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PREFACE

Interest in the topic of motivation in work organizations has risen steadily in recent
years. Some 30 years ago the level of knowledge and research in the area consisted
largely of classic, though singular, efforts to set forth some basic theoretical generali-
zations based on only fragmentary research data. Beginning in the early 1960s, however,
interest in motivational problems of organizations increased significantly. This trend has
continued through the 1970s and into the 1980s. It is difficult to pick up a current
research journal in organizational behavior, industrial psychology, or the general area
of management without finding at least one selection dealing with motivational problems
at work.

Such intense interest in the field is a healthy sign that increased knowledge will be
gained on this important topic. Simultaneously, however, a potential problem exists in
ensuring that the various research efforts are somehow integrated and synthesized so
that we can maximize our understanding of the main issues involved. This book is largely
the result of our concern for this potential problem. Several major theories of motivation
have been advanced and tested during the past decade or so. Moreover, while a great
deal has been written concerning the relation of motivational processes to various other
important organizational factors (such as job design and group dynamics), this literature
has also been largely fragmentary. Our hope in organizing this book, then, is to bring
together in one volume the major contemporary theories, research, and applications in
the area of motivation and work behavior.

It is our belief that a thorough knowledge of motivation as it affects organizational
processes requires at least three important inputs. First, the reader must gain a general
knowledge of what is meant by the concept of motivation, as well as of historical ap-
proaches to the study of motivation. Also, the reader needs a fairly comprehensive
framework for analyzing the various theories and applications that exist. We have at-
tempted to deal with these matters in Part One of the book. Second, it is our contention
that the serious student of motivation must be conversant with the major theories that
exist in the field today. These theories—and the research associated with them—are
described in Part Two. This part in the fourth edition focuses particularly on cognitive
and reinforcement theories. Finally, we feel that theories alone are of little value unless
the student can understand how motivational processes relate to other organizational
variables. Such interrelationships are covered in detail in Parts Three and Four. In Part
Three of this edition, new sections have been added on careers in organizations, man-
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xii PREFACE

aging marginal performance, and motivation in other contexts. Part Four then attempts
to review and synthesize what has been learned concerning the role of motivation in
organizational settings.

Throughout the fourth edition, readings have been updated. This edition includes 13
new selections. In addition, the text has also been updated and expanded somewhat.

The approach taken here is to integrate text materials with selections authored by
some of the foremost scholars in the field. The major focus in the text and readings is
on a blend of theoretical formulations with practical applications. Thus, the chapters
(especially in Part Three) generally contain some major theoretical propositions, some
research evidence relevant to the theories, and some examples of how such models have
been or could be applied in existing organizations. Furthermore, each chapter contains
a set of questions to stimulate discussion and analysis of the major issues.

This book is designed primarily for students of organizational behavior, industrial
psychology, and general management. It also should be useful for managers who wish
to gain an increased understanding of problems of work motivation. It is assumed that
the reader has had some previous exposure to organizational behavior, perhaps through
an introductory course. This volume attempts to build upon such knowledge and to
analyze general organizational processes, using the concept of motivation as the basic
unit of analysis.

We wish to express our sincere appreciation to all those who have contributed to the
realization of this project in its various editions. In particular, our thanks go to Keith
Davis, Arizona State University; Peter Dubno, New York University; Mark Fichman,
Carnegie-Mellon University; Jerald Greenberg, Ohio State University; Ralph Katerberg,
University of Cincinnati; Terence Mitchell, University of Washington; Richard Mow-
day, University of Oregon; Greg Oldham, University of Illinois at Urbana-Champaign;
and Eugene Stone, Bowling Green University for their helpful comments and sugges-
tions. We are also indebted to Cindy P. Lindsay and Janet Black for their valuable
assistance in preparing the manuscript for publication. In addition, we are grateful to
our respective schools, the University of Oregon and the University of California, Ir-
vine, for providing stimulating motivational environments in which to work. Finally, a
special note of appreciation is due our wives, Sheila and Meredith, for their support and
encouragement throughout the project.

Richard M. Steers
Lyman W. Porter
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CHAPTER

THE ROLE OF MOTIVATION
IN ORGANIZATIONS

The topic of motivation at work has received considerable and sustained attention
in recent years among both practicing managers and organizational researchers.
One has only to ask first-level supervisors what their most taxing work problems
are for evidence of the importance of the concept to management. Likewise, one
can observe the large number of empirical articles relating to the topic in psycho-
logical and management journals for evidence of its importance to researchers.
Several factors appear to account for the prominence of this topic as a focal point
of interest.

