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Abstract
(

Motivation is imperative in a business organization as it leads to desirable organizational
outcomes such as productivity, reduced costs of manufacturing and so forth. Such a
reasoning can be attributed to the formation of this research which has tried to find out
the factors that would be considered by production level workers as motivating. After
extensive study of theory and research, three main variables were constructed along with
several sub variables pertaining to each of the three variables to find out their
relationship with the work motivation of workers, which are namely, Need
Characteristics, Job Characteristics and Organizational Climate Characteristics.
With the help of SPSS, Statistical Package for Social Sciences, and with the application
of the Chi Square Test of Independence that was used to evaluate the primary data
collected from the workers through the distribution of structured questionnaires, certain
factors postulated in the hypothesis were actually found to have significant relationship
with the workers motivation to work. Based on the test results, it can be said that from
the four selected sub variables of the Need Characteristics, namely, Security Need,
Social Need, Extrinsic Need for Pay, and Esteem needs, only Esteem need was found to
have a relationship with work motivation, despite the fact that the other needs were
found to hold considerable importance to workers. Among the five Job Characteristics,
namely, Skill Variety, task Identity, task significance, Autonomy and feedback, that were
selected to be tested, all, except Autonomy, were found to have significant relationship
with Work Motivation. It was a surprising discovery to see that among the six work
Climate factors, namely, Clarity, Peer Cohesion, Task Orientation, Physical comfort,
work pressure, and supervisor support, only physical comfort held any significant
relationship with work motivation.
Recommendations pertaining to the research findings were provided based on the
motivational theories that were reviewed. if management wants to motivate production
level workers they should consider the factors that were found to be related to
motivation, such as the Job characteristics, these should be considered in redesigning the
tasks of the workers. Close quality control checks, provision of intrinsic rewards, such as
work well done should be recognized, creation of two way communication, job
participation, combining tasks, creation of teams, vertical loading, job rotations and
training programs are all management techniques used to provide task significance, task
identity, feedback, autonomy and so on.
In conclusion, this research was important because it examined the relationship between
the Need Characteristics found in individuals, work design characteristics and work
environment characteristics and their impact on the work motivation of workers. One of
the most effective methods for a manager to improve the overall effectiveness of his
operations would be to promote a motivated work force. It is believed that motivation
can bring about productivity and so forth, thus in light of this observation, the research
hopes to benefit those pursuers of education and management bodies who strive to learn
about work motivation of production level workers.
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CHAPTERl
GENERALITIES OF THE STUDY

1.1 Introduction
'Motivation is the number one problem facing business today' (Watson, 1994). In
order to attain high levels of performance, employers depend on their employees to
perform at levels that positively affect the bottom line. Thus they must understand what
motivates the employees. Such an understanding is essential to improving productivity
and ultimately determining the sustainability and success of the organization.

'Paying workers doesn't necessarily motivate them,' (Deci, 1973). Factors in the
work environment, in the individual himself or herself and the job characteristics can all
influence or motivate individuals according to Steers and Porter (1991).

Motivation is one of the major areas of topic that organizational researchers deal with in
order to understand the nature of behavior in organizations. It involves principle
behavioral factors that can be considered important as they are related to the proper
functioning of an organization. Besides the implementation of financial and physical
resources, organizations need to utilize their human resources effectively if they are to be
successful.
In most cases, according to Wiley (1995), employee performance is determined by three
things:
1. Ability that is the workers capabilities in performing the tasks required.

4

2. The work environment, that is, the surroundings of the workers' work place and,
3. Motivation; that is the desire of the workers to work, followed by their effort to
work, (Griffin, 1990).

Wiley (1995) further emphasizes that an employee who lacks the ability can be trained, if
there is an environmental problem, simply altering the environment to promote employee
performance can be achieved. However, the author goes on to stress the point that it is
the motivation of the employee that is of concern, than the solution, and is more complex
and challenging. Thus the study or research of motivation is of great significance to the
management. The reason behind such a study can be cited in the following statement:
'If a company knows what drives employees to work, it is in a better position to

stimulate them to perform well,' (Kovach, 1980).

Managers, therefore, constantly need to find out what are the factors that drive the
individuals to perform their tasks in the most desired manner and what can be done to
sustain such behavior. The employee's answers can be an insight to what employees
want and what management can do to bring about motivation

1.1 Global Context

The management's task in getting workers to bring about the desired outcome without
causing absenteeism, turnover, union problems, non-commitment in the organization,
are among the major problems faced by an organization. As Katz and Kahn (1978) put
it, 'Organizations have three behavioral requirements' in this regard:

5

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 manner; and
3. People must go beyond this dependable role performance and engage in some
form of creative spontaneous and innovative behavior at work.
The conclusion of the above statements can be best drawn from Steers and Porter's
(

(1991) observation of the statements, 'For an organization to be active it must come to
grips with the motivational problems of stimulating both the decision to participate and
the decision to produce at work' (Steers and Porter, 1991). It was generally believed in
organizations that extrinsic motivational tools such as money were the only motivation
tools they needed to implement to get employees to produce the desired outcomes. Such
policies have their base in Fredrick Taylor's "Scientific Management"(1911). However,
research by Deci (1975), has shown evidence that this was not true. Individuals require
different types of motivation and that motivation to work effectively can arise from job
factors as well (Hackman and Oldham, 1976). If job factors provide individuals with
meaningfulness, with variety of task among other things, employees are more motivated
to work.

In many cases, management doesn't realize, in its day to day activities, that many of its
policies such as giving equal amount of fringe benefits to all may not motivate
employees to work in the most efficient manner, as Lawler (2000) has observed, that
simply because they learn through their experiences that the extra effort put into the
work may not result in additional desired rewards but the same fringe benefits and

bonuses are enjoyed by all irrespective of the difference in effort and outcome
generated. Organizational theorists like Argyris ( 1971 ), have emphasized the effect of
empowerment (a form of motivational tool) of the employees, and how it can be used as
a competitive advantage. In reality, however, managers rarely practice such tools of
motivation, as they fear losing control over the employees.

What managers don't perceive as an obvious way of motivating employees, but

.

1'

researchers have proved it to be motivating to employees (Bandura, 1969) is the fact
that individuals do work better if provided with rewards that are contingent to
performance. Monetary rewards such as pay should be designed in such a fashion that
they are perceived as related to the productivity exerted by the employees. Absenteeism
and non commitment cannot and should not be entirely blamed on the employees
without first tracing the root causes of these undesired and cost increasing outcomes. In
many cases, it can be shown that such negative job outcomes may arise from the lack of
motivation in the work environment. For instance, coworker aggression, supervisor's
attitude and implementation of negative reinforcements affect the cognitive, that is, the

l•.

thinking processes of the individuals to the level that they relate their jobs to
undesirable valences or levels of dissatisfaction and therefore do not exert the effort
needed or are not motivated to be productive at work but may simply be absent from
work or may come to work to get monetary remuneration without exerting any extra
effort for improvement or other such positive work expectations of the management.
This is or should be one of the major concerns of management; it shows that the
management is not at all effective in terms of the costs of employment and in the
implementation of productivity.
9

,,
(

.

Management cannot be effective if it does not know what are the motivational
characteristics that affect the motivational behavior of their employees. This may
adversely affect the organization in reaching its goals.

1.1.2 National Context

Despite sustained domestic and international efforts to improve economic and
demographic prospects, Bangladesh remains one of the world's poorest; most densely

I.

populated and least developed nations in the world. The major impediments to the
development of the economy can be attributed to the inefficiencies of enterprises, which
are mainly state-owned, a rapidly growing labor force that cannot be absorbed by
agriculture,

natural

calamities,

such

as

cyclones

and tornadoes

and

slow

implementations of economic reforms. It has a GDP (Gross Domestic Product) of US$
46.7 Billion only (as of June 2001).

In Bangladesh, generally speaking, businesses are still being run on instincts of the
entrepreneurs. It can be assumed that money is still considered as the main motivating
factor. This can be attributed to the fact that there has not been a chance for
organizational psychology to develop in this part of the world as much owing to the fact
that the country is still predominantly an agrarian society. It has been only three decades
since its birth as a country and even less for the few industries that are presently
operating. The other reason, a more comprehensive one, for such an apathetic point of
view being present, can be cited in the fact that Bangladesh is a low developing country
and like other developing nations, it has a vast population. The nation has a population
of 133.4 million people with an annual growth rate of 1. 7 %(World Bank Statistics).
10
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Large populations pose as impediments to the economic growth and development of a
LDC, low developing country. It increases the cost of agricultural resources, congestion,
environmental degradation, labor force underemployment and the burden of
dependency (Nafziger, 1997). Annual Population growth rate (1.7%) is surpassed by the
labor force growth rate (2.9 %). This could suggest that the labor force increase could
be a boon to the development of the economy, as Julian L. Simon (1986) suggests in his
work that more people increase the stock of knowledge through additional learning
games compounded by the quickening effect of greater competition and total demand
spurring "necessity as the mother of invention". However, this is not the case applicable
to Bangladesh, in fact the vast pool in the increase in the labor force cannot be readily
absorbed by industry, thus resulting in increased unemployment and underemployment
as has been observed by Cohen (1976).

The economic statistics provided here of unemployment are reflective of the above
observation. The unemployment rate which is 35.2%( as of, fiscal year 95/96 est.)
(http://education. Yahoo.corn/reference/html.) with a 2.9% growth rate in the labor

,

'· .

force per year, and as has been noted above, Industry average annual growth rate of
7.2% screams out the fact that the number of industries and companies present are not
sufficient to provide enough number of jobs, this in turn has led to 36% of its population
living below the national poverty line (World Bank Statistics). Amidst these bleak
economic conditions the RMG industry has proved to alleviate the unemployment
problem if not completely eradicating it. Table 1 shows the gradual rise in the level of
employment with the growth in the RMG industry (Graphical representation of the data
can be seen in Figure One).
11
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Table 1.1: The gradual increase in the earning of foreign currency,
the employment Level and the growth of the RMG sector in Bangladesh.

Year

Export in million

US$

c·

Employment in
Million Workers
N.A*

Number of Garment
Factories
134

1983-84

31,570,000

1984-85

116,200,000.

N.A

384

1985-86

131,480,000

198,000

594

1986-87

298,670,000

283,000

629

1987-88

433,920,000

306,000

685

1988-89

471,090,000

317,000

725

1989-90

624,160,000

335,000

759

1990-91

866,820,000

402,000

834

1991-92

1, 182,570,000

582,000

1,163

1992-93

1,445,020,000

804,000

1,537

1993-94

1,555,790,000

827,000

1,839

1994-95

2,228,350,000

1,200,000

2,182

1995-96

2,547'130 '000

1,290,000

2,353

1996-97

3,001,250,000

1,300,000

2,503

1997-98

3,781,940,000

1,500,000

2,726

1998-99

4,019,980,000

1,500,000

2,963

1999-00

4,349,410,000

1,500,000

3,200

2000-01

4,859,830,000

1,500,000

3,480

I *N.A: Not Available. Source: BGMEA Newsletter (Vol. 12. October 2001. Issue 04). I
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Figure 1.1: The increase in the number of people employed by the RMG
sector over the years.
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Figure 1.2: Export of RMG in million US $
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Figure 1.3: Growth in the number of Garment Factories
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Growth of any industry indicates a positive turn for the economy of a country.
According to Hirschey and Pappas (1998), evidence that business contributes to social
welfare is clear and convincing. The benefits are widely distributed. Suppliers of
capital, labor and other resources all receive substantial returns for their contributions
(Hirschey and Pappas, 1998).
Incase of the RMG Industry, not only does it create jobs for a vast number of otherwise,
unemployed people, it also helps in improving their standard of living. With the help of
their earnings, the workers can afford better living accommodations, meet their medical
needs to some extent, provide educational needs of their children or siblings and so on.
By creating jobs, the RMG sector reduces the number of people unemployed. However,
Further observation made by Nafziger ( 1997), highlight the fact that although the labour
force of an LDC grows rapidly, so does the Dependency Burden, that is, the number of
children dependent on each worker increases, as high fertility rates create this burden. If
this situation is seen in the context of Bangladesh, it can be seen that the high
dependency ratio in Bangladesh, would lead most of its recourses to be diverted to
provide schools, food, social services and health care for the young. Nafziger (1997)
14
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notes that the households in Bangladesh have a large number of consumers per earning
member, which means a high ratio of consumption to income. Very little income is left
over for savings or capital formation. Nobel prize winner, John R Hicks (1965), has
emphasized the importance of Capital Accumulation as one of the major criteria's for
the economic development and growth of a LDC. Infect, according to Hicks, the
accumulation of capital should not be separately viewed from Technical Progress, the
other major component of economic growth.

(

Apart from factors such as free market inducement, exploitation of idle resources, and
so forth, International Trade can be viewed as a major source of capital formulation
(Colander, 1998). The proportion of export growth and income expansion is especially
important for LDCs. With out open trade and expanding world economies, LDCs would
be trapped in poverty (Walter, 1997). A glance at Table Two and the graphical
illustration represented in Figure 2.1 clearly show that the RMG industry's percentage
of total exports measured in the earning of foreign currency is more than all the other
export oriented industries in Bangladesh. Statistical figures of the main components of
the GDP (Gross Domestic Product) show that the RMG industry has the fastest growth
rate, The GDP comprises of agriculture (24.1 %) with an annual average growth rate of
3.1%(as of 2001), Industry (25.9%) with an average annual growth rate of 7.2%, (of
which, Manufacturing Industry provides 15.6% with an annual average growth rate of
6.7%) and the Service Industries (50%) with an average annual growth rate of 5.5%
(http:/World Bank.org). These figures along with graphical illustrations of the increase
in the earnings of foreign currency (Figure 1.2) showing that the foreign currency
earned by the RMG sector comprises a major portion of the total foreign currency
earned from exports in Bangladesh. and the growth in the number of RMG producing

(·

factories (Figure 1.3) establish the importance of the RMG industry for the economy of
Bangladesh.

Tablel.2: Comparative Statement on Export ofRMG and the
Total Export of Bangladesh.

IL

Year

Export ofRMG
in million of US
$

1983-84

31.57

811.00

3.89

1984-85

116.2

934.43

12.44

1985-86

131.48

819.21

16.05

1986-87

298.67

1076.61

27.74

1987-88

433.92

1231.2

35.24

1988-89

471.09

1291.56

36.47

1989-90

624.16

1923.70

32.45

1990-91

866.82

1717.55

50.47

1991-92

1182.57

1993.90

59.31

1992-93

1445.02

2382.89

60.64

1993-94

1555.79

2533.90

61.40

1994-95

2228.35

3472.56

64.17

1995-96

2547.13

3882.42

65.61

1996-97

3001.25

4418.28

67.93

1997-98

3781.94

5161.20

73.28

1998-99

4019.98

5312.86

75.67

1999-2000

4349.41

5752.20

75.61

2000-2001

4859.83

6467.30

75.14

Total Export Of % Of RMG'S To
(in Total Export
Bangladesh
million ofUS$)

Data source: Export Ststistics For The Years 2000-2001. Bangladesh
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Figure 1.4: EXPORT STATISTICS OF BANGLADESH AS COMPARED TO THE EXPORT
STATISTICS OF THE READYMADE GARMENT INDUSTRY.
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The above observation is further supported in the work of Adam Smith ( 193 7) Though
Adam Smith's theory does not hold true in today's world, one of his observation helps
to explain the benefits of international trade for LDCs' quite explicitly. He pointed out
that specialization, what he called the division of labor, was limited by the size of the
market. The implication of Smith's doctrine can be sighted in Walter's (1997)
observation of Smith's theory, Walter points out that most LDCs are often too small to
specialize and raise their living standards unless they have access to markets in the
developed world- domestic markets are often too small and incomes per capita too low
I •

to provide the incentives for production on a scale sufficient to achieve and sustain high
economic growth (Walter, 1997). The benefits of International Trade can be further
supported by David Ricardo's ( 1963 ), doctrine of the Law of Comparative Advantages.
In view of the Comparative Advantages doctrine, a country will benefit by specializing
in exports that constitutes of its intensive factor, in light of Bangladesh, this could be the
Labor.
The RMG industry started in the late 1970s as a negligible non- traditional sector with a
very narrow export base. Since then, it has become one of the thrust business sectors of
17

,..

the country. The industry has managed to tum one of the major economic discrepancies,
its high population rate into a Comparative Advantage for itself. As the low pricing that
it can offer its buyers worldwide is a competitive tool that can be attributed to the large
population prevalent in the nation and the lack of sufficient jobs that are available to
earn a living.
The above figures and tables establish the fact that the organization in concern, is
operating in one of the most important industries in Bangladesh. There are certain

(

factors of concern, however, that should be considered before embarking further, based
on such a generalized statement. In order to address these issues in proper Management
terminology, a view of the organization's environment is presented below on the lines
of Environmental Scanning.
'Environmental Scanning is the monitoring, evaluating, and discriminating of
information from the external and internal environments- a corporation' long-tenn
health can be ensured through it's Environmental Scanning' (Wheelen and Hunger
2000).

Environmental Scanning comprises of the evaluation of the organization's societal and
task environments. Here emphasis is given to Societal Scanning for better
understanding of the environment in which the organization operates.

The societal environment includes general forces that do not directly influence
the short time activities of the firm but do affect its long-run decisions (Wheelen and
Hunger,2000).
18
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The main factors of the Societal Environment that are of importance in comprehending
the External Environment, that is, the industry in which RR Fashions Ltd. operates, are
highlighted below. Further, their presence as threats or opportunities to the company are
also given considerable thought.

Political Legal Environment: The constant political upheaval disrupts the law and
i.

order of the country to the extent that regular strikes called upon by the parties in
opposition cause people to come to work at the cost of losing their lives as automobiles
are burnt rampantly if they are spotted on the roads during these strikes which usually
last from dawn to dusk. The delivery of goods to the port need to be cancelled, shipment
of raw material from the port to the factories are stalled causing irrevocable financial
loss to the industry and the nation as well.
This is a major threat to the industry in terms of higher costs and also in terms of losing
customers who may refuse to do business under such unhealthy political legal
environment.

Technological Environment: The lack of technologically modem machinery causes

the lead-time of the RMG industry to be substantially more than that of its competitors
for two main reasons. First, lead times are affected mainly because of the lack of
backward linkage industries. Secondly, the raw material produced in the few textile
mills (the backward linkage industry) present in the country lack the finesse of the
products developed with the latest technologically advanced machinery.

As a

consequence, the products suffer in quality (for instance, running color and/or poor
19
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texture) and take a long time to be produced. As a result, foreign buyers insist on the use
of imported raw materials.

Raw material for the production of garments, thus, needs to be imported from other
nations. This extends the lead time to be about one hundred and twenty (120) days
which is very long as compared to the lead time of competitor nations such as India,
China, Indonesia, which offer shorter lead times around 45-60 days owing to the much
(

developed backward linkage industries in textiles and other raw materials such as yarn
producing industries that are already existent in these countries (BGMEA Newsletter,).
(Problem solution in terms of Work Motivation of Production Level Workers: Increase
in the productivity that is unit of output per labour hour could be a solution for this
problem)*.
The major competitors of the export oriented garment industry of Bangladesh are India,
Pakistan, China and Indonesia as has been noted in the ILO (International Labor
Organization) conference of Sept 200l(Source BGMEA newsletter, 2001). Bangladesh
faces tough competition from these nations owing to the lack of technologically
developed backward linkage industry and skilled labour that these countries possess.
(Problem Solution in terms of Work Motivation of Production Level Workers: Bringing
about Work Motivation among the production workers can help to better their work
performance)*.

This lack of technologically advanced backward linkage industry is a handicap, or a
threat faced by the industry which can only be overcome through strategic pricing that
will make the products offered by the RMG industry of Bangladesh look attractive than
20

(

that of their competitors. Strategically focused low pricing can be only offered through
the reduction in costs incurred by the industry. (Solution in terms of Work Motivation
of Production level Workers: Work Motivation leads to Cost reduction as workers are
more efficient and produce less scrapage)*.

