermine intrinsic
motivation when they are unexpected (such as receiving a sur-
prise bonus), when they have low value relative to the intrinsic
motivator, and when they are not contingent on specific behav-
ior (such as receiving a fixed salary). Even so, when employees
are engaged in intrinsically motivating work, employers should
be careful about the potential unintended effect of undermining
that motivation with performance bonuses and other sources of
extrinsic motivation.*°

Intrinsic motivation occurs when people are fulfilling their

needs for competence and autonomy by engaging
in the activity itself.
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extrinsic motivation
motivation that occurs when
people want to engage in
an activity for instrumental
reasons, that is, to receive
something that is beyond
their personal control

need for achievement
(nAch) alearned need in
which people want to
accomplish reasonably
challenging goals and
desire unambiguous
feedback and recognition

need for affiliation
(nAff) alearned needin
which people seek approval
from others, conform to
their wishes and
expectations, and avoid
conflict and confrontation

need for power (nPow)
a learned need in which
people want to control their
environment, including people
and material resources, to
benefit either themselves
(personalized power) or

expectancy theory

a motivation theory based
on the idea that work effort
is directed toward
behaviors that people
believe will lead to desired
outcomes

for their success

Learned Needs Theory

In the previous section of this chapter, we explained that
needs are shaped, amplified, or suppressed through self-
concept, social norms, and past experience. Maslow noted
this when he observed that individual differences influence
the strength of higher-order needs, such as the need to
belong. Psychologist David McClelland further investigated
the idea that needs can be strengthened or weakened through
reinforcement, learning, and social conditions. He examined
three “learned” needs: achievement, affiliation, and power.’!

» People with a high need for achievement (nAch) choose moder-
ately challenging tasks, desire unambiguous feedback and recogni-
tion for their success, and prefer working alone rather than in teams.
Except as a source of feedback, money is a weak motivator for people
with high nAch, whereas it can be a strong motivator for those with
low nAch.3? Successful entrepreneurs tend to have high nAch, possibly
because they establish challenging goals for themselves and thrive on
competition.®

» People with a high need for affiliation (nAff) seek approval from
others, want to conform to others’ wishes and expectations, and
avoid conflict and confrontation. High nAff employees generally work
well in jobs where the main task is cultivating long-term relations.
However, with a strong need for approval, high nAff employees tend
to be less effective at allocating scarce resources and making other
decisions that potentially generate conflict. This suggests that lead-
ers should have low nAff, but a few studies have found that leaders
should have at least moderate levels of nAff to be supportive of em-
ployee needs.3*

» People with a high need for power (nPow) want to exercise control
over others, are highly involved in team decisions, rely on persuasion,
and are concerned about maintaining their leadership position. There
are two types of nPow.3 The need for personalized power occurs
when individuals enjoy their power for its own sake, use it to advance
personal interests, and wear their power as a status symbol. The need
for socialized power exists when individuals desire power as a means
to help others. Effective leaders have a high need for socialized rather
than personalized power. They demonstrate altruism and social re-
sponsibility and are concerned about the consequences of their own
actions on others.

4 connect

SELF-ASSESSMENT 5.2: How Strong Are Your Learned Needs?

others (socialized power)

McClelland developed training programs to test the idea that
needs can be learned (amplified or suppressed) through rein-
forcement, learning, and social conditions. One program in-
creased achievement motivation by having participants write
achievement-oriented stories, practice achievement-oriented
behaviors in business games, and meet frequently with a refer-
ence group with other trainees to maintain their newfound
achievement motivation.?® Essentially, McClelland’s pro-
grams changed how people viewed themselves (their self-con-
cept), which amplified their need for achievement, affiliation,
or power.

EXPECTANCY THEORY OF
MOTIVATION

The theories described so far mainly explain what motivates
us—the prime movers of employee motivation—but they don’t
tell us what we are motivated to do. Four-drive theory recog-
nizes that social norms, personal values, and past experience
direct our effort, but it doesn’t offer any detail about what
goals we choose or where our effort is directed under various
circumstances.

Expectancy theory offers more detail by predicting the
goal-directed behavior where employees are most likely to di-
rect their effort toward specific behavior. Essentially, the
theory states that work effort is directed toward behaviors
that people believe will produce the most favorable out-
comes. It assumes that people are rational decision makers
who choose a target that will best fulfill their needs. This
choice is based on the probability that specific events will
occur and the positive or negative valences (expected satis-
faction) resulting from those events.’’” As Exhibit 5.4 illus-
trates, an individual’s effort level depends on three factors:
effort-to-performance (E-to-P) expectancy, per-
formance-to-outcome (P-to-O) expectancy, and
outcome valences. Employee motivation is in-
fluenced by all three components of the expec-
tancy theory model.*® If any component weakens,
motivation weakens.
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cases, employees may believe that

Exhibit 5.4 Expectancy Theory of Motivation accomplishing a particular task (per-
formance) will definitely result in a par-

ticular outcome (a probability of 1.0), or
Bl 2R LY, EALOSCUEAPE ISy, they may believe that successful perfor-

mance will have no effect on this out-

Probability that a Probability that a Anticipated .
o o . . come (a probability of 0.0). More often,
specific effort level specific performance satisfaction
. . - . . the P-to-O expectancy falls somewhere
will result in a specific level will result in from the outcome
e between these two extremes.
performance level specific outcomes
. . e * Outcome valences. A valence is the an-

ticipated satisfaction or dissatisfaction
that an individual feels toward an out-
come.* It ranges from negative to posi-
tive. (The actual range doesn’t matter; it
may be from —1to +1 or from —100 to
+100.) Outcomes have a positive
valence when they are consistent with
our values and satisfy our needs; they
have a negative valence when they
oppose our values and inhibit need
fulfillment.

——>  Outcome 1

Effort Performance ——>  Outcome 2

——>  Outcome 3

Expectancy Theory in
Practice

One of the appealing characteristics
of expectancy theory is that it pro-

» E-to-P expectancy. This is the individual’s perception that his or her effort vides clear guidelines for increasing employee motivation, at
will result in a particular level of performance. In some situations, em- least extrinsic motivation.*® Several practical applications of
ployees may believe that they can unquestionably accomplish the task (a expectancy theory are described below.
probability of 1.0). In other situations, they expect that even their highest
level of effort will not result in the desired performance level (a probabil- Increasing E-to-P Expectancies E-to-P expectancies are in-
ity of 0.0). In most cases, the E-to-P expectancy falls somewhere be- fluenced by the individual’s belief that he or she can successfully
tween these two extremes. complete the task. Some companies increase this can-do attitude

+  P-to-O expectancy. This is the perceived probability that a specific be- by assuring employees that they have the required abilities and
havior or performance level will lead to a particular outcome. In extreme resources as well as clear role perceptions to reach the desired

Performance-to-Outcome Expectancy: A Weak Link in Employee Motivation®!

O, (o)
56 /O of 8,254 employees surveyed in 37 /O of American

the United States, Canada, and five employees surveyed see
European countries say that they have a NO link at all between their
good understanding of how people are performance and their pay.
compensated at all levels of their company
(36% say they don’t have a good
understanding).

