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MOTIVATION THEORIES

A leader’s job is to get things done Ihrnugn the empln}fees of the organization. Understanding both how to motivate and what motivates

subordinates has been the focus of resear 1 ever since the Hawthorne Studies.! dlnnke matters more complicated, what motivate
empin};ees may change over time, nt tn e effective, managers need to understand what motivates employees within the context of the

roles [those employees] perform.”™

Mnlnvat on is an “inner forge that drives individuals to accomplish personal and orga 1|F1t|nn’|,1 goals.’ "3 Understandin w} '1]t motivates |
each individual in an organization can lead to better productivity and a more successful organization—even the survival of the organization

may be dependent upon motivated employees.

Managers can utilize 5fv ral approaches to mnliﬁ (}e employees. The thﬁﬂlles are behaviorgl-based, need-based, or,_job-based. Generally
spet'}f(u 2. mana er%m I one theory or method more natural to im ement 1owever, different subordinates will require different
methods of motivation.

Behavioral Based Motivational Theories

The behavioral based methods for nmnﬂt%g employvees involve responding to behnw rs with positive reinforcement, negﬂwe
reil 1for¢en1ent punishment, or e§t111gt on. Positive aiid negatjve rein GIC men Irgn‘gt 1en (reinforce) e 1aviors and ar dSITI‘-’E fort
su mt te who receives them. Punishment and extinction decrease nn esira 1a I
recewes 1€,

viors and are negative for the subordinate ’W]D

Thorndike's Law of Effect

Edimrd Lee Tnnlnd1ktﬁ{ 8?4—19498 ublished five- hnndled nnkF and articles nl ics ?5‘31'5 as s plied &)S}C ology, lear nlng theory, and
1enﬁ measurement. He snlul'l ‘olumbiz 'IIVEISIT here he taught IDHI |B *1n serve |e51 anl Q Hn me |c1n
SVC mé::glca Association. Thorndike's law o ect stafes 1: 1at when an action results 1n a positive outcome the action is likely to
repeate

Thorndi ]gfonducte nne ex erlment that involved putting a cat in a “puzzle box”, atchlng the door. and pl1c1n a piece Tsa mon
nutmdeﬁa the cage nml he cat spent aé:nnm erable amount of time tryving to reac 1Jh|nng 1the cage or s cnn at the door before
eventually hitting the latch’that opened the door. Each time this experimen ms repeated, the cat spentless e nlt an tnne on useless

activities, unlatching the door sooner. ® Thorndike concluded that th ellzw or that produced the desirgd effect—the cat ynlatching the
oor to reach the salmon—became dominant and occurred more qun: V1N 1: 1e successive experiments. This is known as “the law of

effect.”
ﬂmrnglite__b lieve tﬁm the positive result len1fnLI§d a parncu!al re onje much l1‘.1'11::n=; than a negative leiult wm d déscourage a response.
' ec

1orndike’s '1wn C’ill e applied t 1vIn| ?_ce production; Employees who |Eﬁ_ewe praLsci: immediately ELI oing a goo J[ on a
project would be more likely to maintain that level of production. Thorndike's law of effect provided asis nr inner’s operan

conditioning analysis of behavior. 1 age 160



Skinner’s Behavior Modification (Reinforcement, Punishment, Extinction)

Behavioral-based motivation was also researched by B. F. Skinner in experiments with rats.® Skinner (1904- 1990), a Harvard psychologist.
played a significant role in research of operant conditioning (that consequences determine future behavior). Skinner argued that creating
pleasant consequences for certain forms of behavior would increase the frequency of that behavior. He believed that immediate rewards
will bring about desired behaviors. Conversely, a behavior is less likely to continue if it is punished or not rewarded.

Skinner utilized a rat held in a special cage that had a pedal against one wall. When the pedal was pressed. a food pellet fell into the cage.
One day, the rat accidentally pressed the pedal and food appeared in the cage. The rat soon learned that pushing produced food; the

connection between the action and the consequence was made. Skinner noted that a behavior that is followed by positive reinforcement is
likely to be repeated. Therefore, positive reinforcement, such as offering rewards for certain behaviors in the workplace, may get people to

do things that they would not normally do. A positive reinforcer reinforces behaviors when it is offered.? Rewards may be monetary or
non-monetary and include pay for performance, compliments, letters of commendation, and cash bonuses. Positive reinforcement must be
used properly in the workplace. Just as it is a mistake for a father to offer a treat to hush an unruly child, so it is a mistake for a manager to
reward negative behavior in the workplace. Negative behavior that is rewarded will continue to the detriment of the organization.

What happens if a rat keeps pushing at the pedal, but does not get any more food pellets? Again. the connection is made that the behavior
does not lead to a desired consequence, so the behavior is not repeated. Withdrawal of the positive reinforcement leads to the extinction of
the behavior. Examples of extinction in a workplace include not giving pay for extraordinary performance or not providing compliments.

