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Foundations of
Employee Motivation

U2 After reading this chapter, you should be able to:
)
Wi
, _:2 3-1  Define employee engagement.
;:,r; 9-2  Explain the role of human drives and emotions in employee motivation and behavior.
_5 5-3  Summarize Maslow’s needs hierarchy, McClelland's learned needs theory, and four-drive
O theory, and discuss their implications for motivating employees.
': 5-4  Discuss the expectancy theory model, including its practical implications.
[
o 3-5  Qutline organizational behavior modification (OB Mod) and social cognitive theory, and
e
;-:; explain their relevance to employee motivation.
O
__q.»_. 5-8  Describe the characteristics of effective goal setting and feedback.

5-7  Summarize equity theory and describe ways to improve procedural justice.




s a lead courier at DHL Express in Liberia, Africa, James Davies
begins work by 6 am, sorts out his deliveries, and ensures his
coworkers' packages are ready to go. Then, he cheerfully heads out on his
route, providing some of the best customer service in Monrovia, Liberia’s capital city.
*James Davies has an incredible energy. and his passion for the job after 14 years is
unbelievable.”" enthuses DHL Liberia’s country manager.”] have never had any staff
getting more positive comments from various clients than James Davies”

DHL Express, the global courier division of Germany’s Deutsche Post, has been
building a workforce of highly engaged employees such as James Davies."Motivated and
engaged employees are crudial to the success of any business and, at DHL they form
the cormerstone of our service,” explains Sumesh Rahavendra, the head of marketing at
DHL Express sub-Saharan Africa. "Our people make a difference in the service we
provide, therefore impacting on customer loyalty and, by extension, cur profitabilicy”

DHL's employee engagement strategy begins with its award-winning Certified
International Specialist (CI5) program. All of the company’s 100,000 employees in
220 countries have completed the CIS foundation course, which teaches the
fundamentals of international shipping as well az DHL's business strategy and its
four core values. The CIS program demonstrates the company’s investment in its
pecple and helps employees to see the importance of their role in the company's
complex operatons. “CIS is not a traditional training platform,” says DHL CEQ
Ken Allen. It was designed first and foremost as an engagement tool.”

DHL Express also motivates its management staff through rigorous goal setting
and feedback. The company was an early adopter of the balanced scorecard process,
which measures dozens of performance indicators across the crganization, such as
the percentage of packages delivered on time and how long it takes a call center
employee to answer an incoming call,

Along with these quantitative performance targets, DHL motivates staff through
persenal recognition and appreciation. For instance, the company’s recent Africa-wide
employee appreciaton week celebrated thousands of employees for their long service as
well as special efforts beyond the call of duty. James Davies and other top performers
were awarded a trip to a luxury resort nearVictoria Falls, Zambia. DHL Kenya's managing
director thanked couriers by serving them breakfast and providing assistance on their
routes that week In other countries, DHL hosted picnics for employees and their families.

. DOHL Express refies on employes engagement and motivation to provide efficient and friendly customer service.
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“For me. this initiative has reinforced the importance of employee recognition
and motivation,” says Adelaide Mgayo, head of DHL Express’ Customer Service
department in Chad. “It's given our team the drive to move from ‘good to great’, and

has really motivated us."!

DHL Express has developed a highly enpaped workforce through recopnition. goal set-
ting, feedback, and human capital investment. The company also invalves employees, en-
courages innovative thinking, and creates a positive work environment, These practices
eencrate high levels of employee motdvation. Motdvaton refers to the forces within a person
that affect the direction, intensity, and persistence of voluntary behavior.? Motivated em-
ployees are willing to exert a particular level of effort {intensicy); for a certain amoune of
time {persistenice), toward a particular goal {direction). Motivation is ane of the four essen-
tial drivers of individual behavior and performance (see Chapter 2.

This chapter introduces the core theories of cmployee motivation. We bepin by discuss-
ing employee enpagement, an increasingly popular concept associated with motivation,
Next. we explain how drives and emotions are the prime movers of employes motivation.
Three theories that focus on drives and needs—Maslow’s needs hierarchy, McClelland's
learned needs theary, and four-drive theory—are introduced and evaluared. MNext, we tum
our attention to the popular rational decision maodel of employee motivation: expectancy
theory. Drpanizadonal behavior modification and social cognitive theory are then intro-
duced, which relate to learning the expectancies that motivate employecs through the expec-
tancy theory model. Mext, we look at poal setting and fredback, which are considered the
most robust and uscful motivational concepts and practices in orpanizations. This chapter
closes with the topic of motvation through crganivational justice, including the elements
and dynamics of equity theory and procedural justice.