39
(o) \ O of 615,395
/O of 31,000 U.S. federal government

employees surveyed in 29 §\ e:ﬂfployees ‘?e"e"fe that
countries say they see a clear \/ di erences in per orm.ancf:el are
link between performance and recognized in a meaningful way

pay in their organization. 440/ in their work unit.
© of more than 4,000

employees in the United States and
Canada say their manager
differentiates between high and
low performers.

alxpin/iStock/Getty Images
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OB THEU ORY

Putting Expectancy Theory into Practice

Increasing E — P expectancies

b Select people with the required skills and knowledge.
» Provide required training and clarify job requirements.
b Provide sufficient time and resources.
]

Assign simpler or fewer tasks until employees can master
them.

» Provide examples of similar employees who have successfully
performed the task.

» Provide coaching to employees who lack self-confidence.

levels of performance. An important part of this process in-
volves matching employee abilities to job requirements and
clearly communicating the tasks required for the job. Similarly,
E-to-P expectancies are learned, so behavior modeling and sup-
portive feedback typically strengthen the individual’s belief that
he or she is able to perform the task.

Increasing P-to-O Expectancies The most obvious ways to
improve P-to-O expectancies are to measure employee perfor-
mance accurately and distribute more valued rewards to those
with higher job performance. P-to-O expectancies are percep-
tions, so employees also need to believe that higher performance
will result in higher rewards. Furthermore, they need to know
how that connection occurs, so leaders should use examples,
anecdotes, and public ceremonies to illustrate when behavior
has been rewarded.

Increasing Outcome Valences One size does not fit all
when motivating and rewarding people. The valence of a reward
varies from one person to the next because each person has dif-
ferent need priorities. One solution is to individualize rewards
by allowing employees to choose the rewards of greatest value to
them. When this isn’t possible, companies should find a reward
that everyone values to some degree. Finally, we need to watch
out for countervalent outcomes. If a company offers individual
performance bonuses, for example, it should beware of team
norms that discourage employees from working above a mini-
mum standard. These norms and associated peer pressure are
countervalent outcomes to the bonus.

Overall, expectancy theory is a useful model that explains
how people rationally figure out the best direction, intensity,
and persistence of effort. It has been tested in a variety of situa-
tions and predicts employee motivation in different cultures.*?
One limitation, however, is that expectancy theory assumes
people are perfectly rational decision makers; in reality, human
decisions are not perfectly rational (see Chapter 6). A second

T

0 PRACTTICE

Increasing P — O expectancies
b Measure job performance accurately.

b Clearly explain the outcomes that will result from successful
performance.

b Describe how the employee’s rewards were based on past performance.

b Provide examples of other employees whose good performance
has resulted in higher rewards.

Increasing outcome valences

b Distribute rewards that employees value.

» Individualize rewards.

» Minimize the presence of countervalent outcomes.

concern is that the theory mainly explains extrinsic motivation,
whereas applying the model’s features to intrinsic motivation is
more difficult (although not impossible). Third, expectancy
theory ignores emotions as a source of motivation. The valence
element of expectancy theory captures some of this emotional
process, but only peripherally.** Fourth, E-to-P and P-to-O ex-
pectancies are critical components of expectancy theory, yet the
theory doesn’t explain how employees develop these expectan-
cies. Two theories that provide this explanation are organiza-
tional behavior modification and social cognitive theory, which
we describe next.

ORGANIZATIONAL
BEHAVIOR MODIFICATION
AND SOCIAL COGNITIVE
THEORY

Expectancy theory states that motivation is determined by em-
ployee beliefs about expected performance and outcomes. But
how do employees learn these expectancy beliefs? For example,
how do they form the impression that one level of task perfor-
mance is more likely than another performance level to produce
a pay increase, promotion, or other outcomes? Two theories—
organizational behavior modification (OB Mod) and social cog-
nitive theory—complement expectancy theory by explaining
how people learn what to expect from their actions, which is
how people develop the expectancies that affect motivation.
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organizational behavior
modification (OB Mod) a
theory that explains employee
behavior in terms of the
antecedent conditions and
consequences of that behavior

behaviors and extinction
(do nothing) should
follow undesirable
behaviors.

Organizational

Behavior Modification

For most of the first half of the 1900s,
the dominant paradigm about managing
individual behavior was behaviorism,
which argues that a good theory should
rely exclusively on behavior and the environment and ignore
nonobservable cognitions and emotions.** Although behavior-
ists don’t deny the existence of human thoughts and attitudes,
they view them as unobservable and, therefore, irrelevant to sci-
entific study. A variation of this paradigm, called organizational
behavior modification (OB Mod), eventually entered organiza-
tional studies of motivation and learning.**

A-B-Cs of OB Mod The core elements of OB Mod are de-
picted in the A-B-C model shown in Exhibit 5.5. Essentially, OB
Mod attempts to change behavior (B) by managing its anteced-
ents (A) and consequences (C).* Consequences are events fol-
lowing a particular behavior that influence its future occurrence.
Consequences include receiving words of thanks from cowork-
ers after assisting them, receiving preferred work schedules after
being with the company longer than the average employee, and
finding useful information on your smartphone after checking
for new messages. Consequences also include no outcome at all,
such as when no one says anything to you about how well you
have been serving customers.

Antecedents are events preceding the behavior, informing
employees that a particular action will produce specific conse-
quences. An antecedent could be a sound from your smartphone

Exhibit 5.5 A-B-Cs of Organizational Behavior Modification

s Behavior

In most situations,
positive reinforcement
should follow desired

signaling that a text message has ar-
rived. Or it could be your supervisor’s
request to complete a specific task by
tomorrow. Notice that antecedents do
not cause behavior. The sound from
your smartphone doesn’t cause you to
open the text message. Rather, the
sound (antecedent) is a cue signaling
that if you look at your phone mes-
sages (behavior), you will find a new
message with potentially useful infor-
mation (consequence).

Contingencies and Schedules of Reinforcement OB Mod
identifies four types of consequences, called the contingencies of
reinforcement.*’ Positive reinforcement occurs when the introduc-
tion of a consequence increases or maintains the frequency or fu-
ture probability of a specific behavior. Receiving praise from
coworkers is an example of positive reinforcement because the
praise usually maintains or increases your likelihood of helping
them in future. Punishment occurs when a consequence decreases
the frequency or future probability of a specific behavior occur-
ring. Most of us would consider being demoted or criticized by our
coworkers as forms of punishment. A third type of consequence is
extinction. The extinction consequence occurs when the target be-
havior decreases because no consequence follows it. For instance,
research suggests that performance tends to decline when manag-
ers stop congratulating employees for their good work.*®

The fourth consequence in OB Mod, called negative reinforce-
ment, is often confused with punishment. It’s actually the opposite—
the removal of punishment. Negative reinforcement occurs
when the removal or avoidance of a consequence increases or
maintains the frequency or future probability of a specific behav-
ior. For example, managers apply negative reinforcement when
they stop criticizing employees whose substandard performance
has improved.

