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Preface
Welcome to the emerging knowledge and practice of motivation and leadership thoughts. Social

networks and virtual teams are replacing committee meetings. Knowledge is replacing infrastructure.

Values and self-leadership are replacing command-and-control management. Companies are looking

for employees with emotional intelligence and team competencies and not just technical smartness.

Diversity and globalization have become challenges as well as competitive opportunities for

organizations. Co-workers aren’t down the hall; they’re at the other end of an Internet connection

located somewhere else on the planet.

Motivation and Leadership, First Edition, is written in the context of these emerging workplace

realities. This edition explains how emotions guide employee motivations, attitudes, and decisions;

how self-concept influences employee motivation and behaviour, team cohesion, and leadership; how

social networks are gaining importance as a source of personal power and organizational effectiveness;

and how appreciative inquiry has become an important strategy for changing organizations. This book

also presents the new reality that motivation and leadership is not just for managers; it is relevant and

useful to anyone who works in and around organizations.

In every chapter of this book, I have tried to link theory with reality. It is filled with examples

that make knowledge more meaningful and reflect the relevance and excitement of this field. These

stories about real people and organizations translate academic theories into relevant knowledge. For

example, you will read how Ratan Tata, Narayana Murthy and Bill Gates applied their strategies.

Authors
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Chapter 1

Foundations of Employee
Motivation

In this Chapter we will discuss
 Definitions and Meaning of Motivation
 Classification of Motivation Theories
 Motivational Techniques
 A Systems and Contingency Approach to Motivation

INTRODUCTION

Success of every executive depends on the way how he/she motivates his team or employees.
Irrespective of the size of organization or the position an executive holds, motivation has to be existing
in his blood. In the absence of which he wouldn’t be able to lead his team or get the work done.
Though there have been various thinkers who wrote about motivation, however Mas`low is considered
as the father of motivational theories. It was he who coined the motivational model hierarchy of needs.
According to him every human being irrespective of his or her position come under any of the five
hierarchy. We would be discussing about this model in detail as we go about this chapter.

Motivation is the driving force to alter the behaviour of an employee. It’s with this that a manager
can identify the employees’ desires/needs and set the goals. Goals to fulfil the employees, needs as
well as achieve organizational purpose. It tries to energise an individuals behavior and direct towards
the organizations end. It’s not just only in an organization we need the skills of motivation but also
with family and friends. A father can motivate his child by understanding his or her desires. A teacher
can motivate the student and so a friend can motivate his or her friend.

The relationship between the organization and its members is influenced by what motivates them
to work and the rewards and fulfillment they derive from it. The manager needs to know how best to
elicit the co-operation of staff and direct their performance to achieving the goals and objectives of the
organization. The manager must understand the nature of human behaviour and how best to motivate
the staff so that they work willingly and effectively.

This chapter is concerned with how managers can motivate subordinates to improve their
performance and satisfaction level. A chapter on motivation is included in the part on leading, because
managers cannot lead unless subordinates are motivated to follow them. The chapter begins with a
clarification of the meaning of motivation. This is followed by an overview of the content and process

(1)



2 Motivation and Leadership

theories of motivation and motivational techniques. Finally, the systems and contingency approach to
management is explained.

DEFINITION AND MEANING OF MOTIVATION

Meaning of motivation
It is the driving force within individual by which they attempt to achieve some goal in order to

fulfill some needs or expectation. The degree to which an individual wants and chooses to engage in
certain behaviour.

According to Robert Woodworth – Motives do not operate in vacuum and the behaviour in which
they do operate is affected by the processes of perception, learning and thinking. Theories of
motivation ought to be related to theories of learning and perception.

Fig. 1.1: A basic motivation model

[http://c.ymcdn.com/sites/www.incentivemarketing.org/resource/resmgr/imported/Sec%201.4.pdf]

Intrinsic and extrinsic motivational rewards
Extrinsic rewards are related to job i.e., tangible rewards like salary, job security, promotion and

conditions of work which are basically administered by someone else. These employees come under
the category of Maslow first three levels. They are more concerned about hygiene factors. This
motivates them rather than recognition etc. Because of their current scenario.

