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Review and Discussion Questions

1. Think back to a teacher, manager, or coach who believed in your ability and potential.
To what degree did a possible Pygmalion effect impact your behavior and performance?

2. Assume you have a team leader who always expects the worst from team members. To
what degree can a possible Golem effect negatively impact team performance?

3. Why are the perceptions of your skills and abilities typically different from the
perceptions that others have of your skills and abilities?

4. What types of schemas do managers use to make better sense of information at work?

5. Give an example of a time when someone used a stereotype to describe you or
something you did. Was the stereotype accurate? If not, explain why it wasn’t accurate.
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Review and Discussion Questions

6. In what ways does “information overload” (e.g., text messages, e-mails, search engine
results, etc.) in today’s work environment affect employees’ attention? Does this divided
attention impact their job performance? Explain.

7. Describe an instance at work when you allowed a person’s attractiveness or physical
appearance to influence how you interacted with that person. CV = Resume

8. When a normally high performing employee makes a mistake or has a bad day, why
should his/her manager not commit a fundamental attribution error when trying to
understand the cause of the employee’s behavior?

9. Which impression management tactics, if any, have you used while interviewing for
jobs? In what way did these tactics influence the interviewer?

10. As an interviewer, what steps can you take to decrease the influence of impression
management tactics that are commonly used by interviewees?
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Videos on Storytelling
https://www.youtube.com/watch?v=Nj-hdQMa3uA

Why is Storytelling so powerful? And

how do we use it to our advantage?

Presentations expert David JP Phillips

shares key neurological findings on

storytelling and with the help of his

own stories, induces in us the release

of four neurotransmitters of his

choice. Learn more in this 2nd

TEDxStockholm talk of David's.
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Videos on Storytelling
https://www.youtube.com/watch?v=KxDwieKpawg

Filmmaker Andrew Stanton ("Toy

Story," "WALL-E") shares what he

knows about storytelling --

starting at the end and working

back to the beginning.
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10-minute break
Case-study 1:

Questions

1. Think of the initial impressions you
formed of Foxconn as you read the
case. To what degree did
stereotyping influence your
thoughts? How much did additional
information about the firm change
your initial impressions?

2. While the manual labor of
assembling electronics is challenging
for Foxconn employees, the workers
may also face the emotional burden
of being away from family and
isolation from the outside world. How
might management recognize and
help employees constructively cope
with these challenges and emotions?

3. How has Foxconn engaged in
impression management? Have their
efforts been successful?
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Motivation

Learning Objectives. After completing this lecture, you should be able to:

• Describe the role that need deficiencies play in motivating employees.

• Compare the major differences between the four content approaches of
motivation.

• Give examples of how the three process approaches affect employee
motivation.

• Examine how the changing nature of the psychological contract influences
employee motivation.

• Summarize the action steps that managers can take to motivate
employees.

12



Introduction

One story about the culture of IBM concerns a situation involving
company founder Thomas Watson. One of his top senior managers
made a very costly mistake costing IBM about $3 million. The manager
started to clean out his desk to be ready for the inevitable “pink slip”
firing. When Watson came to his office to talk, the manager started, “I
know why you’re here. I’ll offer my resignation and leave.” Watson
looked at the manager and warmly replied: “You don’t think I would let
you go after I just spent $3 million to train you.” Watson valued the
manager, knew the individual wanted to do well, but had failed.

Although, the manager’s performance goal in this case was not
achieved, he exerted every effort to do the job. Watson wanted to
provide a positive motivation atmosphere at IBM. This IBM story has
become part of the firm’s cultural history concerning motivation. The
manager was an important part of IBM and despite his failure in this
case, the leader of the firm was there to support the manager’s
willingness to perform
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Introduction

No one questions the central role motivation plays in shaping behavior and,
specifically, in influencing work performance in organizations.2 Nonetheless, as
important as motivation is, it is not the only factor that determines performance.
Over the years, a variety of other variables thought to play an important role in
performance have been suggested. These include

• ability,

• instinct, and

• aspiration level as well as

• personal factors such as age,

• education, and

• family background.
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EXHIBIT Determinants of Job Performance Source: Adapted from M. Blumberg and C. 
Pringle, “The Missing Opportunity in Organizational Research: Some Implications for a 
Theory of Work Performance,” Academy of Management Review, October 1982, p. 565.
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Direction, intensity, and persistence.