< Consequences

What the person - What happens after
says or does

/ the behavior

Example

You check your phone
for a new message

b You learn useful

~information from the new

/ message on your phone

Source: Adapted from T.K. Connellan, How to Improve Human Performance (New York: Harper & Row, 1978), 50; F. Luthans and R. Kreitner,
Organizational Behavior Modification and Beyond (Glenview, IL: Scott, Foresman, 1985), 85—88.
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Which of these four consequences works best? In most situa-
tions, positive reinforcement should follow desired behaviors
and extinction (do nothing) should follow undesirable behav-
iors. Positive reinforcement is preferred because focusing on the
positive rather than negative aspects of life tends to improve or-
ganizational success and individual well-being.*’ In contrast,
punishment and negative reinforcement generate negative emo-
tions and attitudes toward the punisher (e.g., supervisor) and
organization who initiated and later removed the punishment.
However, punishment (dismissal, suspension, demotion, etc.)
may be necessary for extreme behaviors, such as deliberately
hurting a coworker or stealing inventory. Indeed, research sug-
gests that, under some conditions, punishment maintains a
sense of fairness among those affected by or aware of the em-
ployee’s indiscretion.>°

Along with the four consequences, OB Mod considers the
frequency and timing of these reinforcers (called the schedules
of reinforcement).>' The most effective reinforcement schedule
for learning new tasks is continuous reinforcement—providing
positive reinforcement after every occurrence of the desired be-
havior. The most effective reinforcement schedule for skilled
employees is the variable ratio schedule — providing positive rein-
forcement after a varying number of times. Salespeople experi-
ence variable ratio reinforcement because they make a successful
sale (positive reinforcement) after a varying number of client
calls. The variable ratio schedule makes behavior highly resis-
tant to extinction because the reinforcer is never expected at a
particular time or after a fixed number of behaviors.

Social Cognitive Theory

Social cognitive theory states that much learning occurs by ob-
serving and modeling others as well as by anticipating the conse-
quences of our behavior.’? There are several pieces to social
cognitive theory, but the three most relevant to employee moti-
vation are learning behavior consequences, behavior modeling,
and self-regulation.

People learn the consequences of behavior by observing or
hearing about what happened to others, not just by directly

experiencing the consequences.
BulentBARIS/Getty Images

social cognitive theory

a theory that explains how
learning and motivation occur by
observing and modeling others
as well as by anticipating the
consequences of our behavior

Learning Behavior Conse-
quences People learn the
consequences of behavior by
observing or hearing about
what happened to others, not
just by directly experiencing
the consequences.’® Hearing that a coworker was fired for being
rude to a client increases your belief that rude behavior will re-
sult in being fired. In the language of expectancy theory, learn-
ing behavior consequences changes a person’s perceived P-to-O
expectancy. Furthermore, people logically anticipate conse-
quences in related situations. For instance, the story about the
fired employee might also strengthen your P-to-O expectancy
that being rude toward coworkers and suppliers (not just cli-
ents) will get you fired.

Behavior Modeling Along with observing others, people learn
by imitating and practicing their behaviors.’* Modeling the be-
havior of others gives learners direct sensory experience, which
helps them to acquire knowledge and skills, such as the subtle
person-machine interaction while driving a vehicle. Behavior
modeling also increases E-to-P expectancy because people de-
velop a stronger self-efficacy (see Chapter 3) after observing oth-
ers and performing the task successfully themselves. Self-efficacy
particularly improves when observers are similar to the model in
age, experience, gender, and related characteristics.

Self-Regulation An important feature of social cognitive the-
ory is that human beings set goals and engage in other forms of

Social cognitive theory states that people self-regulate through
self-reinforcement; they reward and punish themselves for

exceeding or falling short of their self-set goals.
Tim Teebken/Getty Images
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self-reinforcement
reinforcement that occurs
when an employee has control
over a reinforcer but doesn’t
“take” it until completing a
self-set goal

intentional, purposive action.>
They establish their own short-
and long-term objectives,
choose their own standards of
achievement, work out a plan
of action, consider backup
alternatives, and have the fore-
thought to anticipate the con-
sequences of their goal-directed
behavior. Furthermore, people
self-regulate by engaging in self-reinforcement; they reward and
punish themselves for exceeding or falling short of their self-set
goals. For example, you might have a goal of completing the rest
of this chapter, after which you reward yourself by having a snack.
Raiding the refrigerator is a form of self-induced positive rein-
forcement for completing this reading assignment.

OB Mod and social cognitive theory explain how people
learn probabilities of successful performance (E-to-P expectan-
cies) as well as probabilities of various outcomes from that per-
formance (P-to-O expectancies). As such, these theories explain
motivation through their relationship with expectancy theory of
motivation, described earlier. Elements of these theories also
help us to understand other motivation processes. For instance,
self-regulation is the cornerstone of motivation through goal set-
ting and feedback, which we discuss next.

goal a cognitive
representation of a desired
end state that a person is
committed to attain

GOAL SETTING AND
FEEDBACK

Key performance indicators, task objectives, stretch targets, job
duties. No matter what they are called, goals figure prominently
in everyone’s job. A goal is a cognitive representation of a de-
sired end state that a person is committed to attain.>® Goals mo-
tivate people by clarifying role perceptions and, consequently,
the direction of effort. Goals also amplify the intensity and per-
sistence of effort because they make it easier to judge how much
energy is required to reach them. However, the motivational po-
tential of goals depends on how well they are stated.’’ Rather
than just trying to “do your best,” effective goals have several
characteristics identified in the popular acronym SMARTER.%¢
Specifically, goals are more effective when they are specific,
measurable, achievable, relevant, time-framed, exciting, and
reviewed.

8 connect

SELF-ASSESSMENT 5.3: What Is Your Goal Orientation?
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OB THEORY TO PRACTICE

The SMARTER Approach to Goal Setting

S pecific. Goals lead to better performance when they are spe-

cific. Specific goals state what needs to be accomplished;

how it should be accomplished; and where, when, and with whom

it should be accomplished. Specific goals clarify performance

expectations, so employees can direct their effort more efficiently
and reliably.

easurable. Goals need to be measurable because motivation
occurs when people have some indication of their progress
and achievement of those goals. This measurement ideally includes
how much (quantity), how well (quality), and at what cost the goal
was achieved. However, some types of employee performance are
difficult to measure, and those non-measurable tasks might be ne-
glected in companies preoccupied with quantifiable outcomes.>®

. chievable. One of the trickiest aspects of goal setting is devel-
oping goals that are sufficiently but not overly challenging.5
Easier goals motivate employees to perform well below their poten-
tial. Yet, goals that are too challenging also may lead to substandard
effort if employees believe there is a low probability of accomplishing
them (i.e., low E-to-P expectancy). Recent studies also have found
that very difficult goals increase the probability that employees will
engage in unethical behavior to achieve them.®'

elevant. Goals need to be relevant to the job and within the in-

dividual’s control. For example, a goal to reduce waste materi-
als won’t motivate employees who have negligible control over
waste in the production process.

ime-framed. Goals need a due date. They should specify when
the objective should be completed or when it will be assessed
for comparison against a standard.

xciting. Goals tend to be more effective when employees are
committed to them, not just compliant. Challenging goals tend
to be more exciting for most (but not all) employees because growth
need fulfillment is stronger when difficult goals are achieved. Goal
commitment also increases when employees are involved in goal
setting.5?
E eviewed. The motivational value of goal setting depends on
employees receiving feedback about reaching those goals.®?
Effective feedback requires measurement, which we discussed
earlier in this list, but it also includes reflecting or discussing with
others your goal progress and accomplishment. Reviewing goal
progress and accomplishment helps employees redirect their
effort. It is also a potential source of recognition that fulfills growth
needs.

Characteristics of Effective Feedback

Feedback—information that lets us know whether we have
achieved the goal or are properly directing our effort to-
ward it—is an essential partner with goal setting. Feedback
contributes to motivation and performance by clarifying
role perceptions, improving employee skills and knowl-
edge, and strengthening self-efficacy.®*



Effective feedback has many of the same characteristics as
effective goal setting (see Exhibit 5.6).% It should be specific
and relevant—that is, the information should refer to specific
metrics (e.g., sales increased by 5 percent last month) and to
the individual’s behavior or outcomes within his or her control.
Feedback also should be timely—available soon after the behav-
ior or results occur. Feedback also should be credible; that is,
the person providing the feedback should have complete and
accurate information about the employee’s performance, is reli-
able at recalling that information, is unbiased in communicat-
ing and applying the feedback to decisions (such as performance
ratings), and describes the feedback in a supportive and empa-
thetic manner.