On the other hand – intrinsic – rewards are a part of the job itself i.e., psychological rewards like
sense of challenge, achievement, receiving appreciation etc and are self-administered. Intrinsic
rewards psychologically boosts an employee. These employees are not keen on money but more keen
on recognition and social status. Like giving challenging task, involving in decision making process,
giving a higher rank in hierarchy etc

A manager’s role is to identify the need of and employee and motivate him to achieve it. Every
employee has the potential but getting potential out is the role of the manager. Absence of this leads to
frustration. Employee keeps trying different methods to attain the desired goals. At time employee
may be successful. Once the employee is not able to make it up then it’s the role of the manager to
restructure alternative goal and motivate him in a constructive way.
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Fig. 1.2: A basic model of frustration

Factors influencing frustration:
An employee can have frustration for various reasons. It’s not just employee but any individual

(a) The level and potency of need
(b) The degree of attachment to the desired goal
(c) The strength of motivation
(d) The perceived nature of the barrier or the blocking agent
(e) The personality characteristics of the individual
The role of the manager is to mentor the employee and overcome frustration. A manager or

executive should possess high level of emotional intelligence whereby he should be able to understand
why the employee is behaving in a specific manner.

[http://c.ymcdn.com/sites/www.incentivemarketing.org/resource/resmgr/imported/Sec%201.4.pdf.]
Motivational theories can be classified into two categories－content theory and process theory of

motivations. These theories have many applications for incentive programme planners.
Content theories focus on the factors within a person that energize, direct, sustain and stop

behaviour. They look at the specific needs that motivate people. Thinkers of Content theorists include
Abraham Maslow, Clayton P. Alderfer, Federick Herzberg and David C. McClelland. Their theories
have been helpful in discussing motivation, but not all have been verified through research.

Process theories provide a description and analysis of how behaviour energized, directed,
sustained and stopped. Four process theories are predominant: Reinforcement, expectancy, equity, and
goal setting.

Reinforcement and goal setting theories have been supported by research studies and are viewed
as the most helpful in application.

Expectancy and equity theories have become a part of compensation curricula and are considered
in the design of compensation plans.

Expectancy and equity theories have not been as thoroughly researched as reinforcement and
goal setting theories.

Content theories focus on individual needs in explaining job satisfaction, behaviour and reward
systems. The basis of these theories is that individual need deficiencies activate tensions within a
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person that trigger a behavioural response. That is, when individuals are not receiving what they
perceive they need, they will attempt to satisfy that need. These theories suggest the following:

Specific needs trigger desired behaviours. Implications: How do we identify these needs?
Meaningful rewards help individuals satisfy needs. Implications: How can we understand these

needs to maximize the motivational impact of the programmes we design?
Offering appropriate rewards can optimize performance. Implications: How can we ensure that

the rewards we offer are appropriate?
The needs of an individual will not necessarily repeat themselves in a regular pattern: People

change because of experiences, life events, aging and other factors. Implications: How can we design
our programmes to satisfy changing needs?

Process theories attempt to explain how behaviour is energized, directed, sustained and stopped.
The four major process theories include Reinforcement, Expectancy, Equity, and Goal setting.

Reinforcement Theory－Most often linked with reinforcement theory is the work of B.F.Skinner.
Skinner’s work is built on the assumption that behaviour is influenced by it’s consequences. These
consequences are referred to as “operants,” and so this theory uses the term “operant conditioning.”
Behaviour modification is used to describe the learning by reinforcement of an individual.
Reinforcement theory is based on several principles of operant conditioning:

Positive reinforcement. Anything that increases the strength of response and induces repetition of
the behaviour that preceded the reinforcement (adding something positive).

Negative reinforcement. The removal of a negative reinforcer that increases the frequency of
response (taking away something).