Employee Engagement

10 5-1

motivation
Thie forees within & person that
affect hig or her diraction,
Intenstry, znd persistence of
voluntzry behavior

When executives discuss employes motivation these days, they are just as likely to use the
phmsr_' cm.!ﬂnyu: enigagemennt. Mthm.l.g]l its definition is stll Ecing dcbﬁ.t:d,z' we cautiau-.s]}r
define employee engagement as an individuals emotional and cognitive {logical) motivation,
particularly a focused, intense, persistent, and purposive effort toward work-related ppals. I
is typically described as an emotional involvement in, commitment to, and sarisfaction with
work. Employee engapement also includes a high level of absorption in the work—the expe-
rience of focusing intensely on the task with limited awareness of events beyond thar work.
Finally, employee engagement is often described in terms of self-efficacy—the belief that you
have the ability, role clariey, and resources to get the job done (see Chapter 3).

Emploves engagement is on the minds of many business leaders these days because it seems o
be a strong predictor of employee and work unit performance. A major report for the Bradsh
povernmient conduded thar employes engacement is so iImportant to the country’s international
competitiveness that the povernment should urgendy raise awarenss of and support for employes
engagement practices throughous all sectors of the economy? Standard Chartered Bank found thae
branches with higher employee engagement provide significantly hicher customer service qualigy
have 46 percent lower employee tumover, and produce 16 percent higher profit margin growth
than brandhes with lower employee engapement. Flectronics retadler Best Buy rpons dhar a 0.1
increase (on a 5.0 point scale) in a stores employee enpagement score is associated with a $100,000

g increase in that store’s profieabilicy for the year Ie fsn'e always
clear from these studies whether employee engagement makes
companies more successful, or whether the company’s success
makes employees more engaged. However, these interventions
at Best Buy, Standard Chanered, and other companies suggest
that employee enpapement causes the company outcomes more
than vice versa.
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How do you build 2 successful company? John Dalano, who recently steppad down aftar 3 decade as CED of Rexigroup, racommends
anunrelanting drive o improve amployee engagament. Employee engagament scores at Hexirent Capital, tha Avsiralian company's
consumar laasing division, incraased from a lowly 31 percent a decade ago to around 75 percant today, catapufng it onto the best
ampdoyar list in that country. Over the same pariod, Faxirant's profitability has increasad by 300 parcent “Wa could nevar hava
achievad tha resits we have without having an angaged workforce,” said Delano. "It is no coincidence that our growth bagan ta
accalerate ant a continuous basis only since we mada a concartad effert to improve our emplayes engagemant ™

drives

Hardwired characteriztics of the
brain that correct deficlencles or
malnzin an internal sguibbriem
by producing emotions to
energize ndviduzls,

The challenge facing organizational leaders is that most emplovess aren’t very enpaped
The nambers vary, bure one representative survey estimates that nnl}' 30 percent of :mp]n}'-
ees in the United States are :ngngcd, 52 percent are not mga.gcd, and 18 percent are :n:tiw:]}'
discngﬂgr_‘d. J"Lcti'ﬂﬂy (Iiscngagcd cmp]n}'c:s tend to be di;rup:h’c at work, not just discon-
nected from work.” Employees in several Asian countries (notably Japan, China, and South
Korea) and a fow European countries (notably ltaly, the Nethedands, and France) have the
lowest levels of employee engagement, whereas the highest scores are usually found in the
United States, Brazil, and India.

This leads to the question: What are the drivers of employee enpagement? Goal serting,
employee involvement, organizational justice, organizational comprehension (knowing
what's going on in the company), employee developmient opportunities, sufficient resources,
and an appealing company vision are some of the more commonly mentioned influences.®
In other words, building an engaged workforce calls on most topics in this book, such as the
MARS modd {Chapter 2), building affecrive commitment (Chapter 4), motivation practices
(Chapeer 3), and leadership (Chapeer 12).

Employee Drives and Needs
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To figure out how to nurture a more cogaged and motivated workforee, we first need o
understand the motivational “forces” or prime movers of employes behavior.” Qur starting

point is dilves (also called primary meeds), which we define as hardwired characteristics of



EXHIBIT 5.1
Drives, Needs, oand Bahavior

Goal-directed forces that people
EXperience.
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the brain that attempe to keep us in balance by comecting deficiencies. Drives accomplish
this task by producing emotions that energize us to act on our environmene.'" Dirives are
receiving increasing attention because recent nearoscience (brain) research has highlicheed
the central role of emotions in human decisions and behavior. There s no agreed upon list

-of human drives, but rescarch has cm‘tsist:nli}' identified several, such as the drive for social

interaction, for competence or status, to know what’s going on arcund ws, and to defend
oursehves against physiological and psychological harm. &

Dirives are innate and universal, which means thar evervone has them and they exist from
birth. Furthermore, drives are the “prime movers” of behavior because they penerate emo-
tions, which put pcu-pln: in a state of readiness o act on ther environment. Emotions pla}r &
central role in motivation.'* In fact, both words (emasion and merivation) originate from the
same Latin word, movere, which means “te move.”