Finally, effective feedback is sufficiently frequent. “Suffi-
ciently” means that the feedback is provided more often for
employees learning new tasks and less often for employees
who already know how to perform those tasks. It also means
that feedback is provided in a time frame proportional to how
long it takes to complete the task (i.e., the job cycle). Less

strengths-based coaching
an approach to coaching and
feedback that focuses on
building and leveraging the
employee’s strengths rather
than trying to correct his or
her weaknesses

frequent feedback usually oc-
curs in jobs with a long cycle
time (e.g., executives and sci-
entists) because indicators of
goal progress and accom-
plishment in these jobs are
less frequent than in jobs with a short cycle time (e.g., grocery
store cashiers).

Feedback through Strengths-Based Coaching Strengths-
based coaching (also known as appreciative coaching) is a posi-
tive approach to feedback that maximizes employees’ potential
by focusing on their strengths rather than weaknesses.®® In
strengths-based coaching, employees describe areas of work
where they excel or demonstrate potential. The coach guides
this discussion by asking exploratory questions that help em-
ployees discover ways to build on these strengths. Situational
barriers, as well as strategies to overcome those barriers, are
identified to further support the employee’s potential.

Success is achieved by developing our strengths, not by
eliminating our weaknesses.®’

—Marilyn vos Savant, author and magazine columnist

Exhibit 5.6 Characteristics of Effective Feedback

Example

Feedback Characteristic Description
Specific Information refers to identifiable behaviors
and (when possible) measurable outcomes
Relevant Information should relate to behaviors and
outcomes within the individual’s or team’s
control
Timely Information should be available soon after
the behavior or results occur
Credible Information source should:
- Have complete and accurate information
» Recall information reliably
- Be unbiased in communicating and
applying the feedback
« Describe the feedback in a supportive and
empathetic manner
Sufficiently frequent Information is provided:

- More often for those learning new tasks
» According to the job cycle’s frequency

“Inventory shrinkage (theft, damage) fell to 1% of inventory
over the previous three months.”

“You have submitted the monthly budget reports without
error and on time every month over the past year, one of the
few district managers to do so” (where district managers
have few situational barriers to submitting the reports
accurately or on schedule).

“Two of our customers noted this week that you were unable
to answer their questions about how the new widget model
differs from the previous model.”

Supervisor has good knowledge of the employee’s job
duties, regularly observes him/her performing the work, and
offers constructive feedback with optimism and sensitivity on
how the employee can perform specific tasks better.

Supervisor meets twice monthly with every experienced
production employee and at least twice weekly with every
new employee to discuss their individual safety behavior and
output (where task cycle times are usually less than one hour).
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Not everything that can be counted counts, and not
everything that counts can be counted.””

—William Bruce Cameron, sociologist

Strengths-based coaching might not be best in all situations,
but it is associated with higher employee motivation, satisfac-
tion, self-efficacy, and relations with management.®® One reason
is that people are more receptive to information about their
strengths than they are to information about their flaws. In fact,
for more than three decades scholars have warned that tradi-
tional problem-focused feedback leads to employee defensive-
ness and potentially lower self-efficacy, which can result in
reduced (rather than increased) employee performance.®®
Strengths-based coaching also makes sense because personality
becomes quite stable in the early stages of a person’s career,
which limits his or her flexibility regarding interests, prefer-
ences, and abilities.”” Consequently, employees become less mo-
tivated and less able to improve themselves in areas where they
previously lacked interest or skill.

Sources of Feedback

Feedback can originate from nonsocial or social sources. Non-
social sources provide feedback without someone communicat-
ing that information. Corporate intranets allow many executives
to receive feedback instantaneously on their computer or other
digital device, usually in the form of graphic output on an execu-
tive dashboard.

Some companies set up multisource (360-degree) feedback,
which, as the name implies, is information about an employee’s
performance collected from a full circle of people, including
subordinates, peers, supervisors, and customers. Multisource
feedback tends to provide more complete and accurate

Feedback from nonsocial sources is better than from social

sources when employees need to learn about goal progress

and accomplishment.
Dan Bannister/Blend Images LLC
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information than feedback from a supervisor alone. It is particu-
larly useful when the supervisor is unable to observe the em-
ployee’s behavior or performance in every situation. Lower-level
employees also feel a greater sense of fairness when they are able
to provide upward feedback about their boss’s performance.’!
However, multisource feedback can be expensive and time-
consuming. It may also be biased by coworkers avoiding inter-
personal conflict. Multisource feedback also tends to be ambiguous
because several observers have different perspectives of the
employee’s behavior.

The preferred feedback source depends on the purpose of the
information. Feedback from nonsocial sources, such as digital
images or feedback directly from the job, is better when employ-
ees need to learn about goal progress and accomplishment. This
is because information from nonsocial sources is considered
more accurate than information from social sources. Negative
feedback from nonsocial sources is also less damaging to self-
esteem. In contrast, social sources tend to delay or exclude nega-
tive information, as well as distort the bad news in a positive
way.”? Employees should receive some positive feedback from
social sources. It feels better to have coworkers say that you are
performing the job well than to discover this from data on an
impersonal digital dashboard.

Evaluating Goal Setting and Feedback

Goal setting (in partnership with feedback) is generally a
highly effective practice for employee motivation and perfor-
mance.”? Putting goal setting into practice can be challenging,
however.” It tends to focus employees on a narrow subset of
measurable performance indicators while ignoring aspects of
job performance that are difficult to measure. Another con-
cern is that very difficult goals may motivate some people to
engage in unethical behavior to achieve those targets. Diffi-
cult goals are also stressful, which can undermine overall job
performance.

Yet another problem is that goal setting tends to interfere
with the learning process in new, complex jobs. Therefore, set-
ting performance goals may be effective for employees who are
already experienced in a job but should be avoided where they
are in the middle of an intense learning process. A final issue is
that when goal achievement is tied to financial rewards, many
employees are motivated to set easy goals (while making the
boss think they are difficult) so that they have a higher probabil-
ity of receiving the bonus or pay increase. As a former Ford
Motor Company CEO once quipped: “At Ford, we hire very
smart people. They quickly learn how to make relatively easy
goals look difficult!””®



ORGANIZATIONAL JUSTICE

Treating employees fairly is both morally correct and good for
employee motivation, loyalty, and well-being. Yet feelings of in-
justice are regular occurrences in the workplace. To minimize
these incidents, we need to first understand the three most com-
mon types of justice (there are others): distributive, procedural,
and interactional justice. All three refer to the perception that
appropriate formal or informal rules have been applied to the
situation. People have a sense of fairness when they believe
those rules are being followed.”’

» Distributive justice refers to the perception that appropriate decision
criteria (rules) have been applied to calculate how various benefits and
burdens are distributed. These criteria—such as effort, need, or member-
ship—determine how much each person should receive, such as higher
pay, more tedious tasks, better workspace, and so on.

» Procedural justice is the perception that appropriate procedural rules
have been applied throughout the decision process. Procedural justice
tends to be higher, for example, when the decision maker demonstrates
neutrality (no favoritism), allows everyone involved to have their say, and
allows an appeal of the decision.