Punishment. An undesirable consequence of a particular behaviour (adding a negative
consequence or removing a positive consequence).

Extinction. Decline in response rate due to non-reinforcement (ignoring).
Now let’s discuss the various content theories.
[https://www.ripublication.com/gjmbs_spl/gjmbsv3n10_03.pdf]

Maslow’s hierarchy of needs
The “motivation to work” published by Maslow probably provided the field of management with

a new way of looking at employees, job attitudes or behaviours in understanding how humans are
motivated. Probably the best-known conceptualization of human needs in organizations has been
proposed by this theory. Abraham Maslow was a clinical psychologist who introduced his theory
based on personal judgment, which was generally known as the need hierarchy theory. According to
him if people grew in an environment in which their needs are not met, they will be unlikely to
function as healthy individuals or well-adjusted individuals.
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Fig. 1.3: Maslow’s Needs Hierarchy

Needs levels General rewards Organizational factors
Psychological Food, water, sex and sleep a) Pay

b) Pleasant working conditions
c) Cafeteria

Safety Safety, security, stability, protection a) Safe working conditions
b) Company benefits
c) Job security

Social Love, affection, belongingness a) Cohesive work group
b) Friendly supervision
c) Professional associations

Esteem Self esteem, self respect, prestige,
status

a) Social recognition

b) Job title
c) High status job
d) Feedback from the job

Self-
actualization

Growth advancement, creativity a) Challenging job
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Needs levels General rewards Organizational factors
(b) Opportunities for creativity
(c) Achievement in work
(d) Advancement in the

organisations

Maslow theorized that people have five types of needs and that these are activated in a
hierarchical manner. This means that these needs are aroused in a specific order from lowest to highest,
such that the lowest-order need must be fulfilled before the next order need is triggered and the
process continues. If you look at this in a motivational point of view Maslow’s theory says that a need
can never be fully met, but a need that is almost fulfilled does not longer motivate. According to
Maslow you need to know where a person is on the hierarchical pyramid in order to motivate him/her.
Then you need to focus on meeting that person’s needs at that level The five needs of Maslow are as
follows:

Physiological needs are the need at the bottom of the triangle and include the lowest order need
and most basic. This includes the need to satisfy the fundamental biological drives such as food, air,
water and shelter. According to Maslow organisations must provide employees with a salary that
enables them to afford adequate living conditions. The rationale here is that any hungry employee will
hardly be able to make much of any contribution to his organisation.

Safety needs: This occupies the second level of needs. Safety needs are activated after
physiological needs are met. They refer to the need for a secure working environment free from any
threats or harms. The rationale is that employees working in an environment free of harm do their jobs
without fear of harm.

Social needs: This represents the third level of needs. They are activated after safety needs are
met. Social needs refer to the need to be affiliated that is (the need to be loved and accepted by other
people). To meet these needs organisations encourage employees’ participation in social events such
as picnics, organisations bowling etc.

Esteem needs this represents the fourth level of needs. It includes the need for self-respect self-
development and approval of others. Organisations introduce awards banquets to recognise
distinguished achievements.

Self-actualisation: This occupies the last level at the top of the triangle. This refers to the need to
become all that one is capable of being to develop one’s fullest potential. The rationale here holds to
the point that self-actualised employees represent valuable assets to the organisation is human resource.

[https://www.ripublication.com/gjmbs_spl/gjmbsv3n10_03.pdf]
Criticisms: Maslow proposed that if people grew up in an environment in which their needs are

not meet, they would be unlikely to function as healthy, well-adjusted individuals. Research testing
Maslow’s theory has supported the distinction between the deficiencies and growth needs but showed
that not all people are able to satisfy their higher-order needs on the job. According the results of the
research, managers from higher echelons of organisations are able to satisfy both their growth and
deficiency needs lower level managers are able to satisfy only their deficiency needs on the job.
Maslow’s theory has not received a great deal of support with respect to specific notion it proposes.
Let’s take the example of a saint. The saint moves to fifth level after the first level which is an
exception to this theory. Same way with regards to need two safety and security. Many people get to
need three i.e., socialization without properly having their need two being fulfilled.
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Herzberg’s Two-factor theory
[www.accaglobal.com/in/en/student/exam-support.../herzbergs-motivation.html]
Understanding what motivates people in all walks of life is basic to all who aspire to management.