Negative reinforcement is not punishment but reinforces behavior when it is withdrawn.1? Negative reinforcement increases the

probability that the desired behavior will take place by eliminating something that is not liked. A common use of negative reinforcement is
seatbelt alarms—if one fails to buckle up. the alarm begins sounding and does not stop until the seat belt has been fastened. The annoying
alarm reinforces the behavior to buckle up.

Punishment is the administration of an unfavorable consequence and is often formalized in an organization's policies. Punishment can
include docking pay, leave without pay, shouting at a subordinate, or assignment of an unappealing task.

If managers deal fairly and consistently with unacceptable behavior. employees will generally be respectful of rules and regulations. A
management team that is not consistent or does not deal with destructive behavior will find the workforce constantly testing the
boundaries of what they can get away with next. “Page 166
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Positive Reinforcement
\ Same behavior liable
/ to be repeated
[Ncgativc Rcinﬁlru:mf:nr]

| Punishment I \

Same behavior less

/ liable to be repeated

Reinforcement bmuiht about by the consequences of behavior influences future repetition of the behavior. For example, if the crowd roars

with delight as a basketball player hangs on the rim while dunking the ball on a fast break. the chances are the basketball IP!"I}’EI will hang
on the rim given another ogpmtumt} On the other hand, the lack of reinforcement will tend to decrease the likelihood of future repetition
of the behavior, The lack unishment for undesirable behwmr will lead to an increase in the likelihood of repetition. If the referee
ignores the basketball player s violation, the basketball player is more likely to continue hanging on the rim in the future. Extinction, which
is the lack of reinforcement, will decrease the likelihood of future repetition. If the crowd refrains from cheering a basketball player
hanging on the rim, the basketball player will likely get the hint and quit hanging on the rim.

Managers need to be cognizant of the worth that employees place on certain rewards. The manager may believe that a reward is highly
valued by subordinates. but the subordinate may not place a high value on the reward. For example. employees in companies that never
issue attend'mce awards may lack positive reinfmcemem This ack of positive reinforcement may tempt the employee to call in sick to get
a d*? off. If the punishment is not serious enough, the endp ree ma} nd the unscheduled day off more satisfyving than the negative mark
on the attendance sheet. If employees consider the reward valuable, they will opt for the behavior that holds pleasant consequences.
According to Skinner, a vearly attendance program does not reward w1t?1 a high enough frequency to modify behavior.

Vroom's Expectancy Theory

One of the most widely accepted explanations of motivation is Victor Vroom's (1932- ) expectancy theory. formulated in the 1960s.
Vroom proposed that people are motivated by the probability of their actions leading to the successful achievement of specific objectives,

which must be desired by the subordinate. 11 A manager must concentrate on three barriers in order for his or her subordinates to succeed:

First of all. they [managers] need to connect the task to be performed to the likelihood of better results. Secondly, they need to
set expectations that there are positive benefits to the employee in achieving those results. Thirdly, they need to ensure that

these benefits are of value to the employee.12

dpecmncy heory argues that one will tend to behave in a particular manner, based on his or her expectation of a favorable outcome.

Additionally, the greater the extent to which the individual believes the outcome will be of benefit to them. the greater the likelihood of
maintaining that behavior. Therefore, if a subordinate believes that the outcome of an action will be career advancement or an oz 167
increase in pay, this will motivate him or her to perform the action. Expectancy theory helps to explain why many workers are —————

not motivated. Expectancy theory focuses on the three parts of the motivation equation: input, performance, and outcomes. Expectancy
theory includes three variables:



L EXpectancy 1s the [(Iink between the emmort exerted and the pertormance o1 the worker, expectancy Is the percerved likelihood that effort
will lead to a specific level of performance and is based upon personal experience, self-confidence. and the perceived difficulty of the

goal.

z Instrumentality is the link between the performance and the reward and is measured in the degree to which a subordinate believes that a
specific level of performance is in reaching the desired outcome.

. Valence is the attractiveness that the reward holds for the subordinate. Each subordinate will place a different weight on potential
rewards (outcomes) that are earned, based upon his or her performance.

In order for an employee to be motivated, he must be able to answer “yes™ to all of the following questions:
. If I give a maximum effort, will it be recognized in my performance appraisal?

. If I get a good performance appraisal, will it lead to organizational rewards?

. If I'm rewarded, are the rewards ones that I find personally attractive?

The answers to these questions can vary from organization to organization and from person to person; thus, no universal principal exists
for explaining motivations. Each individual has a different set of goals and will be motivated only if expectations are appropriately tailored.

The critical issue is how the subordinate perceives the outcomes of job performance: is the reward valued and motivational. or is the
reward not personally valued and non-motivating?