Exhibit 5.1 illustrates how drives and emotions translare into felt needs and behavior.
Drrives, and the emotions produced by these drives, produce human necds. We define needs
as goal-directed forces that people experience. They are the motivational forces of emotions
channeled toward particular goals to correce deficiencies or imbalances. As one leading neu-
roscientist explains *Drives express themselves directly in background emotions and we
eventually become aware of their existence by means of backeround feelings.""? In other
words, needs are the emotions we eventually become consciously sware of.

Consider the following example: You arrive at work to discover a stranger sitting at your
desk. Encing this situation prc:dl.u:c.s emotions {wnrry, curiusit_rr} that motivare FOu T act.
These emotions are penerated from drives, such as the drive to defend and the drive o
comprehend, When strong enough, these emotions motivate you to do something about
this situation, such as finding out who thar person is and possibly secking reassurance from
coworkers that your job is still safe. In this case, you have a need to know what is going on,
to feel secure, and possibly to correct a sense of personal violation. Notice that your
emotional reactions to secing the stranger sitting at your desk represent the forces that move
you, but you channel those emotions coward :pn:ciﬁc g{rﬂs.

INDIVIDUAL DIFFERENCES IN NEEDS

Everyone has thie same drives; they are hard-wired in us through evalution. However, people
develop different intensites of needs in a particular situarion: Exhibic 5.1 explains why this
differcnce coours. The left side of the model shows that the individual s self-concept (as well
as pcmuna]it}r :;.nd values), social norms, and pdst experience ampli.ﬁ,- Or SUPPress drive-based
emotions, thereby resulting in stronger or weaker needs. ' People who define themselves as
Very sociable t_ﬁ:ril:aﬂ}r experience a stronger need for social interaction if alone for a while,
whereas people who view themselves as less sociable would experience a less intense need 1o
be with others over that time. These individual differences also explain why needs can be
“learned” to some extent. Socialization and reinforcement may cause people to aleer their
selfconcept somewhat, resulting in a stronger or weaker need for sodal interaction. achieve-
ment, and so on. We will discuss learned needs later in this chaptcr.

Self-concept, social norms, and past experience also regulate a person’s motivated deci-
sions and behavior, as the right side of Exhibic 5.1 illustrates. Consider the carlier :xa.l:n;:rlc
of the stranger sitting at your desk. You probably wouldn't walk up to the person and de-
mand that he or she leave; such blunt behiavior is contrary to' social nerms in most cultures.
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EXHIBIT 5.2

Maslow's Needs Hierarchy

Saprce: Based on informarion in A HL

Mefaslow, “A ﬁznr}' of Human Mos-
vazian,” Pockelsgiond Review: 50
(1943, pp. 370356,
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Employees who view themselves as forthripght might approach the stranger direcdy, whereas
those who have a different self-concepe or have had nepative experiences with direct con-
frontation are more likely to first gather information from coworkers before approaching the
intruder, In shore, your drives (drive to comprehend, to defend, to bond, etc.) and renilting
emotions energize you to act, and vour self-concept, social norms, and past experience direce
that energy into goal-directed behavior.

Exhibit 5.1 provides a uschul template for understanding how drives and emotions are the
prime sources of employes motvation and how individual dharaceeristics (self<concept, cxperi-
ence, values) influence poal-directed behavior You will see picces of this theory when we discuss
four-drive theory, expectancy theory, equity theory, and other concepts in dhis chapeer. The re-
mainder of this section describes theories that toy to explain the d\mu of drives and neads.

i

To what extent do you value motivating jobs? Visit connect.megrawhill.
com to assess your growth need strength (self-actualization).

MASLOW'S NEEDS HIERARCHY THEQCRY

By far, the most widely known theory of human motivation is Maslow’s needs hictarchy
theory (see Exhibit 5.2). Developed by psychologist Abraham Maslow in the 19405, the
maodel condenses and inteprates the !ung list of drives and needs thar had been prﬂinusl}r
studied into a hierarchy of five basic categories (from lowest to l'tighc-st']':'f' pfo};i&fagkﬂ'f (need
for food, air; water, shelter, etc.), safety {need for security and stability), belongingnesilove
{need for interaction with and affection from others), esseens (need for self-esteem and social
esteem/status), and selfacrwalization (need for self-fulfillment, realization of one’s potential).
_Mung with dc\'duping these five categories, Maslow identified the desire to know and the
desire for assthetic bc-aul:y as two innate drives that do not fit within the h.eran:h}f_ Maslow
sug:sr:d that we are motivated 5Em1.|itam:nusl}' by-s::ﬂ.rcral primary needs {drives), bur the
strongest source of motivation is the lowest unsatisfied need at the dme. As the person sads-
fies a lowerlevel need, the nexe higher need in the hierarchy becomes the primary motivator

and remains soeven if never satisfed.
Need to know
Need for beauty
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Limitations of Needs Hierarchy Models In spite of its popularity, Maslow’s neads
hierarchy theory has been dismissed by most motivation experts.'® Other needs hierarchy models
have also failed 1o adequately depice human motivarion. Studies have concluded that people do
not progress through the hicrarchy as Maslow’s theory predics. Furthermare, evidence suppests
that need fulfillment exists for a much sherter time than Maslow stared in his writing,