» Interactional justice is the perception that appropriate rules have
been applied in the way employees are treated throughout the decision
process. For example, we believe there is interactional justice when the
decision maker is polite toward the potential beneficiaries and is honest
and candid in providing information about the decision.

Distributive
Justice and Equity
Theory

At its most basic level, employ-
ment in any organization is an
exchange relationship; we pro-
vide our time, skills, and be-
havior in exchange for pay,
fulfilling work, skill develop-
ment opportunities, and so
forth. What is considered
“fair” in this exchange relation-
ship depends on what criteria
we use to determine distribu-

distributive justice the
perception that appropriate
decision criteria (rules) have
been applied to calculate how
various benefits and burdens
are distributed

procedural justice the
perception that appropriate
procedural rules have been
applied throughout the
decision process

interactional justice the
perception that appropriate
rules have been applied in the
way the people involved are
treated throughout the
decision process

tive justice in various situa-
tions.”® An equality principle
operates when we believe that
everyone in the group should
receive the same outcomes,
such as when everyone gets
subsidized meals in the com-
pany cafeteria. The need principle is applied when we believe that
those with the greatest need should receive more outcomes than
others with less need. This occurs, for instance, when employees
get paid time off to recover from illness. The equity principle in-
fers that people should be paid in proportion to their contribu-
tion. The equity principle relates to the most common set of
distributive justice rules in organizational settings, so let’s look at
equity-based distributive justice in more detail.

Equity-based fairness is explained by equity theory, which
says that employees determine whether a decision is equitable by

equity theory a theory
explaining how people
develop perceptions of
fairness in the distribution and
exchange of resources

Not Paid What (They Believe) They're Worth”

o
53 /O of 31,000

employees surveyed globally
say they are being paid fairly
compared with others who
fill similar positions in other
companies.

4 4 % of 7,700

executives and managers
surveyed in several countries
(5,136 in the United States) say
that employees at their
companies are paid fairly.

Don Farrall/Getty Images

20%
O of 71,000 employees

surveyed (most in the United States)
say that they are paid fairly.

36%
O of 1,000 Australian

advertising professionals surveyed say
their bosses are NOT overpaid
(26% say they ARE overpaid).

26%
O 014,000 New Zealand

public servants surveyed agree that their
pay is fair compared to similar jobs in the
wider labor market (53% disagree; 21%
neither agree nor disagree).
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Exhibit 5.7 Equity Theory Model

Your own outcome/input ratio

Own outcomes

» Promotions
» Workspace

» Pay/benefits
» Recognition

» Learning « Interesting job
Own inputs

« Skill » Reputation

- Effort - Hours

» Performance « Experience

Compare own ratio
with other’s ratio

Comparison other’s outcome/input ratio

Other’s outcomes

» Promotions
» Workspace
« Interesting job

» Pay/benefits
» Recognition
« Learning

Other’s inputs

« Skill » Reputation
« Effort » Hours
» Performance - Experience

Perceptions of equity
or inequity

comparing their own outcome/input ratio to the outcome/input
ratio of another person or group.®® As Exhibit 5.7 illustrates, the
outcome/input ratio is the value of the outcomes you receive
divided by the value of the inputs you provide in the exchange
relationship. Inputs include such things as skill, effort, reputa-
tion, performance, experience, and hours worked. Outcomes
are what employees receive from the organization, such as pay,
promotions, recognition, interesting jobs, and opportunities to
improve one’s skills and knowledge.

A central feature of equity theory is that individuals deter-
mine fairness in terms of a comparison other.’! The comparison
other might be another person or group of people in other jobs
(e.g., comparing your pay with your boss’s pay) or another orga-
nization. Some research suggests that employees frequently col-
lect information on several referents to form a “generalized”

Exhibit 5.8 Motivational Effects of Inequity Perceptions

Perceived Inequity tension

(negative emotions)

inequity
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Motivation to
reduce tension

comparison other.8? For the most part, however, the compari-
son other varies from one person and situation to the next and is
not easily identifiable.

The comparison of our own outcome/input ratio with the ratio
of someone else results in perceptions of equity, underreward ineq-
uity, or overreward inequity. In the equity condition, people believe
that their outcome/input ratio is similar to the ratio of the compari-
son other. In the underreward inequity situation, people believe
their outcome/input ratio is lower than the comparison other’s
ratio. In the overreward inequity condition, people believe their
outcome/input ratio is higher than the comparison other’s ratio.

Inequity and Employee Motivation How do perceptions of
equity or inequity affect employee motivation? The answer is il-
lustrated in Exhibit 5.8. When people believe they are under- or

Actions that reduce
inequity tension

e Change our inputs

e Change our outcomes

¢ Change other’s inputs

e Change other’s outcomes
e Change our perceptions

e Change comparison other
¢ Leave the field



overrewarded, they experience nega-
tive emotions (called inequity ten-
sion).83 As we have pointed out
throughout this chapter, emotions are
the engines of motivation. In the case
of inequity, people are motivated to
reduce the emotional tension. Most
people have a strong emotional re-
sponse when they believe a situation
is unfair, and this emotion nags at
them until they take steps to correct
the perceived inequity.

There are several ways to try to reduce the inequity ten-
sion.®* Let’s consider each of these in the context of underre-
ward inequity. One action is to reduce our inputs so the
outcome/input ratio is similar to that of the higher-paid co-
worker. Some employees do this by working more slowly, offer-
ing fewer suggestions, and engaging in less organizational
citizenship behavior. A second action is to increase our out-
comes. Some people who think they are underpaid ask for a
pay raise. Others make unauthorized use of company resources.
A third behavioral response is to increase the comparison oth-
er’s inputs. We might subtly ask the better-paid coworker to do
a larger share of the work, for instance. A fourth action is to
reduce the comparison other’s outcomes. This might occur by
ensuring that the coworker gets less desirable jobs or working
conditions. Another action, although uncommon, is to ask the
company to reduce the coworker’s pay so it is the same as
yours.

A fifth action involves changing our beliefs about the situa-
tion rather than changing our behavior. For example, we might
believe that the coworker really is providing more inputs (e.g.,
working longer hours) for that higher pay. Alternatively, we
might change our perceived valence of some outcomes. Rather
than viewing a coworker's work-related travel as a desirable
perk, we instead perceive most of that travel as an undesirable
nuisance. A sixth action to reduce the inequity tension is to
change the comparison other. Instead of comparing ourselves
with the higher-paid coworker, we might increasingly compare
ourselves with a friend or neighbor who works in a similar job.
Finally, if the inequity tension is strong enough and can’t be re-
duced through other actions, we might leave the field. This oc-
curs by moving to another department, joining another
company, or keeping away from the work site where the over-
paid coworker is located.

People who feel overreward inequity would reverse these
actions. Some overrewarded employees reduce their feel-
ings of inequity by working harder; others encourage the

4 connect

SELF-ASSESSMENT 5.4: How Sensitive Are You to Inequities?

I was underpaid for the
first half of my life. I don'’t
mind being overpaid for

the second half.%5

— Pierre Burton, journalist and
popular history author

underrewarded coworker to work at
a more leisurely pace. A common re-
action, however, is that the overre-
warded employee changes his or her
perceptions to justify the more favor-
able outcomes, such as believing
the assigned work is more difficult
or his or her skills are more valuable
than the lower-paid coworker’s
skills.