It is helpful to think of motivation as being made
up of at least three distinct components:
direction, intensity, and persistence.

• Direction relates to what an individual chooses
to do when presented with a number of
possible alternatives.

• The intensity component of motivation refers to
the strength of the response once the choice
(direction) is made.

• Finally, persistence is an important component
of motivation
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The Starting Point: Needs Motivate Employees

Most managers must motivate a diverse and, in many respects,

unpredictable group of people. The diversity results in different behavioral

patterns that are in some manner related to needs and goals. This type of

diversity makes the manager’s motivational work very challenging.
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Employee motivation

A study of about 4,000 employees found three main areas that affect

employee motivation:

1. organizational issues such as compensation, benefits, career

opportunities, and company reputation;

2. job issues including work schedules, opportunities to learn new skills,

and challenging work; and

3. leader issues such as whether their leaders/supervisors are trustworthy,

good motivators and coaches, and flexible in solving problems
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Individual theories can be classified as representing either a content or a

process approach to motivation. Content approaches focus on identifying

specific motivation factors. Process approaches focus on describing how

behavior is motivated. Exhibit 3 summarizes the basic characteristics of

content and process theories of motivation from a managerial perspective.

Both categories of theories have important implications for managers, who

are—by the nature of their jobs—involved with the motivational process. We

will examine several examples of both types, beginning with the content

approaches.
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EXHIBIT 3 
Managerial Perspective of Content and Process Theories of Motivation
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Q&A session
Content Approaches

The content theories of motivation focus on the factors within the person that
energize, direct, sustain, and stop behavior. They attempt to determine the
specific needs that motivate people. Four important content approaches to
motivation are:

(1) Maslow’s needs hierarchy,

(2) Alderfer’s ERG theory,

(3) Herzberg’s two-factor theory, and

(4) McClelland’s learned needs theory. Each of these four theories has had
an impact on managerial practices and will be considered in the
paragraphs that follow.
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5-minute break
EXHIBIT 5.4 

Maslow’s Needs Hierarchy 
Related to the Job

1. Physiological. The need for food,
drink, shelter, and relief from pain.

2. Safety and security. The need for
freedom from threat, that is, security
from threatening events or
surroundings.

3. Belongingness, social, and love.
The need for friendship, affiliation,
interaction, and love.

4. Esteem. The need for self-esteem
and for esteem from others.

5. Self-actualization. The need to fulfill
oneself by making maximum use of
abilities, skills, and potential.
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Crucial points in Maslow’s thinking are important to 
understanding the needs hierarchy approach.

1. A satisfied need ceases to motivate. For example, when a person
decides that he or she is earning enough pay for contributing to the
organization, money loses its power to motivate. Large multinational
corporations such as Walmart, Procter & Gamble, Verizon
Communications, and United Parcel Service are trying to prevent such
problems by offering flexible (cafeteria) benefits plans. Similarly, many
small and medium-sized enterprises are also offering flexible benefits.
By allowing employees to choose and change benefits over time, these
firms let employees meet their changing needs.

2. Unsatisfied needs can cause frustration, conflict, and stress. From a
managerial perspective, unsatisfied needs are dangerous because they
may lead to undesirable performance outcomes.

3. Maslow assumes that people have a need to grow and develop and,
consequently, will strive constantly to move up the hierarchy in terms of
need satisfaction. This assumption may be true for some employees but
not others.
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Contribution to the theory made by M. Porter

Several research studies have attempted to test the needs-hierarchy theory. The first field-reported
research that tested a modified version of Maslow’s needs hierarchy was performed by Porter.9 At the time
of the initial studies, Porter assumed that physiological needs were being adequately satisfied for
managers, so he substituted a higher-order need called autonomy, defined as the person’s satisfaction with
opportunities to make independent decisions, set goals, and work without close supervision.