However, the main problemn with Maslow’s and ather needs hieranchy medels is that people
don't fit into a one-stze-fits-all neads hicm.rd't}‘. [nstead, thiese hicrardhics vary from one person
tor the next. Some place social status at the top of their personal hierarchy; others view personal
development and prowth above social relations or status. Employee needs are stronply influ-
enced by selfconcept, personal values, and personalitg. ™ People have different hierarchies of
values (their values system; see Chapter 2), so they also have paralld differences in their nesds
hicranchies. If}'cmr most Important values lean toward stimulation and sdf-direction, you pmb—
ably pay more antention to self-acualizarion nesds, If power and achicvement are at the top of
your value system, status nceds will likely be at the top of your needs hicrarchy, A person’s values
hierarchy can change over time, so his or her needs hierarchy also changes over time.'®

Maslow's Coniribution to Motivation Although needs hierarchy theory has
failed the reality test, Maslow deserves credie for bringing a more holistic, humanistdic, and

pesitive approach to the study of human motivation."

*  Holistic perspective. Maslow explained that the various necds should be studied rogether
(holistically) becanse human behavior is typically initiated by more than one need at
the same time. Previously, motivation experts had splintered needs or drives into
dozens of categories, each studied in isolation.™®

*  Humanistic perspecrive. Maslow introduced the then-novel idea that higher-order
needs are influenced by personal and social influences, not just instinces.” In other
words, he was among the first to recognize that human thoughes (including
self-concept. sodal norms, past experience) play a role in motivation. Previous moti-
vation experts had focused almost entirely on human instincts without considering
that modvadion could be shaped by human thought.,

»  Positive perspective. Maslow popularized the concept of self-actualization, suggesting
that people are naturally motivated to reach their potential and that orpanizations
and societies need o be structured to help people continue and develop this motiva-
tion.” This positive view of motivation contrasted with the dominant position that
needs become activated by deficiencies such as hunger. Indeed. Maslow is considered
a pioneer in positive organizational behavior. Positive OB says that focusing on the
positive rather than negative aspects of life will improve organizational success and
individual well-being (see Chapeer 3). In other words, this approach advocates build-
ing pasitive qualitics and perspectives within individuals or institutions as opposed
to focusing on trying to fix what might be wrong with them.™

How strong are your need for achievement and need for affiliation?
Wisit connect. megrawhill.com to astimate your need strength
for these two needs.

LEARNED NEEDS THEORY

Farlier in this chapter, we stated that drives are innate, whereas needs are shaped, amplified;
or suppressed through self-concept, social norms, and past experience. Maslow noted this
when he wrote thar individual characreristics influence the strength of higher-order needs,
such as the need to bong. Psychologise David McClelland furcher investigated the idea dhat
necd strr_'ng't]'l. can be altered th.mugh social influences: In part[l:ular, he n:tngnizcd thar a



need for achievement (néch)
& learnad nead in which paople
want to accormpliish reasonzbly
challerping goals and desire
unambigucus feedback and
recognition for thelr stcoess.

Haineken USA had baan losing market share, and incoming CED
Diolf wan' den Brink {kaft in photo) soon discovered one major
raason: Heingken's staff needed more achisvemant mativation.
To encourage mora risk-orentad, antreprenaurial thirking, van
den Brink held an all-employea pirate-themad event celebrating
the company’s naw aggrassiva valuas, such as "Hunt as a pack”
and "D what it takas to win, but ba responsibde.” “We need to
ba 2 nimble, ivmbie, agile and an entrapreneurizl company
again,” explains van den Brink. Another Heinekan executiva
adds: “To have a challenger mindset, we napded to unigash
Bveryona s inner pirate.” Van dan Brink is also 3 role mocel for
high achievemant motivation. Ha had spant tha previous four
vaars doubling Heinakaen's market share in the Demacratic
Republic of the Congo, in spite of militant uprisings. Heineken
USAs market share has since incraasad, and employeas say
they are much more risk-orfented =

persons needs can be strenpthened through reinforcement,
learning, and social conditions. McClelland examined three

“learned” needs: achicvement, POWeT, and affiliation

Need for Achievement DPeople with a strong ficed for
achlevement (nAch) want o accomplish reasonably chal-
lenging goals through their own effort. They prefer working alone rather than in teams,
and they choose rasks with a moderate degree of risk (i.c., neither too casy nor impassible
to complere). High-nAch people also desire unambipuous feedback and recopnition for
their success. Money is a weak motivator, except when it provides feedback and recogni-
tdon.* In contrast, employees with a low nAch perform their work better when money is
used as an incentive. Successful entrepreneurs tend to have a high nAch, possibly because
they establish challenging goals for themselves and thrive on E(JmPCL‘i.Ei.UI‘I:.:"c'

