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Introduction

Understanding human motivation is one key to successful management.  Motivation has been defined many ways.  Kreitner (1986) states that motivation is "the psychological process that gives behavior purpose and direction" (p. 381).    In simple terms, motivation is the process of getting other people to do what you want them to do, then thanking you for letting them do it  (Young, 1991).  Motivation is drive.  It is internal.  It is goal-directed behavior.  "Motivation behavior is not only influenced by an individual's characteristics but also by organizational conditions" (Chung, 1977, p. 7).  Motivation is concerned with the strength and direction of behaviors which are motivated by external actions.  A simple way to look at motivation is by looking at three emotions that lead to behavior change:  fear, duty, and love.


Kreitner (1986) identified three important background factors of motivation.  First, motivation occurs amid complexity, not in isolation.  There is no single factor that determines personal motivation.  Second, managers often make faulty assumptions about what employees want from their jobs.  Lastly, because of our ever-changing society, the usefulness of traditional motivational tools is questionable.  


In Motivating Today's Work Force, Grensing (1991) listed ten motivational fallacies:


1.
Money is an effective motivator. (Contrary to this, money is a maintainer.)


2.
Motivation = Productivity.  (Unfortunately, motivation cannot be quantitatively measured.)


3.
Managers can motivate.  (Managers can only provide a means for motivation to take place.  This can occur by recognizing unmet needs, determining how to satisfy the unmet needs, and then monitoring the results.)


4.
Happy employees = productive employees.  (This is not necessarily true.)


5.
Motivators are universal.  (Employees are individuals therefore their motivators are different.)


6.
Disincentives can be used to aid in motivation.  (Negative reinforcements are a less effective means for changing behavior.)


7.
A manager does not have to be personally motivated to have a motivated staff.  (Staff will reflect their managers.)


8.
If employees are motivated, one will be able to see it.  (Motivation cannot be seen.)


9.
Middle management is responsible for maintaining a motivated staff.  (Top management is responsible.  If top management is motivated, the "trickle-down theory" will occur.)


10.  If three out of four employees are motivated, there is really nothing to worry about.  (Behavior can be affected by others that can, in turn, affect overall motivation.)

Relationship between performance and motivation


The relationship between performance and motivation can be summed up in the equation: Performance = ability  x  motivation  x  training  (Robertson & Smith, 1985).   Though the formula may not be mathematically correct, the concept holds true.  Performance cannot be achieved without ability, motivation, and training.  Despite how much training and ability an employee has, if the motivation is zero, performance will also be zero.

Research in Motivation


Many experiments have been performed regarding motivation.  Two research studies are the Hawthorne experiment and the McClelland findings.  The Hawthorne Experiment, conducted at the Western Electric Company (WEC) in the 1920's, was the first indication that something other than money has an impact on employee output.  In the study, certain working conditions of six women employees of the WEC (control group) were altered and then removed.  Despite the changes, productivity (output) kept increasing.  The key thing that made the control group different from the rest of the employees was that "they were made to feel as if they were something special.  Being chosen for the test gave these people a feeling of importance"  (Donaldson & Scannel, 1986, p. 112).  Therefore, because the control group felt that they were important, they were willing to cooperate and be productive.  


In the 1970's, David McClelland performed research on achievement motivation.  He found people with a low desire for achievement seek monetary rewards.  People with a high desire for achievement use monetary rewards as a maintenance factor.  Also, monetary incentives are seen as carriers of social values to achievement-driven workers  (Todes, McKinney,  & Ferguson, 1977).  McClelland also found that people who have a high need for achievement prefer to (a) work on a problem rather than leave the outcome to chance, (b) gain satisfaction from the accomplishment itself, (c) appreciate concrete feedback, and (d) more likely to come from families where parents held high expectations for their children  (Timm & Peterson, 1986).

Theories of Motivation


Abraham Maslow's Hierarchy of Need Theory.  Most of the management and motivation literature refers to Abraham Maslow's Hierarchy of Need Theory.  Developed in the 1950's, Maslow prioritized individual motives or needs.  People are motivated by a 5-step hierarchy of needs.  These include physiological, safety & security, social, esteem and self-respect, and self-actualization needs.  Physiological needs include food, water, sleep, and sex.  People need to have safety and security needs met from enemies and other threats.  People also need to have their social needs fulfilled.  They want to have a sense of belonging with others.  They look to be loved.  These first three needs are considered basic to survival or the low-level needs.  


