Skills Development: Motivation Theory Applications

Part 1: Equity Theory
Scenario 1—The Unbalanced Workloads

You are the supervisor of the bill-processing department at a large utility company based in Boca Raton, Florida. You have 16 clerical workers who are responsible for processing the payment of incoming bills from the company’s customers. Everyone in your work unit has a cubicle in an open work environment where employees can see each other pretty easily. As the supervisor of the department, you have an office located adjacent to the area where your clerical employees perform their jobs.

All of the clerical workers in your department are relatively new, so their job tenure and compensation all fall within a narrow range. Merit pay increases are supposed to be given each year, but management has decided just to give everyone a standard 3 percent pay increase each year rather than differentiate pay increases based on performance.

A recent job satisfaction survey that was administered to your employees revealed that many of them perceive tremendous inequities in the amount of work they have to do rela​tive to their coworkers in the department. On the survey, many employees commented that some employees always get a lot of work to do, while others sit around having personal conversations on their phones, surfing the Internet, or playing electronic blackjack on the computers.

This has resulted in a high level of frustration for many of the clerical employees. Some employees have been talking about transferring to other departments or finding employ​ment with another company altogether

Scenario 2—The Compensation “Outlier”

You are the Director of Software Applications at a medium-size business software firm based in California. You have a team of 10 software programmers that work to develop new software for the firm. Your current staff members have an average of seven years of programming experience and make an average of $80,000 per year.

Recently, the company has experienced a dramatic increase in the need for new, talented programmers for entry-level positions. Given a tremendous shortage of qualified computer programmers graduating from the top universities, the starting salaries for new, entry-level programmers has risen to $70,000—$80,000 per year. While this is generally ac​cepted as the norm among employers hiring computer programmers in today’s job market, it has created significant frustration and dissatisfaction among your existing staff. Specifically, your experienced staff does not feel it is fair for new programmers straight out of col​lege to be making almost as much money (or in some cases the same amount) as they do. In addition, they know that the new programmers are not capable of handling the kinds of advanced projects they are working on at the present time.

While nobody has quit over this issue yet, you are concerned about the adverse effect it has had on some current employees’ morale and motivation.

Issues for Discussion:

1. Using equity theory, how would you handle this situation?  Develop an action plan (i.e., a list of steps you would take) for establishing and main​taining payment equity.
2. Why are perceptions important in equity theory? What was the problem in the scenario? What were the relevant percep​tions of the employees in your scenario?

Part 2: Job Design
Scenario 1: Line Worker in Production of CD’s

The Neko Corporation is a medium-sized organization that produces a variety of CD products.  Thus, they are in the business of providing entertainment.  They have two major divisions, one division that focuses on the music industry and the other division focuses on the computer industry.  The organization is located in Evansville, Indiana.  There are 227 employees total.  The organization operates with a very authoritarian management style.  There are many levels and things get done very slowly.  Focus on the job of the line workers who works in an assembly format.  Each has a very specialized task.  Production of CD’s is adequate but the president feels it could be better.

Scenario 2: Waiter/Watiress at La Fiesta
You are the manager of the local La Fiesta.  You have many waiter/waitress that work for you at the restaurant.  The job primarily consists of waiting tables.  Customer service, accuracy, dependability, and timeliness are all important elements of the job performance.  Feel free to use what you know about this type of job answer the following questions.

Issues for Discussion:

Using the Job Characteristics Model, make recommendations on how to improve each of the five core job dimensions.  Be sure to use the elements of the model!  How would these changes make the task more motivating?  

Part 3: Integration of Theories

Scenario:

Once upon a time, a new sales manager who was highly motivated to earn a year-end bonus for bringing in new business decided to initiate a contest for his sales agents.  He announced that he would pay $100 to the agent who had brought in the most new clients by the end of the month.  Then he sat back in his chair to await the results and decide how he would spend his bonus money.


While visions of Porsches danced through his head, his sales agents were busily belly-aching for the following reasons:

1. They were used to working as a team and resented being encouraged to compete against close friends.

2. In the manager’s last contest, a new sales agent had reportedly cheated and “stole” new clients from old-timers.

3. The winner of the last contest was paid the prize money several months late, only after she had “shaken” it out of the sales manager.

4. One sales agent position had not been filled so the others felt they were already operating beyond full capacity and working extra hours because the new sales manager made them attend evening functions for clients, which they had never done in the past.

5. The sales manager had neglected to endear himself to the agents, and they felt he was just using them to get his bonus.

6. The sales agents felt as if they were being manipulated and perceived the $100 as an insult.

As a result, the sales agents decided to ignore the contest.  The sales manager was angry when he saw the level of new business at the end of the month and concluded that the agents were lazy.  He told them they were unprofessional and complained about them at staff meetings so that soon everyone in the organization had heard about their “laziness.”  Old-timers “in the know” scratched their heads because they remembered how hard the sales agents used to work before the new sales manager was hired.  And everyone lived unhappily ever after (except for a few agents who quit and went to work for a competitor) – until the sales manager went back to school and learned about theories of motivation.

Issues for Discussion:

1. What is wrong with the reward system in this scenario?  Why was it not motivating?  How might this system be revised to work better in the future?

2. Use Equity Theory to explain why employees steal.

3. Every manager has heard employees say, “They don’t pay me enough to do that,” or some iteration of this complaint.  Use Herzberg’s Two-Factor Theory of Motivation to explain why increasing salary and benefits among employees is often not the answer to productivity problems.  

4. Use Expectancy Theory to explain why some workers don’t put much effort into their job and fail to achieve high performance levels.