Weed for Affiliation Need for affilladon (nAfF) refers to a desire to seck approval
from others, conform to their wishes and expectations, and aveid conflice and confronea-
tion. People with a srong nAf try to project a favorable image of themselves. They tend o
actively support others and try to smooth our workplace conflicts. High nAf employees
generally work wdl in coordinating roles to mediate conflices and in sales posidons where the
main task is cultivating long-term relations. However, they tend to be less effective at allo-
cating scarce resources and making other decisions that potentially generate conflict. People
in :j-:cisiun-mnicjng positicns must have a rcia:[vd}' lowr need for athliation so their choices
and actions are not biased by a personal need for approval

Need for Power People with a hich need for power (aPow) want to exercise control over
athers and are concemed about maintaining their leadership posidon. They Frequently rely an
persuasive communication,
make more suggestions in
meetings, and tend to pub-

need for affiliation [n.l.lﬂ need for power (nPow) licly evaluate situations more

A learned need in which people e e e T R frequently. McClelland

HI wm ml- Ianl mﬁmll 1 pointed out that there are
Bﬂpﬂmﬂﬂﬂ'ﬂl!ﬁmdm resources, to benefit either two rypes of nPow. Individu-
“and confrontation, “thernzalves (personalized power) als who enjoy their power for
or others (sodzlized power). its own sake, use it o ad-

vance personal intereses, and
129
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four-drive theory

A motivation theory bazed on
the innate drives to acquire,
bond. bearn, and defend that
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wear their power as a status symbol have personalized power. Others mainly have a high need
for soctalized power because they desire power as a means to help others ™ McClelland arpues
that effective leaders should have a high need for socialized rather than personalized power
They must have a high degree of altruism and social responsibility and be concerned about the

consequences of their own actions on others.

Learning Needs McClelland believed that needs can be learned {more accurately,
strenpthened or weakened), and the training programs he developed supported that prop-
osition. In his achievement motivation program, trainees wrote achievement-oriented
stories and practiced achievement-oriented behaviors in business pames. They also com-
pleted a deeailed achievement plan for the next two years and formed a reference group
with other trainees to maintain their new-found achisvement motivation.™ Participants
attending these achicvement motivation programs subsequently started more new busi-
nesses, had grearer community involvement, invested more in expanding their businesses,
and employed twice as many people compared with a matched sample of non-partici-
pants. These eraining programs increased achievement motivation by altering participants'
self-concept and reinforcing their achievement experiences. When writing an achievement
plan, for example, participants were encouraped {and supported by other participants) to
experience the anticipated thrill of succeeding.

Visit connect.megrawhill.com for activities and test questions to
help you learn about four-drive theory and other needs-based models
of motivation.

FOUR-DRIVE THEORY

One of the central messapes of this chapter is that emotions are at the core of employee
motivation. Across the social sciences, it is increasingly agreed upon that human beings have
several hardwired drives, including social interaction, learning. and getting ahead. These
drives generate emotions, which represent the prime movers or sources of effore of individual
behavior. Most ceganizational behavior theories of motivation focus on the cognitive aspects
of human motivation; four-dtive theoty is one of the few to recognize the central role of
human emotions in the motivation process.®!

According to four-drive theorys everyone has four drives: drive to acquire; drive to bond,
drive to comprehend, and drive to defend. These drives are innate and universal, meaning
that they are hardwired in our brains and are found inall human beings. They are also inde-
pendent of one another: There is no hierarchy of drives, so one drive is neither dependent on
nor inherently inferior or superior to another drive. Four-drive theory also states that these
four drives are a complete set—there are no fundamental drives excluded from the model.
Another key fearure is that three of the four drives are proactive—we regulardy try to fulfill
them. Only the drive to defend is reactive—it is tripgered by threat. Thus, any notion of
fulfilling drives is temporany at best,

Four-drive theory identified the four drives based on their considerable discussion in
prior rescarch (which we noted cardier in this chaprer). These drives are:

*  Drive to doguire. This is the drive to seck, take, control, and retain objects and
personal expericnces. The drive to acquire extends bevond basic food and water; it
includes enhancing one’s self-concept through relative status and recognition in soci-
ety Thus, it is the foundation of competition and the basis of our need for esteem.
Four-drive theory states thar the drive to acquire is insatiable because the purpose of
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human motivation is to achieve a higher pasition than others, not just o fulfill one’s
physialogical needs.

*  Dirive to bond. This is the drive to form social relationships and develop mutual
caring commitments with others, Tt explains why people form social identitics by
aligning their self-concept with various social proups {see Chapter 3). It may also
explain why people who lack social conract are more prone to serivus health prob-
lems.* The drive to bond motivates people to cooperate and consequentdy iz a
fundamental ingredient in the success of organizations and the developmente of
societies.