The first of the higher level needs is esteem and self-respect.  In this level, a person can perceive himself/herself as worthwhile.  This level can be subdivided into two aspects:  (a) People need to experience self-worth, competence, and mastery in their primary areas of activity, and (b) People need appreciation, recognition, and respect from others (Stanton, 1982).  The highest level is self-actualization.  This level is where one maximizes one's own potential.  Kreitner (1986) state that self-actualization is to become increasingly what one is, to become everything that one is capable of becoming.  


The concept of the Maslow theory is that "people always have need, and when one need is relatively fulfilled, others emerge in a predictable sequence to take its place"  (Kreitner, 1986, p. 385).  A person feels a particular need only when the lower hierarchy needs are predominantly satisfied.  Once a need is satisfied, it is no longer a motivator of behavior.  


Vroom's Expectancy Theory.  Victor H. Vroom presented his expectancy theory in 1964.  In general, the theory predicts that outcomes which have a high expectation of being attainable and which are highly valued will direct a person to invest much effort in his or her task (Robertson & Smith, 1985).  It helps to explain the interaction between needs and motivation.  "Motivation is directly correlated to how much we want something and the probability that certain activities and actions will lead to obtaining it.  The strength of an individual's belief that something will lead to something else is what's called an expectancy" (Donaldson & Scannell, 1986, p. 116).  The formula for the Expectancy Theory is M = E * V.  Motivation equals the Expectancy of attaining a certain outcome in performing a certain act multiplied by the Value of the outcome for the performer (Donaldson & Scannell, 1986).  Individuals will expend effort if (a) the effort will result in favorable performance, (b) a favorable performance will result in a desired reward, (c) the reward will satisfy need, and (d) the desire to satisfy need is strong enough to make the effort worthwhile (Timm and Peterson, 1986).  


Robertson and Smith (1985) identified implications the expectancy theory has on managers and organizations.  These include:



•Identify what outcomes and rewards are valued for each employee



•Be specific about expectations for performance



•Ensure that performance levels are reachable



•Ensure there is a direct, clear link between performance and outcomes



•Make sure there are not conflicting expectancies



•Ensure changes in outcome are large enough



•Make sure the system is treating everyone fairly



•Design a pay and reward system



•Design tasks, jobs, etc., so people can satisfy a need through their work



•Individualize the organization.


Equity Theory.  The Equity Theory was first discussed in early 1960's by J. S. Adams.  It was a practical explanation for why employees perform the way they do.  Huseman and Hatfield (1990) listed three axioms for the Equity Theory:


1.
"People evaluate their relationships with their organization by comparing what they give to the organizations and what they get from them."


2.
"When what people give doesn't equal what they got, they feel distress." 



3.
"People who feel distressed because they are under-rewarded will try to restore equity" (p. 98).


Equity is restored in two ways:  (a) reducing inputs (e.g., doing less or careless work, taking extended breaks, using up sick days),  and (b) increasing outcomes (e.g., more pay and benefits, promotions, better working conditions).   People look at outcomes for motivation.  There are four categories of outcomes that organization and individual managers have significant control: System outcomes, job outcomes, performance outcomes, and interpersonal outcomes (Huseman & Hatfield, 1990).  Of the outcomes listed below, managers themselves can provide 17 of the 20 outcomes.