The cost of manufacturing RMG in Bangladesh is comparatively lower than that of its
competitors. If further reduction of costs is necessary then one area that the
(

management can focus on could be that of the labor. This in no way means that workers
should be paid less. However, through the implementation of motivational tools,
management can shorten the manufacturing time, it can reduce wastage and errors. This
in turn shall reduce overhead costs. In return, the RMG manufacturers shall be able to
offer more competitive prices than competitors.

Intra Regional Trade between EU Nations and the US and its Neighbouring Countries:
The European Union is sourcing more and more from Central and East European
countries, while the US is sourcing more from the Caribbean and lately from Mexico
and now offers special concessions to Sub Saharan African Countries. The effect of
such increasing intra regional trade and GSP facility by the major markets of North
America and Europe to a block of countries is expected to increase further unless South

*Footnote: The suggestions made within the parenthesis are supported by
Theoretical observations that have been provided on page. 29).
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Asian countries can devise a common strategy. The speakers of the Il.,0 meeting of the
Sept 24-26 in Katmandu, Nepal have highlighted these points. The speakers have
further stressed the point that efforts need to be canalized in improving productivity
through human resource management (BGMEA newsletter, vol.12, issue 4,0ct 2001 ).
Opportunities: The threats are somewhat off set by the opportunities that have arisen

partly owing to the existence of the hurdles or threats. Some of the major opportunities
for the garment manufacturing industry existent in its societal environment are
discussed below:

Economical Environment: Trends in the economic part of the societal environment

can have obvious impact on the business activity (Wheelen, Hunger, 1999). Some of the
trends that are considered as crucial to the RMG producing industry in Bangladesh are
highlighted below.

Government Assistance: The government has undertaken certain steps that can be

considered as opportunities for the export oriented, ready made garments manufacturing
(RMG) sector. These have been discussed below:

Energy and Power Supply: The RMG sector can consume seventy- five kilo watts

(75kw) of electricity instead of fifty-kilo watts (50kw) as was allowed before without
establishing power sub station by RMG sector. Harassment of owner of the garment
unit including the system of cutting off the power line of the garment factory that did
not duly meet the electricity bill payments shall be withdrawn from the Mobile Court.
Export oriented garment sectors shall be allowed to pay arrears electricity bills on six
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months installment basis (BGMEA report, 01 ). This is an opportunity for the industry to
avail. Bills in arrears are liabilities to an organization. Increase in liabilities, suggest
greater cash in hand that can be invested elsewhere at rates of return that would surpass
the amount of liabilities and reap economic benefits for the organization in concern.

Interest rate on Bank loans: The government has taken the decision to reduce the

interest on loans to an acceptable level.
(

This is an opportunity for the garment manufacturers to avail on the face of the US
economic recession that has caused the demand in the US market for RMG products
from developing countries to go down.

Further the termination of the Multi fiber Agreement (MFA}, at the commencement of
the year 2004, lifts the quota system that several South Asian countries avail to export
RMG to the USA; consequentially, countries will have to compete with each other on
the basis of the strengths they can use to export RMG products in the US market. A

l

country like Bangladesh can only hope to gain a competitive edge on the basis of its low
costs of production that gives it an upper edge on price competition.

The recent terrorist attacks in the USA have also contributed to the slackened demand
of RMG products from Bangladesh to the west. Lower interest rates boost up the
economy of a nation as investments increase when interest rates go down. Thus the
same can be assumed of Bangladesh; as a consequence of lower interest rates,
investments can be hoped to be made not only in the RMG sector but also in the
23
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backward linkage sectors and in the other sectors of the economy that directly or
indirectly affect the RMG sector, for instance, the set up of more auxiliary items
industries such as pins, buttons, zippers and so on, can all help the RMG sector.
Foreign buyers can be attracted as the costs of importing RMG from Bangladesh can be
hoped to further go down as a consequence of the reduction in interest rates. Thus lower
costs can be used as a weapon or opportunity that can be used to compete with the other
nations that pose as competitors to the RMG sector of Bangladesh.

(

Special Incentives: The country needs to have one thirty (130) composite textiles mills
to meet the fabric demands for the local consumption as well as for the export oriented
garment sector. The government will try to solve this problem by seeking financial
assistance from international banks and will be offering incentive in the form of 10
percent equity support to the entrepreneurs of backward linkage textile factories, as has
been assured by Chowdhury, AM, Minister of Textile, (BGMEA newsletter, May
2002).

Tax Holiday: The government, in an attempt to boost up the economy, offers a fiveyear tax holiday to new RMG producing companies. This is an opportunity that
companies in this sector can avail to minimize costs by creating sub units (SBU) of their
business in the form of sister concerns and import new machinery which will be
exempted from import taxes. Further the income generated by these SBUs' shall also be
exempted from income tax.

24
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It should be noted here, however, that as a result of the tax holiday that has been

implemented, new RMG producing companies have entered the market. With the
emergence of these new factories, it is hard for the organizations to retain employees for
long, based only on money as the main motivating factor to work. As any other
organization offering more in terms of pay can attract these employees to work for them
in the absence of other motivational factors.

(

Role oflnternational Labor Office (ILO): Amidst the reality of the bleak scenario of the
future owing to the termination of the Multi fiber Agreement that will affect the income
and jobs of millions of workers in South Asia, the role ofILO is important in alleviating
some of the most precarious conditions of these individuals. It is hoped that the ILO
will extend its technical support for the maintenance of the non-tariff barriers thus
enabling the existence of these companies even after 2004. It should be mentioned here,
however, that the company in concern of the present study would not be affected by the
removal of the MF A, as it does not conduct business with the USA This has been a
conscious effort in part of the management from the commencement of their business
activities.

1.1.3 Local context

The organization, RR Fashions Limited, which is the concern of the study, is a hundred
percent export oriented knitwear manufacturing company situated at the heart of the
capital city, Dhaka, in Bangladesh. It was established in 1992. At that time the
production space constituted a modest size of twenty-five thousand square feet (25,000
sq. ft) and the number of equipments used was only one hundred and forty (140)
2'5

flatbed-knitting machines. Since then the company has expanded considerably and at
present its production space occupies a sprawling one hundred and eight thousand
square feet (108,000 sq ft) and consists of nine hundred and thirty seven, (937) flatbedknitting machines .The Managing Director contributes this achievement to the Grace of
Almighty. This feeling is shared by the management of the organization and is an
indication of the type of corporate culture present in the company.

It should be pointed out here that at the beginning of the organization's manufacturing

years there were very few sweater- producing (knitwear) companies in the country
(Table.3). This, presumably, was an advantage the organization had in its starting years
as it gave the company the opportunity to attract many customers that consequentially
led to its rapid growth. However, the organization has not been able to retain its buyers
over the years. Besides the fact that newer organizations were formed and they created
more competition for the said organization in terms of market share, the major reason
that can be attributed to this discrepancy is perhaps the lack of satisfaction that it created
for its customers. Failure to meet shipment dates owing to the fact that the production
not being completed on time has been outlined by the top management, as the major
reason for customers to terminate further business with the organization.

This has also led to the organization facing higher costs, as air shipment has been
demanded by many of its customers. Further many customers have refused to do
business with RR.Fashions in the future . However, owing to its production quality,
which its competitors within the country still cannot surpass, it has been able to attract

26

and is still attracting new buyers (These observations have been acquired through
extensive discussions with the management body of the organization).
To find out how the organization can avoid late shipments and lack of repeat orders,
management needs to take caution as far as its workers are concerned. Turnover,
absenteeism, lack of interest in their work can all add up to production not being
completed on time. In this case, motivation can work as a way out, if not complete
panacea for the organization.
(

Further, it can be mentioned that though the organization operates in a growing industry
(Table 1.3), its growth in terms of sales is not growing at an ascending rate as that of the
industry in which it operates (figure 4.2).
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Ta bl e1.3 : Th e M a.1or
. E xpo rt P ro duct s Of Bang:a
I desh .
Product
Export Target
Actual Export
2000-2001
July-June
2000-2001
Woven(RMG)
3,300.00
3364.32
Knit(RMG)

1,480.00

1495.51

Frozen Food

350.00

363.23

Tea

30.00

21.58

Raw Jute

70.00

67.18

Chemical Prod.

100.00

97.18

Jute Goods

300.00

230.36

Leather

215.00

253.93

Others

464.00

573.72

Grand Total

6,314.00

6467.01

Source: Trade Statistics of Bangladesh, Export Promotion Bureau.

Figure 1.5: Actual Exports of Bangladesh Over the period June-July
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Tablel.4: A comparative analysis of the total export of Sweaters from R.R
Fashions as compared To the total exports of sweaters from Bangladesh.

Total export of
sweaters
In Taka (Tk)
From RR
Fashions

Total export RR Fashion's
of sweaters
total exports as a
In million
Percentage Of
US$From
total exports of
RR
sweaters from
Fashions(@ Bangladesh
tk.56/$ apx.
32.25
46%

Year

Total export
of sweaters
represented
In US$ From
Bangladesh

1995-1996

70.41

180,654,976.25

1996-1997

196.60

239, 788,576. 75

42.88

22%

1997-1998

296.29

178,880,000.00

31 .94

11%

1998-1999

271.7

235,815,447.00

42.11

15%

1999-2000

325.07

164,096,608.00

29.30

9%

2000-2001

476.87

299,101,721.00

53.41

11%

Figure 1.6: Total export of sweaters from R.R.F as compared
to the total export of sweaters from Bangladesh shown from
1995-2001.
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The trend in exports sales of the company to the trend of the export sales of the sweater
industry donot match (figure 4.2). While the former seems to be maintaining a steady
sales generation the latter seems to be on an upward climb. This seducement is rather
alarming since its decline cannot be attributed to the external factors such as the overall
decline in the industry's export sales rate, as is apparent from the figures in Table 4 and
Figure 4.1, the sales in exports of sweaters have been on the rise over the last couple of
years.
Figure 1.7: Trend in sales growth of the export oriented sweater factory R.R.F of
Bangladesh as compared the trend in sales of the export oriented sweater
industry of Bangladesh.
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It can thus be said for certain that R.R. Fashions is functioning in a growing industry of

the country (figure 4.2). However, it is not being able to achieve higher sales returns.
This should be a factor of concern for the management. It should try to strengthen its
position in order to optimize its sales.
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Tablel.5:Main Apparel Items Exported from Bangladesh.
(Value in million US $)
Jackets

Sweaters

126.85

N.A

101.23

146.83

N.A

366.36

112.02

171.73

70.41

759.57

391.21

230.98

309.21

196.60

1997-1998

961.13

388.50

333.28

467.19

296.29

1998-1999

1043.11

471.88

394.85

393.44

271.7

1999-2000

1021.17

563.58

484.06

439.77

325.07

2000-2001

1073.59

597.42

656.33

573.74

476.87

Year

Shirt

T-Shirt

Trousers

1993-1994

805.34

225.90

80.56

1994-1995

791.20

232.24

1995-1996

807.66

1996-1997

I

Source: Export Promotion Bureau Of Bangladesh.
Figure 1.8: Comparison of the major RMG exports in US$ from 1993-2001 .
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With the termination of the MFA (Multi Fiber Agreement), many organizations that
previously competed in the US market will become direct competitors, as they will try
to gain a share of the European market, since they will find it difficult to impregnate the
American market. Unless the company in concern does not buckle up and tie ifs lose
ends and pinpoint its loopholes it will keep losing its remaining market share that is
already diminishing even before the termination of the MF A

Many factors may be responsible for the company's current situation. From a broad
perspective, one reason behind this discrepancy can be cited as the lack of effective
management. For an organization to be effective, it is important for the organization to
have certain characteristics. Hansen and Wernerfelt (1989) have emphasized, on the
basis of their research, that top management teams that can demonstrate excellence in
particularly two arenas - in competitive positioning in the market place and in building
Organizational Context- will do significantly better than those that strive for more
undimensional concepts of excellence. They further stress that the critical issue of the
firm's success depends on building an effective, human directed organization in the
selected industries. Based on the authors' observation, one can say that the management
in RR Fashions limited has failed to create a competitive positioning of its products in
the market place as has been noted earlier. What remains to be seen is if it has managed
to develop the other factor needed for corporate excellence which is, (according to
Hansen and Wernerfelt, 1989), is the building of Organizational Context. This includes
evaluating the employees feelings towards the organization, towards its goals and
whether the organization provides employees with sufficient motivation that lead to
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productivity and other positive outcomes and a reduction in the negative outcomes such
as theft, turnover and absenteeism that lead to higher costs for the organization.

It has been mentioned previously that one of the way for the companies in the RMG

sector in Bangladesh to compete with international competitors will be through lower
cost strategy. The large population of the nation and the lack of sufficient jobs,
contribute to the fact that the labor costs in Bangladesh are comparatively lower than
most of the other competing nations. This is a major opportunity that is available to all
the companies operating in this sector.

It can be turned into personal strength by that company that can have effective

management implemented within its system. Effective management reduces costs and
increases productivity (Hansen and Wernerfelt, 1989).It is stressed again here, that by
no means should the organization drastically cut down wages or implement other such
strategies as downsizing to minimize its costs. In fact, in the long run this may prove to
be more costly than cost effective. The lower wages may serve to dissatisfy workers
who may lack the commitment to retain their jobs. Thus the turnover and absenteeism
will raise the organizations over- all costs; the increase will be in terms of recruitment
and training costs.

One way of reducing costs could be through raising the employee's commitment or
loyalty to the organization and leading them to be productive (Reichheld, 1996).

:B

According to Reichheld, (1996), loyalty is the greatest engine of business success; it is
well at the heart of every company with an enduring record of high productivity, solid
profits, and steady expansion.

According to Sibson (1994), 'Productivity' means doing high quality work with great
efficiency and it means output per man hour. He further stresses that the output should
be usable and saleable and emphasizes the point that it should be of high quality.
According to Sibson, productivity depends among other things, upon the effective
management of the people. Productivity and enterprise success are always linked
(Sibson, 1994). RR Fashions should try to implement management strategies that can
improve the productivity of the workers. This could be one of its solution towards the
problems outlined above. Since productivity growth is a useful source of sustainable
cost advantage (Reichheld, 1996) it can help the organization immensely in cutting
down costs and increasing profitability. The question that comes to mind at this juncture
is how can worker productivity be brought about?

Motivation of employees is believed to lead to productivity, profit and other desired
effective outcomes of the management (Wiley, 1995).0ne way of bringing about
loyalty, commitment and productivity in the organization can be through the
introduction of motivational tools that can be implemented in the job design and/or
other aspects of the job, as well as by taking care of the employees needs as has been
suggested by Pearson (1992).

14

This research undertaking restricts itself in finding the factors that lead to work
motivation among the production level workers of RR Fashions and if the motivation to
work is prevalent among them.

1.1.4.Company Profile

The organization is a family owned business; the major shareholders are the members of
the same family. The board of directors constitute of the shareholders as well as an
appointed Chief Executive Officer (CEO).

The organization's tasks can be categorized into two mam parts, namely the
management tasks and the production tasks. The management's tasks involve
marketing, purchasing, administration, and other such office based activities. Here more
emphasis shall be given to the employees at the production level as that is the area of
concern of this thesis matter. Employees at the production level (that is, the employees
working at the various production tasks) comprise of one thousand (1,000) people. This
includes technical staff as comprised of the production manager and so on, the semi
technical staff as comprised of the quality controller and so on and the general workers
at the production level.

The work in the production level can be best described to that of the assembly line type
of tasks; it allows employees the least scope of exercising autonomy over the work they
perform. It involves the employees to perform the same repetitive tasks over and over
again and the fractionation of work into meaningless activities, such as an employee
assigned to stitching buttons only. Consequently, it also leads to specialization of the
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tasks. To avoid boredom or lack of interest, it could be suggested here, that the task
assigned to an individual be changed upon request of the particular employee. (This is a
form of motivational strategy that the management can use and shall be discussed in
detail in the literature review).

The workers at the production level, unlike assembly line automation employees, have a
considerable amount of control over the work pace. This is an important distinction to
remember as this very factor may reduce the discontent or the dissatisfaction level of
the employees as compared to those working in an automated assembly line.

The production process is illustrated below (figure 9) for a more comprehensible view
of the task flow at the production level.After a business deal has been procured to
manufacture and ship the said garment to the country of destination, between a foreign
company and the said organization, arrangements for a back- to- back letter of credit
(L. C) are made. After which, the yarn supplier is contacted by the Merchandising

department.

On the arrival of the yarn, the merchandising department contacts the production
department. Based on the schedule of shipment, the production manager assigns the task
of winding the yarn with the help of electrically operated winding machines, into cones
to the Winding Department. From here the Issuing Department collects the cones and
issues it to the production workers in the knitting department. The supervisors in the
knitting department then assigns the task of knitting different parts of the garment to
different workers who are given charts of the design and measurements.

After the completion of knitting with the help of imported flat bed knitting machines,
the completed parts are sent to the Knitting Inspection Department. Here with the help
of illuminated plastic dummy body parts the finished parts are checked for errors. If
errors are found in the parts the products are sent back to the worker who had performed
the knitting. This is enabled with the help of name cards that are attached to the
different parts that are produced. This way accountability is maintained and the random
selection of any worker for repeat task is avoided.

After the inspection is completed and if no areas are found to have any major mistakes,
the different manufactured parts of the garment are sent to the Linking Department. As
the name suggests, the Linking Department's work is to link the different parts of the
garment together with the help of electrically operated Linking machines. From here the
product goes for the linking inspection. Here, with the help of illuminated plastic
dummies of the human torso or the upper part of the human body, errors dealing with
the linking process are identified. If a notable percentage of these or any particular batch
is found to consist of errors, be it minimal or so, they are sent back for rectification. If
the percentage of errors is negligible then only those with the errors are sent back for
correction. The garments, which pass the Linking Inspection, are then moved to the
Trimming Department. The task of the workers here are basically to cut down the
occasional 'sticking out yarn' from the garment and mending loose ends as well as
adding accessories, such as buttons to the garments.
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The garments are then sent to the washing section of the production. Here with the help
of electrically operated washers, or industrial use purpose washing machines and dryers,
the garments are washed off any grime that could possibly be there in the garment. With
the garments being washed and clean, they are ready to be sent for ironing to the Iron
Department. Here with the help of steam operated industrially used irons (the steam is
collected from gas operated boilers) the garments are ironed out with boards cut into the
shape of the sweaters tucked inside them.

Next, the garments or more precisely the sweaters are ready to be sewed with labels
with the help of electrically operated single needle lock/stitch, Button Hole Stitching
machines, in the Labeling section. The labels or back tags bear the names specified by
the buyers who place the orders.

Finally it is time for the final checking of the finished product and so they are moved to
the Final Inspection section. Here the same procedure for inspection is performed. At
this time it is customary for a representative of the buyer's organization to be present at
the spot. It is not possible for all the finished goods to be checked one by one so a
predetermined amount that is, a known percentage of the finished goods are checked for
errors. It is important that the majority of the finished product pass the inspection here.

If the products are approved they are ready for packing and so they are moved to the

Packing Section. Though from the sound of it, the task of this section may appear to be
easier than the rest this is not the case. Sweaters need to be packed in a particular
fashion, like any other garment for that matter, and then there is the requirement issued

by the buyer, which is of packing a certain number of sweaters into one carton. After
the sweaters are poly packed and cartooned they are finally ready for shipment at this
stage.

The production-level workers or employees are involved in the manufacturing of knit
wear such as sweaters and cardigans that are exported to countries in Europe, such as
France, Italy, Germany, and to Canada in the North American continent and to Hong
Kong in Asia. It needs to be pointed out here that supervisors who have no educational
background on the organizational psychology field, manage and control the production
level employees work. There is a feeling of apathy about losing employees, as it is
believed that the labor market is large and new employees can be employed within a
short period of time. Training costs and recruitment costs are completely overlooked by
management in some cases.

Upon performing field study of the said organization, one has come to conclude that
nepotism plays a major role in the recruitment and sometimes promotion of the
production level workers. Workers who are related to the supervisors and other
management staff sometimes acquire more privileges than others. However, it is not for
one to decide on this observation whether it is really the actual scenario, a more
conducive and authentic generalization can be formed upon analysis of survey data.