Research studies have reported:

1. Managers higher in the organization chain of command place greater emphasis on selfactualization
and autonomy.

2. Managers at lower organizational levels in small firms (less than 500 employees) are more satisfied
than their counterpart managers in large firms (more than 5,000 employees); however, managers at
upper levels in large companies are more satisfied than their counterparts in small companies.11

3. U.S. managers overseas are more satisfied with autonomy opportunities than are their counterparts
working in the United States.

24



25



Alderfer’s ERG Theory

Alderfer agrees with Maslow that individual needs are

arranged in a hierarchy. However, his proposed needs

hierarchy involves only three sets of needs:

1. Existence. Needs satisfied by such factors as food,

air, water, pay, and working conditions.

2. Relatedness. Needs satisfied by meaningful social

and interpersonal relationships.

3. Growth. Needs satisfied by an individual making

creative or productive contributions.
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ERG Theory
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Herzberg’s Two-Factor Theory

Herzberg developed a content theory known as the two-factor theory of motivation.
The two factors are called hygiene factors (dissatisfiers) and motivators (satisfiers).
Herzberg suggests that both hygiene factors and motivators need to be present in
order for employees to feel motivated. Hygiene factors are extrinsic conditions from
the job context and include salary, job security, working conditions, status, company
procedures, quality of technical supervision, and quality of interpersonal relations
among peers, superiors, and subordinates. When present, employees reach a
point where they are “not dissatisfied” with their job; however, this condition is not
sufficient to motivate high levels of employee performance. Motivators, on the other
hand, are intrinsic conditions from job content that make the job meaningful and
satisfying.

Motivators include achievement, recognition, responsibility, advancement, the work
itself, and the possibility for growth.
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EXHIBIT 5 
Traditional versus Herzberg View of Job Satisfaction
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Herzberg suggests that motivators (intrinsic conditions) and hygiene factors can be
applied to understanding factory (extrinsic conditions) workers in most countries
and cultures. The nearby Global OB feature, which combines the research and
reports of a number of researchers, supports the application of Herzberg’s two-
factor explanation across diverse cultures. For example, in Italy 60 percent of the
workers indicated that motivators accounted for job satisfaction, while 90 percent of
workers in Finland reported that motivators accounted for job satisfaction.19 A
related study of employees in Turkey, Cyprus, Nigeria, and Great Britain reported
general support for Herzberg’s two-factor theory. Factors associated with the work
attitudes of employees from these nations could be separated into two distinct
categories: motivators and hygiene factors. Other recent research studies in Japan
and Brazil are also generally supportive of Herzberg’s theory.
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EXHIBIT 5 
Traditional versus Herzberg View of Job Satisfaction
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Criticisms for Herzberg’s model

Although the list of criticisms for Herzberg’s model is long, the impact of the

theory on practicing managers should not be underestimated. For example,

one concept that emerged from Herzberg’s work is that of job enrichment.

Job enrichment is defined as the process of building personal achievement,

recognition, challenge, responsibility, and growth opportunities into a

person’s job. This has the effect of increasing the individual’s motivation by

providing her with more discretion and accountability when performing

challenging work. Herzberg believed that job enlargement would improve

task efficiency and human satisfaction.
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McClelland’s Learned Needs Theory

McClelland has proposed a theory of motivation that
is closely associated with learning concepts. He
believes that many needs are acquired from the
culture.24 Three of these learned needs are the need
for achievement (n Ach), the need for affiliation (n
Aff), and the need for power (n Pow).

McClelland contends that when a need is strong in a
person, its effect is to motivate the person to use
behavior that leads to its satisfaction. For example,
having a high n Ach encourages an individual to set
challenging goals, to work hard to achieve the goals,
and to use the skills and abilities needed to achieve
them.
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McClelland’s Learned Needs Theory

Based on research results, McClelland developed a descriptive set of

factors that reflect a high need for achievement. These are:

1. The person likes to take responsibility for solving problems.

2. The person tends to set moderate achievement goals and is inclined to

take calculated risks.