= Dirive to comprebend. This is the drive to satisfy our curiosity, to know and under-
stand ourselves and the environment around us.® When observing something
that is inconsistent with or bcyond U CUrTent iinuwlcdg:, we txpericnce & ten-
sion that motivates us to close that information gap. In fact, studies have revealed
that people who are removed from any novel information will crave even boring
information; in one classic experiment, participants depri\rcd of information

r‘-‘cnfuaﬂ}‘ craved month-old stock n:pu-rts!}s The drive to cn-mprchn:nd iz related
to the higher-erder needs of growth and self-actualization deseribed carlier

+ [hrive ta dg‘i'mi This is the drive to protect ourselves phy"sicn"}r and scu:iajl}'_ Fmbal:rl}'
the firse drive to develop, it creates & “Aght-or-flight” response in the face of personal
danger. The drive to defend goes beyond protecting our physical sdf It includes de-
Fending our reladonships, cur acquisidons, and our belief systems.

How Drives Influence Motivation and Behavier Four-drive theory is derived
from recent neurgscience research reparding the emotioral marker process and how emo-
tioms are channeled into decisions and behavior® As we described in previous chapt::.s,
our perceptions of the world around us are quickly and nonconscionsly tagged with emo-
tional markers. According to four-drive theory, the four drives determine which emotions
are tapeed to incoming stimuli. If you arrive at work one day te see 2 stranper sitting in
your office chair; ol might quicic.l}-' experience WorTy, Curiosity; or both. These emotions
are triggered by one or more of the four deives. In this example, the emotions produced
are likely strong enough to demand your attention and motivate you to act on this
observarion.

Most of the time, we aren't aware of our emotional experiences because they are subtde
and fleeting. However, emotions do become conscious experiences when they are suffi-
cicntly serong or when we experience conflicting emotions. In these circumstances, our
mental skill set relies on social norms; past cxpericnce; and p::mna] values to direct the
maotivational force of our emotions to actions that deal with that situation (see Exhibit 5.3).
In other words, our mental skill ser chooses courses of action that are acceptable to soci-
ety arc consistent with cur own moral compass. and have a high probabilicr of achicving
the gual.i? This is the process described at the beginning of this chapeer: Dirives produce
emotions, and various personal characteristics {self-concept, social norms, expericnes)
translate these emotions into goal-directed needs, which are then directed inta decisions

and behavion

Evaluating Four-Drive Theory Although four-drive theory was introduced re-
cently, it is based on a deep foundation of research that dates back more than three de-
cades. The drives have been identified from psychological and anthropological studies.
Furthermore, Shalom Schwartz recently reported that four-drive theory maps well onto
the ten dimensions in his circumplex model of personal values (see Chaprer 2).%® The
translation of drives into goal-directed behavior aripinates from considerable research on
emotions and neural processes. The theory explains why needs vary from one person o
the next, but avoids the assumption that cveryone has the same needs hierarchy. Notice
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EXHIBIT 5.3 Four-Drive Theory of Motivation

comprehend

Drive to
defend

Sonrces Based on'information’in PP R. Lawrence and M. Nohria, Dviven: How Hicotn NMasere Shapes Our Chaics:
{San Francizoo: Josey-Bas, 2002).

too that four-drive theory satisfies two of Maslow's criteria for any motivation theory: It is
holistic (it relates to all drives, not just one or two) and humanistic {it acknowledges the
role of human thoughe and social influences, not just instinct). Four-drive theory also
provides & much clearer understanding of the role of emotional intellizence in emplovee
motivation and behavior. Employees with high emotional intelligence are more sensitive
to competing demands from the four drives, are better able 1o avoid impulsive behavior
from those drives, and can judge the best way to act o fulfill those drive demands in a
social context.

Even with its well-researched foundations, four-drive theory is far from complete. Most
experts would argue that one or two other drives exdst that should be included. Further-
more, social norms, personal values, and past experience probably don't represent the fall set

-of individual characterstcs that translate emotions into goal-directed effore. For example,
personality and self-concept probably also moderate the effect of drives on needs and necds

on decisions and hehavior

Practical Implications of Four-Drive Theory The central advice from
four-drive theory is thar organizations should ensure that jobs and workplaces provide a
balanced opportunity to fdfill the four drives.™ There are really two recommiendarions here,
The frst is that the best workplaces for employes motivation and well-being offer con-
diticns that help employees fulfill all four drives. Employees continually seck fulfllment of
their innate drives. so successhul companies provide sufficient rewards, leaming oppormuni-
ties, social interaction, and so forch, for all :mpin].ra:s

The second recommendation is thae fulfillment of the four drives must be kept in bal-
ance: that is, organizations should aveid teo much or too little opportunity to fulfEll each
drive. The reason for this advice is that the four drives counterbalance one another. The
-drive to- bond counterbalances the drive to acquire; the drive to defend counterbalances
the drive to cmﬂpr:hcnd. An organization that fucls the drive to acouire without the deve
to bond may eventually suffer from organizational politics and dysfuncrional conflict
Change and novelty in the workplace will aid the drive to comprehend, but too much of
it will trigger the drive to defend to such an extent that cmpiﬂ}'ccs become territorial and
resistant to change. Thus, the workplace should offer enough opportunity to keep all four

drives in balance.
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B&Q, the warld's third-largest
home improvement retailer, trias
to mzintzin 2 balancad fulfillmant
of the driva to scquire, band, and
comprafand {(whila minimizing the
drive to defend). For axample, the
British ratailar is known for fun
actiwvities where staff can fulfill
their drive to bond. In one such
activity, amployees at 2ll 330 B&OQ
stores simuitaneoushy participatad
in & five-minuta dance rowting
during store hours. The charity
avent attempted to break 2 world
record flash mob. "It puts 2 smile
on the faces of gur staff which
hogafully transfars into graat
customer sarvice,” says ona BED
store manager abowt the flash
mab evant®

com Visit connect.mcgrawhill.com for activities and test questions to
E help you leam about expectancy theory of motivation.