Physical count of the workers day-to-day production is maintained in a management
information software (MIS) called CHARKA (which means 'spinning wheel' in
Bengali) developed especially for the organization. However, during the field study it
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has also been found that the software does not have a system installed yet which can
keep track of production. This provides a chance for the data input operator to key in as
much amount of production as one wishes. This means that if the actual shipment order
is say, for instance, fifty thousand pieces of sweaters in one particular batch, with the
maximum tolerance for error being somewhere around ten percent, more production
units can be keyed into the system say for instance the operator can key in seventy
thousand or even more as there are yet no control mechanism to check such a
discrepancy. The explanation given by the software developer is that since production
skills vary from time to time, that is to say, workers have to deal with different type of
orders that require different types of skills in which case, work that involves more skills
or that is more difficult to produce are generally considered as work that deserves
double or triple the amount usually paid for easier tasks in order to keep up the morale
of the workers.

According to the software developer, however, it is not possible to find out the true
reason behind someone's salary being alarmingly more than other workers working in
the same production department, other than based on the supervisor's own explanation.
Therefore if the supervisor is miscreant and does actually provide his favored people
with unfair privileges, there is no way to make him accountable for that.

40

Figure 1.9: The Production Flow Chart at R.R Fashions Limited.
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It is important to note here, that though ideas of small rooms, made for living purposes

and cramped with workers are turned into garment factories in South East Asia are
prevalent among many in the west. This is not the case in most situations. Buildings
made specially as factories are used and separate floors are used as separate
departments. It is the same in case of R. R. Fashions as well. In fact, three buildings in
the same vicinity are being used as the main factory. Another misconception rampant on
the minds of people in the west is the use of child labor. Though this was true in many
cases in the past, it is not so anymore. In fact, buyers will not place orders with those
factories where such an act is practiced. In fear of which many of the garment factories
have completely abolished the usage of child labor altogether. The same is true of the
said organization. The minimum age limit of the workers here is eighteen.

Owing to these international issues of labor and other such concerns, the organization
had implemented the ISO 9000, and the ISO 9002 program and has been able to achieve
accreditation, that is to say it is an ISO 9000 approved organization. It is imperative to
note here that in spite of fulfilling the necessary requirements for achieving the ISO
approval, which deal with matters in the area of Quality Assurance Management,
Subcontractor qualification and Surveillance, Calibration of inspection, measuring and
test equipments, Goods receipt verification activities, In-process and final verification
activities, Maintenance and repair of inspection, measuring and test equipment, Quality
related training, and so on it is failing to minimize its problems. This, in no way
suggests that the ISO Approval is of any lesser importance, it is only to highlight the
fact that maybe the problem lies within the management system itself rather than in the
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other requirements of a properly functioning organization or the ISO 9000 requirements
which deal with quality maintenance as has been mentioned above.

If work motivation actually leads to productivity and cost minimization, that has
become so imperative for the RMG industry, and in this case for R. R. Fashions limited,
How can R.R. Fashions which is a part of the RMG industry, overcome the threats that
it faces through the work motivation of the production workers? How can RR Fashions
Limited create the 'motivation to work' among its workers? What are the factors that
cause work motivation in the workers at the production level?
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The Organizational Chart of R.R. Fashions Limited

Figure 1.10:
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1.2. Statement of the Problem

As has been observed organizational theorists have highlighted the importance of Work
Motivation in bringing organizationally desirable outcomes such as productivity, cost
minimization, work efficiency, and decrease the rate of negative outcomes such as high
turnover rates, absenteeism and theft. What remains to be seen, or more objectively the
problems pertaining to the thesis, that can be outlined at this stage, are as follows:

1.

Owing to the fact that many theories of Work Motivation exist, the determination
of factors that cause work motivation in production level workers is a difficult task.

2.

Factors of Work Motivation that have been tested and proved as Work
Motivational factors in the West, leads to the problem of finding out their
applicability to the production workers of a factory in Bangladesh?

3.

Nether problem remains in determining how Work Motivation can be implemented
among the workers at the production level of the said organization.

In light of all the problems identified above, a general statement identifying the problem
is summarized below:
What are the main variables that affect the work motivation of production- level
workers in an export- oriented garment -manufacturing factory in Bangladesh and how
can they be implemented?

1.3. Research Objectives

The research objectives have been drawn in congruence with the Statement of the
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Problem and have been presented below:
1.3.1. To identify the factors or variables that lead to the work motivation of
Production - level workers in an export oriented ready -made garment factory in
Bangladesh.
1.3.2. To find out the Need Characteristics found within individuals that are considered
To lead to the work motivation of the workers.
1.3.3. To determine if job characteristics provide work motivation of workers at
the production-level in a RMG producing organization in Bangladesh.
1.3.4. To determine if the organizational climate characteristics lead to work
motivation
Workers at the production-level m a RMG producing organization m
Bangladesh.

1.4 Scope of the Research

How organizations deal with their workers, how they manage them, affect the
productivity, profit and long term sustainability of the organizations. This fact has been
established in the works of theorists, as has been noted above.

Many factors have been tested by organizational psychologists and have been
formulated into important work motivational tools. Thus the vast number of research
and work on Work Motivation provides this thesis an immense amount of scope for
research on this field. The many different factors of Work Motivation and their different
outcomes provides the scope to select the most appropriate motivational factors thought
to be significant to the context of the present research undertaking. The thesis matter
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provides the scope in finding out whether individuals in a real work setting would
consider the factors already proposed as motivational tools to be actually motivating to
them or not. There is the opportunity or scope in identifying which factors are
considered to provide motivation and which are not, the findings in turn, provides the
scope in providing important suggestions based on the work of organizational theorists.
Thus it is hoped, that the study shall provide immense scope of learning and the scope
of applying motivational tools by management bodies of Production workers in garment
manufacturing organizations in Bangladesh.

After assessmg the most significant theories in the context of the thesis, a
conglomeration of the theories shall be selected. This selection of theories and the
factors that they propose, is hoped to provide a better scope to management bodies of
production workers to comprehend the work motivation factors of their workers and is
hoped will also provide a scope for broader selection of motivational tools that
management can select from, in order to motivate their workers with and a scope in
obtaining organizationally desired outcomes.

Therefore, in terms of scope, it can be said that the thesis is a case study of RR
Fashions (area in focus), which is operates in an export oriented ready made garment
manufacturing industry, and it is a study that has been performed in terms of
Organizational Behavior Science as implemented in the field of Management (Field of
the Study).
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1.5 Limitations of the Research
"If anything can go wrong it will."- Murphy's law. This quote has been provided to

Comprehend the fact that knowledge is boundless and that sciences are developed by
Man to give the knowledge a shape, a structure to identify the knowledge with new
knowledge, new ideas are being generated in every moment of time. Some are
Postulated into theories only to be proven wrong later while some go on to become the
Source of a new science or field of study. This study binds itself into looking at the
Effectiveness of management in creating work motivation among its employees through
The lenses of organizational behavior. The major limitations of the study are provided
Below:
1.5.1. Many factors can be found in theories and previous research undertakings
That has been identified as work motivational sources among employees
And workers. It is not possible to test all of these factors in the present study,
Only those that have been considered as most significant have been selected for
The empirical testing.
1.5.2. The study is not longitudinal that is it does not consider time dimensional
changes. Actual implementation of the factors to test
Their effect on the production level of the workers could shed further insight
Into motivational potential of the factors being considered in this study.
1.5.3. Apart from this, the major limitation is the time constraint that the researcher
Faces owing to personal limitations that prohibits the research
To be more investigative and comprehensive in analyzing the total
Effectiveness of the management but simply limiting the research to one
Aspect, (Work Motivation of the workers), of 'Management Effectiveness'.
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Many factors can be considered to improve productivity, or other
Desirable management outcomes, Work Motivation is just one of them.
1.5.4. The time constraint, in a different setting, can further be a problem,
as the organization may not provide the researcher enough time to
Explain the questionnaire to the workers who always have production
Deadlines to meet.

1.6 Significance of the Study

The organization in concern, and the industry in which it operates, more precisely, R.R
Fashions Limited and the RMG industry, respectively, are going through a difficult time
owing to the broad industry threats and the weaknesses pertaining to the organization
alone, as have been observed. The study of Work Motivation Of production workers is
of reasonable significance to both the RMG industry and the organization in focus.
Though it cannot be said to be the ultimate and only solution to tackling the threats and
weaknesses, however, its significance lies in the fact that it provides management, one
particular effective means of tackling the hurdles faced by the RMG industry of
Bangladesh and more importantly by R.R Fashions limited.

The study provides the opportunity for management of the concerned organization, and
any other organization for that matter, an opportunity to comprehend the sources of
motivation outlined in the thesis that lead to positive work outcomes, such as
productivity, work performance of production-level workers. The study shall be
conducted in a manner that will enable the students of Management and Organizational
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Behavior to comprehend the theories and studies related to 'Work Motivation' of
workers, in general.

As has been mentioned previously and can be observed later, from the literature review,
many competing theories of work motivation exist. These theories propose essential but
different variables of motivation. One believes that to use motivation in the work place
as a tool to improve worker productivity and to obtain other favorable outcomes, a
combination of the motivational factors obtained from many different theories, and that
are derived from different sources should be understood and put to use simultaneously.
Management should have a mix of these to motivate its employees. That is to say,
motivational tools based only on Hackman and Oldham's (1980) theory should not be
used by itself, or, for instance, the theory for understanding work motivation should not
be based only on Porter and Lawler's (1968) theory. Thus amidst the vast ocean of
studies and theories on work motivation, this thesis tries to create its significance by
attempting to show with the support of research findings and studies, that work
motivation in workers can spring from different sources.

1. 7 Definition of terms

This is a study based on finding out the factors of motivation, which the management
can apply in bringing about productivity, or other positive organizational outcomes.
Thus the definitions or explanations of such factors as work, productivity, and
motivation are provided here to set the foundation of the literature review.
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Productivity: refers to doing high quality work with great efficiency and it means
output per man-hour. (Sibson,1994), He further stresses that the output should be usable
and saleable and emphasizes the point that it should be of high quality. According to
Sibson, productivity depends among other things, upon the effective management of the
people. Productivity and enterprise success are always linked (Sibson, 1994).

Motivation: A general term for any part of the hypothetical psychological process
which involves the experiencing of needs and drives and the behavior that leads to the
goal which satisfies them (Statt,1990).

Work Motivation Theories: Work Motivation theories are typically concerned with
the reasons,other than ability, that some people perform their jobs better than others.
Depending on the situation, these theories can predict people's choice of task behavior,
their effort, or their persistence. Presuming that people have the necessary ability and
that constraints on performance are relatively low, high levels of motivation should lead
to good job performance. (Muchinsky,1996).

Work Motivation: Refers to how much a person tries to work hard and well to the
arousal, direction and persistence of effort in work settings (Rainey, 1993).

Extrinsic Motivation: Refers to behavior where the reason for doing it is something
other than an interest in the activity itself. Such behavior, may, however, to a greater or
lesser extent be something the person is pressured to do versus genuinely wants to do
(Deci, E, L., & Ryan R. M, 1985).
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Need: A need may be defined as an internal state of disequilibria, which causes

individuals to pursue certain courses of action in an effort to regain internal equilibrium
(Steers & Porter, 1991).

Definition of Individual Characteristics: Refers to what the employee brings to the

work situation, his interests, beliefs, attitudes and needs, (Steers & Porter, 1991).

Individual characteristics: Refers to the factors that individuals are influenced by

when they come to work. These include the capacity and the skills that the individual
requires to perform the job correctly; this is something, which the organizations already
check or screen when they interview applicants for a job. Besides this individual
characteristics are also influenced by the attitudes and beliefs that the individual has.
Some of these attitudes and beliefs are already imbedded in the individual's personality
before he enters the job, other attitudes and beliefs are those that are influenced or
developed from his interaction with the various organizational elements, such as the
supervisor, job and so forth. Additionally an individual's self concept or selfperceptions may also influence the motivational process. Such as one's self esteem and
so forth. The other factor that is very important in shaping individual characteristics is
that of needs. Needs for esteem, for self-actualization, and so on also affects
individual's motivation process.

Characteristics of the job: Factors relating to the attributes of an individual's job what

the employee does at work. The variety of the activities required doing the job, the
significance of the tasks and so on. (Steers & Porter, 1991 ).

What an individual does at work also influences the motivation process. Some jobs are
routine while others are quite varied. Jobs differ in the degree of autonomy and the
amount of performance feedback. Jobs vary drastically in terms of the amount and kinds
of intrinsic rewards available for employees. Jobs maybe designed to build in
motivators as a means of increasing performance and satisfaction. Further role or job
clarity is a factor effecting motivation. An employee must have a clear understanding of
what the job requires if he or she is expected to perform adequately. Even if one is
highly motivated and has the required abilities, not knowing exactly what should be
done will lead to wasted effort and poor performance.

Characteristics of the work environment: The nature of the organizational, or work

environment, focuses primarily on what happens to the employee at work,
organizational climate that pervades the work environment fall into this category,
(Steers & Porter, 1991).
This mainly refers to the immediate work environment and the factors of the
organizational climate such as reward system conflict versus cooperation, flexibility and
innovation, decision centralization, supportiveness and so on.

Cognitive or Expectancy Theories: relate to the individual's actions or behavior as

dependant on the individual's expectations and the individual's perceived satisfaction
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about certain outcomes, which cause the individual to exert the force to achieve the
desired outcomes, (Wexley, N. K. & Yuk.I, G. A, 1984).

Content Theories: According to the content or need theories, individuals have certain
needs that if not fulfilled cause a state of disequilibria within the individual which has
the capacity to energize or trigger a behavioral response. The content theorists explain
this response as motivation, (Wexley, N. K. & Yukl, G. A, 1984).

Self-esteem needs: Refer the desire for self-respect, self-esteem, and for the esteem of
others, and maybe focused either internally or externally, (Wexley, N. K., & Yukl, G.
A, 1984).

Social needs: Refer to the desire to establish and maintain warm relations with other
individuals, (McClelland, 1961 ).

Security needs: Refer to the needs include a desire of security, stability, dependence,
protection, freedom from fear and anxiety and a need for structure, and order, and law.
Threats of physical harm, assault, tyranny, or wild animals prevent individuals from
satisfying their safety needs and cause them to focus their energies almost exclusively
on eliminating these threats (Wexley, N. K. & Yukl, G. A,1984).

Physiological or Extrinsic needs (good wages): Refers to the outcomes that come to
mind when one thinks about rewards in general-pay, fringe benefits and desirable
working conditions are common examples, (Steers & Porter, 1991).
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Skill Variety is the degree to which a job requires a variety of activities that include the

use of several different skills and talents (Hackman & Oldham, 1976).

Task Identity can be outlined as the degree to which the job requires a completion of a

whole and identifiable piece of product, which is doing a job from beginning to end
with a visible outcome, (Hackman & Oldham, 1976).

Task Significance is defined as the degree to which a job has a substantial impact on

the lives or work of other people, whether in the immediate organization or in the
external environment, (Hackman & Oldham, 1976).

Autonomy relates to the degree to which the job provides substantial freedom and

independence and discretion to the individual in scheduling the work and in determining
the procedures to be used in carrying it out, (Hackman & Oldham, 1976).

Feedback is the degree to which carrying out the work activities required by the job

results in the individual's obtaining direct and clear information about the effectiveness
of his performance, (Hackman & Oldham, 1976).

Experienced meaningfulness: the person must expenence the work as generally

important, valuable, and worthwhile, (Hackman & Oldham, 1976).

Experienced responsibility: the individual must feel personally responsible and

accountable for the results of the work he performs, (Hackman & Oldham, 1976).

Knowledge of results: the individual must have an understanding, on a fairly regular

basis, of how effectively in his performing the job, (Hackman & Oldham, 1976).

Organizational Climate: Reflect individual perception of the employee about the

effect or presence or nature of certain organization phenomenon.

Involvement: Refers to the extent to which the organization values the employee's

feedback and opinions. An organization, which involves employee's participation in
decision-making, can motivate employees through providing them with a feeling of
self-esteem needs. Further employees may also derive feelings of responsibility owing
to the extent of involvement (Insel & Moos, 1974).

Peer Cohesion: Refers to the friction or discomfort that may arise in the job owing to

the disagreement or other negative discrepancies that may exist among the employees.
A healthy organization promotes cooperation and teamwork to reduce friction of this
kind in order to avoid lack of motivation that arises from peer cohesion, (Insel & Moos,
1974).

Supervisor support: Refers to the leadership tactics used by the supervisor. The

amicability and friendliness promote respect and a feeling of content among the

employees as opposed to the supervisor who practices or believes in a bureaucratic
atmosphere, (Insel & Moos, 1974).

Task orientation -the extent to which the employee perceive that they are being
supplied with the materials, equipment, service and resources necessary to perform their
jobs, (Insel & Moos, 1974).

Work pressure: Is the work Challenging or boring? Do the people performing them
adapt jobs or are they rigidly defined so that everyone must do them the same way.
Does the organization provide workers with the necessary resources like tools, supply,
and information to get the work done? (Insel & Moos, 1974).

Clarity :Is the knowledge individuals have about the goals of work and the standards of
excellence. (lnsel & Moos, 1974).Are the information widely known and shared? What
gets supported? Being warm and friendly to customers or being fast? Is getting the work
done (quantity) or getting the work right (quality) rewarded? On what base are people
hired? To what goals and standards are they trained? What facets of performance are
appraised and rewarded?

Physical comfort: Relates to the physical surroundings of work, whether the
organization promotes ergonomics or not in the types of equipment being used and in
the other fixtures that comprise the physical working place, (Insel & Moos, 1974).
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CHAPTER2
REVIEW OF LITERATURE AND RELATED STUDIES

The literature that has been reviewed here is based on Work Motivation and factors that
that are considered as an integral part of Work Motivation. The literature that has been
deemed as most relevant and that which has been considered as pertaining most
significance to the discerning of the concept of Work Motivation has been reviewed in
the following section.
Many theories and their applications in research and empirical studies, that have either
supported or rejected the theories, have been highlighted. This has been done in order to
validate the strength of the current study.

2.1.Relationship to Business Administration

The study is based on " Work Motivation of Workers". It reqmres the study of
Organizational Behavior theories in order to implement them in the management of
employees to acquire the desired outcomes of the business organization. It has been
seen that the implementations of motivational strategies and tools have been
instrumental in leading to organizational productivity (McClelland, 1960). Thus for the
effective administration of the workers "motivation" can be said to be an integral part of
any manager's tool kit.

2.2. Motivation defined

The term "motivation" was originally derived from the Latin word "movere" which
means, "to move". This meaning by itself is insufficient in explaining the importance of
the word. Motivation, in general, can be explained as a psychological process, which
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causes human beings to act in certain ways, in order that they may receive what they
desire. The intention of exerting the effort to obtain the desirable goal as well as the
actual effort exerted, along with the perceived result of exerting the effort all add up to
form motivation. The desire to do something with the expectation of receiving
something desirable or avoiding that which is undesirable, followed by the physical
action necessary to perform the act are all part of motivation. Many external or internal
factors can actually cause motivation to take place within an individual to do something.
The reasons are as diverse as the actions themselves.

A simple example can be cited here. A man who hasn't eaten for a couple of hours
owing to his work or some other reason, can be motivated enough to go towards the
place, maybe a refrigerator, where he can find food and satisfy his hunger. His need for
food, followed by his action to walk towards the refrigerator and finally gratifying his
hunger are all part of the process of motivation. This is a very basic example of
motivation, cited so as to clearly identify the factors involved in the process, which can
be generalized as need (food to satisfy hunger), accompanied by the desire (the
intention to walk towards the refrigerator), followed by the action or the effort, (actual
walk and the intake of food).

It is not one particular psychological act but a series of psychological activities that are

influenced by many external factors. It is probably because of this that there are so
many different theories concerning motivation. However, one thing that can be found to
be common in most explanations of motivation is that it is a psychological process that
can be found in most individuals and that there is no one particular reason that can be
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traced as the only thing that causes motivation but that the reasons that cause motivation
are as dissimilar as the individuals themselves.