3. The person desires feedback on performance.
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McClelland’s Learned Needs Theory

The need for affiliation reflects a desire to interact socially with people. A

person with a high need for affiliation is concerned about the quality of

important personal relationships, and thus, social relationships take

precedence over task accomplishment. A person with a high need for power,

meanwhile, concentrates on obtaining and exercising power and authority.

He or she is concerned with influencing others and winning arguments.

Power has two possible orientations according to McClelland. It can be

negative in that the person exercising it emphasizes dominance and

submission. Or power can be positive in that it reflects persuasive and

inspirational behavior
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McClelland’s Learned Needs Theory

• McClelland’s theory faces a number of criticisms. Not the least of these

criticisms is that most of the available evidence supporting the theory has

been provided by McClelland or his associates. McClelland’s use of

projective psychological personality tests has been questioned as being

unscientific. Furthermore, McClelland’s claim that n Ach can be learned

runs counter to a large body of literature that argues the acquisition of

motives normally occurs in childhood and is very difficult to alter in

adulthood. Finally, McClelland’s theory is questioned on grounds of

whether the needs are permanently acquired.
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A Synopsis of the Four Content Theories

Each of the four content theories attempts to explain behavior from a slightly

different perspective. None of the theories has been accepted as the sole

basis for explaining motivation. Although some critics are skeptical, it

appears that people have innate and learned needs and that various job

factors result in a degree of satisfaction. Thus, each of the theories provides

the manager with some understanding of behavior and performance.

39



EXHIBIT 5.6 
A Graphic Comparison of Four Content Approaches to Motivation
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Process Approaches

The content theories we have examined focus
mainly on the needs and incentives that cause
behavior. They are concerned primarily about
which specific things motivate people. The
process theories of motivation are concerned
with answering the questions of how individual
behavior is energized, directed, maintained, and
stopped. This section examines three process
theories: expectancy theory, equity theory, and
goal-setting theory. In discussing each of these
in the paragraphs that follow, we will show how
the motivational process works in organizational
settings.
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Expectancy Theory

One of the more popular explanations of motivation was developed by Victor
Vroom. Numerous studies have been done to test the accuracy of expectancy
theory in predicting employee behavior, and direct tests have been generally
supportive. In addition, a research study that rated the overall importance, scientific
validity, and practical usefulness of 73 organizational behavior theories reported
that expectancy theory has high levels of importance, validity, and usefulness.

Vroom defines motivation as a process governing choices among alternative
activities. In his view, most behaviors are considered to be under the voluntary
control of the employee and consequently are motivated. To understand
expectancy theory, it is necessary to define the terms of the theory and explain how
they operate. As seen in the general expectancy model in Exhibit 7, the four most
important components of expectancy theory are expectancy, instrumentality,
outcomes, and valence.
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EXHIBIT 7 
Expectancy Theory
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Expectancy

Expectancy refers to the probability that an employee’s effort will result in a

desired level of performance. This expectancy represents the employee’s

perception of how hard it will be to successfully perform a task or

assignment (e.g., redesigning the company’s website or completing the

budget on time). Employees who think they can get the job done well will

have a high expectancy as opposed to those employees who have a low

expectancy; that is, they may lack the skills, training, or time to successfully

complete a given task or project. Managers should try to match the

requirements of a particular task or project with qualified employees who

have the potential to successfully complete the given assignment.
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Instrumentality

• Instrumentality refers to the strength of an employee’s belief that her

performance will lead to desired outcomes. For many reasons (e.g., a

distracted supervisor), not all good performance is recognized. However, if

the employee believes that her hard work on an important high-profile

project will be noticed and rewarded with an outcome, her instrumentality

expectancy will be high. Managers need to not only communicate to

employees that successful performance on projects will be rewarded, but

they need to reward high performance in a timely manner. This will

strengthen instrumentality in the minds of employees
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Desired Outcomes and Valence

Valence refers to the preferences for outcomes as seen by the individual.