A manager must determine what supervision, training, or resources an employee needs and consider what rewards are most important to
an individual employee. Examples of extrinsic rewards include benefits, a promotion, free time off, or money. An example of an intrinsic

reward is the satisfaction of a job well done. A manager must provide individual motivations to ensure that each subordinate’s own values
become the motivating factor.

Need Based Motivational Theories

A need is a requirement or necessity for survival and well being. The basic premise of needs theories is that people are motivated to obtain
outcomes that will satisfy needs. The needs theories suggest that in order for a manager to motivate his or her employees, he or she must

know what needs an employee has and if those needs can be satisfied through the workplace. With this knowledge, a manager will promise
to meet an employee’s needs when the person performs at a high level. “Pace 168



Maslow

Abraham Maslow’s (1908-1970) Hierarclhf' of Needs theory is based upon the assumption that some needs take precedence over others.
The hierarchy’s progression, beginning with the most basic needs. is physiological, safety, belonging, esteem. and self-actualization.

“"Maslow’s thinking was surprisingly original—most psychology before him had been concerned with the abnormal and the i1.”13

Maslow referred to the first four levels of needs—physiological, safety. belonging, and esteem—as deficit needs. Maslow believed that if an
individual is lacking, he or she will feel the need for more, but if the individual s satisfied. he or she does not miss anything and is not
motivated to fill the need further.

In contrast to deficit needs, Maslow described what he called B-needs—being needs/ self-actualization. These needs get stronger, even as
they are being met. If an individual wants to gain self-actualization, he or she must first have met all of the lower needs. When an
individual’s lower needs are not met, the person focuses on meeting those needs; therefore, higher-order needs cannot be met nor can
potential be reached. As a result, only a small percentage of people are self-actualizing. According to Maslow, self-actualizing people are

reality centered.!* They can tell the difference between lies and truth. They believe that life’s difficulties are problems that demand
solutions. They feel that the ends will not necessarily justify the means. They believe in values. Maslow believed that society’s biggest
problem is that very few people are self-actualizers; people are not really concerned with values because they haven’t met their basic

needs. 13

Although Maslow proposed the hierarchy in a fixed order, the hierarchy contains many exceptions. In addition, there is very little
statistical evidence that supports the theory.

ERG Theory

Clayton Aldefer’s } 1940-2015) ERG theory model was developed in reaction to Maslow’s Hierarchy of Needs. Rather than beinga
sequential order of needs, of which the most basic need must be filled prior to pursuing the next, Alderfer collapsed the five categories of

needs into three categories, known as existence, relatedness, and growth— also arranged in a 11ierfincll}'.l'-’;l
. Existence needs include physiological and safety needs (Maslow’s Ist and 2nd categories).

. Relatedness needs include social and external esteem, which includes involvement with co-workers, employers, friends, and family
(Maslow’s 3rd and 4th categories).

. Growth needs included internal esteem and self-actualization, which includes the desire to be productive, creative, and meaningful
(Maslow's 4th and 5th categories},”

Alderfer agreed with Maslow that as the lowest level of unmet need is satisfied. the next level of unmet need becomes the prime motivator.
However, unlike Maslow, Alderfer believed that a person can be motivated by needs at more than one level at a time.

For instance. a college graduate looking for a new job would be in the existence phase. Her primary level of need would be for housing and
food. However, as a young management trainee, she knows that to continue with any company. she will need to improve and grow in the
position. Five years after graduation, she would have moved past her existence phase and into relatedness or growing. She would
nonetheless continue to emphasize existence to some extent, but with a secure job on which she can focus to fulfill her needs at a higher
level. Managers must realize that employees have many needs to satisfy at the same time. According to the ERG theory. if a P 160
mana%er focuses on only one need at a time, he or she will not motivate effectively. The key is to get subordinates to pursue R
growth.
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MeClelland's Trichotomy of Needs

David McClelland ( 1917-1998) received his Ph.D. from Yale University in experimental psychology in 1941 and is best-known for his
research on achievement motivation. He researched the relationship between achievement motivation and economic development and the
physiological influences on achievement motivation. McClelland’s research on the needs for achievement, affiliation, and power can be

summarized as follows:18

. The need for achievement is found in people who desire to perform challenging tasks well and have a strong desire to meet personal
standards for excellence. These people tend to set personal goals for themselves and like to receive performance feedback.

. The need for affiliation is found in people who are concerned about establishing and maintaining good interpersonal relations, being
liked. and having the people around them get along with each other.

. The need for power is found in people who desire to control or influence others.

Managerial success is dependent upon how one views these needs. Successful managers at all levels of the organization will have a low
need for affiliation and a moderate to high need for power.

Job Based Motivational Theories

Job-based motivation is ensuring that a job addresses both extrinsic and intrinsic reinforcers and designing the job in such a way that the
individual can experience job rotation, job enlargement, and job enrichment.