In light of this statement another example of motivation is set forth, this time a very
hardworking man is considered. If one probes into his mind, one finds that the reasons
for his hard work are many. For one, he wishes to earn more than what he is currently
being paid. He believes that if he gets a promotion he will be able to earn more. He
believes that the only way and the best way to get a promotion is through sheer
diligence and hard work. Apparently this is not only his belief but also what he has
learnt through experience in his working tenure in the organization. He has observed
that those of his colleagues who have put in an extra effort at work have always
achieved better positions. This, however, is not the only reason that makes him work so
hard. The man in this example is a man of very strong principles, one who does not
believe in idling his hours a way at work. To him it is very important to know that at the
end of the day the bread that he brings to his table is hard earned. Further he wishes to
be respected by his family and friends for his work and contributions. Therefore one can
generalize the man in the above example, as someone with high self-esteem of himself.
To him the answer to all his wants lie in hard work. This is entirely his perception
though. One can dispute his ideology completely, to someone else with the same wants
the answer may not lay within hard work but in the manipulation of the system of the
organization in which he works. For instance, someone may consider that the only way
to get a promotion or earn more money lies in being a sycophant of the bosses, which to
that person may come more easily than hard work itself.
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Thus it can be seen from the above example that reasons that motivate an individual to
obtain something can be various and diverse further the means and ways of achieving or
obtaining something, that is the effort generated in response to the motivation to obtain
the factor of motivation can vary within as well as among individuals. It is precisely this
kind of motivation that is termed as "work motivation" that is of concern here. What
causes individuals to come to work and what are the factors that cause them to be
productive at work?

Motivation in the work place can be explained with the help of a rich source of texts and
theories that have been proven to bring about work motivation in workers of all levels.
Motivation to work springs from three main sources as stated by Steers and Porter
(1991 ), namely from characteristics found within the individual, in the characteristics
found within the job context and the factors of the work environment. This claim of the
three main factors affecting the work motivation of workers can be further explained
with reference to the various theories that have been postulated and tested to see their
effect on work motivation. To understand the work motivation that is generated within
an individual in the work setting, explanations can be sought in the various Need
Theories Which can partially answer the question as to why individuals enter the work
place in the first place. One obvious reason could be the need for an economic
remuneration that individuals require to support their living. However, Pay by itself,
cannot explain nor justify the reasons behind an individual's decision to remain in an
organization inspire of factors such as being offered high salary elsewhere. Such actions
in part of the individuals can be explained with the help of Content Theories of
Motivation (Maslow, 1954, McClelland, 1963, Murray, 1954). These theories have
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identified need characteristics such as the need for security, need for power, need for
achievement and so on, that the individuals experience within themselves and that lead
to work motivation of workers Further an individual's perception of his capabilities also
affect his work performance. For instance, an individual who is not confident of his
working capacity will not be motivated to work. This kind of reasoning can be found in
the theories based on Self Efficacy, (1970, 1971). Individuals also have various interests
that may affect their work motivation. Interests are referred to the directions of one's
attention, therefore an individual who is interested in earning money alone irrespective
of the type of job he is in, will not mind doing something unethical if it can help him in
satisfying his interest.
How individuals perceive they can obtain the satisfaction of their needs affects their
motivation to work. For instance, a worker who has a high need for achievement may
perceive that by doing exceptionally well in his work will lead to the outcome of a
promotion that well eventually lead to the worker's satisfaction of his need for
achievement. Such a concept has been developed in theories postulated by Vroom
(1964), and in Porter and Lawler's (1976) Expectancy/ Valence Theory of Motivation.

Factors found within the job context also influence the worker's motivation to work.
Such concepts have been postulated in theories of Hickman and Oldham ( 1976). It has
been seen that if workers are made to feel that their jobs are of great significance to the
attainment of the organization's goals, workers motivation to work and be productive
improves. Job Characteristics such as Task Identity, Task Significance all have a major
role in creating work motivation of workers.
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It has been postulated in theories by Lit win and Stringer (1968) that environmental

factors such as organizational climate is instrumental in creating work motivation.
Positive feelings about the work organization generate a positive work climate for the
worker. Just as the climate in terms of environmental weather conditions, affects the
way we feel, for example, hot, cold, shivering and so forth, the organizations climate
too, influences the workers feelings to be productive. Such concepts have been tested in
the theories and studies set by Liker (1968).

All the factors discussed above, can be seen to be working in an integrative manner in
the work setting. For instance, a worker brings his unsatisfied needs to the work place in
hope to fulfill those needs. The job characteristics provide him an opportunity to
indirectly or directly satisfy his needs if they pertain to certain factors such as his wish
to feel responsible or important can be fulfilled through job characteristics of Autonomy
And Job characteristic do task significance. The climate in the work place that the
worker perceives further provides him with the incentive to work if he feels his needs
can be satisfied or if his needs are actually satisfied or the opposite might happen if the
individual perceives that the climate prevalent in the work place such as the work
pressure may pose as an impediment to the attainment of his need for social
belongingness, for instance, as the work pressure may not permit him any time to
socialize with his colleagues and so on.

The concepts of work motivation mentioned here have been discussed in detail in the
literature review that follows. The above discussion has been provided to present an
integrating way for perceiving the different work motivational theories that attribute
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different factors of motivation ansmg from different sources as occumng
simultaneously.

Work Motivation is a phenomenon that cannot be ignored in the management of
business organizations. It is pervasive because it deals with the people who form an
organization. Along with any necessary structure as well as the sound financial and
other business strategies, management needs to know how to interact with the people in
the organization in order to be effective. Organizations need to know the mechanism
that can ensure that human behavior is coordinated and directed toward task
accomplishment, and one way of achieving this could be through the knowledge of
work motivation.

Work Motivation is the process through which individuals undergo when they perceive
that they can achieve certain desired outcomes if they perform their work in a certain
way in their jobs (Machesney, 1996). To understand work motivation one needs to first
comprehend the meaning of motivation further.

As has been observed by Stein (1972), there are many competing theories of motivation
that attempt to explain the behavior of people in the organizations, but there is relatively
little clear research support of any of them. However, to get a broader view of
motivation, the more accepted and acknowledged definitions are provided below:
Motivation is defined as "the contemporary" (immediate) influences on the direction,
vigor, and persistence of action (Atkinson, 1964).
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"How behavior gets started, is energized, is sustained, is directed, is stopped and what
kind of subjective reaction is present in the organization while this is going on."(Jones,
1955).
"A process governing choice made by persons or lower organizations among alternative
forms of voluntary activity."(Vroom, 1964.)
."It is the individual variability in behavior not due solely to individual's differences in

ability or to overwhelming environmental demands that compel action. "(Muchensky,
1996.)
"Motivation has to do with a set of independent/dependant variable relationships that
explain the direction, amplitude and persistence of individuals behavior, holding
constant the effects of aptitude, skill, and understanding of the task and the constraints
operating in the environment. That which energizes directs and sustains behavior."
(Steers and Porter, 1975).

According to Wiley (1995) three assumptions guide the contemporary research on
human motivation:
•

Motivation is inferred from a systematic analysis of how personal, task and
environmental characteristics influence behavior and job performance.

•

Motivation is not a fixed trait. It refers to a dynamic internal state resulting from
the influence of personal and situational factors. As such, motivation may
change with changes in personal, social and other factors.

•

Motivation affects behavior rather than performance (Nicholson, 1995).
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Similarly work motivation is the motivation that arises from the work scenario. The
desired outcomes may not necessarily have to pertain to the work itself but are
nonetheless obtainable only if an amount of effort is exerted at work. Initiatives
designed to enhance job performance by increasing employee motivation may not be
successful ifthere is a weak link between job performance and an employee's efforts.

2.3. Review of Related Theories And Studies of Motivation

As has been observed, work motivation is a process that is undergone among
individuals and that can be attributed to various factors. In this part of the review, an
attempt is taken to explain the process of motivation as has been observed by many
theorists. Though different explanations and reasons have been given for motivation to
take place, they all help in explaining the process and one believes that instead of
viewing these theories as divergent one should view them as complimentary to one
another and only then can a better perception of work motivation be established. In light
of this, theories that are thought of as considerable importance have been summarized
here.
The theories on motivation can be categorized in to three main types,
1. Cognitive or Process theories of motivation.
2. Content or Needs Based theories of motivation.
3. Environmentally based theories of motivation (Equity theory,
Reinforcement/drive theory, Goal setting theory).

Cognitive theories relate to the individual's actions or behavior as dependant on the

individual's expectations and the individual's perceived satisfaction about certain
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outcomes, which cause the individual to exert the force to achieve the desired outcomes.
The individual perceives that by doing something, he may acquire what he desires. This
means the activities generated to bring about his desire actually involves force to be
directed towards the outcome that can be seen as a pre requisite of obtaining his goal or
his motive. To view this in terms of managerial perspective an example is set forth. For
instance, an employee has very high self-esteem. A promotion may be viewed to be
very desirable for him as it will bring with it honor and respect that shall boost his self esteem. The individual may view improved productivity on his part will lead to his
desired outcome -promotion. Therefore he will exert the force required in terms of
work productivity to obtain the promotion, provided of course that he is capable of
putting in the force required and that he perceives he is capable of doing so. This
explains the sequence or process of motivation as observed in cognitive theories.

Cognitive theories or Expectancy theories argue that what people expect to happen
influences or motivates their behavior. These expectations are internal to the person
and, therefore, the stimuli that are most directly motivating are intrinsic factors.Many
important theories and research are based on the cognitive or expectancy/valence
theories, which are also known as the instrumentality theories. Cognitive Theories have
been reviewed here as they help in understanding the psychological process that
individuals undergo when they experience motivation in them to perform a certain task.

2.3.1.Vroom's Expectancy/Valence Instrumentality Theory

Vroom's (1964) theory assumes that the choices made by a person among alternative
courses

of action

are

lawfully

related

to

psychological

events

occumng
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contemporaneously with the behavior. Thus what can be understood from this is that
people's behavior are the product of conscious choices among alternatives, and these
choices or behaviors are related to psychological processes which can be traced as the
perception leading to beliefs and attitudes. The purpose of this conscious choice is to
maximize pleasure and minimize pain. VIE theory proposes that people base their
choices or behavior on perceptions and beliefs, although as Pinder (1984) notes we need
not anticipate any one -to-one relationships between particular beliefs and specific
behavior (Such as job behavior).
The three major components of the VIE theory are next in order for review.

The concept of Valence

Vroom refers the term valence as the affective (emotional) orientation that the
individual holds with regards to outcome. A positive valence is an outcome an
individual would prefer to have as opposed to a negative valence or outcome, that which
an individual does not desire. In the organizational setting, a positive outcome or
valence would involve perceptions of an individual's desire for receiving promotion or
a raise for a certain behavior on his part while an outcome with negative valence would
probably refer to such aspects as fatigue, stress and layoff A zero valence outcome
refers to those outcomes to which an individual is indifferent. As pointed out by Pinder,
(1983), the most important feature of people's valences is that they refer to the level of
satisfaction the person expects to receive from them, not the real value that the person
actually derives from them. He further notes that it is often the case that the true value
of the outcome (such as working exceptionally hard) is either greater or lesser than the
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valence (expected value) that outcome once held for the individual who was motivated
to either pursue it or avoid it.

Performance as an Outcome

The level of performance is among the many outcomes that an individual accomplishes
owing to his work efforts. According to Vroom's theory it is important to understand
the strength of the connection an individual feels between his performance level and the
effort that he exerts. Further the degree to which the individual believes that his
performance is connected to other outcomes such as pay is also of importance.Work
effort results in a series of outcomes; some are directly related while others are
indirectly related.

In an organizational perspective, however, the level of job performance is the most
important outcome in order to understand work motivation from a VIE perspective. It
then can be concluded that the Vin the VIE theory stands for the valence -which is the
expected level of satisfaction and/or dissatisfaction brought by work related outcomes.

The Concept of Instrumentality

According to Vroom the given level of a performance is positively valent for an
individual or an employee if the employee believes that the valence will lead to other
outcomes, which are called second level outcomes. Vroom (1964) suggests that
instrumentality is a probability belief linking one outcome (performance level) to other
outcomes. These are called second level outcomes. This second level of outcomes is
usually more influential or instrumental in bringing about the first outcome. An example
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can be cited to explain this phenomenon in an organizational setting. If an employee
desires to get a promotion, for instance, he will try to achieve this through better
performance on his part. Thus he will perceive better or a high level of performance to
be instrumental in bringing about his desire of getting a promotion.

Vroom (1964) suggests that instrumentality should be viewed as the probability belief
linking one outcome to other outcomes. These probability beliefs range from l(this is
the belief that the second outcome is absolutely certain if the first outcome is achieved)
through zero (which signifies no relationship between the attainment of the first
outcome to the attainment of the second outcome.) to -1. 0 (this means that the second
outcome is certain without the occurrence of the first outcome while any the possibility
of the first outcome negates the probability of the second outcome completely). The
managerial indication of instrumentality can be cited in the following example,
Instrumentality perceptions would be zero for the employee in an organization, which
distributes random bonus, pays and where there is no connection between performance
and pay. On the other hand commission pay schemes that are designed to be obtained
based on the performance of the employees would cause employees to have a positive
instrumentality perception of performance, as they would relate better performance to

.

higher pay. However, bad behavior at work may be negative instrumental to employee's
tenure in the firm.

Pinder (1984) concludes the I in the VIE theory stands for instrumentality-an outcome is
positively valent if the person believes that it holds high instrumentality for the
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acquisition of positively valent consequences (goals or other outcomes), and the
avoidance of negatively valent outcomes.

The Concept of Expectancy

The third major component of VIE Theory is referred to as EXPECTANCY.
Expectancy can be explained as an individual's strength in the belief that a particular
outcome is possible. For instance, a sales person may have very little expectancy about
becoming the CEO overnight. If a person believes he can attain an objective he will be
more motivated to try for it, assuming that other things are equal. These other things can
be referred to as valence the person associates with the outcome, which in tum are
determined by the persons belief about the odds that the outcome will be instrumental
for acquiring and avoiding those things that he wishes to either acquire or avoid,
respectively.

Vroom (1964) suggested to view outcomes as action- outcome associations held in the
minds of individuals and that they be thought of in probability terms ranging from zero
(in case where the persons subjective probability of attaining an outcome is
psychologically zero, he feels he cannot do it) through to I (in which case the individual
feels certain about his capacity of attaining an outcome. In reality, people's estimates
tend to range between these two extremes.
In an organizational setting, the expectancy perception that an employee has about is
capability of achieving a certain task can be obtained from many different factors, such
as the skills he has learnt can raise his level of confidence in obtaining the required task,
the help he expects to get from his supervisor and subordinates can add to his strength
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in the belief that he can achieve the desirable outcome. These factors are further fuelled
by the availability of information and so on. According to Lawler (1973), previous
success at a task and a generally high self esteem also strengthen expectancy beliefs.

The Concept of Force

Vroom (1964) suggests that a person's beliefs about expectancies, instrumentalities, and
valences interact psychologically to create a motivational force to act in those ways that
bring the most pleasure to the individual and that avoids the pain. Vroom ( 1964) states
that behavior on the part of a person is assumed to be the result of a field of forces each
of which has a direction and magnitude. Thus a force can be depicted as the strength of
an individual's intention to act in a certain manner.A summary of the above theory can
be traced in Vroom's own words:
The force on a person to perform an act is a monotonically increasing function of the
algebraic sum of the products of the valences of all the outcomes and the strength of his
expectancies that the act will be followed by the attainment of these outcomes.

2.3.1.1. Related research findings of Vroom's Expectancy Valence Theory

A tremendous amount of research has been carried out to investigate the accuracy and
validity of the expectancy theory. Comprehensive reviews of this research have been
conducted by Mitchell (1974) and by Campbell and Pritchard (1976). Research on the
detailed components of the theory has been difficult due to the complexity of the theory
itself and to the problems associated with adequately measuring all of its components.
(Lawler and Shuttle, 1973 and Schmidt, 1973 ).
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2.3.1.2. Managerial implications of Vroom's theory in motivating employees

As has been suggested by Pinder (1984), according to Vroom's theory, if an employee
sees more good outcomes than bad ones associated with performing at a high level he
will strive to perform at that level. On the other hand, if a lower level of performance
results in a greater degree of psychological force, it can be anticipated that the
individual will settle for such a level of performance without any intentions of more
effort to obtain higher performance levels. What can be discerned from this is that low
motivation levels result from employee choices to perform at low levels, and that these
choices in tum are the result of beliefs concerning the valences, instrumentalities and
expectancies held in the mind of the employee.
Managers must clarify individual's perception that effort will lead to effective
performance (the E -7 P expectancy)
•

If people are to be highly motivated it is essential that they believe in exerting a

high degree of effort that will lead to a high level of performance. It is further
essential that this belief can be an accurate reflection of reality. An individual's
E -7 P expectancy may be low for a variety of reasons each of which has
different implications for managerial actions.
•

The E-7P Expectancy may simply be inaccurate. As a result of lack of
experience or lack of self-confidence people may not realize that if they
increase their effort they will indeed be able to perform more effectively. Such a
situation requires the manager to clarify for the individual the fact that increased
effort will infect result in improved performance.
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• The E7P expectancy may be low because it is unclear exactly where one should
be putting one's effort as jobs become more complex and their demands more
ambiguous it becomes increasingly difficult for people to know which aspects
of their jobs are of most importance and have the greatest payoffs. Such a
situation requires the manager to clarify for the subordinate what is expected
and to indicate clearly those aspects of the job for which increased effort will
infect lead to improved performance.
•

The E7P expectancy maybe low, neither because the person lacks selfconfidence nor because it is unclear exactly which aspects of the job should be
focused upon. A person's E7P expectancy maybe low and at the same time
quite accurate if the person lacks the skills and abilities necessary for effective
performance. In this instance the manager must either move the person to a
position for which she or he is competent or provide training to bring the
person's ability up to the necessary level.

•

Manager must clarify and increase individual's perceptions that performance
will lead to desirable outcomes (P70 expectancies).

According to the Expectancy Theory, a high level of motivation to performance
effectively depends, in part, upon the expectancies people hold regarding the
consequence of effective performance. For the manager this has two important
implications. First, it is necessary to ensure that positively valent outcomes are in fact
available to members of the organization contingent upon there achieving a high level
of performance. This factor underlines the importance of carefully designed reward
systems that make the receipt of valued outcomes conditional upon effective
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performance. Second, the manager must ensure the organization members clearly
understand and perceive these relationships between performing effectively and
receiving valued outcomes. This implies the necessity of keeping employees informed
and up to date regarding organizational reward systems, as well as the importance of
insuring the rewards that rewards are infect provided consistently and equitably in line
with the expectations which have been created.

2.3.2. Lawler and Porter's (1967) Expectancy Model

According to Steers and Porter (1978), Vroom's (1964) statement of the VIE Theory
left a number of questions unanswered. Perhaps the most important of these concerns,
the origins of valence, instrumentality and expectancy beliefs, and the nature of the
relationships, if any, between employee attitudes toward work and job performance.
Porter and Lawler ( 1968) developed a theoretical model and then tested it, using a
sample of managers, and revised it to explore these issues.

In a nutshell, their theory suggests the following- Employee effort is jointly determined
by two key factors: The Value placed on certain outcomes by the individual and the
degree to which the person believes that his effort will lead to the attainment of these
rewards. As predicted by Vroom, Porter and Lawler found that these two factors

interact to determine effort level; in other words, they found that people must both
positively value outcomes and believe that these outcomes result from their effort for
any further effort to be forthcoming. However, effort may or may not result in job
performance, which they defined as the accomplishment of those tasks that comprise a
person's job. Two important factors may hinder performance:
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1. The level of ability the person has to do his job and,
2. His role clarity. The degree of clarity of the understanding of the person
concerning just what his job consists of.

