6. Motivation



Figure 3.1

Differences between classical and operant
conditioning approaches.

Classical Conditioning

Learning occurs through
conditioned stimuli

Operant Conditioning

Learning occurs through
consequences of behavior

Stimulus

A person: sees the boss smile

and hears boss's criticisms

and later:
sees the smile

Behavior

A person:
works overtime

and later:
works overtime again

Behavior

feels nervous
grits teeth

feels nervous

—_—>
grits teeth

Co nsequence
y Sets boss's

praise



Figure 3.2

A sample of extrinsic rewards allocated by
managers.

Contrived Rewards: Natural Rewards:
Some Direct Cost No Direct Cost

refreshments promotion smiles recognition
piped-in music trips greetings feedback

nice offices company car compliments asking advice
cash bonuses paid insurance special jobs

merit pay increases stock options

profit-sharing gifts

office parties sport tickets




Figure 3.3

Four types of intermittent reinforcement
schedules.

Interval Ratio

Fixed interval Fixed ratio

Reinforcer given after a given Reinforcer given after a given
time number of behavior
Weekly or monthly paychecks OCCuUrrences
Fixed Regularly scheduled exams Piece rate pay
Commissioned salespeople;
certain amount is given for
each dollar of sales

Variable ratio

Reinforcer given after a random

number of behavior

occurrences
Random quality checks with
praise for zero defects
Commissioned salespeople;
a varying number of calls is
required to obtain a given sale

Variable

Time based Behavior occurrence based




Antecedent from
Management
(condition leading

up to or cueing

behavior)

"Do Good Work”

Figure 3.4

Applying Reinforcement strategies.

Behavioral Response
by Worker

s Improves work quality

= Improves work quality

= High error rate

s High error rate

= High error rate

B Low error rate

Consequences from
Boss
(results of the behavior)

"Great work, I'll
recommend you for
a raise"

Avoids boss's criticism

Criticism and reprimand

Takes away break time

Does not praise and
gives only cost-of-living
raise

Does not praise and
gives only cost-of-living
raise

Type of Consequence
or Reinforcement
Strategy

Positive Reinforcement
(administration of
positive consequence)

Negative Reinforcement
{(withdrawal of negative
consequence)

Punishment
(administration of
negative consequence)
Punishment
{(withdrawal of positive

consequence)

Extinction

Extinction



Figure 3.5

Higher order and lower order needs in
Maslow’s hierarchy of needs.

HIGHER ORDER NEEDS

LOWER ORDER NEEDS

Self-Actualization

Highest need level; need to fulfill oneself;
to grow and use abilities to fullest
and most creative extent.

Esteem

Need for esteem of others; respect, prestige,
recognition, need for self-esteem, personal
sense of competence, mastery.

Social

Need for love, affection, sense of
belongingness in one’s relationships
with other persons.

Safety

Need for security, protection, and
stability in the physical and inter-
personal events of day-to-day life.

Physiological

Most basic of all human needs;
need for biological maintenance; need
for food, water, and sustenance.




Figure 3.6

Sources of dissatisfaction and satisfaction in
Herzberg's two-factor theory.

Hygiene factors in job context

Motivator factors in job context

affect job dissatisfaction

affect job satisfaction

Organizational policies Achievement
Recognition
Work itself

Responsibility

Quality of supervision
Working conditions
Base wage or salary Advancement

Relationships with peers Growth
Relationships with subordinates
Status

Security

<
High Job Dissatisfaction 0 Job Satisfaction High




THE EFFECTIVE MANAGER 3.1

STEPS FOR MANAGING THE EQUITY PROCESS

« Recognize that equity comparisons are inevitable
in the workplace.

« Anticipate felt negative inequities when rewards
are given.

« Communicate clear evaluations of any rewards
given.

« Communicate an appraisal of performance on
which the reward is based.

« Communicate comparison points appropriate in
the situation.



Figure 3.7

Key terms and managerial implications of
Vroom'’s expectancy theory.

to achieve and realize

People exert task work-related
work effort performance outcomes

Instrumentality Valence

Select capable Clarify possible Identify needs and
workers, train them, rewards for maitch rewards to
support them, set performance, give needs
clear goals performance-

contingent rewards




=

THE EFFECTIVE MANAGER 3.2

WORK GUIDELINES FOR
ALLOCATING EXTRINSIC REWARDS

. Clearly identify the desired behaviors.
. Maintain an inventory of rewards that have the

potential to serve as positive reinforcers.

. Recognize individual differences in the rewards that

will have positive value for each person.

Let each person know exactly what must be done to
receive a desirable reward. Set clear target
antecedents and give performance feedback.

. Allocate rewards contingently and immediately upon

the appearance of the desired behaviors.

. Allocate rewards wisely in terms of scheduling the

delivery of positive reinforcement.



Figure 3.8

An integrated model of individual motivation
to work.

Amount &
schedule of

contingent
extrinsic

Individual
attributes >

Work Performance rewards .
effort ——— RO G| Equity
needed difficulty Net amount comparon
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rewards