Extrinsic reinforcers are rewards given by an organization to individuals who have met high performance standards. These rewards must

matter to those whom they are given: they must view the reward as something of value.!? Intrinsic rewards are those motivations that an
individual gains from performing a job itself—the thrill of finding a solution to a problem or the successful implementation of a project.

In an organization that practices job rotation. a worker rotates between jobs instead of spending all his or her time repeating the —p 2 175
same task. Job rotation 1s meant to minimize boredom; however, moving a worker from one boring job to another is not the —_—
solution. Individuals should be given an opportunity to rotate into lateral positions to alleviate boredom and frustration. because such
rotation may increase retention and keep valuable staff.

Job enlargement is similar to job rotation in that it is meant to decrease boredom: however, an individual whose job has been enlarged will
be given additional tasks—at tile same level of responsibility—to complete at the same time they are working on their regular tasks. Job
enlargement can lead to happier employees. Organizations that enlarged jobs “had the benefits of more employee satistaction... greater
chances of catching errors., and better customer service, but they also had the costs of higher training requirements. higher basic skills, and

higher compensable factors.”20



Job enrichment entails giving an employee additional tasks, but at a higher level of responsibility than the employee’s current level. Job
enrichment is further discussed in Herzberg's two-factor theory and Hackman and Oldham’s job design model.

Herzberg's 2-Factor Theory

The two-factor theory was formulated by theorist Frederick Herzberg (1923-2000). During the 1950s and 1960s, Herzberg researched the
factors that affect an employee’s performance and believed that factors existed that would cause an employee to feel unsatisfied with his or
her employment. The first of those factors was called hygiene factors: characteristics of the workplace, such as pay. supervisors, the
organization's culture, and the working conditions that can make people dissatisfied. if they are not well managed. If these hygiene factors
are well managed. people will no longer be dissatisfied; however, regardless of how well supervisors manage these factors, they cannot
make people happy or satisfied with their jobs. Hygiene factors are those parts of a job that are extrinsic to the individual.

Herzberg's research led him to define the second factor, motivators, as the key to job satisfaction. Motivators include job responsibilities,
feelings of achievement, and an opportunity for personal growth. Herzberg believed that when these factors are present in a job, the job
becomes satisfying and motivating. Motivators are those things that are intrinsically rewarding about a job.

Herzberg's theory did not hold up well against later researchers, but it did focus managers on both the intrinsic and extrinsic factors of
motivation. as well as lay the groundwork for later motivation theories.

Haclkman and Oldham Job Design Model

Recent research in job design. such as the job characteristic model proposed by J. R. Hackman and G. R. Oldham, suggests core job
dimensions of well-designed and enriching jobs:

1. Skill variety: the degree to which the job requires the individual to do different tasks and involves the use of a number of different skills,
abilities, and talents.

2. Task identity: the degree to which an individual can successfully complete a job from beginning to end.
s. Task significance: the degree to which the job has a significant impact on others— both inside and outside the organization.

+ Autonomy: the amount of freedom, independence, and discretion the employee has in areas such as scheduling the work, making
decisions, and determining how to do the job.

Page 171

s. Feedback: the degree to which the job provides the employee with clear and direct information about job outcomes and DEI'fGI'ITIElI'ICE.H

Job enrichment occurs when all five core job dimensions are present. The five core job dimensions each lead to a critical psychological

state and end with personal and work outcomes of high internal motivation, high quality performance, high satisfaction with work. and
low absenteeism and turnover.




Work Outcomes Psychological States Core Job Characterizes

—
HIGH: ‘/

Work Motivation
Work Performance
Work Satisfaction

Responsibility
for work
outcomes

LOW:

Absenteeism

Turnover \
—

( Contingency Factors )

ir.l'.rl.".'n'l" o Hackman, | R o Oldbam, (R (1980). Worsd e gh .il'u‘..l.\l".'-rg. WA Addion-Weile p.50

Equity Theory

John S. Adams. a behavioral psyc hologist. proposed the Equity Theory in 1963. 22 Adams’ theory recognizes that variable and subtle
factors will affect an individual's perception of their workplace and where they stand in relationship to their work. The Equity theory
focuses on how an individual's perceptmn affects nmtwatmn and how fairly he or she is being treated. Employees have an idea of what
constitutes equity—the appropriate outcomes based upon their inputs.

An individual needs to believe that a balance exists between his inputs and the outcomes. If an individual perceives that the outcomes
equal the inputs, this perception will have a positive effect on their job performance and satisfaction. If an individual believes that the
inputs are far greater than the outcomes—that the scale is tipped in favor of another individual—the perception will have a negative effect

on job performance. The result will be dissatisfaction, and time will be spent in an attempt to restore equity and achieve fairness.w

According to Equity theory, individuals compare the ratio of outcomes to their inputs against the same ratio of another.