For example, a person may prefer a 10 percent merit raise to an extra week

of paid vacation. An outcome is positively valent when it is preferred and

negatively valent when it is not preferred or is avoided. The aforementioned

pay raise is an example of a positively valent outcome, whereas a promotion

to manager may be negatively valent to those employees who would rather

not be in charge of other employees.
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Adobe Systems

Adobe Systems, the global company that produces software
including Photoshop, Acrobat, and the Digital Marketing
Suite, recently made a drastic change to the way it evaluates
performance. Adobe switched from annual performance
reviews to frequent “check-ins,” sessions where managers
provide employees with targeted coaching and advice. There
is no set format or frequency for these sessions, and
managers are not required to fill out forms or use technology
to document what is discussed in these conversations. The
only requirement is the “check-ins” must happen on a regular
basis to discuss expectations, give and receive feedback,
and help employees with growth and development plans.
This informal approach has helped managers hone their
skills, and more than 75 percent of Adobe employees report
that managers are more open to feedback from them.
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Equity Theory

Equity theory explains how people’s perceptions of how fairly they are

treated in social exchanges at work (e.g., amount of the pay raise this year,

how well the supervisor treats them, etc.) can influence their motivation. The

essence of equity (which also means “fairness”) theory is that employees

compare their efforts and rewards with those of others in similar work

situations. This theory of motivation is based on the assumption that

individuals are motivated by a desire to be equitably treated at work. The

individual works in exchange for rewards from the organization
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Four important terms in the Equity theory are

1. Person. The individual for whom equity or inequity is perceived.

2. Comparison other. Any group or persons used by Person as a referent

regarding the ratio of inputs and outcomes.

3. Inputs. The individual characteristics brought by Person to the job. These

may be achieved (e.g., skills, experience, learning) or ascribed (e.g.,

age, sex, race).

4. Outcomes. What Person received from the job (e.g., recognition, fringe

benefits, pay).
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Change Procedures to Restore Equity

Equity theory suggests a number of alternative ways to restore a feeling or sense of equity. Let’s assume you and your
co-worker are both working as sales associates for a popular sporting goods company. You put in longer hours and have
more sales than your colleague. To your shock and surprise, you have just found out that your colleague received a 一万
元 raise (compared to your 3000元 raise). Not only do you feel angry and frustrated, but you also feel unfairly treated.

In response to this underrewarded condition, equity theory suggests a number of alternative methods to restore a feeling
or sense of equity vis-à-vis your treatment (as compared to that of your colleague). Some examples of restoring equity
are:

1. Changing inputs. You may decide to put less time or effort into the job.

2. Changing outcomes. You may decide to negotiate for a much larger pay raise (e.g., to get at least 10,000 元 total).

3. Changing attitudes. Instead of changing inputs or outcomes, you may simply change your attitude by convincing
yourself that the money is less important than other outcomes (e.g., nice place to work, job security, etc.).

4. Changing the reference person. In this example, you can change the reference person to someone who received a
raise that was similar to the one you received. This might allow you to restore equity by comparing your
outcomes/input ratio to someone with a similar ratio.

5. Changing the inputs or outcomes of the reference person. Since the original reference person is a co-worker, you
might encourage the individual to work longer hours and work harder to justify the larger pay increase (i.e.,
increase inputs).

6. Leaving the field. Due to the frustration and perceived unfairness of the situation, you may decide to simply quit
your job.
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Research on Equity

Most of the research on equity theory has focused on pay as the basic

outcome. The tendency to omit other relevant outcomes limits the impact of

the theory in work situations. A review of the studies also reveals that the

reference person is not always clarified. A typical research procedure is to

ask a person to compare his or her inputs and outcomes with those of a

specific person. In most work situations, an employee selects the reference

person after working for some time in the organization. Two issues to

consider are whether comparison persons are within the organization and

whether reference persons change during a person’s work career.
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Organizational Justice

In the 1980s and 1990s, equity theory inspired new streams of research to
explain employee attitudes and behavior. As summarized in Exhibit 5.9, four
dimensions of organizational justice have emerged: distributive, procedural,
interpersonal, and informational. The concept of organizational justice, or the
degree to which individuals feel fairly treated at the workplace, attracted a
considerable amount of research attention.