Evaluating Equity Theory Equity theory is quite successful at
understanding (usually in hindsight) why people feel unfairly
rewarded.®® However, it is more difficult to use as a practical
tool for preventing inequity in the future. The main problem is
that people vary in their choice of comparison other and which
inputs or outcomes are most valuable. The best solution here is
for leaders to know their employees well enough to minimize
the risk of inequity feelings. Open communication is also key,
enabling employees to let decision makers know when they be-
lieve decisions are unfair. A second problem is that equity the-
ory accounts for only some of our feelings of fairness in the
workplace. Procedural and interactional justice can be just as
important as distributive justice.

Procedural and Interactional Justice

Procedural justice is the perception that appropriate rules are
applied in the procedures used throughout the course of decid-
ing how to distribute workplace benefits and burdens. Interac-
tional justice is the perception that appropriate rules are
applied in the way the people involved are treated throughout
that decision process.?” Exhibit 5.9 lists the main rules that
people consider when determining procedural and interac-
tional justice.

There are several ways to maintain procedural justice.?®
Decision makers must be perceived as unbiased, without self-
interest in the results, and not blinded by narrow doctrines.
Their allocation decisions need to be based on as much rele-
vant and accurate information as possible. Those decisions
also need to take into account the positions and circum-
stances of the diverse groups affected by the outcomes. An-
other factor to consider in procedural justice is whether the
decision criteria and decision procedures are compatible with
ethical principles. For example, gathering accurate informa-
tion might not be fair if it involves closely monitoring employ-
ees or violating their individual privacy. The decision criteria
used to allocate benefits as well as the procedural
justice rules need to be applied consistently to ev-
eryone (equality) and over time (stability).

Another important condition for procedural
justice is that employees are given “voice” in the
process—they have the opportunity to present their
evidence and opinions to decision makers. Voice
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Exhibit 5.9 Procedural and interactional Justice Rules

Procedural Justice Rules

- Decision makers are not biased by self-interest or restrictive doctrines.
- Allocation decisions are based on a full complement of accurate information.
- Decision makers consider the interests of all groups affected by the outcomes.

« Decisions and procedures are compatible with ethical principles.

- Decision criteria and procedures are applied consistently across persons and over time.

Interactional Justice Rules

» Employees are treated in a polite manner.
- Employees are treated with respect.

» Employees receive thorough and well-
justified explanations about the decision.

- Employees receive honest, candid, and
timely information about the decision.

- Employees have the opportunity to present their evidence and opinions to decision makers (voice).

« Questionable decisions and procedures can be appealed and overturned.

Sources: Based on information in: G.S. Leventhal, “What Should Be Done with Equity Theory? New Approaches to the Study of Fairness in Social Relationships,” in Social
Exchange, ed. K.J. Gergen, M.S. Greenberg, and R.H. Willis (Boston: Springer US, 1980), 27-55; J.A. Colquitt and J.B. Rodell, “Measuring Justice and Fairness,” in The
Oxford Handbook of Justice in the Workplace, ed. R.S. Cropanzano and M.L. Ambrose (New York: Oxford University Press, 2015), 187-202.

improves the quality of information applied to the decision. It also
provides a value-expressive function; employees tend to feel better
after having an opportunity to speak their mind. Lastly, employees
should have a right to appeal the decision (so it is reviewed and
possibly overturned) if they believe there were errors in how re-
sources were distributed or flaws in the procedures leading to that
decision.

Interactional justice also depends on a set of rules that peo-
ple believe are being applied to the situation.’® Two of these
rules—treating people with politeness and with respect—support
the feeling of fairness in the interpersonal relationship. Abusive
supervision is a clear example of violation of these interactional
justice rules because employees are treated rudely and their self-
worth is attacked.”® To generate a sense of fairness regarding the
information provided, employees should receive thorough and
well justified explanations about the decision, as well as honest,
candid, and timely information about the decision. For instance,
people are more likely to feel that a decision is unfair if decision

S ——

An important condition for procedural justice is that employees
are given “voice” in the process—they have the opportunity to

present their evidence and opinions.
fizkes/Shutterstock
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makers refuse to explain how the decision was made, or if they
seem evasive in their explanation.

Consequences of Procedural and Interactional Injustice
Employees who believe procedural or interactional justice rules
have been violated experience negative emotions, such as anger,
frustration, insult, resentment, and shame.’! Generally, proce-
dural or interactional injustice often results in less work effort
(and performance), fewer organizational citizenship behaviors,
less cooperation with coworkers, increased involvement in
union activities, and increased turnover. Victims of procedural
and interactional injustice sometimes retaliate to restore their
self-esteem, reinstate their status and power in the relationship,
and to educate the perpetrator of the injustice.”? A related out-
come is increased aggression toward the decision maker (e.g.,
supervisor) and sometimes toward coworkers who are seem-
ingly treated more favorably. Procedural or interactional justice
can also lead to more extreme dysfunctional behaviors, such as
theft, sabotage, and violence.

JOB DESIGN

How do you build a better job? That question has challenged
organizational behavior experts, psychologists, engineers, and
economists for a few centuries. Some jobs have very few tasks
and usually require very little skill. Other jobs are immensely
complex and require years of experience and learning to master
them. From one extreme to the other, jobs have different effects
on work efficiency and employee motivation. The ideal, at least
from the organization’s perspective, is to find the right combina-
tion so that work is performed efficiently but employees are en-
gaged and satisfied.”> Job design—the process of assigning tasks



time is about 4 seconds to scan each grocery item before they

repeat the activity with the next item.
Antenna/Getty Images

to a job, including the interdependency of those tasks with other
jobs—tries to balance these potentially competing effects of effi-
ciency and motivation. To understand this issue more fully, we’ll
begin by describing early job design efforts aimed at increasing
work efficiency through job specialization.

Job Design and Work Efficiency

By any measure, supermarket cashiers have highly repetitive
work. One consulting firm estimated that cashiers should be
able to scan each item in an average of 4.6 seconds. Cashiers at
five British supermarket chains took between 1.75 and 3.25 sec-
onds to scan each item from a standardized list of 20 products.
Along with scanning, cashiers process the payment, move the
divider stick, and (in some stores) bag the checked groceries.”*
Supermarket cashiers perform jobs with a high degree of job
specialization. Job specialization occurs when the work re-
quired to serve a customer—or provide any other product or ser-
vice—is subdivided into separate jobs assigned to different

job specialization the
result of a division of labor, in
which work is subdivided into
separate jobs assigned to
different people

people. For instance, super-
markets have separate jobs for
checking out customers, stock-
ing shelves, preparing fresh
foods, and so forth. Except in
the smallest family grocery
stores, one person would not
perform all of these tasks as
part of one job. Each resulting
job includes a narrow subset
of tasks, usually completed in a short cycle time. Cycle time is
the time required to complete the task before starting over with
another item or client. Supermarket cashiers have a cycle time
of less than 5 seconds to scan each item before they repeat the
activity with the next item. They also have a cycle time for serv-
ing each customer, which works out to somewhere between 20
and 40 times per hour in busy stores.

Why would companies divide work into such tiny bits? The
simple answer is that job specialization potentially improves
work efficiency. It does so in four ways:

scientific management
the practice of systematically
partitioning work into its
smallest elements and
standardizing tasks to achieve
maximum efficiency

» Fewer skills and less knowledge to learn. Employees can master special-
ized jobs more quickly because there are fewer physical and mental
skills and knowledge to learn and therefore less time required to be-
come proficient in the job.