Inputs: personal sacrifice, commitment, Ourpurs: recognition, apprecianon,
adaprability, skill, enchusiasm, effort, responsibility, sense of achievement,
tolerance, loyalty, hard work, trust, ability, opportunity for advancement and
support, Aexibility. determination. promotion, salary, benehts, perks, pension
plans, commissions. bonuses, etc.
. »

Equity is measured against others, both within
the organization and in the marketplace.

If the ratios are comparable, then the worker believes that the treatment is fair. If a worker believes that the ratio is lower, the individual
will believe that the treatment is inequitable. which will lead to dissatisfaction and an attempt to restore balance. An individual who
believes that the treatment is inequitable will normally attempt to restore balance by either reducing inputs, resigning, attempting to

increase his or her own outcomes, retaliating against others in the organization, or reducing the outputs of others in the 4:::1'gfm|izath:m.23

MANAGING CONFLICT

Conflict is a process that begins when an individual perceives that he or she has been negatively affected by another individual or group.24
Traditionally, conflict was seen as an unhealthy element in an organization, and managers would seek to avoid it in an attempt to keep the
peace. However, the Human Relations view considers conflict to be inevitable, because people are prone to conflicts and conflict can be
constructive within an organization. When conflict arises, the manager deals with the situation appropriately and seeks growth from the
incident. On the other hand. the interactionist view welcomes certain types of conflict. The interactionist manager seeks to maintain some
level of conflict in order to keep workers within the organization inspired.

Functional vs. Dysfunctional Conflict

A group that does not experience conflict may experience group-think. Conflict that hinders group performance is destructive, whereas
conflict that supports the goals of the group and improves performance proves functional and constructive. Constructive conflict should

take place among group members to ensure creative solutions and full use of group member's 1-:nmv|eclge.2:‘

Constructive conflict can be promoted in group settings through the use of structured processes, such as the devil's advocate or the

dialectic ﬂppl’DﬂCh.lﬁ The role of devil's advocate is important to ensure that the shortcomings of ideas are exposed and explored. The role

is formally assigned to a group member who has the job of highlighting problems. The function of devil’s advocacy is to lessen the
personal and emotional aspect of conflict.

Dialectic conflict is a structured form of conflict, in which two opposing sides debate opposite courses of action. Each group in the debate
advocates an opposing course of action so that the proposal is better understood by all members of the group. Pagc 173



Causes of Conflict

The causes of conflict in the workplace can be boiled down to three main categories: task, relationship, and pmcess.ﬂ

Task Conflict

Task conflict begins when g‘gyup members have different expectations or visions for the task at hand—concerning facts or the
interpretation of evidence. When task conflict is properly channeled. it is associated with effective decisions.

Relationship Conflict

Relationship conflict occurs when individuals within a group fail to communicate effectively. This type of conflict can escalate so that
everyone directs attention and energy towards the conflict and little attention is paid to the ‘organization's goals. Relationship conflict is
usually associated with ineffective decisions.

Process Conflict

Process conflict occurs when the group plans the processes it will utilize to meet a goal. One group member may like to have an entire
roject planned out, while another prefers only to plan one step ahead; such differences lead to conilict. However, process conflict can
ead to improved processes and more effective and efficient groups.

Conflict Management Styles

In order for organizations to succeed, managers must be able to handle conflict in a functional manner. Some researchers believe that

managers have aggression to expend and welcome some degree of uncertainty that comes from conflict.28 Thus, manaFers should not
avoid or discourage conflict but rather strive to deal with conflict in the organization. How a manager chooses to handle conflict will vary
depending on the type of conflict. Regardless of whether conflict is functional or dysfunctional. managers deal with conflict in one of the

following ways: avoidance, accommodation, competition, compromise, or collaboration.2?

Avoidance

When managers avoid and ignore conilict, nothing is done to resolve the disagreement. Avoidance is ineffective since the real source of
conflict has not been addressed. Just ignoring the issue or attemHItmg to stay neutral will not make conflict disappear. Avoidance will draw
considerable attention from the work at hand and make the conflict worse.

Accommodation

When accommodation takes place, one individual simply acquiesces to the demands of the other. Accommodation typically takes place in
an attempt to maintain harmony. This method of managing conflict is generally ineffective. If the dominant party continues in this
method, the compliant party will likely not cooperate in the future. Pagc 14



Competition

Competition occurs when each individual attempts to maximize his or her own gain, which results in a win/lose situation. Competition
escalates easily because competing groups will try to outmaneuver each other. Competition is ineffective because the two sides are
generally more concerned about winning than arriving at the best solution. While short-term competition may spark new interest and
inspiration within the organization, extended competition instills an “us versus them”™ attitude.