The four components of this research domain are: distributive, procedural,
interpersonal, and informational justice. Distributive justice is the perceived
fairness of how resources and rewards are distributed throughout an
organization. This concept often deals with compensation and is closely
related to the previous discussion of equity theory. However, researchers
have applied the concept of distributive justice to a wide variety of workplace
situations, including organizational politics, university tenure and promotion
decisions, antismoking policies, mentoring, teams, and satisfaction with
benefit levels
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Procedural justice

Procedural justice has been shown to have a positive impact on a number of
affective and behavioral reactions. These reactions include:

• Organizational commitment.

• Intrinsic motivation.

• Intent to stay with organization.

• Organizational citizenship.

• Trust in supervisor.

• Satisfaction with decision outcome.

• Work effort.

• Task performance.
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Procedural justice

Positive consequences of procedural justice have been found in important organizational
decision contexts, including pay allocation, personnel selection, and performance appraisal.
Since procedural justice can provide benefits to organizations, an important issue involves the
types of decision-making procedures that people consider to be fair. People are more inclined to
interpret decisions to be fair when they have a voice in the decision, there is consistency in
decision making, and the process and procedures conform to ethical and moral values.

Two explanations have emerged regarding why procedural justice works. Self-interest theory
proposes that people want fair procedures because such fairness enables them to obtain
desired extrinsic outcomes. Although a manager may decide not to promote a person, if the
process has been fair it will be accepted and the employee will be more likely to remain
committed to the organization.

Group value theory suggests that people value fairness as a means of realizing such desired
intrinsic outcomes as self-esteem. People have a strong sense of affiliation with groups to which
they belong. Fair group procedures are considered to be a sign of respect and an indication that
they are valued members of the group. This results in a higher sense of self-esteem.
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Interpersonal justice

Related to procedural justice is the concept of interpersonal justice, which

refers to judgments made by employees about whether they feel fairly

treated by their supervisors and other authorities in the organization.42

Perceptions of interpersonal justice are higher when authorities are seen as

treating employees in a dignified and respectful manner. However,

interpersonal injustice can occur if employees perceive that the authorities

treat them in an insulting, embarrassing, humiliating manner in front of

others or label the employees.
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Workplace aggression

Unfortunately, poor treatment by authorities in

organizations appears to be a common occurrence. In

a random telephone survey of 1,000 working adults in

the United States, about 45 percent of respondents

reported that they work or have worked for an abusive

supervisor. The researchers defined abusive behavior

as verbal abuse, intimidation, and threatening

gestures. Other researchers analyzed 110 research

studies to compare the effects of sexual harassment

and workplace bullying on employees. They defined

workplace aggression as any behavior that included:

57

• Persistently criticizing 

employees’ work. 

• Yelling.

• Spreading gossip or lies.

• Reminding employees of 

their mistakes. ∙

• Excluding or ignoring 

workers.

• Insulting workers’ habits, 

attitudes, or personal lives



Informational justice,

A final form of organizational justice, informational justice, focuses on whether employees
perceive that decisions and other communication from authorities are explained in a fair
manner.47 When important decisions are being communicated to employees, do authorities
take time to explain their decisions in a thorough and reasonable manner? Or, do they send
out a brief e-mail that announces major changes without adequate justification? The former
approach will build a sense of informational justice among employees whereas the latter
approach will erode it. For example, layoffs are a fact of life for many organizations.

Here are some approaches that managers can take to promote high levels of informational
justice during turbulent times:

• Informal “chats” by top executives (via e-mail, in person, or by videoconference). ∙

• Don’t sugarcoat bad news; employees will sense this and lose confidence in decision
makers.

• Set specific timeframes for delivering progress reports to employees in person, via the
company’s intranet or website, or by other communication channels.
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Summary

In addition, some CEOs communicate with their employees via blogs and

other forms of social media. For example, Richard Branson, founder of the

Virgin Group, regularly communicates with employees and others via Twitter

and his blog, while Jeff Immelt, GE’s CEO, writes his “On My Mind” blog for

GE employees. Blogs and other communication channels are meant to

convey a sense of trust and inclusiveness while decreasing secrecy and

dishonesty when authorities communicate to employees.