One of the best known of all the writers on motivation is Herzberg. He is noted for among other things
his ideas on job enrichment, enlargement and rotation. However, his ideas on motivation in the
hygiene-motivation theory are particularly useful to our understanding of what motivates people.

In the late 1950s, Herzberg and his associates conducted a study involving two hundred engineers
and accountants to find out the extent of their satisfaction or dissatisfaction with their jobs.

The respondents in the study were asked to recall instances when they were particularly satisfied
with their work and instances when they were particularly dissatisfied with their work. The factors
which made them express satisfaction were related to the content of their job.

According to the respondents, the aspects of their job which gave them satisfaction included
having opportunities to achieve something through their work, receiving recognition from others for
their work, having opportunities for promotion and advancement, and having a chance to take on new
responsibilities.

Herzberg and his associates call these job content factors which contribute to the individual’s
satisfaction, motivators. On the other hand, feelings of discontent or dissatisfaction were found to be
associated with factors related to the job context, or factors that affect the immediate work
environment but were not directly related to the job itself. The respondents complained about poor
supervision, the inability to mingle with other people on the job, uncomfortable working conditions,
low pay and benefits and job insecurity. These job context factors that lead to dissatisfaction of
individuals have been termed as hygiene factors by Herzberg.

Herzberg attempted to explain the factors that motivate individuals through identifying and
satisfying their individual needs, desires and the aims pursued to satisfy these desires.

[www.accaglobal.com/in/en/student/exam-support.../herzbergs-motivation.html]
This theory of motivation is known as a two factor content theory. It is based upon the deceptively

simple idea that motivation can be dichotomised into hygiene factors and motivation factors and is
often referred to as a ‘two need system’.

These two separate ‘needs’ are the need to avoid unpleasantness and discomfort and, at the other
end of the motivational scale, the need for personal development. A shortage of the factors that
positively encourage employees (the motivating factors) will cause employees to focus on other, non-
job related ‘hygiene’ factors.

The most important part of this theory of motivation is that the main motivating factors are not in
the environment but in the intrinsic value and satisfaction gained from the job itself. It follows
therefore that to motivate an individual, a job itself must be challenging, have scope for enrichment
and be of interest to the jobholder. Motivators (sometimes called ‘satisfiers’) are those factors directly
concerned with the satisfaction gained from a job, such as:

 the sense of achievement and the intrinsic value obtained from the job itself
 the level of recognition by both colleagues and management
 the level of responsibility
 opportunities for advancement and
 the status provided
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Motivators lead to satisfaction because of the need for growth and a sense of self-achievement.
A lack of motivators leads to over-concentration on hygiene factors, which are those negative

factors which can be seen and therefore form the basis of complaint and concern. Hygiene factors
(often referred to as maintenance factors) lead to dissatisfaction with a job because of the need to
avoid unpleasantness.

They are referred to as hygiene factors because they can be avoided or prevented by the use of
‘hygienic’ methods. The important fact to remember is that attention to these hygiene factors prevents
dissatisfaction but does not necessarily provide positive motivation.

Hygiene factors are also often referred to as ‘dissatisfiers’. They are concerned with factors
associated with the job itself but are not directly a part of it. Typically, this is salary, although other
factors which will often act as dissatisfiers include:

 perceived differences with others
 job security
 working conditions
 the quality of management
 organisational policy
 Administration
 interpersonal relations

Understanding Herzberg's theory recognises the intrinsic satisfaction that can be obtained from the
work itself. It draws attention to job design and makes managers aware that problems of motivation
may not necessarily be directly associated with the work. Problems can often be external to the job.