Compromise

When two individuals are concerned not only about their own goals but also about the goals of the organization, compromise may be
effective. However, both individuals must be willing to make concessions in order to resolve differences. The result of compromise is that
each individual wins a little and loses a little. When each individual fully understands that all are working in the best interest of the
organization, compromise is easier to attain.

Collaboration

Collaboration is a method through which both parties try to satisfy their goals by not making concessions, but by coming up with a
satisfactory solution—a win/win situation. Cﬂlla]i))c:mtion can occur by emphasizing frequent meetings, listening to each other, and patiently
working through differences. Collaborative work management tools help people accomplish or manage group work activities. A summary
of major categories of software tools used in enterprise collaborative systems include e-mail, instant messaging, voice mail, faxing, web
publishing, data conferencing, voice conferencing, video-conferencing, discussion formats, chat systems, electronic meeting systems,

calendaring and scheduling, task and project management. workflow systems. and knowledge managenmnt.m

In summary, while recent debate has established that some conflict is beneficial to a company, a manager must maintain a healthy work
environment. Allowing dysfunctional conflict to go unchecked will weaken any organization. Alternatively, keeping functional conflict at a
civil level will help keep a company competitive. One method of precluding dysfunctional conflict is through team bllildil]g.‘u

TEAMS

The use of teams within organizations began in the 1970s, but those teams were usually implemented to accomplish a single project or
task and then disbanded or they operated separately from the normal work environment. More and more companies are increasing

motivation and morale by implemegltinf employee involvement pvrugr:-1111'5,3"E These programs consist of teams who share a common
responsibility for specified goals, with the intent of improving productivity and reducing costs. The focus of these teams ranges from a

basic safety committee to advanced process improvements.?3 Studies have shown an increase in job satisfaction for those employees

included on teams that also included members of mana ement.“Ihose studies reveal that breaking down the traditional hierarchical
structure of an organization, by including staff from all levels can improve overall morale. Page 175



Pros and Cons of Using Teains

Teams have become the popular standard in organizations. A team is a small number of people with complementary skills who are

committed to a common purpose, performance goals, and approach, for which they hold themselves mutually accountable, >

The positive aspects of rutllizinF a team make it inviting to both the organization and individuals. Individual team members have goals—as
well as the team co]lectwel]}’. The team exists for a specific reason. All performance—both the team’s and each individual's— is evaluated
and based upon the goal of the team.

Some negative aspects have to be dealt with when utilizing a team. When personal conflict arises between individuals on the team,a
manager must be aware of how subordinates interact with fellow workers. A manager may also come across individuals who practice social
loafing—individuals who become lazy because the responsibility has been dispersed to a number of team members who will pick up the

slack. In many cases team members tend to be more risk oriented, because no single person will have to take responsibility for failure. 36

Informal and Formal Teams

An informal team is a group that has come together with a common goal without any direction or involvement from management.
Informal groups are not official and do not serve a stated purpose, but they emerge from impromptu relationships among coworkers.
Individuals will naturally find commonalities and form friendship groups or support groups. Informal groups can have a positive impact
on the organization by connecting individuals and allowing things to get done in ways that may not be possible within the formal
organizational chart.

A formal team is one that management has deliberately created to perform specific tasks to help meet organizational goals. The idea
behind a formal team is to disperse the workload among smaller cells of individuals, provide them with the resources needed to complete a
pl’D_{ECt,_Ejlld delegate authority to the team, so that they can accomplish the goals. Teams have evolved to include many different types—
each utilized for a different reason.

Primary Iipes of Teains

Although they can be referred to by different names in different organizations, there are five primary types of teams: workgroup,
committee/taskforce, cross-functional. quality circles and self-managed.
Worlkgroups

Members of a workgroup have responsibility for a specific process in the organization. such as a department. and work closely together.

Authority held by the group can vary greatly from none to full autonom 37

Committee/Taskforce

A committee is a temporary or permanent group of people assembled to act upon some matter. The committee is set to focus on a general
issue that needs to be addressed in a continuous manner that may or may not have a conclusion point.

A project improvement team is a temporary team assembled to focus on the development or improvement of a specific business “Page 176
pr::rcess.ﬂ A project improvement team has a set beginning and end and a well-defined plan to meet a specific goal.



Cross-Functional Teamns

A cross-functional team is a formal team that is comprised of people from different departments that are brought together to achieve a
common goal. For example, this type of team can include people from finance, marketing. operations, human resources departments. and
employees from all hierarchical levels within an organization. Members may also come from outside an organization—from suppliers. key
customers, or consultants. Cross-functional teams often function as self-directed teams: they respond to broad objectives but not to
specific directives. Decision making within a team may depend on consensus, but a manager/coach/team leader often leads the team.

Quality Circles

A quality circle is a group of workers from the same functional area who meet regularly to uncover and solve work-related problems and
seek work improvement opportunities. They are a group composed of workers who meet together to discuss workplace improvement: they
also make presentations to management with their ideas. Typical topics are improving safety, improving product design, and improvement
in manufacturing processes. Quality circles have the advantage of continuity. keeping the circle intact from project to project. Quality
circles are also used many times within quality control departments themselves.