•System outcomes 




-pay




-fringe benefits




-promotion and advancement




-job security




-working conditions



•Job outcomes 




-challenging work




-making use of one's abilities




-making important decisions




-having responsibility




-doing meaningful work



•Performance outcomes 




-a sense of accomplishment




-a sense of competence




-a feeling of personal worth




-a feeling of achievement




-a sense of confidence


•Interpersonal outcomes 




-recognition for good work




-status




-feeling of belonging




-appreciation from others




-friendship on the job


Herzberg's Motivational-Hygiene Theory.  Also known as the Two-Factor Theory, the Motivational-Hygiene Theory was developed in the 1950's by industrial psychologist Frederick Herzberg.  He stated that motivation and satisfaction are two unrelated things.  He suggested that there are two sets of completely different factors operative in any job situation:  satisfiers and dissatisfiers.  "In the work situation, the absence of the specific factors that lead to job satisfaction does not generate job dissatisfaction, but merely nonsatisfaction" (Stanton, 1982, p. 19).  His theory also suggested that things that can motivate people (motivators) are those that appeal to the higher-order needs including opportunities for achievement, recognition, challenging work, responsibility and advancement.  The lower needs. the maintenance factors (i.e., policies, working conditions, interpersonal relations, money, status, and security), help maintain a certain level of productivity and are related to the job's intrinsic content.  


For management application, the theory states that decreasing a maintainer will result in a decrease in work performance.  Only when the motivators are activated can workers be stimulated to perform high-quality worth thereby making worthwhile contributions to their companies.  Unfortunately, most management efforts focus on the hygiene factors (removing those elements that lead to job dissatisfaction)  (Stanton, 1982).   

Designing a Motivating Environment 


You cannot motivate people, but you can create an environment or organizational climate in which they will feel motivated.  Creating this climate takes time.  This should be a manager's first step in motivating his/her workforce (Young, 1991; Robertson & Smith, 1985).  Young (1991) suggested six points to build a positive motivational atmosphere: (a) communicate candidly, (b) empower employees, (c) develop staff and volunteers professionally and personally  (e.g., cross-training), (d) show appreciation, (e) manage ethically and impartially, and (f) promote workplace wellness.  Other sources (Robertson & Smith, 1985; Timm & Peterson, 1986) cited the following characteristics of a motivating environment:


•Employees know how hard they need to work to reach various levels of performance.


•Employees have the competence and confidence to translate effort into performance.


•Control systems are introduced only when necessary.


•Performance requirements are expressed in terms of specific, attainable goals.


•Employees participate in setting goals.


•Feedback to employees is regular and informative.


•Employees are praised for good performance.


•Rewards are seen as equitable.


•Rewards are tailored to individual requirements and preferences.


•Employees' psychological and physical well-being is recognized as important.


•Productivity is recognized as important.


•Jobs are designed to maximize skill variety, task identity, task significance, autonomy, feedback, and opportunities for learning and growth.


•Organization and job changes are brought about through consultation and discussion.  


•Make the workplace exciting and fun !!!!


The two keys to effective motivation are trust and praise (Saylor, 1991).  Everyone wants recognition.  One of the worst things a manager can do to an employee is fail to provide adequate praise and reinforcement.  Other important tools for motivating employees are communication and involvement  (Grensing, 1991).  Leaders can influence motivation by (a) having realistic expectations, (b) communicating about wants, needs, and goals, (c) understanding the difference between motivators and maintenance factors, (d) creating a motivational climate, and (e) using the reward system.

Motivational Strategies and Programs 


The Minnesota Gas Company conducted a 30-year study indicating the most powerful incentives for employees.  In order of  importance, these incentives were:


1.
Promotion


2.
Enjoyable and interesting work


3.
A company employees are proud of


4.
Job security


5.
A big salary


6.
A firm and considerate supervisor


7.
Pleasant co-workers


8.
Benefits


9.
Clean and comfortable work areas


10. "Good" hours of work  (Grensing, 1991)


According to Grensing (1991), the 1990's employee (a) wants meaningful work, (b) spends much time in leisure activities, (c) is both overconfident and self-doubting, (d) has a strong need for feedback and recognition, and (e) is impatient and unwilling to wait long for payback on effort.  One thing to remember when designing or choosing motivational strategies: People's work motivation varies widely.  Among the differences include the opinion of the importance of work, the need for job autonomy and participation, and the need for money.  The simplest way to find out what motivates employees is to talk to them.


There are two methods to motivate employees.  The first is the positive approach where people are motivated to gain an increase in satisfaction.  The second method is to get people motivated to do things to avoid a decrease in satisfaction. (Grensing, 1991)


Rewards are defined as "material and psychological payoffs for doing something" (Kreitner, 1986, p. 398).  Managers can improve performance with rewards by satisfying individual needs, foster positive expectations, ensure equitable distribution, and reward results.  Nonmonetary incentives and can to be both effective and economical. 