Thus, a person maybe highly motivated (putting out a lot of effort), but the effort will
not necessarily result in what can be considered performance. Unless he has both the
ability to perform the job as well as a clear understanding of the ways in which it is
appropriate to direct the effort.

In short all three ingredients ability, motivation and effort, are needed to some degree
and if any of them is absent performance cannot result. Further they recognized that
there are at least two types of rewards potentially available for performance, Intrinsic
and extrinsic rewards. Porter and Lawler recognize the intrinsic rewards can be much
more closely connected with good performance than extrinsic rewards. The reasoning
for this can be attributed to the fact that intrinsic rewards result almost automatically
from performance itself, whereas the extrinsic reward depend upon outside source (both
to recognize that performance has been attained), and to administer rewards
accordingly.
Porter and Lawler suggest that the level of performance a person believes she has
attained will influence the level of rewards that she believes will be equitable. So if an
employee believes that her efforts have resulted in a high degree of performance, she
will expect a greater level of reward than would be the case if she believes that her
performance is not as high. As a result a particular reward, if any is forthcoming, will be
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assessed in terms of its level of equity in the mind of the employee rather than in terms
of its absolute level.
The level of satisfaction or dissatisfaction experienced by the person as result of his
treatment by the organization helps determine the value he places in the future on the
rewards in question.

Figure 2.1: Diagram of the Theoretical Model of Porter and Lawler's Expectancy
Theory of Motivation.
Source: Porter, L. W., & Lawler, E.E. Managerial Attitudes and Performance. Homewood, III:

Irwin- Dorsey, (1968.)
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2.3.2.1. Related Research Findings of Porter's and Lawler's Expectancy Model

Research on Expectancy Theory provides some support for the theory. However, results
have not been consistent from study to study (Heneeman & Schwab, l 972;House,
Shapiro, &Wahba, 1974). As Wexley and Yukl (1984) suggest that the lack of
consistency maybe due to inappropriate research designs for testing the theory in most
of the earlier studies.

2.3.2.2. Critical Analysis of the Cognitive Models of Motivation

According to Wexley and Yukl (1984) Expectancy theories are in need of further
refinement to more accurately depict the way in which individuals typically simplify
decision-making.

According to Steers and Porter (1976), the cognitive theorists posit that it is the 'events
of the day' that largely influence behavior; Past events are important only to the extent
that they affect present and future benefits and expectations

Content (Need) Theories: While cognitive theories try to explain the process of

motivation, a set of theories tries to identify the reasons or factors that lead to the
motivation process. Such theories are termed justifiably as the content theories of
motivation. According to the content or need theories, individuals have certain needs
that if not fulfilled cause a state of disequilibria within the individual which has the
capacity to energize or trigger a behavioral response. The content theorists explain this
response as motivation. An illustration of the content theories of motivation can be
sought from the above example itself. The person in the above example is said to have a
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strong need for self esteem. This need creates a state of disequilibria within the person
as well as gives him the energy or motivates him to work in a manner that seals the void
within the individual created by the need, in other words creates a state of equilibrium
within the person as the need is fulfilled.
Environmentally based theories of motivation defined.

These postulate that motivation within an individual is caused by factors present in the
environment. The theories under this categorization deal with very different variables of
motivation such as, controlling individual's behavior through tools in the work
environment such as the execution of rewards when the individual performs desirably
(Reinforcement); the individual's concept of fairness/unfairness in terms of pay (equity)
is said to be a cause of motivation towards work according to the environmentally based
theories of motivation.

These theories view motivation as an intervening and dependent variable. Thus the
focus is on the antecedent variables to which we attribute motivated behavior. Some of
the important theories of motivation (Locke's Path goal theory, Skinner's reinforcement
theory, and Adam's Equity Theory) have been reviewed in this part.

2.3.3. Locke's Path Goal theory of motivation

Goal setting theory was put forward as a comprehensive theory of motivation in
organizations by Edwin Locke (1968). Locke's basic argument is that people's
conscious goals and intentions are the primary determinants of their actions. This, in
tum, implies that the goal setting process is the primary means by which organizations
can influence the motivation and performance of their members.
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The basic hypothesis of the goal setting theory is that people formulate conscious goals
and intentions and that these goals and intentions are the primary determinants of
people's actions. The technique features of goal setting theory are its emphasis upon
conscious goals and its positions that goals are the pre-eminent determinant of what
people do. According to Goal setting Theory, there are three cognitive processes that
intervene between events, which occur in the environment around a person, and the
person's subsequent performance on the job. The environmental events could, for
example, be things such as change in the organization's pay systems or the provision of
verbal feedback from one's boss about past job performance. According to the goal
setting theory the first step in the motivation process is the perception of the
environmental events by the person. The individual perceptions may or may not agree
hundred percent with what actually occurred, The next step involves the evolution by
the person of what has been perceived in light of his or her own personal values and
priorities. This evaluation process then leads to the final cognitive step of setting goals
and formulating intentions for actions. Here the person consciously decides what it is
that he or she is going to attempt to do and how he or she will attempt to do it. The
goals and intentions thus formulated are then translated into actual behavior and job
performance.

According to the Goal -setting Theory, the various types of incentives (example, pay,
promotion, interesting assignments) employed by organizations to influence their
members, all have an impact on behavior via their effect on employee's goal. Incentives
are viewed simply as a way of getting people to set or accept particular work goals, and
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as a method of encouraging continued commitment of goals over time as well as
persistence in the face of setbacks. For example, giving instructions and setting time
limits are viewed as very direct methods of encouraging employees to set goals and
standards.

According to Locke and Latham ( 1979), goal setting is no panacea. It will not
compensate for underpayment for employees or for poor management. Used incorrectly,
goal setting may cause rather than solve, problems. If, for example, the goals set are
unfair arbitrary, or umeachable, poor performance may result. If difficult goals are set
without proper quality control, quantity may be achieved at the expense of quality. If
pressure for immediate result is exerted without regards to how they are attained, shortterm improvement may occur at the expense of long run profits. That is, such pressure
often triggers the use of expedient and ultimately costly methods -such as dishonesty,
high-pressure tactics, postponing of maintenance expenses, and so on to attain
immediate results. Further more, performance goals are more easily set in some areas
than in others. It's all too easy, for example, to concentrate on setting readily measured
production goals and ignore employee development goals. Like any other management
tool, goal setting works only when combined with good managerial judgment.

2.3.3.1 Related research findings of the Goal-setting Model of Motivation

A considerable amount of research has been carried out to investigate the effects of
goals and goal setting on behavior in organizations. Studies have been done both under
controlled laboratory conditions and on ongoing work organizations. Reviews of this
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research are contained in articles by Locke (1968,1978.), by Latham and YukJ (1975),
and by Locke et al. (1981). The basic findings of the research has been that goals can
and do have an impact upon the behavior and performance of people at work. However,
the research has also shown that setting just any type of goal will not necessarily
produce desirable results. There are a number of critical attributes or characteristics of
goals that has been found to determine whether or not goals will in fact have a positive
effect on the work performance.

In general it has been found that the more difficult the goal that is set the higher the
level of performance brought about. A variety of studies in both industrial organizations
and volunteer agencies have found that when difficult and challenging goals are set,
higher levels of performance result then when relatively easy goals are set. (Latham and
Blades, 1975), Matsui, Okada and Mizguchi, 1981). This pattern of result is subject to
the qualification that the goal or goals must not be so difficult that they are perceived to
be unrealistically high and hence impossible to attain. In such a situation goals do not
result in improved performance.

2.3.3.2. Managerial Implications of achieving motivation of employees through Goal
Setting Model of Motivation.

Managers should encourage their subordinates to set specific, challenging, but realistic
goals for performance. Research results indicate very consistently that specific goals
have a stronger positive impact on performance than vague, general goals. This clearly
implies that managers should make every effort to ensure that their subordinates are
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provided with clear and precise performance goals with a specific time period agreed to
their attainment. In addition, challenging goals that are difficult to attain result in higher
levels of motivation and performance than easy goals. However, it is essential that
managers not set goals at such a high level that they are totally unrealistic and
impossible to attain. Setting goals that are too difficult causes problems in two ways.
First, the goals may simply not be accepted, evidence indicates that repeated failure to
achieve goals results in frustration and ultimately the reduction of the influence of goals
setting on performance (Zander and Newcomb, 1967).

Managers must ensure that subordinates accept goals. Goal setting is conducted in vain
if the goals are not accepted by those which most perform well in order to attain them.
(Locke, 1968) pointed this out in his original statement of goal setting theory .

... It is not enough to know that an order or request was made; one has to know wether
or not the individual heard it and understood it, how he appraised it, and what he
decided top do about it before it affects on his behavior can be predicted and explained.

Thus it may do no good for a manager to tell his or her subordinates what their goal are
or should be. Goals will only have a positive impact on performance if they are
accepted by subordinates as their own. This implies a need for dialogue between
manager and subordinate and a need for sensitivity on the part of the manager to take
into account the unique strength and weakness of each employee in the process of
setting goals and objectives. The manager who attempts to impose goals upon
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subordinates unilaterally runs the risk of failing to reap the potential motivational
benefits, which the goal setting process is capable of yielding.

2.3.4. Adam's Equity theory defined

Adam's (1965) proposed a theory of work motivation drawn from the principle of social
comparison. How hard a person is willing to work is a function of comparisons to the
effort of others. The theory has perceptual and social bases. Since motivation is a
function of how a person sees himself or herself in comparison of other people. Adam
has suggested that motivation has a social rather than a biological origin.
Equity theory has four major parts.
1. Because it is a perceptually based theory, the individual perceives himself or
herself in comparison to others. The person who does the perceiving is referred
to as the "person".
2. It is postulated that the person compares himself or herself to another individual.
The other person is called the "other".
3. All of the assets person brings to the job constitute the third component;
collectively, these assets are referred to as "inputs". Inputs can include persons,
education, intelligence, experience, skill, seniority, effort level, health, and so
on. They are anything of perceived value or importance that person brings to the
job.
4. All benefits person derives from the job are the fourth component. Collectivity
referred to as "outcome". Outcomes can include pay, working conditions, status
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symbols, seniority benefits, and so forth. They are those factors person perceives
as being derived from employment.

The theory states that person forms a ratio of his outputs to outcomes and compares
it to perceptions of other's inputs: outcomes ratio. Adam assumes that people can
quantify both their inputs and outputs into common scale units.

According to Adams feeling of inequity cause tension, which person will become
motivated to reduce? The greater the inequity between person and other the greater
the tension and the greater the motivation to reduce it. Thus for Adams the source of
motivation is feelings of tensions caused by perceived inequity. Feelings of inequity
are necessary for motivation to occur, for if person perceives herself as being in an
equitable relationship with other, she will not be motivated. Adam proposed two
types of inequity. Underpayment refers to a person's perception of herself as
deriving fewer outcomes from a job than other when both are contributing
comparable inputs. And example of underpayment in equity would be Person, 50:50
and other, 50:75. Overpayment refers to Persons perceptions of herself as deriving

more outcomes from a job than other, when both are contributing comparable
inputs. An example, of overpayments inequity would be Person, 05:75 and Other,
50:50. Adams felt that people could alter their motivation levels in an attempt to
bring feelings of inequity back in to line. The drive to reduce the tension caused by
inequity would manifest itself in more or less effort being put in to the job, which is
a form of input. Adams said that how inequity was reduced would be a function of
the methods of payment: hourly (wages determinant per unit of time, such as $5 per
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hour) and piece rate (wages determine per unit of production, such as 25 cents per
object).

2.3.4.1. Related research findings Of Adam's Equity Theory

Most research done on equity theory was conducted in laboratory or field experiment
paradigms. Fairly large numbers of studies have tested some or all of the predictions
made by the equity theory. Researchers used both payment systems in studying the
effects of inequity on performance of interviewers. Certain groups of subjects were
made to feel overpaid or

underpaid~

others were made to feel they were paid equitably.

For the most part, the data supported the theory. Over paid subjects conducted
significantly more interviews when paid by the hour. The quality of the interviews
(measured by completeness and detail) was higher for those over paid when a piece-rate
system was used. Most studies found that equity predictions held up best in the under
payment conditions. Also, the results of studies using hourly payment were stronger
than those with piece rate payments.
Greenberg (1990) measured employee theft rates in manufacturing plants during a
period in which pay was temporarily reduced by 15%. Compared with per or post
reduction pay periods (or with controlled groups whose pay was unchanged), groups
whose pay was reduced had significantly higher theft rates. When the bases for the pay
cuts were thoroughly and sensitively explained to employees feelings of inequity were
lessoned and the theft rate was reduced as well. In this study the data supported the
equity

theory

predictions

regarding

likely

responses

to

underpayment.
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2.3.4.2.Managerial Implications of Adam's Equity Theory

Managers and supervisors should have good communications systems in order to reduced
feeling of inequity. That may lead to absenteeism turnover and so on. Moreover differences in
payment among employees working at the same level should be avoided unless higher
performances to payment schemes are implemented.

2.3.5. Skinners' Reinforcement Theory Defined

Skinner (1953, 1969), proposed that rewarding desired responses could effectively modify
behavior and ignore undesired responses. Advocates of reinforcement theory believes that the
magnitude of the subject's motivation to respond can be shaped by manipulating reinforcement
schedules of rewards and punishment. Reinforcement theory is also referred to as operant
conditioning and behaviorism. It has its origins in B.F. Skinner's work on conditioning

animals.
The theory has three key variables: stimulus, response, and rewards. A stimulus is any variable
or condition that elicits a behavioral response. In an industrial setting, a response would be
some measure of job performance, like productivity, absenteeism, or accident. A reward is
something of value given to the employee on the basis of the elicited behavioral response; it is
meant to reinforce the occurrence of the desired response. Based on research with animals,
four types response reward connections or contingencies have been found to influence the
frequency of the response.
Fixed intervals: the subject is rewarded at a fixed time interval, such as every hour. Those paid

at on an hourly basis can be thought of as being rewarded on a fixed interval basis.
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Fixed ratio: the subject is rewarded as a function of a fixed number ofresponses. For example,

a fixed ratio schedule.
Variable interval: the subject is rewarded at some time in interval, which varies.
Variable ratio: reward is based on behavior, but the ratio of reward to response is variable.

2.3.5.1. Related research Findings of the Reinforcement Theory:

Pay incentives for performance are a form of behavior modification, and studies of pay
incentives programs have found that they often result in higher productivity (Lawler, 1971). In
a series of studies on pay incentives, Yuki and his colleagues (Yuki &Lathem, 1975; Yuki,
Lathem, &Pursell 1976;Yukl, Wexley & Seymour, 1972) compared the effectiveness of
various schedules of reinforcements. Employees who were paid based on their produced output
were constantly more productive than those paid on a fixed-interval schedule (I.e. hourly pay)
schedule. Pritchard and Leonard, Von Bergen, and Kirk (1976) found similar results in a
training setting. They compared the effect of various payment schedules on employees rate of
passing self-paced learning needs of electrical knowledge. Trainees paid on a flat hourly rate
passed only 40 percent of the learning tests compared with 60 percent of the learning tests
passed by employees paid contingently, (I.e. based upon their performance.)
Several studies have reported the successful application of reinforcement principle in the
modification of other aspects of behavior besides their work performance. Three studies found
that money or prizes contingent on perfect attendance during a specific time interval (e.g. a
week or a month) resulted in lower absenteeism (Lawler and Hackman1969; Nord 1970;
Pedalino &Gamboa 1974). Another study found that a monetary reward for punctual

attendance reduced the frequency of tardiness for employees who previously had a record of
chronic tardiness (Hermann, DeMontes, Dominguez, Montes & Hopkins, 1973 ).

2.3.5.2. Managerial Implications of the Reinforcement Theory

Drive Theory and the results from Reinforcement Theory research have a number of practical
implications for motivating employees in organizations. (Jablonsky and Devries, 1972; Nord
1969).
1. Determine and specify what behavior is correct or desired.
2. Positively reinforce. the correct behavior, using shaping if necessary to develop the
desired responses.
3. Ignore the undesired or incorrect behavior rather than punishing it, unless there are
senous consequences.
4. Avoid excessive delay in reinforcement of correct behavior so that the behavior reward contingency is evident.
5. Determine what schedule of reinforcement and type of reinforce are appropriate for the
individual and the situation to maintain the correct behavior after it is learnt.
The three main types of motivation theories and the theories categorized under the three main
theories provide considerable insight into the way of an employee's behavior. The
management in motivational programs such as "pay incentive plans" can apply these theories
by objectives and 'job enrichment".
Sometimes it may seem that certain theories are in direct contrast to one another. For instance
on the face of it, Goal setting Theory and Expectancy Theory would appear to be in direct
conflict with each other. Expectancy theory predicts that people are more likely to be
R9

motivated by easy task that they feel confidant about accomplishing whereas goal setting
theory would have them aim for relatively difficult task at which they might fail. This apparent
contradiction has been resolved by the Japanese researcher, Matsui and his colleagues who
examined that V and the E (valence and expectancies) of VIE Expectancy theory to see that
their influence might be on goal setting. In an attempt to explain why (rather than how) people
expect certain goals they concluded that the value (or valence) that succeeding at a difficult

task has for people is more powerful than low expectation of success. So a greater effort would
then be produced which would increase chances of successful performance (Matsui, Okada,
Mizuguchi, 1981;Matsui, Okada & Inoshita, 1983)
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2.4. Critical Analysis of the theories of Motivation.
Motivation
source

Needs or Content
Theories

Equity Theory

Expectancy or
Process theory

Reinforcement
Theory

Goal -setting
Theory

Definitions
As adapted from
Szilagyi & Wallace
(1980).
Concerned with
factors that arouse,
start, or initiate
motivated behavior.
Drive to reduce
feelings of tension
caused by perceived
inequity.

Empirical Support
Adapted from
Muchinsky
(1986).
Weak: Little support
for proposed
relationship among
needs.
Mixed: Good
support for under
payment in equity.
Weak support for
under payment in
equity.
Moderate strong:
More strongly
supported within
subject than across
subject experiments.

Concerned not only
with the factors that
arouse the behavior,
but also the process,
direction, or choice
of behavioral
patterns.
Concerned with the
Moderate: ratio
factors that will
reinforcement
schedule evoke
increase the
likelihood that
supenor
desired behavior will performance
be repeated.
compared to
intervals schedules
but little difference
exist among various
ratio schedules.
Intention to direct
Moderate strong:
behavior in pursuit
Performance under
of acceptable goals
goal setting
conditions usually
superior to
conditions under
which no goals are
set.

Managerial Examples

Motivation by satisfying
individual needs for
esteem, achievement,
status money.
Motivation through
individual's perception
of fairness in receiving
desired outcomes.

Motivation through
clarifying individual's
perception of work
input, performance
requirements, and
rewards.
Moderate. Contingent
payment for
Performance is possible
for some jobs.
Although ethical
problems can be
Present in an
organization's attempt to
Shape employee
behavior.
Strong. Ability to set
goals is not
Restricted to certain
people or jobs.
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2.5. Need Characteristics of the individual defined

Personality based/individual characteristics perspectives of motivation views emphasize the
influence of enduring personal characteristics as they affect goal choice, equity, or even the
cognitive process of motivation. One type of personality based work motivation perspective
concerns models based on broad theories of personality, such as Maslow's Hierarchy of needs
Theory. Work place behavior is to be determined by a person's current need states in certain
universal need categories.

An individual's behavior or for that matter, motivation, in an organizational setting depends,

among other factors, on the individual's own characteristics which can be attributed to
individual's intention on doing the work. His conception about his abilities enables him to gain
confidence on the matter of performing a task. Further an individual's own needs requirement
also influences the way he goes about his job. The individual characteristic that has received
the most widespread attention in the terms of motivation theory and research is the concept of
"needs". A "need" is defined by Porter and Steers (1978), as a state of disequilibrium, which
causes individuals to pursue certain courses of action in an effort to regain internal
equilibrium.