IMPROVED MOTIVATION
Managers’ understanding that factors which demotivate can often be related to matters other than

the work itself, can lead to improved motivation, greater job satisfaction and improved organisational
performance by the entire workforce.

Understanding individual goals, coupled with wider skills and abilities, can lead to greater
opportunities. Individuals are seen as valuable to organisations and can acquire new skills useful in the
future.

Improving skills, opportunities and increasing employee knowledge will, in the longer term,
increase the value of an organisation’s human assets. Most importantly, it can lead to greater staff
commitment, understanding and loyalty.

Based on these results, Herzberg concluded that the presence of good job content factors leads to
satisfaction, and the absence of good job context factors leads to dissatisfaction. The findings of
Herzberg and his associates suggest that the best way to motivate workers is to satisfy their need for
job content factors. Herzberg contended that hygiene factors were important to prevent workers from
feeling dissatisfied but did not lead to their satisfaction.

David McClelland and his associates proposed McClelland’s theory of Needs/Achievement
Motivation Theory. This theory states that human behaviour is affected by three needs－Need for
Power, Achievement and Affiliation.

[http://www.netmba.com/mgmt/ob/motivation/mcclelland/]
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David McClelland proposed that an individual’s specific needs are acquired over time and are
shaped by one’s life experiences. Most of these needs can be classed as either achievement, affiliation,
or power. A person’s motivation and effectiveness in certain job functions are influenced by these
three needs. McClelland’s theory sometimes is referred to as the three need theory or as the learned
needs theory.

Achievement: People with a high need for achievement (nAch) seek to excel and thus tend to
avoid both low-risk and high-risk situations. Achievers avoid low-risk situations because easily
attained success is not a genuine achievement. In high-risk projects, achievers see the outcome as one
of chance rather than one’s own effort. High nAch individuals prefer work that has a moderate
probability of success, ideally a 50% chance. Achievers need regular feedback in order to monitor the
progress of their achievements. They prefer either to work alone or with other high achievers.

Affiliation:Those with a high need for affiliation (nAff) need harmonious relationships with other
people and need to feel accepted by other people. They tend to conform to the norms of their work
group. High nAff individuals prefer work that provides significant personal interaction. They perform
well in customer service and client interaction situations.

Power: A person’s need for power (nPow) can be one of two types – personal and institutional.
Those who need personal power want to direct others, and this need often is perceived as undesirable.
Persons who need institutional power (also known as social power) want to organize the efforts of
others to further the goals of the organization. Managers with a high need for institutional power tend
to be more effective than those with a high need for personal power.

Its application to management
People with different needs are motivated differently.
High need for achievement – High achievers should be given challenging projects with reachable

goals. They should be provided frequent feedback. While money is not an important motivator, it is an
effective form of feedback.

High need for affiliation – Employees with a high affiliation need perform best in a cooperative
environment.

High need for power – Management should provide power seekers the opportunity to manage
others.

Note that McClelland’s theory allows for the shaping of a person's needs; training programmes
can be used to modify one's need profile.

Thus, it is suggested that the need profile of successful managers, at least in a competitive
environment, consists of

(1) A moderate to high need for institutional power,
(2) A moderate need for achievement (this motivates individuals to contribute towards attainment

of organizational goals early in their career and drive the organization to develop a
competitive edge as they progress towards higher levels) and

(3) At least a minimum need for affiliation (this contributes to maintenance of pleasant social
relationships in organization).

According to McClelland, individuals without the appropriate need profile can increase their
needs through training. While this may be true for the need of achievement and the need for
institutional power, it may be difficult to develop the need for affiliation through training.
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Alderfer’s ERG Theory
An extension of Herzberg’s and Maslow’s content theories of motivation comes from the work of