Timm & Peterson (1986) identified five ways to enhance motivation among employees which were: (a) compensation, (b) direction and control, (c) job design, (d) benevolence, and (e) communication.  Compensation (i.e., money) can tie into physiological and safety needs from Maslow's hierarchy of needs.  There also needs to be a distinction between direction and control.  Direction is telling someone what to do and what not to do (i.e., policy manuals).  Control, on the other hand, is making sure the person does as told.  One needs to be careful how directions are given.  In job design, employees need to know the critical aspects of their job.  The job needs to fit the individual.  Benevolence is good for short-term motivation but does not last very long.  A good example of this is trying to make the worker happy through company picnics.  Finally, communication can be done in many ways 

including giving recognition to employees (e.g., award systems), receptiveness to workers' ideas, providing timely information, and systematically reviewing employee performance.


Two ways for dealing with overspecialized jobs are to fit people to particular jobs or fit the jobs to the people.  Motivational strategies for fitting people to jobs include realistic job previews, job rotation, and limited exposure to the job.  In realistic job previews, the employee knows what the job really entails.  In job rotation, employees are moved from one specialized job to another to prevent stagnation.  Limited exposure to the job, also known as contingent time off, allows an employee to leave when a job is done or a quota is met.  


Motivational strategies for fitting  jobs to people include job enlargement and job enrichment.  Job enlargement is a "process of combining two or more specialized tasks in a work flow sequence into a single job" (Kreitner, 1986, p. 395).  This process broadens the scope of the job by horizontally loading the job.  Job enrichment entails "redesigning a job to increase its motivating potential" (Kreitner, 1986, p. 395).  It increases the job by vertical loading the job's responsibility, scope, and challenge.  It builds builds more complexity and depth with jobs.  In job enlargement, five core dimensions of work can be upgraded: skill variety, task identity, task significance, autonomy (freedom), and job feedback.  The most effective job enrichment programs change an employee's day-to-day job or increase employee participation in the decision-making process.


Motivation can also be enhanced through Quality-of -Work-Life (QWL) Innovations.  This is a process "by which an organization attempts to unlock the creative potential of its people by involving them in decisions affecting work lives" (Kreitner, 1986, p. 402).  Two of these innovations include flextime and participative management. Flextime, or flexible work schedules, allow the employee to start or end his/her workday best to their personal schedule.  There is a pre-determined "core time" where all employees must be at work.  The flextime period usually occurs at the beginning or end of the typical workday.  Flextime can also include compressed work weeks and permanent part-timers.  Advantages of flextime include (a) raised employee morale, (b) reduced tardiness, (c) reduced absenteeism, (d) reduced turnover, and (e) increased productivity.  Disadvantages of flextime include (a) lack of supervision during certain parts of the day, (b) scheduling meetings can be difficult, and (c) tracking hours can be difficult.


Participative Management is similar to Theory Z.  It is designed to bring employees together to work as a single group.  Popular formats include quality circles, multilevel task teams, and Management By Objectives (MBO).  Participative goal-setting has been proven to be an excellent motivational strategy (Young, 1991).


Other innovative motivational strategies that are becoming popular include job sharing, flexible benefits and employee assistance programs (EAP's).  In job sharing, two or three people are allowed to fill a job.  They share the job's responsibility and benefits.  Flexible benefits allow the employee to choose whichever benefits (i.e., medical, life, retirement, etc.) will help him/her more.  Employee Assistance Programs (EAP's) are systems that provide professional services to employees whose job performance may become adversely affected by various factors (i.e., substance abuse, emotional problems, etc.).

Summary

Leaders in sport management and administration need to be aware of the theories of motivation.  Understanding these theories will help in understanding how subordinates are motivated to do their job.  Once the theories are understood, leaders must take time to experiment which motivational strategies and techniques are most beneficial to the employee.  The primary goal of a leader is to get the most 

of his/her employee.  To accomplish this goal, it is imperative that the leader fully understands how people are motivated.  Otherwise, the organization will never be as good as it could be.
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