In sum, the organizational justice literature suggests that if authorities treat

employees in what’s perceived to be a fair manner, then employees are

more likely to trust their supervisors and organizations.
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Goal Setting

Interest in applying goal setting to organizational problems and
issues has been growing since Locke presented what is now
considered a classic paper in 1968. A goal is a result that a person,
team, or group is attempting to accomplish through behavior and
actions. Locke proposed that goal setting is a cognitive process of
some practical utility. His view is that an individual’s conscious goals
and intentions are the primary determinants of behavior. It has been
noted that “one of the commonly observed characteristics of
intentional behavior is that it tends to keep going until it reaches
completion.” That is, once a person starts something (e.g., a job, a
new project), he or she pushes on until a goal is achieved. Also,
goal-setting theory emphasizes the importance of conscious goals in
explaining motivated behavior. Locke has used the notion of
intentions and conscious goals to propose and provide research
support for the thesis that difficult and specific conscious goals will
result in higher levels of performance if these goals are accepted by
the individual
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Descriptions of Goal Setting

Some examples of goal setting at work include:

• developing a new software program within 4 to 6 months to detect
malicious viruses that can harm e-mail and computer systems;

• landing five new customers or increasing sales of existing customers by 10
percent over the next 12 months; and

• converting current buildings to meet green environmental standards over
the next two years.

Setting such goals is a process that includes the attributes or the mental
(cognitive) processes of goal setting. The attributes Locke highlights are
goal specificity, goal difficulty, and goal intensity.
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Goal setting

Goal specificity is the degree of quantitative precision

(clarity) of the goal. Goal difficulty is the degree of

proficiency or the level of performance that is sought. Goal

intensity pertains to the process of setting the goal or of

determining how to reach it. To date, goal intensity has not

been widely studied, although a related concept, goal

commitment, has been considered in a number of studies.

Goal commitment is the amount of effort used to achieve a

goal.
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EXHIBIT 5.10 
Goal Setting Applied to Organizations
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10-minute break
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Goal-Setting Research

The amount of research on goal setting has increased considerably since Locke’s 1968
paper, which certainly contributed to the increase in laboratory and field research on goal
setting. Another force behind the increase in interest and research was the demand of
managers for practical and specific techniques that they could apply in their organizations.
Goal setting offered such a technique for some managers, and it thus became an important
management tool for enhancing work performance.

Certain aspects of goal setting need to be subjected to scientific examination. One such
area centers on individual differences and their impact on the success of goal-setting
programs. Such factors as personality, career progression, training background, and
personal health are important individual differences that should be considered when
implementing goal-setting programs. Goal-setting programs also should be subjected to
ongoing examination to monitor attitudinal and performance consequences. Some research
has demonstrated that goal-setting programs tend to lose their potency over time, so there
is a need to discover why this phenomenon occurs in organizations. Sound evaluation
programs assist management in identifying success, problems, and needs.
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Motivation and the Psychological Contract

A conceptual framework that provides a useful perspective for viewing the topic of
motivation is exchange theory.58 In a very general sense, exchange theory
suggests that members of an organization engage in reasonably predictable give-
and-take relationships (exchanges) with each other. For example, an employee
gives time and effort in exchange for pay; management provides pleasant working
conditions in exchange for employee loyalty. Schein suggests that the degree to
which employees are willing to exert effort, commit to organizational goals, and
derive satisfaction from their work depends on two conditions:

1. The extent to which employee expectations of what the organization will give
them and what they owe the organization in return matches the organization’s
expectations of what it will give and receive.