»  More frequent practice. More specialized jobs typically have shorter cy-
cle times. Shorter task cycles give employees more frequent practice
with the task, so jobs are mastered more quickly.

« Less attention residue from changing tasks. Employees experience “at-
tention residue” after they change from one type of task to another. Spe-
cifically, their mental attention lingers on the previous type of work,
which slows down performance on the new task. Specialized jobs have
fewer and less varied tasks, so there is less changeover and, conse-
quently, less attention residue and productivity loss.*®

= Better person-job matching. Job specialization tends to increase work
efficiency by enabling employers to more precisely match employees
with specific aptitudes, skills, knowledge, interests, and other character-
istics to the jobs for which these talents are best suited.*

The benefits of job specialization were noted more than
2,300 years ago by the Chinese philosopher Mencius and the
Greek philosopher Plato. Scottish economist Adam Smith
wrote 250 years ago about the advantages of job specialization.
Smith described a small factory where 10 pin makers collec-
tively produced as many as 48,000 pins per day because they
performed specialized tasks. One person straightened the metal,
another cut it, another sharpened one end of the cut piece, yet
another added a white tip to the other end, and so forth. By
comparison, Smith suggested that if each of these 10 people was
individually expected to produce complete pins, the group
would collectively manufacture no more than 20 pins per day.’’

Scientific Management

One of the strongest advocates of job specialization was
Frederick Winslow Taylor, an American industrial engineer
who introduced the principles of scientific management in the
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job characteristics
model a job design model
that relates the motivational
properties of jobs to specific
personal and organizational
consequences of those
properties

early 1900s.”® Scientific man-
agement consists of a toolkit
of activities. Some of these
interventions—employee selec-
tion, training, goal setting, and
work incentives—are common
today but were rare until Taylor
popularized them. However,
scientific management is
mainly associated with high
levels of job specialization and
standardization of tasks to
achieve maximum efficiency.

Taylor recommended that
the most effective companies
should have detailed proce-
dures and work practices devel-
oped by engineers, enforced by
supervisors, and executed by
employees. Even supervisory
tasks should be divided among different people (operations, in-
spection, discipline). Although the accuracy of Taylor’s evidence
is suspect, scientific management practices do improve work effi-
ciency in many situations. These productivity gains are partly due
to training, goal setting, and work incentives, but job specializa-
tion quickly became popular in its own right.

skill variety the extent to
which employees must use
different skills and talents to
perform tasks within their jobs

task identity the degree to
which a job requires completion
of a whole or an identifiable
piece of work

task significance the
degree to which a job has a
substantial impact on the
organization and/or larger
society

Problems with Job Specialization

Frederick Winslow Taylor and his contemporaries focused on
how job specialization reduces labor “waste” by improving the
mechanical efficiency of work (i.e., skills matching, faster learn-
ing, less switchover time). Yet they didn’t seem to notice how
this extreme job specialization adversely affects employee atti-
tudes and motivation. Some jobs—such as scanning grocery
items—are so specialized and repetitive that they become te-
dious, socially isolating, and cognitively dysfunctional. Special-
ized jobs with very short cycle times often produce higher
employee turnover and absenteeism. Companies sometimes
have to pay higher wages to attract job applicants to this dissat-
isfying, narrowly defined work.”

Job specialization affects output quality, but in two opposing
ways. On the positive side, employees in specialized jobs tend to
produce higher quality output because, as we mentioned earlier,
they master their work faster compared to people in jobs with a
wide variety of tasks. This higher proficiency explains why spe-
cialist lawyers tend to provide better quality service than do gen-
eralist lawyers.!%

However, job specialization also has two negative effects on
work quality. First, many specialized jobs (such as supermarket
cashiers) are so tedious that they reduce work attentiveness
and motivation, both of which undermine the quality of output.
Second, by performing a tiny piece of the overall product or
service, employees in specialized jobs have difficulty striving
for better quality or even noticing flaws with the work unit’s
overall output.
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Job Design and Work Motivation

Frederick Winslow Taylor may have overlooked the motiva-
tional effect of job characteristics, but it is now the central focus
of many job design initiatives. The motivational potential of the
job itself is the focus of the job characteristics model, shown in
Exhibit 5.10. The model identifies five core job dimensions that
produce three psychological states. Employees who experience
these psychological states tend to have higher levels of intrinsic
motivation, job satisfaction with the work itself, and work per-
formance (quality and efficiency).!%!

Core Job Characteristics The job characteristics model iden-
tifies five core job characteristics. Under the right conditions,
employees are more motivated and satisfied when jobs have
higher levels of these characteristics:

«  Skill variety. Skill variety refers to the use of different skills and talents
to perform tasks within a job. For example, sales clerks who normally
only serve customers might be assigned the additional duties of stocking
inventory and changing storefront displays.

OB THEORY TO PRACTICE

Motivated by Enriched Jobs at
Softcom Nigeria

Sam Diephuis/Blend Images LLC

Softcom Ltd. is a shining star in Nigeria’s emerging technology indus-
try. The company’s 165 employees say they are motivated by the felt
meaningfulness and responsibility of their jobs. “The sheer scale,
size and audacity of what we’re doing here is one of the motivating
factors for me to come to work,” enthuses the leader of one of Soft-
com’s engineering development teams. “At Softcom, there is always
a sense of purpose,” observes another Softcom employee. “We are
all committed to the goal of solving some of Africa’s biggest chal-
lenges, and that in itself is what connects everything and everyone.”

Softcom employees say they are also motivated by autonomy.
“I've realized that maybe just the freedom is what comforts people.
Nobody is ringing the bell for opening time and closing time,” says
Abiola Fajimi. “There’s just that expectation for you to take owner-
ship of your time and ideas. That level of expectation will drive you to
find the most productive ways to work.”"%*



Exhibit 5.10 The Job Characteristics Model

Critical
sychological

states

Individual difference
moderators

meaningfulness
of the work

It responsibility
work outcomes

Knowledge
f work results

Sources: J.R. Hackman and E.E. Lawler, “Employee Reactions to Job Characteristics,” Journal of Applied Psychology 55, no. 3 (1971): 259-86; J.R. Hackman
and G.R. Oldham, “The Job Diagnostic Survey: An Instrument for the Diagnosis of Jobs and the Evaluation of Job Redesign Projects” (New Haven, CT:
Department of Administrative Sciences, Yale University, May 1974); J.R. Hackman and G.R. Oldham, “Motivation through the Design of Work: Test of a
Theory,” Organizational Behavior and Human Performance 16, no. 2 (1976): 250-79; J.R. Hackman and G. Oldham, Work Redesign (Reading, MA:

Addison-Wesley, 1980).

Task identity. Task identity is the degree to which a job requires com-
pletion of a whole or identifiable piece of work, such as assembling an
entire broadband modem rather than just soldering in the circuitry.

Task significance. Task significance is the degree to which the job
affects the organization and/or larger society. This job characteristic is
most strongly felt when employees regularly and directly see how their
work affects customers or others in society. As an example, when chefs
in one study were able to directly observe the customers who ordered
food (and vice versa), they felt more appreciated and, consequently, ex-
erted more effort and felt more satisfied with their job. “When [the cus-
tomers] can see us [make their food], they appreciate it, and | appreciate
that. It makes me want to improve,” says a cook who participated in the
study.'0?