To begin with, managers and organizational researchers cannot avoid a concern
with the behavioral requirements of an organization. In addition to the necessity
to acquire financial and physical resources, every organization needs people in
order to function. More specifically, Katz and Kahn (1966) have posited that orga-
nizations have three behavioral requirements in this regard: (1) people must be
attracted not only to join the organization but also to remain in it; (2) people must
perform the tasks for which they are hired, and must do so in a dependable man-
ner; and (3) people must go beyond this dependable role performance and engage
in some form of creative, spontaneous, and innovative behavior at work (Katz,
1964; Katz & Kahn, 1966). In other words, for an organization to be effective,
according to this reasoning, it must come to grips with the motivational problems
of stimulating both the decision to participate and the decision to produce at work
(March & Simon, 1958).

A second and related reason behind the attention directed toward motivation
centers around the pervasive nature of the concept itself. Motivation as a concept
represents a highly complex phenomenon that affects, and is affected by, a multi-
tude of factors in the organizational milieu. A comprehensive understanding of the
way in which organizations function requires that at least some attention be di-
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4 PART 1: INITIAL CONSIDERATIONS

rected toward the question of why people behave as they do on the job (that is, the
determinants of employee work behavior and the ramifications of such behavior
for an organization). An understanding of the topic of motivation is thus essential
in order to comprehend more fully the effects of variations in other factors (such
as leadership style, job redesign, and salary systems) as they relate to perform-
ance, satisfaction, and so forth.

Third, given the ever-tightening constraints placed on organizations by gov-
ernmental regulations, increased foreign and domestic competition, citizens’ lob-
bies, and the like, management has had to look for new mechanisms to increase—
and in some cases just to maintain—its level of organizational effectiveness and
efficiency. Much of the ‘‘slack’ that organizations could depend upon in the
past has disappeared in the face of these new environmental types of constraints.
Because of this, management must ensure that it is deriving full potential benefit
from those resources—including human resources—that it does have at its dis-
posal. Thus, organizational effectiveness becomes to some degree a question of
management’s ability to motivate its employees to direct at least a reasonable
effort toward the goals of the organization.

A fourth reason can be found in the nature of present and future technology
required for production. As technology increases in complexity, machines tend
to become necessary yet insufficient vehicles of effective and efficient operations.
Modern technology can no longer be considered synonymous with the term ‘‘au-
tomation.’’ Consider the example of the highly technologically based aerospace
programs in the United States. While mastery of the technological aspects of
engineering is a prerequisite for developing complex projects, a second and
equally important ingredient is the ability of organizations to bring together thou-
sands of employees, who often must work at peak capacity to apply the tech-
nology required for success. In other words, it becomes necessary for an orga-
nization to ensure that it has employees who are both capable of using and willing
to use the advanced technology to achieve organizational objectives.

Finally, while organizations have for some time viewed their financial and
physical resources from a long-term perspective, only recently have they begun
seriously to apply this same perspective to their human resources. Many organiza-
tions are now beginning to pay increasing attention to developing their employees
as future resources (a ‘‘talent bank™’) upon which they can draw as they grow and
develop. Evidence for such concern can be seen in the recent growth of manage-
ment and organization development programs, in the increased popularity of ‘‘as-
sessment center’” appraisals, in recent attention to personnel planning, and in the
emergence of ‘“human resource accounting™’ systems. More concern is being di-
rected, in addition, toward stimulating employees to enlarge their job skills
(through training, job design, job rotation, and so on) at both the blue-collar and
the white-collar levels in an effort to ensure a continual reservoir of well-trained
and highly motivated people.

In summary, then, there appear to be several reasons why the topic of motiva-
tion has been receiving increased attention by both those who study organizations
and those who manage them. The old simplistic, prescriptive guidelines concern-
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ing ‘‘economic man’" are simply no longer sufficient as a basis for understanding
human behavior at work. New approaches and greater understanding are called
for to deal with the complexities of contemporary organizations.