2.5.1. Theories and Studies related to the Need Characteristics of Motivation

The theories mentioned here have provided and continue to provide the foundation for a
significant amount of organization and management development and training. These work
motivation theories are a part of the broader field of human motivation study and have direct
implications for individual workplace behavior (Wiley, 1995).
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2.5.2. Maslow's Hierarchy of Needs Theory

Maslow ( 1954) outlined what is perhaps the most significant of the content theories .He
suggested that there is a hierarchy ~f needs up which people progress. Once individuals satisfy
a need at one level in the hierarchy, it ceases to motivate their behavior: instead they are
motivated by the need at the next level up the hierarchy. Although not originally intended to
explain human behavior in organizations, many managerial theorists have adopted Maslow' s
theory. He defined the needs as follows:

Physiological Needs: Physiological needs are the most basic needs in Maslow's hierarchy and
included needs that must be satisfied for the person to survive including food, water, oxygen,
sleep, sex, and sensory satisfaction.

Safety and Security Needs: If the physiological needs are relatively satisfied, Maslow
claimed that safety and security needs would emerge. These needs include a desire of security,
stability, dependence, protection, freedom from fear and anxiety and a need for structure, and
order, and law. Threats of physical harm, assault, tyranny, or wild animals prevent individuals
from satisfying their safety needs and cause them to focus their energies almost exclusively on
eliminating these threats.

Social Needs: Originally Maslow referred to this need as the need for belongingness and love.
Social needs include the need for emotional love, friendship, and affectionate relationship with
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people in general, but especially a spouse, children, and friends. Individuals who are unable to
satisfy these needs will feel pangs of loneliness, ostracism and rejection.

Ego and Esteem Needs: The need for ego and esteem includes the desire for self-respect, selfesteem, and for the esteem of others, and maybe focused either internally or externally. When
focused internally the esteem need include a desire for strength, achievement, adequacy,
mastery, confidence, independence and a freedom. When focused externally this need consists
of a desire for reputation or prestige, status, fame and glory, dominance, recognition, attention,
importance, dignity, and appreciation.

Self Actualization: The highest need in Maslow's hierarchy is of self actualization, which
refer to the need for self realization, continuous self development and the proceeds of
becoming all that a person is capable of becoming.

Figure 2.2: Maslow's Heirarchy of Needs.

' . •.
Self
Actualization
Self Esteem Needs
(achievement, approval, recognition)
Social Needs
(Acceptance, affection, belonging)
-

Safety Needs
(Security, Freedom from fear) .
Physiological Needs
(Food, Drink, Shelter).

94

2.5.2.1.Related Research Studies

Though appealing to many, the theory is not validated by empirical tests support (Wahba and
Bridwell, 1976). Infact Maslow did not intend his ideas to be used as theory, in the traditional
sense of the term.

2.5.3.Alderfer's Existence/Relatedness/Growth Theory

Alderfer, (1972) suggested that individual's needs can be divided into three groups:
EXISTANCE NEEDS: Which include nutritional and material requirements. At work, working
conditions and work pay would fall into this group.

RELATEDNESS NEEDS : Which are met through relationships with family and friends and at
work with colleagues and supervisors.
GROWTH NEEDS: Which reflect a desire for personal psychological developments.
Alderfer's theory differs in a number of important respects from Maslow's. While Maslow
proposed a progression up a hierarchy, Alderfer argued it was better to think in terms of a
continuum, from concrete (existence needs) to least concrete (growth needs): and he believed it
is possible to move along it in either directions. This means that if, for example, fulfillment of
growth needs is difficult frustration regression occurs causing individuals to concentrate on
fulfilling their relatedness needs. Unsatisfied needs therefore become less rather than more
important, whereas Maslow assumed the opposite.

The two theories also differ as regard the importance to individuals of satisfied needs. Whereas
Maslow argued that when satisfied need becomes less important to an individual, research
based on Alderfer' s ideas has found that relatedness or growth needs actually become more
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important when satisfied. (Winos and Zwany, 1977). In general, tests of the two theories have
tended to favor Alderfer's predictions.

2.5.4 Henry A Murray's Viscerogenic and Psychogenic Needs (1954)

One of the earliest theories of needs was the manifest need theory proposed by Henry A
Murray. Muray believed that needs are mostly learned and are activated by cues from the
external environment. Murray identified a wide range of needs that people supposedly acquire
to one degree or another through interaction with the environment. Murray initially developed
a list of fifteen needs that can be categorized according to Viscerogenic (primary) needs and
psychogenic (secondary) needs. The need for food, water, sex, urination, defecation and
lactation, all associated with physiological functioning, are Murrey's viscerogenic needs.
Murray's psychogenic needs include abasement, achievement, affiliation, aggression,
autonomy, deference, dominance, and power. Murray's need categories attempted to focus on
specific, relatively narrow need related issues. Murray's list of needs was not derived from
empirical research but from his personal observations and clinical experience.

2.5.5.McClelland's Learned Needs (1961)

Another well-known need theory is the learned needs theory developed by David McClelland
and his assosciates. McClelland's theory is closely related to the learning theory since he
believed that needs were learned or acquired by the kinds of events people experienced in their
culture. These learned needs represented behavioral predispositions that influenced the way
individuals perceive situations and motivate them to pursue particular goal. Individuals who
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acquire a particular need behave differently from those who do not possess it. McClelland and
his associates, particularly John Atkinson investigated three of Murray's needs; achievement,
affiliation and power. In literature these three needs are abbreviated ""nAff," and
"nPow. "These are defined below:

The need for achievement: McClelland identified three characteristics of high need achievers.

High need achievers have a strong desire to assume personal responsibility for performing a
task or finding a solution to a problem? Consequently they tend to work alone rather than with
others. If the task requires the presence of others they tend to chose co-workers based upon
their confidence rather than their friendship. High need achievers tend to set moderately
difficult goals and take calculated risk? Consequently in a ring toss game where children toss
rings at any distance they choose, high need achievers chose an intermediate distance where
the probability of success was moderate, while low need achievers chose either high or low
probabilities of success by standing extremely close or very far away from the peg. High need
achiever have a strong desire for performance feedback? These individuals want to know how
well they have done, and they are anxious to receive feedback regardless of wetter they have
succeeded or failed.

Need for Affiliation (is denoted by the following sign: nAff)

Is defined as a desire to establish and maintain warm relations with other individuals. In many
ways the need for affiliation is similar to Maslow's social needs. Individuals with a high need
for affiliation possess these characteristics.
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1. They have a strong desire for approval and reassurance from others.
2. They have a tendency to confirm to the wishes and norms of others when they are
pressured by people whose friendships they value.
3. They have a sincere interest in the feelings of others.
Individuals with a high need for affiliation seek opportunities at work to satisfy this need.
Therefore, individuals with a high narf prefer to work with others rather than to work alone.
They tend to have good attendance record. Evidence also indicates that individuals with a high
nAff tend to perform better in situation where personal support and approval are tied to

performance.

Need for Power (denoted by the sign: npow) McClelland and others have studied the need

for power extensively. The need is defined as the need to control others, to influence their
behavior, and to be responsible for them. Some psychologists have argued that the need for
power is the major goal of all human activity. These people view human development as the
process by which people learn to exert control over the forces that extract power over them.
According to this view, the ultimate satisfaction comes from being able to control
environmental forces including other people. Individuals who possess a high need for power
are characterized by: 1. Desire to exercise control over others. 2. A concern for maintaining
'leader follower' relations. Individuals with a high need for power tend to make more
suggestions, offer their opinion, and evaluations more frequently and attempt to bring others
around to their way of thinking. They also tend to seek positions of leadership in-group
activities, and their behavior within a group. Either as leader or member, is described as
verbally fluent, talkative and sometimes argumentative.
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2.6. Critical Analysis and selection of the sub variables of the independent variable- need
characteristics.
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2.7. Discussion of the Individual Need Characteristics of Motivation.

One important factor that should be noted here is that these personality-based theories do not
necessarily predict motivation or behavior, they can provide a basic understanding of what
energizes (motivates) individuals. However as Wiley (1995) suggests that managers may
influence performance by appealing to the unfulfilled needs of an employee.

Self-esteem needs refer the desire for self-respect, self-esteem, and for the esteem of others,
and maybe focused either internally or externally.

Social needs refer to the desire to establish and maintain warm relations with other individuals

Security needs refer to the needs include a desire of security, stability, dependence, protection,
freedom from fear and anxiety and a need for structure, and order, and law. Threats of physical
harm, assault, tyranny, or wild animals prevent individuals from satisfying their safety needs
and cause them to focus their energies almost exclusively on eliminating these threats.
Employee reaction to lack of job security varies. Individuals may experience severe
psychological reactions to job loss/and or to the threat of job loss. Low self-esteem, low selfconfidence, social isolation, anxiety and powerlessness are examples of psychological
reactions. These reactions extend beyond the actual job losers to their partners and other family
members. (Wiley, 1995).
Physiological or Extrinsic needs (good wages) are the outcomes that come to mind when one
thinks about rewards in general-pay, fringe benefits and desirable working conditions are
common examples. Pay is an important extrinsic need (reward) as it satisfies many of the other
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needs. It provides the employees with the means to purchase items that satisfy their
physiological needs and it enables them to meet their esteem needs since it is one measure of
esteem worth (Thornburg, 1992). They are related to the context and material aspect of the
work being done.

2.8. Related Research Findings of Content (need) Theories of Motivation.

A great deal of research has been carried out on the need for achievement (Atkinson and
Reynor, 1974) and a considerable number of studies have also examined the need for
affiliation and the need for power (Brich and Veroff, 1966; Litwin and Stringer 1968;Steers
and Braunstein, 1976). Overall this research indicates that these need concepts can be helpful
in identifying individuals who will find different types of situation differently motivating.
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2.9. Managerial Implications of the Individual (need) characteristics of motivation!
The primary managerial implication of these need concepts is that people differ in their extent
to which they experience need for achievement, for affiliation and for power. Hence it may be
important for managers to assess the strength of these needs in their employees and to design
motivational strategies in such a way that they permit employees to satisfy those needs, which
are strongest for each individual.

2.10. Job Characteristics Defined

A second set of variables to be concerned with, when viewing the motivational process
involves those factors relating to be attributes of an individual's job. What is of concern here is
what the individual does at work. Factors such as the variety of activities required doing the
job, the significance of the task and the type of feedback one receives as a consequence of
performing the job all have a role to play in motivation. In effect, whether jobs are designed
well or poorly (from either the organization or the employee's point of view), they are crucial
in their impact on the motivational process in the work settings. Fredrick Herzberg ( 1968)
stress the point of job characteristics as the secret to motivation, and the author emphasizes on
job enrichment. Among the ways management can produce job enrichment are to remove some
controls (while retaining accountability), increase employee's accountability for their own
work, give people complete natural work units and assign individuals specialized tasks so they
can become experts in them.

102

2.11. Theories of Job Characteristics of Motivation

Job characteristics have not been seen as criteria for motivating employees until recently. Early
managerial approaches to work design were focused on primarily simplifying the task of an
employee in order to reach maximum efficiency. It was believed that the workers were largely
economically motivated and therefore the best way to maximize output was to simplify tasks
and maximize worker output so as to reward the workers with money on the basis of output.
This school of thought is present in the works of Taylor and other scientific management
advocates (Steers and Porter, 1975). Recent studies related to job characteristics of work
motivation provide ample reasons for management to consider job design as a work
motivational tool.
Five major studies and theories on job design are reviewed here:

2.11.1. Mumford's Theory

By breaking Maslow's and Alderfer's broad variables up, a number of more specific needs can
be identified which can offer clear insights into the nature of motivation in the work place.
Mumford (1976) suggested that workers have:
Knowledge needs- Work that utilizes their know ledges and skills.
Control needs- these needs are satisfied by the provisions of information, good - - working
conditions, and high quality supervision.
Psychological needs - The needs for recognition, responsibility, status and - advancement.
Task needs- includes the needs for meaningful work and some degree of autonomy.
Moral needs-to is treated in the way that employers would themselves wish to be treated.
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Munford's assumptions, therefore was that employees did not simply see their jobs as a means
to an end but had needs which related to the nature of their work.

2.11.2. Herzberg's two-factor theory, Motivator Hygiene theory, (Herzberg et al, 1959.)
The 'Motivator Hygiene' or 'Two-factor theory', deals with motivation and job satisfaction.
Fredrick Herzberg proposed this theory.
According to Herzberg, there are two sets of needs, 1. Motivator needs, which produce job
satisfaction and the 2. Hygiene needs which produce job dissatisfaction.

The original research for this was based on interviews with two hundred accountants and
engineers using known as the critical incident techniques. This involves asking interviewers
asking to talk about occasions when they felt either particularly satisfied or particularly
dissatisfied with their jobs. Two sets of incidents seem to emerge from these interviews .One
involved achievement, advancement, recognition, autonomy and other intrinsic aspects of
work. Because these represented source of satisfaction they were called motivators. The
second set of incidents concerned working conditions, salary, job security, company policy,
supervisor and interpersonal relations. This set was termed HYGIENE factors were described
as sources of dissatisfaction by the sample. Job satisfaction and dissatisfaction therefore
appeared to be caused by different sets of factors. The presence of motivators in the work place
caused enduring states of motivation in employees. There absence, however, did not lead to
job dissatisfaction. Hygiene factors, on the other hand, produced an acceptable work
environment though not increased satisfaction or involvement with a job; their absence (e.g.
low pay), however, caused job dissatisfaction. Thus motivators reflected people's need for
self-actualization with hygiene represented the need to avoid pain.
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Herzberg separated satisfier motivation factors from dissatisfies finding the former intrinsic
and the latter extrinsic to the job. The Herzberg study was replicated for the information
systems field in 1977 and again in 1987. The studies involves over 1800 persons .In 1977 the
participants ranked work itself second in importance as an innovating factor. In 1987 it was
ranked at 1.5 times higher than the second place factor, achievement (Couger, 1988.) In
another study conducted in 1988 the researcher found that the theory developed by Herzberg
was valid. The theory had a balance between control and individual freedom in management
approaches to motivation, emphasizing the notion of worker as winners being important .the
manager that encouraged development of the self esteem of their workers found the work for
sharing managements concern for the firm's welfare. (Arnold, 1988).

2.11.2.1. Critical Analysis of the Herzberg's Two-Factor Theory

Herzberg's theory is considered by most researchers to be invalid (Locke and Hene, 1986).
The major problem with the theory is that the two-factor structure of job satisfaction verses
dissatisfaction has not been supported by research. The research conducted by Herzberg is
considered flawed because it relied on descriptions of satisfying and dissatisfying events. In
describing such events, people have a tendency to note things they did themselves as satisfying
and by others dissatisfying. This makes it look like satisfaction and dissatisfaction are caused
by different factors. Needs for salary, recognition and responsibility, for example have been
shown to operate both as motivators and hygiene factors. (Maidani, 1991).

2.11.2.2. Managerial Implications Of Herzberg's Two-Factor Theory

Despite shortcoming in the theory, Herzberg has been influential. His work help focuses on the
field of providing meaningful work to people. It led to the application of job enrichment in
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many organizations. It also was the basis of Hackman and Oldham's (1976) Job Characteristics
theory.

2.11.3. Requisite Task Attributes Model (Turner and Lawrence, 1965)

Argues that an enriched job (that is job characteristics by variety, autonomy, responsibility.)
would lead to increase attention and job satisfaction. The model was similar to Herzberg' s in
that it viewed job enrichment as a motivating variable. It differed from Herzberg in that Turner
and Laerence included absenteeism as a dependant variable. Moreover, Turner and Lawrence
acknowledged the existence of two sets of important moderators in the job scope-outcome
relationship. First, it was found in their study that workers from urban setting were more
satisfied with low-scope jobs than workers from rural settings. Second it was found that
situational factors (such as supervisory style and co worker relations) also moderate the impact
of job scope of satisfaction and impact on absenteeism. The acknowledgement of the role of
individual and situational variables represents a significant contribution to our understanding
of the ways in which job redesign affect employee attitudes and behavior. Infect much of the
subsequent work on the topic has taken the lead from the work of Turner and Lawrence.

2.11.4. Sociotechnical Systems Model (Davis, 1957),

The model suggests that an appropriate starting point for understanding job design is to
consider the psychological requirements of tasks in order for them to be motivating. The
principles include the need for a job to provide (1) reasonably demanding content, (2.) An
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opportunity to learn, (3.) Some degree of autonomy or discretion in decision affecting the job,
(4.) Social support and recognition, and (5) a feeling that the job leads to a desirable future.

On the basis of three principles, job design principles are derived which suggested in brief, that
emiched jobs meet these psychological requirements. As a consequence, emiched jobs would
be expected to lead to such outcomes as high job performance and low labor stoppages.

An important aspect of the socio technical model is that it clearly acknowledges the role of the

social context (or organizational system) in which job redesign attempts are made. That is the
model argues that such changes cannot be successfully implemented without acknowledging
and taking into account various social and organizational factors that also influence people's
desire to perform on the job (reward systems, work group norms, supervisory relations, etc).
Hence, the socioteechnical systems approach attempts to be a truly systematic (that is
comprehensive) approach to work design.

2.11.5. Activation Theory (Scott, 1966)

Focuses on the psychological processes involved in job redesign. Activation defined as the
degree of excitation of the brain stem, reticular formation, has been found in laboratory
experiments to have a curvilinear relationship to performance. Research has demonstrated that
performance suffers at very low or very high level of activation. Hence jobs that are dull, or
repetitive may lead to low levels of performance because they fail to activate. On the other
hand more emiched jobs should lead to a state of a\activation with a resulting increase in
performance. While many questions remain concerning the imperial support for Activation
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theory, it does suggest how job design can affect employees psychologically, a relationship
ignored in previous research.

2.11.6. Job Enrichment Theory

Is the process by which the way the job is performed is fashioned in a way so as to become
more interesting to the worker and also provide the worker with more variety, identity,
responsibility and so on. It is discussed below in detail:

2.11.6.1.The Job Characteristics Model (Hackman and Oldham, 1976)

The Hackman and Oldham Model of job design are built upon the foundation of Herzberg's
two-factor theory. (Herzberg, Mausner, and Synderman, 1959) with some theoretical
underpinnings directly from the expectancy theory (Evans, Kiggundu and House, 1979.). The
Hackman and Oldham model grew out of research on objective measures of job characteristics
that would co relate with employee satisfaction. (Hackman and Oldham, 1976, and 1980.).
Evidence suggests that certain characteristics can influence behavior and attitudes at work but
these characteristics do not affect all employees in the same way. The model is specifically
intended for use in planning and carrying out changes in the design of jobs. It is described in
the following and then is used as a guide for discussion of diagnostic procedures and change
principles that can be used in regarding the jobs of individuals.

The model has five core job dimensions that are seen as creating three critical psychological
states that in turn, lead top several; helpful personal and work outcomes. The links among the
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job dimensions, the psychological states and the outcomes are moderated by individual growth
need strength.
The major classes of variables in the model include psychological states, job dimensions, and
individual growth need strength and outcome variables.

Psychological State

The three psychological states are postulated as critical in affecting a person's motivation and
satisfaction on the job.
Experienced meaningfulness: the person must experience the work as generally important,

valuable, and worthwhile.
Experienced responsibility: the individual must feel personally responsible and accountable

for the results of the work he performs.
Knowledge of results: the individual must have an understanding, on a fairly regular basis, of

how effectively in his performing the job.

The more these three conditions are present, the more people will feel good about themselves
when they perform well. Or, following Hackman and Lawler (1971), the model postulates that
internal rewards are obtain by an individual when he learns (knowledge of results) that he
personally (experienced responsibility) has perfonned well on a task that he cares about
(experienced meaningfulness). These internal rewards are reinforcing to the individual and
serve as incentive for continued efforts to perform well in the future. When the person does not
perform well, he does not experience reinforcement, and he may elect to try harder in the
future so as to regain the rewards that good performance brings. The net result is a selfperpetuating cycle of positive work motivation powered by self-generated rewards. The cycle
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is predicted to continue until one or more of the three a psychological state is no longer
present, or until the individual no longer values the internal rewards that derive form good
performance.
Job Dimensions

Skill variety is the degree to which a job requires a variety of activities that include the use of
several different skills and talents. Task identity can be outlined as the degree to which the job
requires a completion of a whole and identifiable piece of product, which is doing a job from
beginning to end with a visible outcome. Task significance is defined as the degree to which a
job has a substantial impact on the lives or work of other people, whether in the immediate
organization or in the external environment. Autonomy relates to the degree to which the job
provides substantial freedom and independence and discretion to the individual in scheduling
the work and in determining the procedures to be used in carrying it out. Feedback is the
degree to which carrying out the work activities required by the job results in the individual's
obtaining direct and clear information about the effectiveness of his performance. (Hackman
and Oldham, 1976.)