Autonomy. As we discussed earlier in this chapter, autonomy is a key
contributor to intrinsic motivation. In jobs with high levels of autonomy,
employees make their own decisions rather than rely on detailed instruc-
tions from supervisors or procedure manuals. These jobs provide free-
dom, independence, and discretion in scheduling the work and
determining the procedures to be used to complete the work."3

« Job feedback. Job feedback is the degree to which employees can tell
how well they are doing from direct sensory information from the job it-
self. Airline pilots can tell how well they land their aircraft, and road
crews can see how well they have prepared the roadbed and laid the
asphalt.

Critical Psychological States The five core job characteris-
tics affect employee motivation and satisfaction through three
critical psychological states, shown in Exhibit 5.10. Skill variety,
task identity, and task significance directly contribute to the
job’s felt meaningfulness of the work—the belief that one’s work is
worthwhile or important. Autonomy directly contributes to felt
responsibility for work outcomes—a sense of being personally ac-
countable for the work outcomes. The third critical psychologi-
cal state is knowledge of work results—an awareness of the work
outcomes based on information from the job itself.

Individual Differences Job design doesn’t increase work mo-
tivation for everyone in every situation. Employees must have
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task variability the degree
to which job duties are
nonroutine and unpredictable;
employees perform diverse
tasks from one day to the next
because they are faced with
unfamiliar and unexpected
issues

task analyzability the
degree to which job duties
allow the application of
established procedures and
rules to guide decisions and
behavior (high analyzability);
employee creativity and
judgment are necessary to
perform jobs with low task
analyzability

job enlargement the
practice of adding more tasks
to an existing job

job enrichment the
practice of giving employees
more responsibility for
scheduling, coordinating, and
planning their own work

the required skills and knowl-
edge to master the more chal-
lenging work. Otherwise, job
design tends to increase stress
and reduce job performance.
The original model also states
that employees will be moti-
vated only when they have a
high growth need strength (the
need for personal growth and
development—similar to self-
actualization).!% However, re-
search findings have been
mixed, suggesting that em-
ployees might be motivated by
the job no matter how they
score on growth needs.!%

Social and Information Pro-
cessing Job Characteristics
The job characteristics model
overlooks two clusters of job
features: social characteristics
and information processing

demands.'”” One social char-
acteristic is the extent to
which the job requires employees to interact with other people
(coworkers, clients, government representatives, etc.). This re-
quired social interaction is associated with emotional labor and
regulation, discussed in Chapter 4. Social interaction also in-
creases the complexity of the work due to the person's interde-
pendence with these other people (see task interdependence in
Chapter 7). A second social characteristic of the job is feedback
from others. Jobs that include feedback from people may be just
as motivating as jobs that provide feedback from the task itself.
Feedback from others may be communicated explicitly through
conversation or more implicitly through subtle nonverbal cues.
Job characteristics related to the information processing de-
mands of the job include task variability and task analyzability:!%8

» Task variability. This information processing demand refers to how
predictable the job duties are from one day to the next. Task variability
increases employee motivation because employees in these jobs have
nonroutine work patterns; they perform different types of tasks from one
day to the next, and don’t know which tasks are required until that time.
Jobs with low task variability, on the other hand, are less motivating be-
cause the work is repetitive; employees perform similar tasks using simi-
lar skills in the same way every day.

» Task analyzability. This information processing demand refers to
how much the job can be performed using known procedures and rules.
Jobs with high task analyzability have low information processing de-
mand because job incumbents rely on established guidelines for most
decisions and actions. Consequently, employees are less motivated
when performing jobs with high task analyzability. Jobs with low task
analyzability, on the other hand, have higher motivational potential be-
cause employees need to rely on their creativity and judgment to
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determine the best courses of action for most tasks. The novel or com-
plex work activities in low task analyzability jobs make it difficult to cre-
ate fixed procedures and rules.

Task variability and task analyzability will be discussed again
in Chapter 7 on task structures for teams and in Chapter 12 on
contingencies for designing organizational structures.

Job Design Practices That Motivate

Three main strategies can increase the motivational potential of
jobs: frequent job rotation, job enlargement, and job enrichment.

Frequent Job Rotation Frequent job rotation involves mov-
ing employees through two or more jobs each day. For example,
many grocery stores reduce the tedium of checkout work by mov-
ing cashiers to other jobs during the work shift. This rotation
differs from career development transfers, which involves trans-
ferring employees once or twice each year to different jobs. One
benefit of frequent job rotation is that it potentially reduces the
risk of repetitive strain and heavy lifting injuries. A second bene-
fit is that employees learn how to perform multiple jobs. Third,
employees who perform multiple jobs within a production or ser-
vice process develop a clearer picture of that process and ways to
improve product quality. The fourth potential benefit of frequent
job rotation is that employees use a wider variety of skills
throughout the workday—their daily work has more skill variety—
which potentially improves their motivation and satisfaction.'?

Job Enlargement Job enlargement is the practice of increas-
ing the number and variety of related tasks assigned to a job
held by an employee. This might involve combining two or more
complete jobs into one or just adding one or two more tasks to
an existing job. Either way, job enlargement offers the same ben-
efits as job rotation because adding more and varied tasks gives
employees more skill variety and reduces the risk of repetitive
strain injuries.

Job Enrichment Job enrichment occurs when employees are
given more responsibility for scheduling, coordinating, and plan-
ning their own work.!'% For example, employees have more en-
riched jobs when they are responsible for a variety of tasks and
have enough autonomy to plan their work and choose when to
perform each task. Job enrichment potentially increases job sat-
isfaction and work motivation, and reduces absenteeism and
turnover. Productivity is also higher when task identity and job
feedback are improved. Product and service quality tend to im-
prove because job enrichment increases the jobholder’s felt re-
sponsibility and sense of ownership over the product or
service.!!!

One way to increase job enrichment is by combining highly
interdependent tasks into one job. This natural grouping ap-
proach occurs in the video journalist job because it naturally
groups tasks together to complete an entire product (i.e., a news
story). By forming natural work units, jobholders have stronger
feelings of responsibility for an identifiable body of work. They



Putting employees in direct contact with clients increases

task significance because employees more easily see how
their work affects those clients.

feel a sense of ownership and, therefore, tend to deliver higher
quality work output. Forming natural work units increases task
identity and task significance because employees perform a
complete product or service and can more readily see how their
work affects others.

A second job enrichment strategy, called establishing client
relationships, involves putting employees in direct contact with

their clients rather than using another job group or the supervi-
sor as the liaison between the employee and the customer. Es-
tablishing client relationships increases task significance
because employees more easily see how their work affects those
clients. By being directly responsible for specific clients, em-
ployees also have more information and can make better deci-
sions affecting those clients.!!?

Study Checklist

Connect® is available for M Organizational
Behavior. Additional resources include:

~/ Exercises:

+ Case Analysis: Apply concepts within the context of a
real-world situation.

+ Click and Drag: Helps make the connection between
theory and application through matching, ranking, or
grouping activities.

» Video Case: See management in action through
interactive videos.

+ Self-Assessment: Designed to promote student
self-awareness and reflection, these research-based
surveys contain detailed feedback for students.

- Application-Based Activities: These highly interactive,
application- and analysis-based exercises allow students
to take on specific roles to complete management-
related tasks within a real-world context.

v SmartBook 2.0"—Smartbook 2.0 is an adaptive learning
solution that provides personalized learning to individual
student needs, continually adapts to pinpoint knowledge
gaps and focuses learning on concepts requiring additional
study. It fosters more productive learning, takes the
guesswork out of what to study, and helps students better
prepare for class.

©Natthawat Jamnapa/123RF
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