Selff-Managed Teaimns

Members of a self-managed team manage the day-to-day operations of a process or department. The team is autonomous and has the
authority to make decisions that lie within the scope of their duties. Members also hold the responsibilities traditionally held by single
managers—setting goals, allocation of resources. and conflict resolution.3?

Benefits of Teams

;J.Fean%s. can be a great asset and benefit to both an organization and individuals.® The following reveals some of the most significant
enefits:

To an Organization

. Synergistic process design or problem solving.

. Objective analysis of problems or opportunities.

. Promotion of cross-functional understanding.

. Improved quality and productivity.

. Greater innovation.

. Reduced operating costs.

. Increased commitment to organizational mission.
. More flexible response to change.

. Increased ownership and stewardship.

. Reduced turnover and absenteeism. VT



To an Individual

. Enhanced problem-solving skills.

. Increased knowledge of interpersonal dynamics.

. Broader knowledge of business processes.

. New skills for future leadership roles.

. Increased quality of work life.

. Feelings of satisfaction and commitment.

. A sense of being part of something greater than what one could accomplish.

Stages of Team Development

Bruce Tuckman ( 1938-2016) first proposed the Fag‘ming—Stﬂrming—Nm‘min%— Performing-Adjourning model of team development in
1965. He maintained, with the exception of the adjourning stage, that these four phases are both inevitable and necessary in order for a

team to grow, to face up to challenges, to tackle problems. to find solutions, to plan work. and to deliver results. 4!

Forming

The first stage of team development is the forming stage. In the forming stage. members join the group because of a work assignment. as in
a formal group. or to meet a need—such as belonging or esteem—as in an informal group. During this stage, members identify acceptable
behaviors and define the group’s purpose, leadership. and structure. A great deal of uncertainty exists during this stage of group
development. This stage is concluded when the members begin to think of themselves as a group.

Storming

In the storming stage. conflict and jockeying often arise for positions of power and status among group members, sometimes producing
emotional responses. Members deal with conflict during this stage of team development. The group concludes this stage after deciding on
both a clear chain of command and a direction.

Norming
The norming stage represents a time of change in which close relationships form an interdependence between members of the group.

Members develop a unified sense of identity and are willing and able to express opinions and ideas constructively. The group comes
“together” during this stage. The group concludes the norming stage when members have incorporated the standards of group behavior.

Performing

In the performing stage, group members begin to apply their energies to the task at hand and develop solutions. The attention of
individual group members shifts from getting to know each other, the group hierarchy, and direction to performance.

Adjourning

Tuckman later added a fifth phase, adjourning. The adjourning stage is the final stage for temporary work groups and is the stage in which

group members prepare to disband. “Pasc 178
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The team is dispersed when the task is complete and may feel a bit of loss no longer working together—much like a normal life cycle. The
reactions to adjournment may be mixed: some group members enjoy the high of a completed project, while others are disheartened by the
loss of the relationships with other group members.

Task vs. Maintenarnce

Each member plays a role in helping the group reach its goals. Group roles will vary, depending upon the team, its goals, the organization,
and even the individual who make up the group. An individual may fill a different role on the different teams of which he or she is a

member. Two types of team roles exist: task and maintenance. 42

A task-oriented role is one in which the holder focuses on getting the job done. Task roles keep the group headed towards their goals and
prod members who may be moving along slowly.

A maintenance-oriented role is one in which the holder focuses on relationships of group members. Members who hold this role will
encourage various viewpoints and act as mediators.

Characteristies of High Performance and Low Performmance Teams

John P. Kotter, in his book, Leading Change. states that teams must be built on mutual trust and respect to tlu_’i}'e.ﬂ' Kotter believes that
teams can thrive if they possess five characteristics: shared vision and goals, shared leadership and accountability, continuous learning and
development, a customer focus, and the capability to gather and utilize data and feedback.

Shared Vision and Goals

The team’s vision must be communicated to, and shared by, all members. A clear vision will direct the actions of the members to focus on
the desired outcomes and the direction to take to reach those outcomes.

Shared Leadership
Teams that are successful develop each member’s leadership skills so that they can proactively address change. All members are held

accountable for team performance and are encouraged to communicate concerns. Members are also cognizant of the talents of all
members of the team and utilize and maximize those talents to ensure reaching team goals.

Continuous Learning and Developiment
Training and development for team members is an ongoing process. Some high performance teams may spend 30 percent of their time

receiving training on technical and interpersonal skills. Training and development may consist of conflict resolution, leadership. team
building. and communication.