Expectancy Theory of Motivation

The theories described so far mainly explain the internal origing of employee motivasion.

4 LOS4 But how do these drives and needs translate into specific effort and behavior? Four-drive
t}mur].r recopnines that social norms, P-crsnna.l values, and past experence direct our effore,
but it doesn't offer any more detail. Expectancy theory, on the other hand, offers an clegant
model based on copnitive logic to predict the chosen direceion, level, and persistence of
muotivation: Essentially; cthe theory states that wark effort is directed toward behaviors thar
people believe will lead to desired outcomes. In other words, we are motivated to achicve the
roals with the highest expected payoff ! As illustrated in Exhibie 5.4, an individual’s effore
level depends on three factors: effort-to-performance (F-to-1") expectancy, performance-
to-putcome (P-to-0) expectancy, and outcome valences. Employee motivation is influenced
by all three components of the expectancy theory medel: If any component weakens, moti-
vation weakens.

s Fopef? ExpecianCy. This iz the individual's perception that hiz or her effort will result

in a particular level of performance, In some situations, employees may believe that

Rty Moy they can unguestonably accomplish the task (a probability of 1.0}. In other situa-
:Emwm o tons; they expect that even their highest level of effort will not result in the desired
s S S performance level (a probabilicr of 0.0). In most cases, the E-to-I' expectancy falls
people befieve will lead to somewhere berween these two extremes.

desired outcomes. = Pt expecrancy This is the perceived probability thar a specific behavior or

performance level will lead to a pardeular outcome. In extreme cases, employees
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Expectancy Theory of
Motivation
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Probability that a Probability that a

s]mdituﬁuibdﬂ ‘specific performance saimm
mmﬂﬂnm _mﬂmﬁ.ﬂtm from the outcome
| I—:- Cutcome 1
Perfnrman-ue . Buﬁ:nmz .

L uma.

may believe thae accomplishing a particular task (pedformance) will definiteddy result
in a particular outcome (a probability of 1.0}, or they may believe that successful
performance will have no effect on this sutcome (a probabilicy of 0.0). More often,
the P-to-C) expectancy falls somewhere between these two extremes.

*  Outcome palencer. A valence is the anticipated sarisfaction or dissatisfaction that an indi-
vidual feels toward an outcome. It ranges from negative to pasitive. (The actual ranpe
doesnt matter; it may be from -1 to +1 or from —100 to + 100.) An outcome valence
represents a person’s anticipated satisfaction with the cutcome.* Clurcomes have a pos-
itive valence when they are consistent with our values and sarisfy our needs; they have a

negative valence when they oppose our values and inhibit need halfillment.

EXPECTANCY THEORY IN PRACTICE

One of the appealing characteristics of expectancy theory is that it provides clear puidelines
for increasing employee motivation. ™ Several practical applications of expectancy theory are
listed in Exhibit 5.5 and are described on the following page.

Increasing E-to-P Expectancies  E-to-P expectancies are influenced by the indi-
vidual’s belief that he or she can successfully complete the task. Some companies increase
this can-do attitude by assuring employees that they have the necessary competencies,
clear role perceptions, and necessary resources o reach the desired levels of performance.
An important part of this process involves matching employees” competencies to job re-
quirements and clearly communicating the tasks required for the job. Similarly, E-ta-T
expectancies are learned, so behavior modeling and supportive feedback (positive rein-
forcement) typically strengthen the individual’s belief thae he or she is able to perform
the task.

Increasing P-to-O Expectancies The most obvious ways to improve P-to-0 expec-
tancics arc to measure cmployer performance accurately and distribute more valued rewards
to those with higher job performance, P-to-0) expectancies are perceptions, so employees
also need to believe that higher performance will result in higher rewards. Furthermore, they
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EXHIBIT 5.5 Practical Applications of Expectancy Theory

EXPECTANCY
THEORY
COMPONENT OBJECTIVE APPLICATIONS
E — P axpectancies To incraasa the employes’s belief = Select people with the reguired skills and knowladga.
that s'he is capable of performing tha = Provide required training and clanfy job requirements.
job siccassfully = Provide sufficient tima and resources.
= Aszzign simpler or fewer tasks until empioyaes can master
tham.
= Provide examples of similar employeas who have successfully
parformed the task
* Provide coaching to employeas who lack self-confidenca.
P—s Oexpactancies  Toincrease the employee's belief = Measure job parformance accurataly.
that his/her good performance will = Clearly axplain tha outcomes that will result from successful
result in cartain (valued) outcomas parformance.
= Digzcribe how the employee’s rewards were based on past.
parformance.