Clayton Alderfer. As opposed to Maslow’s five needs, Alderfer suggested that needs can be classified
into three groups of core needs – existence, relatedness, and growth (hence the theory is referred to as
ERG theory). Existence needs are concerned with physiological well being of an individual. The
relatedness needs pertain to the desire to establish and maintain interpersonal relationships. The
growth needs pertain to the desire to be creative, make useful and productive contributions and have
opportunities for personal development. Figure 1.3 shows how these groups of needs are related to
Maslow’s and Herzberg’s categories of needs. Alderfer viewed these needs as a continuum rather than
as discrete categories arranged in a hierarchical manner. According to the ERG theory, different needs
can emerge simultaneously, and people can move backward and forward through the needs continuum
as circumstances change. There is every possibility that a higher-level need may assume greater
significance over a lower-level need. The ERG theory too, is not supported by adequate empirical
evidence. However, the ERG theory is considered a better and more correct explanation of people’s
motivation than Maslow’s theory.

Assessing Need Theories
A comparison of the needs identified by the four theories (McClelland’s needs theory, Alderfer’s

ERG theory, Maslow’s needs hierarchy, and Herzberg’s two-factor theory) is shown in Figure 1.3. All
the four theories stress the significance of higher-level needs as sources of motivation. Forecasting
employees’ needs for personal growth is particularly important in today’s complex business
environment, because of the pressing need in organizations for innovative ideas, improved quality, and
greater capacity to implement changes.

McCleland’s Alderfer’s Maslow’s Herzberg’s
Acquired ERG Needs Hierarchy of Two Factors

Need Theory Needs
Achievement Motivators

Need for Growth
Power

Need for
Affiliation Relatedness

Existence Hygienic

SELF-ACTUALIZATION

Esteem: Self, Others

Social

Safety

PHYSIOLOGICAL

Adapted from Fred Luthans, Organizational Behaviour (India: Irwin McGraw-Hill, Eighth
edition, 1998) 174.

Fig. 1.3 The relationship between McClelland’s Acquired needs, Alderfer’s ERG needs,
Maslow’s five-level hierarchy, and Herzberg’s two-factor theory

[http://www.redbead.com/docs/theory_z_management.pdf]

Theory Z
During the 1970s, when Japanese-style management was all the rage, William Ouchi, took the

Theory X, Theory Y concept one step further: Theory Z. This is the participative model. Ouchi was
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born and educated in America, but was of Japanese descent. He visited Japan and studied their success
with team and participative management and developed this theory.

Assumptions
about

Theory X Theory Y Theory Z

Workers’
motivation.

The Theory X manager
assumes that the only
motivation that works
for employees is
$$money$$.

The Theory Y manager
assumes that employees are
motivated by their needs to
fulfill their social, esteem,
self-actualization, and
security.

The Theory Z manager
assumes that employees are
motivated by a strong sense
of commitment to be a part
of something worthwhile－
the self-actualization need.

Workers’
attitude toward

work.

The Theory X manager
assumes that the
employees dislike work,
avoids responsibility,
and seeks only security
from work (the
paycheck!).

The Theory Y manager
believes that employees see
work as a natural activity
and will seek out
opportunities to have
increased responsibility and
understanding of their tasks.

The Theory Z manager
believes that employees
will not only seek out
opportunities for
responsibility, in fact, they
crave opportunities to
advance and learn more
about the company.

What will work
with employees.

The Theory X manager
believes that workers
will only respond to
coercion, control,
direction (telling them
exactly what to do), or
threatening punishment
or firing.

The Theory Y manager
believes that workers will
respond best to favourable
working conditions that do
not pose threats or strong
control.

The Theory Z manager
believes that employees
should learn the business
through the various
departments, come up
through the ranks slowly,
and that the company will
get the best benefits from
that employee by making it
possible for him/her to have
“lifetime employment.”
The result will be strong
bonds of loyalty developed
by long-term employment
and shared responsibility
for decisions

Theory X Managers assume the average worker
 is gullible and not very bright.
 is indifferent to the organization’s needs.
 dislikes work.
 is motivated only by financial incentives.
 must be closely supervised.

Theory Y Managers assume the average worker:
 feels work is natural.
 can enjoy work.
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 is motivated by the desire to do a good job.
 might do a better job if control is minimized.
 has potential for development and advancement.