The theory developed by Hackman and Oldham states that a good performance is the result of
a self perpetuating cycle of positive work, motivation, powered by self generating reward for
good work. It also states that the levels of responsibility, meaningfulness and feedback that are
built into jobs can enhance motivation. Finally, the theory states that, successful design
knowledge's that potency of both individual and systematic properties in affecting the way
people work in organizations.
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The theory also suggests that positive personal and work outcomes are obtained when three
psychological attributes are present; experienced meaningfulness of the work, experienced
responsibility for the outcomes of the work, and knowledge of the results of the work
activities. These states of awareness and satisfaction are created through various job
dimensions, which are skill variety, task identity, task significance, autonomy and feedback.

Building up on the theory is the method of calculating a mean score for each variable and a
summary reflecting the motivational potential of the job. The Job Diagnostic Survey, (JDS)
measures the theoretical concepts and the Motivating Potential Score (MPS) calculates over all
motivation potential.

The score of the above five dimensions maybe combined to compute what Hackman and
Oldham called the Potential Score. The formula is outlined below:

MPS= (Skill var+ Task Id+ Task Sign) I 3 x Autonomy x Job Feedback.

The MPS places a high importance on autonomy and feedback, as they are very important
elements in the computation. A low score or either will produce very low MPS rating.
Building up on Herzberg were Hackman and Lawler (1971 ). Their research was carried out in
a phone company with a sample of two hundred and eight employees and sixty-two
supervisors. The study outlined four core dimensions including variety, autonomy, task
identity, and feedback. The study found that when jobs are high on the four core dimensions
employees want higher order, need satisfaction, tend to be more motivated, have high job
satisfaction miss less work and receive higher job ratings. They also found that a number of
111

dependant measures were moderated as predicted by growth need strength: that is, employees
with high measured needs for growth responded more positively for complex jobs than did
employees low in growth. This broadened Herzberg' s foundation that leads up to the Hackman
and Oldham Model.

The Job Diagnostic survey (JDS) was developed to diagnose existing jobs to determine if
(and) how they might be redesigned to improve employee motivation and productivity and to
value the effects of job changes on employees. (Hackman and Oldham, 1974). The instrument
is based on specific theory of how job design effects work motivation, and provide measures of
objective job dimensions, individual psychological states resulting from these dimensions,
effective reactions of employees to the job and work setting and individual growth need
strength, (defined as the readiness of the individual to respond to "enriched" jobs). Many
people have taken one or another of the preliminary versions of JDS. Yet, because the
instrument has been modified on the basis of those responses, a stable normative base has not
yet been established (Hackman and Oldham, 1975).

One word of caution when evaluating the motivating Potential Score. (MPS). Scores can be too
high for positive job satisfaction and effective performance. In effect over stimulating the
person who holds the job may not bring the desired results (Hackman, Oldham, Janson &
Purdy, 1975). In a study conducted by Yaverbaum (1980) of computer end users, the JDS was
used to investigate motivation and satisfaction. The study found that the theoretical principle of
the JDS has been successfully tested as a tool to analyze work environment and is an
acceptable measure of employee perception surrounding satisfaction and motivation.
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Figure 2.3: The Job Characteristics Model of Work Motivation
Adapted from Hackman, J. R., and Oldham, G. R. (1980), Work Redesign, Reading, MA:AddisonWesley.
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2.11.6.2. Related Research Studies on the Job Characteristics Model

Studies on job enrichment programs that followed the principles of Hackman and Oldham's
theory have been supportive. The redesign of eleven clerical jobs for more than five hundred
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employees in a financial service company showed that adding challenge, complexity and
responsibility to the job resulted in greater job satisfaction (Cmpion and McClelland, 1991).
A job enrichment study of-five hundred and twenty six bank tellers found no change in
performance six months after their jobs were redesigned to make them more professional an
rewarding. However, performance increased significantly when measured tw3enty four and
forty-eight months after the jobs were enriched (Griffin 1991).

A study of relationship of fear of failure to growth need strength of the Hackman & Oldham
model was conducted. Research on the construct "fear of failure" indicates that it should
theoretically at least diverge with growth and strength. Further fear of failure theory predicts
that such individuals prefer gradual change and advancement, high structure and low
individual responsibility. Results generally confirm the predicted relations along with an
interesting sex difference on the relationship of fear or failure and growth need strength (Britt
and Teeva, 1989).

In a study on the experimental effects of autonomy on performance outcomes, the autonomy
dimensions were varied (four levels) in a laboratory setting. Four groups of undergraduate
students performed a job comprised of three task under varying degrees of autonomy while
measures of performance, "Perception' of task properties and other self reports and other self
reports were obtained, it found that variations in autonomy produced a negative effect on
quantity of performance and no effect on quality of performance. Though subjects in the more
autonomous conditions reported a high level of autonomy (Farb and Scott, 1983).
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The subsequent test of the job characteristic model of six fifty eight employees working on
sixty-two different jobs in seven organizations were performed (Hackman and Oldham, 1976).
The jobs were highly heterogeneous including blue collar and white collar and professional
work. The results of the study support the Job Characteristics model. The research also discuss
the issue of using the model or group task. The paper concluded that it would be necessary to
go beyond the present limits of the model for group talk. The first reason is that translating
core job dimension from the individual to the group level would be an entirely a
straightforward process.

How, for example, should group task be designed so all members would see it as providing
high autonomy and therefore experience substantial personal responsibility for the outcomes of
the group? Secondly how are group tasks designed so they prompt task effective rather than
dysfunctional patterns among members. There appears to be no simple answers to these
(1974).
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2.12.Critical Analysis and the selection of sub variables of the Job Characteristics of
Work Motivation
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2.13. Discussion of variables of the Job Characteristics of Motivation
Skill Variety is the degree to which a job requires a variety of activities that include the use of
several different skills and talents.
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Task Identity can be outlined as the degree to which the job requires a completion of a whole

and identifiable piece of product, which is doing a job from beginning to end with a visible
outcome.
Task Significance is defined as the degree to which a job has a substantial impact on the lives

or work of other people, whether in the immediate organization or in the external environment.
Autonomy relates to the degree to which the job provides substantial freedom and

independence and discretion to the individual in scheduling the work and in determining the
procedures to be used in carrying it out.
Feedback is the degree to which carrying out the work activities required by the job results in

the individual's obtaining direct and clear information about the effectiveness of his
performance. People need to have feedback concerning their work and they need to feel
competent. Employees may consider good wages to be solid feedback concerning their work as
well as a reward for their ability or competence. (Wiley1995). Rewards such as wages, that
reflect ability may reflect greater intrinsic motivation (Rosenfield et al., 1992). Extrinsic
rewards such as good pay can increase intrinsic motivation if they are perceived as providing
information about competence (Wiersma, 1992).
Experienced Meaningfulness: the person must experience the work as generally important,

valuable, and worthwhile.
Experienced Responsibility: the individual must feel personally responsible and accountable
for the results of the work he performs.

Knowledge of Results: the individual must have an understanding, on a fairly regular basis, of

how effectively in his performing the job.
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2.14. Characteristics of the work environment defined

The final set of variable that appears to be relevant according to Steers and Porter ( 1978), for
analytical framework of the motivational process is concerned with the nature of the
organizational, or work environment. It focuses primarily on what happens to the employee at
work (Steers and Porter, 1975).

Work environments cannot be generalized in a very orderly fashion. They can, however, be
explained as a bundle of stimuli that present vague and sometimes conflicting cues. Hansen
and Wemerfelt (1989) explain that "Just as geographic regions have different "climates" as a
result of the immediate interaction of temperature, humidity, wind, sunlight and rain/snow to
make them favorable or unfavorable climates for living, so can a firm have as the interaction of
its facilities, structure, and people a favorable or unfavorable work climate.

Developed in the 1960s, its still a major concept today, climate uniquely refers to a broad class
of organizational and perceptual variables that reflect individual -organizational interactions
which effect individual behavior. (Glick1985; Steers and Lee1983; Field and Ableson
1982;James and Jones 1979;Schneider 1975;Litwin and Stringer1968). It is important,
according to Hansen and Wemerfelt (1989), because it provides a conceptual link between
analysis at the organizational level and at the employee level.
Organizational Climate is the human environment within which an employee of an
organization does their work. It may refer to the environment within a department, a major
company until such as a branch plant, or an entire organization as has been noted by Davis
(1993 ). Climate cannot be seen or touched but it is very much prevalent around us, like the air
in the room, it surrounds and affects everything that takes place in the organization. This in
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turn, affects almost everything that takes place in the organization, it can be better understood
if viewed under the Systems concept. Climate can influence motivation (Davis, 1993 ).

The climate of an organization is created through the expectancies about what consequences
might follow if certain actions are taken, employees expect certain rewards, satisfactions and
frustrations on the basis of their perceptions of the organization's climate. These expectations
are among the main factors that lead to motivation as can be explained by the Expectancy
model (Porter and Lawler, 1968) of Motivation. Climate can range along a continuum from
favorable to neutral to unfavorable (Schneider, Brief, Guzzo, 1996). Both employers and
employees want a more favorable climate because of its benefits, such as better performance
and job satisfaction. Workers feel that climate is favorable when they do something useful that
provides a sense of personal worth. Climate is a systems concept that reflects an entire lifestyle
of an organization as has been noted by Davis, (1993). He further stresses the point that when
the particular lifestyle can be improved, measurable gains in the performance are likely to
occur. The climate of an organization drives originally from the philosophy and goals of those
who join together to create it, people bring their own psychological, social, economic wants
which they express in both individual and group ways, all these interests come together in a
working social system, as has been noted by Steers and Porter, (1992).
Climate as measured by employee response to questionnaires, reflect individual's perception of
the employee about the effect or presence or nature of certain organization phenomenon.
Climate is functional nature serving as a basis of interpretation and therefore as a guide to
action. (Gellerman, 1959).
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As Schneider and Retch (1988) observe, climate is a sense of imperative. This sense is derived
from inside perceptions of organizational policies, support and expectations- the kind of goals
that are important and the means by which they are to be reached.

Indek (1965) and Campbell, Dunnette, Lawler, and Weick (1970) suggest, climate is the
psychological process that determines the relationship between the work environment (a set of
the organizational policies, practices and procedures) and work related attitudes and behaviors.
Climate is an individual-level variable. It is expected to reflect the individual characteristics
involved in the process of perception and concept formation as well as the characteristics of
the work environment (Jones and James, 1979). However, as found in individual descriptions
of organizational policies, practices and procedures, climate is supposed to be shared among
the organizational units working with the same policies, practices and procedures. This is true
because the stimuli being described by the members of the unit are constant, for the most part,
among individuals, even though some attributes of the work environment may vary from one
worker to another within the same unit (Tagiuri and Litwin, 1968).

2.15. Definitions of Organizational Climate

The concept of climate provides a useful bridge between theories of individual motivation and
behavior, on one hand, the organizational theories, on the other hand. Organizational climate,
as defined here, refers to the perceived, subjective effects of the formal system, the informal
"style" of the managers, and other important environmental factors on the attitudes, beliefs,
values and motivation of the people who work in a particular organization. (Litwin And
Stringer, 1968, 5).
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The perceived properties or characteristics found in the work environment that result from
actions taken consciously or unconsciously by an organization and that presumably affect
subsequent behavior. (Steers and Lee, 1983).
Schneider and Snyder (1975) suggest the climate is a descriptive concept based on perceptions
of the organizations social environment. Developed in 1960s and still a major concept today
climate uniquely refers to a broad class of organizational and perceptual variables that reflect
individual- organizational interactions which affect individual behavior. (Glick, 1985).

2.16. Theories and Studies on Organizational Climate as related to Motivation

Expectancy Valence theories explain that the higher the expectancy stand the more outcomes
are valued, the greater the motivation to perform the activity. Much empirical evidence
supports this prediction (Mitchell, 1974, Schwab, Oliangottlieb and Heneman 1979). Bandura
(1977) argued that motivation is more than a function to the likely effects of various actions. It
also is attributable to people's judgment for what they can do, what Bandura (1977,1982,1986)
called self-efficacy expectations. All three cognitive sources of motivation- outcome,
expectancy, outcome valence, and self-efficacy expectations are seen mainly as influencing
performance behavior. This stance is equivalent to the stance of other work motivation
theorists, including Campbell, Dunnette, Lawler, Weick (1970). Lawler (1971), Porter and
Lawler (1968) and Vroom (1964).
Kurt Lewin and his associates argued that different leadership styles create "Social climates"
That affects productivity in different ways. Their research showed that people were nearly,
equally productive under democratic and authoritarian leadership styles, but they work much
more harmoniously and were more satisfied under a more democratic leader.
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Doougles McGregor used the concept of climate in his now classic book, The Human Side Of
Enterprise. He ascertained that managers create a climate that reflects their beliefs about
workers. If they believe that workers need to be cajoled into working, work only for money, or
are not to be trusted to make important decisions, managers create a "Theory X" climate. If
they believe in the inherent maturity and creativity of their employees and trust their capacity
to make decisions in the interest of the firm, they create a "Theory Y" climate. In Mc Gregor's
view, beliefs shape how organization function.
Brief and Guzzo (1996), in their research outlined four key climate dimensions. These are
provided below:
The nature of interpersonal relationships: Is their mutual sharing and trust or conflict and
mistrust? Are relationships between functional units (e.g., between production and sales)
cooperative or competitive? Does the organization support socialization of its newcomers or
sink - or -m swim approach? Do people feel that their personal welfare is important to those
around them and to top management?
The nature of the hierarchy: Does only top management make decisions effecting work and the
work place or are they made with participation from those affected by the decisions? Is the
organization characterized by a team approach to work or strictly an individualistic,
competitive approach? Does Management have special perquisites that separate them from
their subordinates, such as special parking or dining facilities?

The nature of Work: Is the work Challenging or boring? Does the people performing them
adopt jobs or are they rigidly defined so that everyone must do them the same way. Does the
organization provide workers with the necessary resources like tools, supply, and information
to get the work done?
122

The Focus Of Support and Rewards: Are the goals of work and the standards of excellence
widely known and shared? What gets supported? Being warm and friendly to customers or
being fast? Is getting the work done (quantity) or getting the work right (quality) rewarded? On
what base are people hired? To what goals and standards are they trained? What facets of
performance are appraised and rewarded?
They further observe that because of the diverse factors affecting climate it is very hard to
change the climate of an organization. In brief they suggest that only by enriching jobs or by
making them more challenging or by introducing participatory decision making organizations
cannot hope to sustain the desired behavioral outcomes of the employees; organizations need
to consider all these aspects under the big umbrella of climate if they want to bring about
change.
"Climate" is multi dimensional with a central core of dimensions that apply to a variety of
work environment. Campbell, Dunnette, Lawler, and Weick, (1978), and Payne and Pugh
( 1976) built on previous conceived ideas to identify the following five dimensions as common
elements of climate.
Goal Emphasis -the extent to which management makes known the type of outcomes and
Standards that employees are expected to accomplish,
Means emphasis--the extent to which management makes known the method and procedures
that employees are expected to use in performing their job.

Reward Orientation-the extent to which various organizations rewards are perceived you be
allocated on the basis of job performance.
Task Support-the extent to which the employee perceive that they are being supplied with the
materials, equipment, service and resources necessary to perform their jobs.
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Socio-emotional support: the extent to which employees perceive that they're personal welfare
is protected by a kind, considerate and generally human management.
Organizational climate that pervades the work environment have factors such as the openness
of communication, perceived relative emphasis on rewards verses punishment, degree of inter
departmental co operation and so forth that may at times influence individuals decisions to
produce on the job.

2.17.Critical Analysis and selection of the Selected set of sub variables of Organizational
Climate

eon es

Litwin &
Stringer (1968)

Peer cohesion
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conflict

Supervisor
support

Warmth and
Support

Task
Orientation
Work Pressure

Structure

Warmth and
Support

Moos & Insel
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Goal and
mean
emphasis
Socio
emotional
support

Schnieder,
Brief & Guzzo
(1~86)

No of
times
variable
appears

Peer cohesion

Interpersonal
support

4

Supervisor
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Focus of
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rewards

4

Task
Orientation
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Tolerance and
conflict

Clarity

Physical
comfort

Campbell,
Dunnette,
Lawler,
Weick
(1974)
Socio
Emotional
support
Task
support

2
Nature of work

Clarity

3
2

Interpersonal
support

3

2.18. Discussion of the chosen set of sub variables of Organizational Climate
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Peer Cohesion: Refers to the friction or discomfort that may arise in the job owing to the

disagreement or other negative discrepancies that may exist among the employees. A healthy
organization promotes cooperation and teamwork to reduce friction of this kind in order to
avoid lack of motivation that arises from peer cohesion. Existance of peer cohesion is not
inducive of work motivation in more than one way, for instance, a worker treated badly by his
counterparts for some trivial reason such as his religion being different then theirs will always
be tense in fear of some kind of aggresive approach from collegues this in tum may dominate
his thoughts and therefore restrain him from giving his full concentration at work.

Supervisor support: Refers to the leadership tactics used by the supervisor. The amicability

and friendliness promote respect and a feeling of content among the employees as opposed to
the supervisor who practices or believes in a bureaucratic atmosphere. Supervisor support in
the form of listening to workers troubles , trying to solve problems on a team basis are all
factors that are inducive of work motivation, as has been sighted by Brief, Guzzo and
Schnieder (1996).

Work pressure: Work pressure or load can affect the climate perceptions of the worker.

Workers who always have a lot of work load can feel the climate to be 'gloomy'. To gauge the
perception of the Work Pressure on the workers questions such as the ones outlined below can
be addressed :
Do the people performing them adopt jobs or are they rigidly defined so that everyone must do
them the same way. Does the organization provide workers with the necessary resources like
tools, supply, and information to get the work done? A positive climate factor would be a
reasonable amount of work pressure that would amount from the workers work load.
12:)

Clarity :Is the knowledge individuals have about the goals of work and the standards of

excellence, whether they are widely known and shared? What gets supported? Being warm and
friendly to customers or being fast? Is getting the work done (quantity) or getting the work
right (quality) rewarded? On what base are people hired? To what goals and standards are they
trained? What facets of performance are appraised and rewarded?
Physical comfort: A very basic factor of climate stressed in the works of Litwin and Stringer

( 1964) it relates to the physical surroundings of work, whether the organization promotes
ergonomics or not in the types of equipment being used and in the other fixtures that comprise
the physical working place. Again a positive perception of climate inducive to the motivation
of the worker, could be formed in an employee if he sees the factors that contribute to his
physical comfort while performing his task as being present in his job.

Figure2.4: Modified Theoretical framework of climate,

Organizational Climate

Individual
Behavior

Organizational
Performance

(Adapted from Hansen And Wemerfelt, 1995).

2.19. Integrating the Variables
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Cognitive theories explain how individuals think and how their thoughts are instrumental in
bringing about the motivation in them whereas the content theories explain that the needs
individuals have provide them with a force-motivation to bring about the satisfaction of the
need. Environmentally based theories explain how the cognitions within individuals relate with
the environmental reinforces of behavior and how these reinforce and goals create motivation.
All the theories discussed above manage to explain motivation based on particular variables,
both the internal (need, cognitive) theorists and the external theorists (goal emphasis,
reinforcement) theorists have failed to integrate the internal and external influences on
motivation and to see them working simultaneously. As Krietner and Luthans (1984) notes
neither the internal nor the external perspective taken alone, gives a complete picture of why
employees behave as they do; more important from a managerial standpoint, neither provides
adequate guideline for improved performance at all levels of modern organizations.