= Provide examples of other employees whase good parfor-
manca has resultad in higher rewards.

Outcoma valences To incraase the employae’s expeciad = Distribute rewards that employaes value.
valua of outcomes resulting from * Individualiza rewards.
dagired parformance = Minimize the presence of countarvalent cutcomes.

J'H'_'I!I:I to iﬂ'l.ﬂ"h' ].'IDW TJ.'IET connection OCUTSE, S0 ic-adr:-rs Ehl::luld uss 'E'Ia.l'.l'll:liﬁ.. E.Ftl‘.‘l:dﬂ'l‘ﬁ, E.I'.II:I

public ceremenies to illustrate when behavior has been rewarded.

Increasing Outcome Valences One size does not At all when motivating and re-
warding people. Orzanizational leaders need to find ways to individualize rewards or, where
standard rewards are necessary, to jd.cnl:iﬁ.r rewards that do not have a negative valence for
some staff. Consider the following story: Top-performing employees in one organizaton
were rewarded with 2 one-week Caribbean cruise with the company’s executive team. Many
were likely deliphted, but at least one top-performer was aphast at the thought of goingon a
cruise with senior management. *1 don't like schmoozing, 1 don't like fecling trapped. Why
couldn’s they just give me the money?” she complained. The employes went on the cruise,
but spent most of her time working in her stateroom. ¥

One other observation about increasing outcome valences is vo watch out for counterva-
lent outcomes thar offset outcomes with positive valences. Far example, several employees in
one work unie were individually modvated to perform well because this achicvement gave
them a feeling of accomplishment and rewarded them with higher pay. But their perfor-
miance was considerably lower when they workied topether with others bocause peer pressure
discuuragcd pcrfnn'mncc above 2 Fa.ir|].r ow standard. In this situation, the pnxi.tivci}-'wlfnt
outcomes {feeling of accomplishment, higher pay) were offsee by the negatively valent oue-
come of peer pressure,

Ohverall, expectancy theory is a useful moede that explains how people rationally fipure
out the best direction, incensity, and persistence of effort. It has been tested in a variety of
situations and predicts employee motivation in different cultures. ™ However, critics have a
number of concerns with how the theory has been tested. Another concern is thar expec-
tancy theory ignores the central role of emotion in employee effort and behavior. The
valence element of expectancy theory captures some of this emotional process, but only
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peripherally.* Finally, expectancy theory outlines how expectancies (probability of out-
comes) affect motivation, but it doesn’t explain how emplovees develop these expectancies.
Two theories that provide this explanation are organizational behavier modification and
social copnitive theory, which we describe next.

Organizational Behavior Modification
and Social Cognitive Theory

A 1055

behavior in termes of the
anmacedent conditions and
consequences of that behavior.

.Expmanq- thmr_'r states that motivation is determined b_'|.r ﬂnpin}rcc beliefs about ﬂpﬂ:tcd

performance and outcomes. But how do employees learn these expectancies? Finding the
answer to this guestion directs us to two theories: orpanizational behavier modification (OB
Mad) and social cognitive theory. Althoush these theories explain how people fegre what o
expect from their actions, they are also theories of motivation becanse, as in expectancy the-
ary, the leamad EXpectancies affect the p«r:rsnn's direction, intensicy, and prreistence of efforr.

ORGANIZATIONAL BEHAVIOR MODIFICATION

For mest of the first half of the 1900s, the dominant paradigm about managing individual
behavior was bebavioriim, which arpues that a good theory should rely exclusively on behiay-
ior and the environment and ipnore nonobservable cognitions and emotions. !’ Although
behaviorists don’t deny the existence of human thoughts and attitudes, they view them as
unobservable and, therefore, irrelevane to scientific scudy. A variation of this paradigm,
called organizational behavior modification (OB Mod), eventually entered organizational

studies of motivation and !Eﬂning..'ﬁ

A-B-Cs of OB Mod The core dementes of OB Mod are depicted in the A-B-C model
shown in Exhibie 5.6. Esseneially, OB Mod amtempts to change behavior (B) by manaping its
antecedents (A) and consequences (C).%* Consequences are events following a particular be-
havior that influence its future occurrence, such as the compliments or teasing received from
coworkers when the cmployee wears safety goggles. Consequences also include no outcome
at all, such as when no one says anything about how well you have been serving customers.

Antecedents are events preceding the behavior, informing employees that a particular ac-
tion will produce specific consequences. An antecedent may be a sound from your smart-
phone sipnaling that 2 text messape has arrived. Or it might be vour supervisor’s request to

EXHIBIT 5.6 A-B-Ceof Orgonizational Behavior Modification

What happens before

Example

oparator's consola

P
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