Theory Z Managers assume the average worker wants to be involved in managing a company and
building trust among all organizational members is central to raising productivity.

[www.yourarticlelibrary.com/motivation/william-ouchis-theory-z...features.../28024/]
The distinguishing features of Theory Z managers are as follows:
1. Mutual Trust: According of Ouchi, trust, integrity and openness are essential ingredients of

an effective organisation. When trust and openness exist between employees, work groups,
union and management, conflict is reduced to the minimum and employees co-operate fully to
achieve the organisation’s objectives.

2. Strong Bond between Organisation and Employees: Several methods can be used to
establish a strong bond between the enterprise and its employees. Employees may be granted
lifetime employment which leads to loyalty towards the enterprise. During adverse business
conditions, shareholders may forgo dividends to avoid retrenchment of workers. Promotions
may be slowed down.

As against vertical movement of employees, greater emphasis should be placed on horizontal
movement which reduces stagnation. A career planning for employees should be done so that every
employee is properly placed. This would result in a more stable and conducive work environment.

3. Employee Involvement: Theory Z suggests that involvement of employees in related matters
improves their commitment and performance. Involvement implies meaningful participation
of employees in the decision-making process, particularly in matters directly affecting them.
Such participation generates a sense of responsibility and increases enthusiasm in the
implementation of decisions. Top managers serve as facilitators rather than decision-makers.

4. Integrated Organisation: Under Theory Z, focus is on sharing of information and resources
rather than on chart, divisions or any formal structure. An integrated organisation puts
emphasis on job rotation which improves understanding about interdependence of tasks. Such
understanding leads to group spirit.

5. Co-ordination: The leader’s role should be to co-ordinate the efforts of human beings. In
order to develop common culture and class feeling in the organization, the leader must use the
processes of communication, debate and analysis.

6. Informal Control System: Organizational control system should be made informal. For this
purpose, emphasis should be on mutual trust and co-operation rather than on superior-
subordinate relationships.

7. Human Resource Development: Managers should develop new skills among employees.
Under Theory Z, potential of every person is recognized and attempts are made to develop
and utilize it through job enlargement, career planning, training, etc.

Thus, Theory Z is a hybrid system which incorporates the strengths of American management
(individual freedom, risk taking, quick decision-making, etc.) and Japanese management (job security,
group decision-making, social cohesion, holistic concern for employees, etc.) systems.

Japanese companies operating in the United State have successfully used Theory Z. After
collaboration between Japanese and Indian companies, some experts have suggested application of
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this theory in India, in Maruti Udyog, which has collaboration with Suzuki Motors of Japan an attempt
has been made to apply Theory Z.

The workplace has been designed on the Japanese pattern, which involves open offices. The same
uniform has been introduced for all employees irrespective of their designation. Similarly, there is a
common canteen for all. These practices are expected to avoid status differentials and class feeling
among employees and thereby facilitate teamwork in the company.

Limitations of Theory Z
Theory Z suffers from the following limitations:
1. Provision of lifetime employment to employees to develop a strong bond between

organization and employees may fail to motivate employees with higher level needs. It merely
provides job security and may fail to develop loyalty among employees.
An employee may leave the organization when better employments are offered to him by
some other enterprise. Moreover, complete security of job may create lethargy among many
employees. Employers also do not like to retain inefficient employees permanently.

2. Participation of employees in the decision-making process is very difficult. Managers may
dislike participation as it may hurt their ego and freedom. Employees may be reluctant to
participate due to fear of criticism and lack of motivation. Even if they sit along with
management, they may contribute little unless they understand the issues and take initiative.
Involvement of all employees may also slow down the decision-making process.

3. Theory Z suggests organization without any structure. But without structure, there may be
chaos in the organization as nobody will know who is responsible to whom.

4. It may not be possible to develop a common culture in the organization because people differ
in their attitudes, habits, languages, religions, customs, etc.