2. Assuming there is agreement on these expectations, the specific nature of what
is exchanged (effort for pay, for example).
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Psychological contract breach

When there are few or a decreasing number of matches between what each party

expects to give and receive in the contract, work motivation suffers. The

psychological contract provides a perspective for why this is true. Looking at

motivation from a content theory approach, the psychological contract suggests

that in return for time, effort, and other considerations, individuals desire to receive

need gratification. Using Maslow’s needs hierarchy as an example, if an employee

is operating at the self-actualization level and fails to receive a challenging job that

allows for the application of all the capabilities that employee has, motivation will

suffer. In other words, the satisfaction of needs is part of the contract; when the

expectation of need satisfaction is not matched with the opportunity to achieve

such satisfaction, the contract is violated and motivation is negatively affected.
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Psychological contract breach

Managing the psychological contract successfully is one of the more

important and challenging aspects of most managers’ jobs. The more

attuned the manager is to the needs and expectations of subordinates, the

greater the number of matches that are likely to exist and be maintained in

the psychological contract. This, in turn, can positively impact the direction,

intensity, and persistence of motivation in the organization.
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Effective Managers Motivate Their Employees

In this lecture, a number of popular theories of motivation are described. The theories typically are pitted against one
another in the literature. This is unfortunate, since each approach can help managers better understand workplace
motivation. Each approach attempts to organize, in a meaningful manner, major variables associated with explaining
motivation in work settings. While none of the theories is flawless, they have survived over the years because they each
offer a powerful lens through which to view employee motivation. The content theories are individua

l-oriented in that they place primary emphasis on the characteristics of people. Each of the process theories has a specific
orientation. Expectancy theory places emphasis on individual, job, and environmental variables. It recognizes differences
in needs, perceptions, and beliefs. Equity theory primarily addresses the relationship between attitudes toward inputs and
outputs and reward practices. Goal-setting theory emphasizes the cognitive processes and the role of intentional behavior
in motivation
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Highlights
Please, read the highlights of today’s class and get ready to the 
Q&A session which is on the next slide. The PDF file has been 
sent to you in our VooV Meeting Chat.

This lecture suggests that instead of ignoring motivation, managers must
take an active role in motivating their employees. Four specific
conclusions are offered here:

1. Managers can influence the motivation state of employees. If
performance needs to be improved, then managers must intervene
and help create an atmosphere that encourages, supports, and
sustains improvement.

2. Managers should be sensitive to variations in employees’ needs,
abilities, and goals. Managers also must consider differences in
preferences (valences) for rewards.

3. Continual monitoring of needs, abilities, goals, and preferences of
employees is each individual manager’s responsibility and is not
the domain of human resource managers only.

4. Managers need to work on providing employees with jobs that offer
task challenge, diversity, and a variety of opportunities for need
satisfaction.
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Review and Discussion Questions

1. Of the three components of motivation—direction, intensity, and persistence—which do you believe is
the most challenging to maintain when it comes to keeping yourself motivated at work or in school?
Explain.

2. Which of the content theories discussed in the class do you believe offers the best explanation of
motivation? Which of the process theories? Overall, do you feel the content approach or the process
approach best explains motivation?

3. Motivation is just one of several factors that influence productivity. What other factors were discussed
in this class? What is the relationship between these factors and motivation?

4. What implications does Herzberg’s two-factor theory have for the design of organizational reward
systems? How can the theory be used to explain differences in the three components of motivation?

5. Assume you are a global manager responsible for an international subsidiary that has employees from
many parts of the world—China, India, Morocco, Brazil, and Spain. How will you go about learning how
to motivate these individuals to perform their jobs well? Which of the motivation theories discussed
in this class can help you to understand their work attitudes and behaviors?

6. As a manager, would you prefer the people for whom you are responsible to be extrinsically or
intrinsically motivated? Explain.
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Answers
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Review and Discussion Questions

7. Think back to the last time you felt unfairly treated at work or at school. Which
of the four components of organizational justice, distributive, procedural,
interpersonal, or informational, best explains why you felt this way.

8. How important a role does perception play in determining whether an employee
is receiving equitable treatment? What kinds of things might a manager do to
influence those perceptions?

9. Goal setting can be a difficult system to implement effectively. What kinds of
problems might be encountered in attempting to install a goal-setting program
in an organization? As a manager, what would you do to minimize the likelihood
you would encounter these problems?

10. Is there a psychological contract between the students enrolled in this course
and the instructor? What are some of the specifics of this contract? How was
the contract determined?
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Thank you
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