Chap. 5: “Employee Motivation: Foundations and Practices”

Motivation
The forces within a person that affect the direction, intensity, and persistence of voluntary behavior

Drives (primary needs, fundamental needs, innate motives)
Neural states that energize individuals to correct deficiencies or maintain an internal equilibrium

( Hardwired in the brain

( Activate emotions

( Nowadays nonphysical needs are included as well

Needs

Goal-directed forces that people experience

( Drive-generated emotions (consciously or unconsciously) directed towards particular goals
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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 becomes gratified

Physiological: The need for food, air, water, shelter, and so on

Safety: The need for a secure and stable environment and the absence of pain, threat, or illness.

Belongingness / love: The need for love, affection, and interaction with other people.

Esteem: The need for self-esteem through personal achievement as well as social esteem through recognition and respect from others.

Self-actualization: The need for self-fulfillment, realization of one’s potential.

( Self-actualization can’t be satisfied

( Deficiency needs: first four needs. Become activated when unfulfilled

( Growth need: self actualization for it continues to develop even when fulfilled

( Has been dismissed by most motivation experts! No empirical background.

ERG Theory
A needs hierarchy theory consisting of three fundamental needs – existence, relatedness, and growth

( Also explains how people regress down the hierarchy when they don’t satisfy a need. 

( Not robust too.

Learned Needs Theory
Examines three learned needs (need for achievement, need for affiliation, need for power).

( Needs can be learned (resp. strengthened or weakened)

Four-Drive Theory

A motivation theory based on the innate drives to acquire, bond, learn, and defend that incorporates both emotions and rationality

( Four drives are innate and universal (hardwired, found in all human beings)
( No hierarchy of needs, we pursue all of them
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( Competing drives (i.e. conflicting emotions) demand our attention, which causes us to choose a course of action based on social norms, personal values, and past experience

( Translation of drives into goal-directed behavior
( May explain role of emotional intelligence in employee motivation and behavior

( Critique: Other drives may be important resp. those four may be questionable; social norms, personal values, and past experience most likely don’t represent the full set of individual characteristics that translate emotions into goal-directed effort.

( Practical implications: Provide a balanced opportunity to fulfill the different drives.


( Provide sufficient rewards, learning opportunities, social interaction,…

( “Balance” means that a too strong opportunity to fulfill ONE drive is bad too (for they counterbalance each other
Expectancy Theory of Motivation
a motivation theory based on the idea that work effort is directed towards behaviors that people believe will lead to desired outcomes
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E-to-P expectancy: Individual’s perception (probability!!) that his effort will result in a particular level of performance.
( Reassure employees that they have what it takes to perform
( Match skills with job requirements

( Behavioral modeling and supportive feedback strengthen self-confidence

P-to-O expectancy: Perceived probability that a specific performance level will lead to a particular outcome.

( Measure employee performance accurately and let high performers benefit

( Employees need to know how performance will result in rewards

Outcome valence: Anticipated satisfaction or dissatisfaction that an individual feels towards an outcome.

( Individualizing rewards and other performance outcomes to motivate employees

Goal setting: the process of motivating employees and clarifying their role perceptions by establishing performance objectives

Six conditions to maximize task effort and performance:
Specific goals: better than “doing your best” goals

Relevant goals: relevant to job within individual’s control 

Challenging goals: raise intensity and persistence of work; fulfill growth needs

Goal commitment: challenging without being too difficult; E-to-P expectancy!!!

Participation in goal formation (sometimes):  MAY also improve goal quality

Goal feedback: redirects effort; potentially fulfills growth needs
Distributive justice: perceived fairness in the outcome we receive relative to our contributions and the outcomes and contributions of others

Procedural justice: perceived fairness of the procedures used to allocate resources as well as treatment of others throughout that exchange process

( How to improve it? Give employees “voice” in the resource allocation process. Decision maker should be unbiased and rely on complete and accurate information.
Equity theory: 

A theory that explains how people develop perceptions of fairness in the distribution and exchange of resources

Feelings of equity (inequity) occur when employees compare their outcome / input ratio to the outcome / input ratio of some other person. Inputs include skill, effort, reputation, performance, experience, and hours worked. Outcomes are what employees receive in exchange for inputs, such as pay, promotions, recognition, preferential treatment, or preferred jobs in the future.
Main ways that people “correct” inequity feelings:

( reduce our inputs ( increase our outcomes ( increase the comparison other’s inputs ( reduce comparison other’s outcomes ( change our perceptions ( change the comparison other ( leave the field

Job design: the process of assigning tasks to a job, including the interdependence of those tasks with other jobs

Job specialization: the result of division of labor in which each job includes a subset of the tasks required to complete the product or service

( Improves efficiency ( drawback: tedious, trivial, and socially isolating tasks ( employee turnover and absenteeism tends to be higher

Job characteristic model:

A job design model that relates the motivational properties of jobs to a specific personal and organizational consequences if those properties

Employees are more motivated and satisfied when jobs have a higher level of the following characteristics:

( Skill variety ( task identity ( task significance ( autonomy ( job feedback

( Those are core job characteristics which influence critical psychological states (meaningfulness, responsibility, knowledge of results) which in turn influence specific outcomes (work motivation, growth satisfaction, general satisfaction, work effectiveness)
Job enrichment: occurs when employees are given more responsibility for scheduling, coordinating and planning their own work

Natural grouping approach: combining highly interdependent tasks into one job
Establishing client relationship: direct contact with clients rather than supervisor as put-between

Empowerment: a psychological concept in which people experience more self-determination, meaning, competence and impact regarding their role in the organization

Represented by four dimensions: 

( Self determination: freedom, interdependence, and discretion of work activities 

( Meaning: believe what they do is important

( Competence: confidence about ones ability to perform the work well, capacity to grow

( Impact: employees see themselves as active participants in the organization
http://en.citizendium.org/wiki/Motivation
http://thelanterngroup.wordpress.com/2009/06/16/four-drive-model-new-theory-on-employee-motivation/
http://paei.wikidot.com/lawrence-nohria-four-drive-theory-of-human-nature
http://en.wikipedia.org/wiki/Expectancy_theory
http://www.arrod.co.uk/archive/concept_vroom.php
Chap. 6: “Decision Making and Creativity”

Rational Choice Paradigm:

A deeply held perspective of decision making that people should – and typically do – make decisions based on pure logic and rationality

( 6 intertwining steps:

1. identify problem or opportunity ( 2. choose the best decision process ( 3. develop alternative solutions ( 4. choose the best alternative ( 5. implement the selected alternative ( 6. evaluate decision outcome ( 1. …

( Problem: Rarely exists in practice. People aren’t efficient and logical information processing machines ( emotions interfere

Identifying problems and opportunities

Defining the problem first, solve afterwards

Problems with problem identification…

1. stakeholder framing: stakeholders with vested interest try to persuade the decision makers

2. perceptual defense: when people block out bad news ( coping mechanism

3. mental models: cognitive templates or images of the external world provide stability and predictability, also produce assumptions and “false” expectations

4. decisive leadership: leaders try to be decisive for this is what others expect them to be

5. solution-focused problems: problem are sometimes defined as pet solutions
( “solution”: discover blind spots and be aware of problems with problem identification

Evaluating and choosing alternatives

Bounded rationality: processing limited and imperfect information and satisficing rather than maximizing when choosing between alternatives

Implicit favorite: a preferred alternative that the decision maker uses repeatedly as a comparison

( Different assumptions: Rational Choice vs. Organizational Behavior

Satisficing: selecting a solution that is satisfactory or “good enough” rather than optimal or “the best”

Intuition: the ability to know when a problem or opportunity exists and to select the best course of action without conscious reasoning
( Is about emotional signals based on experience

Scenario planning: a systematic process of thinking about alternative futures and what the organization should do to anticipate and react to those environments

( way of making choices more effectively

Evaluating Decision Outcomes

Escalation of commitment: the tendency to repeat an apparently bad decision or allocate more resources to a failing course of action

Why does escalation of commitment kick in sometimes?

( Self justification: If one has to justify for decisions sticking to them might be less stressful
( Prospect theory effect: an effect in which losing a particular amount is more disliked than gaining the same amount

( Perceptual blinders: if decision makers see problems not soon enough. They unconsciously screen out or explain away negative information to protect self-esteem

( Closing costs: May be high or unknown. Terminating the project might lead to large financial penalties, a bad public image, or personal costs.

( Seems to be better to separate decision makers from decision evaluators. Establish a preset level at which decisions are abandoned or reevaluated. Involving several people may lower the risk of escalation.

Employee involvement:

The degree to which employees influence how their work is organized and carried out.

( Benefits: May improve problem identification, may create synergies and allow for better solutions, people tend to be better collectively than individuals at picking the best alternative. Feel personally responsible for success.
( Contingencies of employee involvement: 

Decision structure: unnecessary when problem is routine

Source of decision knowledge: Subordinates should be involved if they have sufficient / additional information on a problem.

Decision commitment: Participations tends to improve commitment.

Risk of conflict: Two types of conflict undermine the benefits. Employee’s goals and norms vs. organization’s goals. Degree of involvement depends on whether employees will reach agreement on the preferred solution.

Creativity:

The development of original ideas that make socially recognized contribution.

Divergent thinking: reframing the problem in a unique way and generating different approaches to the issue

The Creative Process Model
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Preparation is about getting a idea what one wants to achieve and later on studying that topic.

Incubation assists divergent thinking – reframing the problem in a unique way and generating different approaches to the issue.

Insight means that after divergent thinking one suddenly becomes aware of an unique idea. They are rough ideas, which ware mainly about inspiration.

Verification is the process of conscious evaluation and experimentation.

How to support creativity?

Learning orientation resp. learning friendly environment throughout the organization. That means that mistakes are accepted as a necessary condition to learn. One needs the authority to experiment. Job security and leader support have a positive impact on creativity as well.
Which activities encourage creativity?

Encourage employees to redefine the problem (e.g. revisiting an old project)

Try to assist free thinking (e.g. art classes, acting,…)

Cross pollination (occurs when people from different areas of the organization exchange ideas)

http://en.wikipedia.org/wiki/Prospect_theory