Toward this end, this book will attempt to assist the serious student of motiva-
tion to obtain a more comprehensive and empirically based knowledge of motiva-
tion at work. This will be done through a combination of explanatory text and
readings on current theories, research, and applications in the field. Before dis-
cussing some of the more current approaches to motivation, however, some con-
sideration is in order concerning the nature of basic motivational processes. This
consideration is followed by a brief history of early psychological and managerial
approaches to the topic. Finally, a conceptual framework is presented to aid in the
comprehension and evaluation of the various theories and models that follow.
Throughout this book, emphasis is placed on the comparative approach; that is,
we are primarily concerned with similarities among—and differences between—
the various theories and models rather than with the presentation and defense of
one particular theory. Moreover, because of the pervasive nature of the topic, we
feel that the concept of motivation can best be understood only by considering its
role as it affects—and is affected by —other important variables which constitute
the work environment. Thus, special emphasis is placed throughout on the study
of relutionships between major variables (for example, motivation as it relates to
reward systems, group influences, and job design) rather than on the simple enu-
meration of facts or theories.

THE NATURE OF MOTIVATION

The term “*motivation’” was originally derived from the Latin word movere, which
means “‘to move.”” However, this one word is obviously an inadequate definition
for our purposes here. What is needed is a description which sufficiently covers
the various aspects inherent in the process by which human behavior is activated.
A brief selection of representative definitions indicates how the term has been
used:

. . . the contemporary (immediate) influences on the direction, vigor, and persistence of
action. (Atkinson, 1964)

. . . how behavior gets started, is energized, is sustained, is directed, is stopped, and
what kind of subjective reaction is present in the organism while all this is going on.
(Jones, 1955)

. . a process governing choices made by persons or lower organisms among alterna-
tive forms of voluntary activity. (Vroom, 1964)

. . motivation has to do with a set of independent/dependent variable relationships
that explain the direction, amplitude, and persistence of an individual’s behavior, hold-
ing constant the effects of aptitude, skill, and understanding of the task, and the con-
straints operating in the environment. (Campbell & Pritchard, 1976)

These definitions appear generally to have three common denominators which
may be said to characterize the phenomenon of motivation. That is, when we
discuss motivation, we are primarily concerned with: (1) what energizes human
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behavior; (2) what directs or channels such behavior; and (3) how this behavior is
maintained or sustained. Each of these three components represents an important
factor in our understanding of human behavior at work. First, this conceptualiza-
tion points to energetic forces within individuals that drive them to behave in
certain ways and to environmental forces that often trigger these drives. Second,
there is the notion of goal orientation on the part of individuals; their behavior is
directed toward something. Third, this way of viewing motivation contains a sys-
tems orientation; that is, it considers those forces in the individuals and in their
surrounding environments that feed back to the individuals either to reinforce the
intensity of their drive and the direction of their energy or to dissuade them from
their course of action and redirect their efforts. These three components of moti-
vation appear again and again in the theories and research that follow.

THE MOTIVATIONAL PROCESS: BASIC CONSIDERATIONS

Building upon this definition, we can now diagram a general model of the motiva-
tional process. While such a model is an oversimplification of far more complex
relationships, it should serve here to represent schematically the major sets of
variables involved in the process. Later, we can add to this model to depict how
additional factors may affect human behavior at work.

The basic building blocks of a generalized model of motivation are (1) needs
orexpectations, (2) behavior, (3) goals, and (4) some form of feedback. The interac-
tion of these variables is shown in Exhibit 1. Basically, this model posits that
individuals possess in varying strengths a multitude of needs, desires, and expec-
tations. For example, they may have a high need for affiliation, a strong desire for
additional income, or an expectation that increased effort on the job would
lead to a promotion. These “‘activators’ are generally characterized by two phe-
nomena. First, the emergence of such a need, desire, or expectation generally
creates a state of disequilibrium within the individuals which they will try to
reduce; hence, the energetic component of our definition above. Second, the
presence of such needs, desires, or expectations is generally associated with an
anticipation or belief that certain actions will lead to the reduction of this disequi-
librium; hence, the goal-orientation component of our definition.

In theory, the following is presumed to be the chain of events: On the basis
of some combination of this desire to reduce the internal state of disequilibrium
and the anticipation or belief that certain actions should serve this purpose,

EXHIBIT 1
A generalized model of the basic motivation process. (After
Dunnette & Kirchner, 1965.)

Inner state of disequilibrium: Sehavios Tncertive
—> Need, desire or expectancy, Sracka or goal
accompanied by anticipation
Modification -

of inner state