5. Theory Z is based on Japanese management practices. These practices have been evolved
from Japan’s unique culture. Therefore, the theory may not be applicable in different cultures.

Thus, Theory Z does not provide complete solution to motivational problems of all organizations
operating under different types of environment. However, it is not merely a theory of motivation but a
philosophy of managing.

SUMMARY

A manager must know what motivates his workers in order to make each individual employee
perform to the best of his ability. It is not an easy task to motivate employees because they respond in
different ways to their jobs and to organizational practices. Motivation is a human psychological
characteristic that affects a person’s degree of commitment. It is the set of forces that move a person
towards a goal. It deals with how behavior is energized, how it is directed and how it is sustained. The
manager’s challenge, then, is to channel this energy and direct this behavior toward the organization’s
ends.

 Questions:
1. Explain main motivation Theories.
2. What are the Motivational Techniques?
3. Explain in detail Maslow’s needs hierarchy theory
4. Explain Herzberg’s two-factor theory.
5. Discuss about the Alderfer’s ERG theory.
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 Fill in the blanks:
1. ………… is the willingness to exert high levels of effort toward organizational goals,

conditioned by the effort’s ability to satisfy some individual.
Ans: Motivation

2. ………… has contributed to the theories of motivation by highlighting the importance of
three basic needs to understand motivation.
Ans: David C. McClelland

3. ………… contend that the way we behave is entirely dependent on the internal needs which
we attempt to fulfill.
Ans: Need theories

4. The ………… focus on the dynamics of motivation and how the motivation process takes
place.
Ans: Process theories

5. The ………… refers to the desire to be influential and to have an impact on a group.
Ans: need for power

 Multiple Choice Questions:
1. Re-arrange the six steps of motivation logically.

(i) Engages in goal - directed behaviour
(ii) Reassess needs deficiencies
(iii) Performs
(iv) Identifies needs
(v) Searches for ways to satisfy the needs
(vi) Receives either rewards or punishment
(a) (iv) (vi) (iii) (i) (v) (ii) (b) (ii) (iii) (iv) (v) (i) (vi)
(c) (iv) (v) (i) (iii) (vi) (ii) (d) (i) (ii) (iii) (iv) (v) (vi)
Ans: (c) (iv) (v) (i) (iii) (vi) (ii)

2. _____ is the name given to philosophy and set of methods and techniques that stressed the
scientific study and organisation of work at the operational level.
(a) Scientific Management (b) Human Relations Model
(c) Two factory theory (d) Achievement motivation theory
Ans: (a) Scientific Management

3. Re-arrange the steps of Maslow’s Need Hierarchy Theory.
(a) Self-Actualization Needs
(b) Physiological needs
(c) Belongingness and love needs
(d) Self - esteem needs
(e) Safety needs
(A) ABCDE (B) ADCBE
(C) DCBEA (D) ADCEB
Ans: (D) ADCEB
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4. Which of the following is a content theory?
(a) Expectancy theory (b) ERG theory
(c) Equity theory (d) None of the above
Ans: (b) ERG Theory

5. State True or False.
Needs reflect either physiological or psychological deficiencies.
(a) True (b) False
Ans: (a) True

6. Who propounded the Need’s Theory
(a) Frederick Herzberg (b) Alderfer
(c) Abraham Harold Maslow (d) None of the above
Ans: (c) Abraham Harold Maslow

7. The two factor theory is based on which factors?
(a) Hygiene and behavioural (b) Safety and self - esteem
(c) Self - actualization and status quotient (d) None of the above
Ans: (a) Hygiene and behavioural

8. What does “E”, “R” and “G” stand for in the ERG theory?
(a) Export, Risk and Guarantee (b) Exponential, Reliability and Growth
(c) Existence, Relatedness and Growth (d) None of the above
Ans: (c) Existence, Relatedness and Growth

9. Which of the following is a need that motivates human behaviour as per the achievement
motivation theory?
(a) Power (b) Affiliation
(c) Achievement (d) All of the above
Ans: (d) All of the above