Customer Focus

High performance teams must focus on customer requirements, satisfactions, and complaints. By carefully reviewing feedback from both
internal and external customers, teams can focus on high performance actions. “Paze 170



Feedback and Data

High-performance teams consistently review their performance and develop plans for improvement. Using feedback and data allows a
team to improve the quality of its product or service and reduce errors. High-performing teams mobilize and reach the performing stage of
group development quickly.

[These teams also incorporate] . . . a number of colleagues into the processes of clarifying the scopes and nature of their
projects and of identifying and selecting competent team participants. They held highly participatory launch meetings; [and] as
a result, these teams produced high quality outputs during the mobilization and launch phase.‘i"

It has been found that low performing teams mobilize relatively slow. The following reveals information about low performing
team leaders:

[Low performing team leaders] . . . utilized limited mobilization strategies that were primarily one-person shows, concentrating
on timetables and work plans rather than on the content of their projects. and used political rather than competency criteria to
staff their teams. They extended their leader<centered focus into the launch meetings. hoping to spend the time communicating
their agendas and focusing on implementing plans. Instead, the meetings denigrated into confusion and futile attempts to clarify
project goals and technical content. As a result . . . [the teams] emerged from their launch meetings with very little common

understanding of the problems at hand or agreement on how to move forward. 4



CONCLUSION

There are as many ways for motivating employees as there are employees in an organization. Countless books, magazines, websites, and
articles tell managers }fmw to motivate their troops. Each manager must find the method or combination of methods that best suits his or
her style and personality. However, many fail to acknowledge that for every leadership style, a “follower-ship” style also exists. A good
motivator Willpﬂlways remember that he or she is leading a group comprised of individuals: therefore, he or she must find the best method
of motivating every individual in the organization. However, a great motivator balances individualized attention and implements various
techniques designed to motivate the entire group. If some individuals sense favoritism towards others in the group or a lack of interest in
them personally, attempts at motivation can quickly turn to conflict and dissent. Even a rudimentary understanding of what motivates
people will prove to be a boon to anyone in leadership. The specific factor that the manager uses to motivate may range from addressing
the person’s needs, to modifying or reinforcing behavior, to expanding or redefining their job. The same is true with conflict in that there
are many ways to diminish morale. Finally, teams will be weakened by less than adequate motivation and too much conflict.

Motivation is supplied through addressing the employees’ behavior, needs, or job. Not every individual seeks additional responsibility in
their job or desires upward mobility. Some merely work because they have to support a family. Others will lose interest in the job if
managers do not recognize their contributions. A manager must consider the response of each individual when choosing a particular
motivation technique. Pazc 130

A manager needs to pay close attention to how each person in the group is motivated and adapt his or her style and methods to fit the
mean of the group. The manager can confidently delegate tasks by identifying those that desire greater responsibility. because those
individuals will IiEel  meet or exceed expectations. A manager who bestows additional responsigiiities on employees who do not want
anything above and ?Jeyond their job description will likely induce discontentment in those individuals. Likewise, the manager may
alienate those who desire more work.

Managers may find that some individuals take on additional responsibility readily; but the longer the task goes on, the less motivated those
individuals become about the job. These people are motivated by the positive reinforcement and accolades of doing the extra work. The
manager may have to assume the role of a cheerleader to keep them motivated through task completion. This technique may work out well
for the individual completing the task. but the manager may isolate others for not praising their work.

Some managers. especially those in newer positions, may find focusing on and providing the most basic needs of the work force helpful.
Ensuring that employees have their basic needs met is more of a passive style than behavioral or job factor motivation. Thus, this method
is beneficial to new managers so that they have time to familiarize themselves with the individuals that comprise the group that they lead.
Once they know the tendencies of the group. they may take a more proactive stance. According to needs based theories. individuals who
find their needs met will seek their own means to the next level. The manager must be cognizant of those who may seek more fulfillment
and support their need.

With all the information and guides to nmtivatin% an organization, managers must not neglect contlict that arises within the organization.
Not only can conflict surface as a result of other factors but also as a result of poor motivational techniques, with respect to the individuals
within tfle group. Conflict, by contrast, can impact the organization faster than a motivator can build it up. If the constant negative
feedback on the nightly news is not indication enough, human nature tends to hang on to the negative longer than the positive. Restoring
motivation to a team will take much longer than the conflict that took morale down.

Properly balancing motivation techniques and conflict management is foundational to building a strong team. Before the manager can
expect to have a great team., he or she must assign the key tasks to the right individuals, reinforce the expected behaviors, and stifle
conflict. Once the stage has been set for a strong team, the manager must keep the team focused. Whether the team requires updated or
newly designed objectives, the manager can capitalize on momentum gained through completed projects. By keeping the team engaged.
the manager will keep motivation high and conflict at a minimum. A team without focus will lose motivation. The lack of purpose and
lower morale will leave room for conflict to arise, which spells disaster for the organization. “Page 15T
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