Bandura (1986) and others formulated Social Learning Theory, a theory of behavior that takes
into account interpersonal and environmental determinants. The notion that behavior is a
function of both personal (needs) and environmental (goals, reinforces) factors appeared in
original formulation of social psychology of Kurt Lewin (1936) and others.

Today's social learning theorists, however, stress on the individual's behavior as well as
cognitive process as well as environmental factors are thought to be reciprocal determinants.
This leads to

the creation of a dynamic relationship in which the person neither mechanically

nor react to environmental forces nor exercise umestricted free will.
In the social learning approach people influence their environments, which in turn influences
the way they think and behave (Kreitner and Luthans, 1984).
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The above discussion makes it apparent that one should view work motivation as arising from
a set of variables, such as the work environment, the job itself and from within the individual
as well. If seen under this light, it becomes easier to understand the dynamic nature of work
motivation.
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CHAPTER3
RESEARCH FRAMEWORK

3.1 Theoretical framework

The theoretical framework 1s an integration of particular theories. These explain the
relationship of the three mam independent variables to the dependant variable of work
motivation as proposed in the present research. The three independent variables of job
characteristics, individual characteristics and the work environment characteristics are all
thought to have significant impact on motivation (Steers and Porter, 1975). The selected
independent variables and their sets of sub-variables have been supported in the research of
many theorists. Based on the literature reviewed in the previous chapter, one can state that the
process of Motivation in the work place can be well explained with the help of Porter and
Lawler's Expectancy Theory.

Based on the literature, one can conclude that the three major characteristics or factors that
influence or bring about work motivation are Individual Characteristics such as beliefs,
capabilities and needs. Of which "needs" explain the various requirements that individuals
desire of fulfilling with the help of the job they perform. It is important to know which of these
needs individuals value more. The importance of 'needs' have been emphasized in the works
of Murray, Maslow, Alderfer and many more. Needs are considered as one of the integral
individual characteristics that can be helpful to management to use as a motivational tool.
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The next important characteristic said to influence work motivation is generated from the Job
Characteristics. These characteristics involve the certain factors as the variety in the tasks, the
autonomy in the job and other work related factors.
Herzberg's two-factor theory and Hackman and Oldham's model of Job Design support Job
Characteristics of Work Motivation.

Work Environment consists of the physical ambience as well as the more abstract norms, rules
and regulations along with the culture that is prevalent in the work organization. Among these,
organizational climate is an integral part. It reflects the individual perception of the employee
about the effect or presence or nature of certain organization phenomenon. Therefore if
organizational climate is perceived as sunny and bright it is believed that it will reflect in the
individual's performance just as if it is perceived to be gloomy, it too shall be reflected in the
lowering of motivation in the individual.
Work Environment characteristics of Work Motivation are supported in Porter and Lawler' s
ExpectancyNalance theory. Litwin and Stringer's theory, Campbell, Dunnette, Lawler, and
Weick's work (1974) are among others that support Work Environment Characteristics.

no

Figure 3.1: A modified model of Work Motivation

Work Unit
Climate

Motivation
Task
Requirements

<====:::::>

Individual
needs and
values

Individual
and
organization
-al

Performance

Source: adapted from the Burke-Litwin Model of Organizational Performance and Change to show the
relationship of the three variables effecting motivation in the work place.

3.2 Conceptual Framework

Based on the theories studied in the literature review, a conceptual framework can be created at
this juncture. It is a synthesis of certain theories related to work motivation.
It identifies the sub variables of each main independent variable as these variables along with

the set of respective sub variables are chosen from the theories mentioned in the theoretical
framework

Bl

Figure 3.2: Conceptual framework of Work Motivation
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3.3. Research Hypothesis

The research hypothesis can be directly derived from the research questions and are formulated
below:

1. Ho: There is no significant relationship between security needs
And work motivation.
Ha: There is significant relationship between security needs and work motivation.
2. Ho: There is no significant relationship between social needs and work motivation.
Ha: There is a significant relationship between social needs and work motivation.
3. Ho: There is no significant relationship between the esteem needs and work motivation.
Ha: There is significant relationship between esteem needs and work motivation.
4. Ho: There is no significant relationship between the need characteristic of pay
and work motivation.
Ha: There is a significant relationship between the need characteristic of pay and
work motivation.
5. Ho: There is no significant relationship between skill variety and work motivation.
Ha: There is a significant relationship between skill variety and work motivation.
6. Ho: There is no significant relationship task identity between and work motivation.
Ha: There is a significant relationship between task identity and work motivation.
1'.B

7. Ho: There is no significant relationship between task significance and
Work motivation.
Ha: There is a significant relationship between task significance and
Work motivation.
8. Ho: There is no significant relationship between task autonomy and
Work motivation.
Ha: There is a significant relationship between task autonomy and
Work motivation.
9. Ho: There is no significant relationship between feedback and work motivation.
Ha: There is a significant relationship between feedback and work motivation.
10. Ho: There is no relationship between the organizational climate characteristic of
Clarity and work motivation.
Ha: There is a relationship between the organizational climate characteristic
Of clarity and work motivation.
11. Ho: There is no relationship between the organizational climate characteristic of Peer
Cohesion and work motivation.
Ha: There is a relationship between the organizational climate characteristic of Peer
Cohesion and work motivation.
12. Ho: There is no relationship between the organizational climate characteristic of Task
orientation and work motivation.
Ha: There is a relationship between the organizational climate characteristic of Task
orientation and work motivation.
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13. Ho: There is no relationship between the organizational climate characteristic of work
pressure and work motivation.
Ha: There is a relationship between the organizational climate characteristic of work
pressure and work motivation.
14. Ho: There is no relationship between the organizational climate characteristic of
Supervisor's support and work motivation.
Ha: There is a relationship between the organizational climate characteristic of
Supervisor's support and work motivation
15. Ho: There is no relationship between the organizational climate characteristic of
Physical Comfort and work motivation.
Ha: There is a relationship between the organizational climate characteristic of Physical
Comfort and work motivation.
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Table 3.1: Operational Components of the Independent VariableNeed Characteristics
Objectiv
es

Definition of the Need
Characteristics

Hypothesis

Questions

To

Security Need: refer to the needs
include a desire of security,
stability, dependence, protection,
freedom from fear and anxiety
and a need for structure, and
order, and law. Threats of
physical harm, assault, tyranny, or
wild animals prevent individuals
from satisfying their safety needs
and cause them to focus their
energies almost exclusively on
eliminating these threats (Wexley,
N. K. & Yuki, G. A,1984).

Ho: There is no
significant
relationship
between need
characteristic for
Security and
Work
Motivation.

How
important is
the feeling of
job security to
you?

Social Belonging Need: refer
to the desire to establish and
maintain warm relations with
other individuals, (McClelland,
1961).

Ho: There is no
significant
relationship
between need
characteristic for
Social belonging
and Work
Motivation.

The
opportunity in
the job to give
help to others.

detennine
If Need
Characteri
sties found
within
Individual
s
Have
Any

relationShip with
Production
workers

Physiological or Extrinsic needs
(good wage~) are the outcomes
that come to mind when one
thinks about rewards in generalpay, fringe benefits and desirable
working conditions are common
examples, (Steers & Porter,
1991).
Work
Motivation

Esteem Need: Self-esteem
needs refer the desire for selfrespect, self-esteem, and for the
esteem of others, and maybe
focused either internally or
externally, (Wexley, N K., &
Yuki, G. A, 1984).

Ho: There is no
significant
relationship
between need
characteristic for
extrinsic needpay and Work
Motivation.
Ho: There is no
significant
relationship
between need
characteristic for
Esteem and
Work
Motivation.

The
opportunity to
develop close
friendship in
the job.
How
important is
the
opportunity of
good pay&
fringe
benefits?
The
importance of
self-esteem a
person gets
from being in
the job.
The prestige
inside from
The coworkers

Sectio
nNo.
&
Ques#
PlQ4.

Scale of
Measure
-ment

PlQ6

Ordinal Scale

Ordinal Scale

Pl Q7

Pl Q

Ordinal Scale

2.

Pl Q l

Ordinal Scale

PlQ 3

Pl Q
5.

The prestige
from family &
friends for
being on this
job
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Table 3.2: Operational Corn1>0nents of the Independent Vanable-Job Characteristics
Objective

Definitions

Hypothesis

Questions

To find if there is
any relationship
Between Job
Characteristics
and
Work
Motivation
Of Production
Level workers

Task identity:

Ho: There is
no
significant
relationship
between job
characteristi
c of task
identity and
Work
Motivation.

To what extent does your
job involve doing a
whole piece of work?

can be outlined as
the degree to which
the job requires a
completion of a
whole and
identifiable piece of
product, which is
doing a job from
beginning to end
with a visible
outcome,
{Hackman&
Oldham, 1976).

Skill variety:

is

the degree to which
a job requires a
variety of activities
that include the use
of several different
skills and talents
(Hackman

&

Oldham, 1976).

Task
Significance: is
defined as the
degree to which a
job has a
substantial impact
on the lives or work
of other people,
whether in the

Feedback is the
degree to which
carrying out the
work activities
required by the job
results in the
individual's
obtaining direct and
clear information
about the
effectiveness of his
performance,
(Hackman &
Oldham, 1976).

Part/Section
Question #
P3, S 1 Q2.

The job is arranged so
that l do not have a
chance to do an entire
piece of work.

P3, S2, Ql.

The Job provides me the
chance to completely
finish the piece of work I
begin

P3,S2, Q6.

Ho: There is
no
significant
relationship
between job
characteristi
c Skill
variety and
Work
Motivation

How much variety is
there in your job? That is
to what extent does your
job require you to do
different things at work,
using a variety of your
skills and talent.

P3Sl Q 3

Ho: There is
no
significant
relationship
between
Task
Significanc
e& Work
Motivation
Ho: There is
no
significant
relationship
between job
characteri sti
c feedback
and Work
Motivation.

In general, how
significant or important
is your job? That is the
results of your work
likely to affect the lives
or well being of other
people?

Scale of
Measurement
Ordinal Scale

Ordinal Scale

P3 S 2 Q 3
The job is quite simple &
repetitive

P3 SI Q4

Ordinal Scale

P3S2Q4
P3S2Q9

To what extent does your
job provide feedback?

P3 S1Q5

Just doing the job
provides many chances
to figure out how well I
am doing

P3S2Q2

Ordinal Scale

P3S2Q5
The job itself provides
very few clues of
whether or not I am
doing well
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Table 3.3: Operational Components of the Independent Variable-Organizational Climate
Objective

Definition

To determine
If there is any
relationship
Between
Organization
Climate
Factors
And
Work
Motivation
Of
Production
Level
Workers.

Clarity :Is the
knowledge
individuals have
about the goals of
work and the
standards of
excellence. (Insel &
Moos, 1974).

Peer Cohesion:
Refers to the friction
or discomfort that
may arise in the job
owing to the
disagreement or
other negative
discrepancies that
may exist nmong the
employees A
healthy organization
promotes
cooperation and
teamwork to reduce
friction of this kind
in order to avoid lack
of motivation that
arises from peer
cohesion, (Inset &
Moos, 1974).

Hypothesis

Ho: There is no
significant
relationship
between
organizational
climate
characteristic of
Clarity and Work
Motivation.

Ho: There is no
significant
relationship
between
organizational
climate
characteristic of
Peer Cohesion
and Work
Motivation.

Questions

1.

Things sometimes are pretty
disorganized.

2

There is a lot of time wasted
because of confusion

3.

The details of assigned jobs
are generally well explained
to workers.

4.

Workers are often confused
about what they are supposed
to do.

5.

Rules and policies are always
changing.

6.

Supervisors meet workers
regularly to discuss their
future work goals.

Peer Cohesion

I

People go out of their way to
help a new worker feel
comfortable

2.

There is not much group
spirit.

3.

The atmosphere is somewhat
interpersonal.

4.

People take a personal
interest in each other

5.

People rarely do things
together after work.

6

People often eat lunch
together.

7

Workers who differ greatly
from others don't get along
too well.

8.

Workers often talk to each
other about their problems

9

Often people make trouble by
ta !king behind each other's
backs.

Su[!!;rvisor's Sum;!Qrt

Supervisor support:
Refers to the
leadership tactics
used by the
supervisor The
amicability and
friend.line~s promote
respect and a feeling
of content among the
employees as
opposed to the
supervisor who
practices or believes
in a bureaucratic
atmosphere, (Insel &

Ho: There is no
significant
relationship
between need
characteristic
Physical comfort
and Work
Motivation.

I

Supervisors tend to talk
demandingly with
workers

2

Supervisors usually
compliments the worker
who does something
well Supen.~sors usually
discourage criticism
from workers

3

Supervisors usually give
full credit to workers if
ideas are generated by
the workers

Part

Type of
Measurement
scale
Part Four
Nominal
Scale

Part Four

Nominal
Scale

Part Four

Nominal
Scale

BR

St Gabriel's Library, Au

Moos, 1974)_

the workers
4.

Supervisors often
criticize workers on
minor things

5.

Supervisors expect far
too much from workers

6.

Workers discuss their
personal problems with
the supen>isors

7.

Work pressure: Is
the work
Challenging or
boring? Do the
people performing
them adapt jobs or
are they rigidly
defined so that
everyone must do
them the same way.
Does the
organization provide
workers with the
necessary resources
like tools, supply,
and information to
get the work done?
(lnsel & Moos,
1974).

Physical comfort:
Relates to the
physical
surroundings of
work, whether the
orgaruzatJon
promotes
ergonomics or not in
the types of
equipment being
used and in the other
fixtures that
comprise the
physical working
place, (lnsel &
Moos, 1974).

Supervisors really stand
up for the rights of their
workers.
Work Pressure

Ho: There is no
significant
relationship
between Work

Pressure and
Work Motivation.
I •

Ho: There is no
significant
relationship
between org
climate
characteristic for
supervisor support
and Work
Motivation.

I.

There is a constant
pressure to keep
working.

2.

There is always urgency
about everything

3.

People cannot afford to
relax.

4.

Nobody has to work too
hard.

5.

There is no time
pressure.

6

It is very hard to keep
up with the workload.

7.

Workers often work
very hard .

8.

You can take it easy and
still get your work done.

9.

There are always
deadlines to be met

10.

People always have to
work overtime to get
their work done.

Physical Comfort

I.

It sometimes gets too
hot to work properly.

2.

The lighting is
extremely good to work
better with

3.

Workspace is awfully
crowded to feel
comfortable to work in

4.

The place could stand
some new interior
decorations.

5.

The color and
decorations make a
warm and cheerful place
to feel comfortable to
work in.

6.

Sometimes the place is
infested with flies and
mosquitoes.

7,

The furniture is well

Part Four

Nominal
Scale

Part Four

Nominal
Scale
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arranged.
8.

The rooms are well
ventilated.

Table 3.4: Operational Components of Psychological feelings
Objective

Definition

To see if Psychological
feelings are related to the
Job Characteristics

Experienced
responsibility: the
individual must feel
personally responsible
and accountable for the
results of the work he
performs, (Hackman &
Oldham, 1976).

Knowledge of resuJts
Knowledge of results:
the individual must have
an understanding, on a
fairly regular basis, of
how effectively in his
performing the job,
(Hackman & Oldham,
1976).

Experienced
Dteaningfulness:the
person must expenence
the work as generally
important, valuable, and
worthwhile, (Hackman
& Oldham, 1976).

Questions
It is hard for me on this
job to care very much
I feel a very high degree
of responsibility.

PartJSection/Ques
tion

Type of Scale

P3,S3,Ql(R)

7 Point
Ordinal Scale

P3,S3 Q7,

I feel I should personally
take credit or blame for
the results of the job.

P3,S3Q10,

I usually know whether
or not my job is
satisfactory

4(R),

I often have trouble
figuring out ifl am doing
well or not.
Most people on this job
have a pretty good idea
about how well they are

P3S3Q12
P3S4Q3,
P3S4Q6.

9(R)

P3S4Q4

Most of the things I have
to do in this job seem
trivial.

P3S3Q3

The work I do on this job
is very meaningful to
me.

P3S3Q6

Most people on this job
feel the work is trivial.

Most people on this job
find the work very
meaningful

7 Point
Ordinal Scale

P3S4Q2

P3S4Q5
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Table 3.5: Operational Components of the dependent variableWork Motivation

Work
Motivatio

P3S3Q2

P3S3Q5

P3S3Q8

Ordinal

Ordinal
Scale

Ordinal
Scale

Ifeel a
great
Sense of
personal
Satisfactio
n
When I do
the job
Well thus
causing
me to
want to do
even
better

I feel bad or
unhappy
when I do
badly making
me want to
do better.

P3S3Qll

P3S4Ql

P3S4Q7

Ordinal

Ordinal
Scale

Ordinal
Scale

Most people
feel a great
sense of
Satisfaction
resulting in
the outcome
to perform
even better
When
They do the
job
Well.

Most people
On this job
feel unhappy
When they
find they

n
ScaJe
My
oplillon
about
Myself
goes up
when I do
The work
well and
this in
return
makes me
work
harder

ScaJe
My own
feelings are
generally not
Affected by
how
Well I do on
The job.

performed
Badly and
thus work
Harder to
Obtain better
Results
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CHAPTER4
RESEARCH METHODOLOGY

4.1 Introduction

This chapter is an overview of the research methodology that shall be employed in the present
research study. The survey research method shall be applied to this study. The survey is a
research method that depends on the use of questionnaires for the primary purpose of
establishing some kind of phenomenon through the detection and /or the prediction of the
phenomenon as present in the survey conducted.

The survey is the chosen instrument here as it is believed to be most suitable in business
research undertakings and can enable the researcher to study the identified population within a
short span of time and at relatively low cost. The survey research instrument is further thought
to be best suited to help in the current research which aims at understanding if the need/content
factors, the job design factors and the work environment factors all lead to the work motivation
of the workers of a particular organization.

4.1.1.Documentary Research (Secondary Data)

The research has relied heavily on secondary data to support the context of the research ideas
and to avoid sweeping generalizations. Discemable facts have been established and proposed
with the support of well-recognized and accepted theories. Journal articles, periodicals and of
course books have been consistently and vigilantly scrutinized to avoid the risk of any
discrepancies.
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4.1.2.Structured Questionnaire (Primary Data)

The primary data will be collected through the distribution of self-administered questionnaires
that are to be translated into the local language (Bangle) of the employees in order for a better
grasp of the questions asked and to avoid misinterpretation of the questions. The form of
questionnaire that shall be used in this research can be categorized as structured-undisguised in
which questions are presented with exactly the same words and in the same order to all the
respondents.

4.2. Respondents And Sampling Procedure

The target population includes the workers in the production level of a sweater manufacturing
organization. The sampling frame constitutes the blue collar or production level workers.

4.2.1 Sampling Method

Although they are simpler to use, random sampling methods and systematic sampling methods
are generally less efficient than other more sophisticated sampling methods. The data obtained
from these methods may not be a good representation of the population's underlying
characteristics (Levine, Berenson, Stephan, 1999).
Stratified Sampling method is therefore chosen here as this sampling method is precise and

does not lead to the potential problem of disproportionate representation of specific groups in a
sample. In a stratified sample the N individuals in the population are first sub divided into
separate subpopulations, or strata, according to some common characteristic. A simple random
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sample is then performed within each of the strata and then the results from the simple random
sample are combined.
In this case, the common factor shall be the different work divisions that have equal number of
workers, which is equivalent to one thousand. Based on this, a random sampling method shall
be applied in all the divisions and the results shall than be combined. According to Levene,
Berenson and Stephan(1999), such a sampling method ensures representation of individuals
across the entire population and thus provide greater precision in the estimates of underlying
population parameters.

4.2.2. Sampling Procedure

The Lottery Method shall be used for the random selection. This shall be done by putting the
card number on pieces of paper, (the number with which each worker is identified by in the
organization; it is with the help of these card numbers that the attendance charts and
production per worker are maintained), that shall be folded and placed in a bin and then
picking up at random a pre determined number of these pieces of folded pieces of papers shall
identify the workers who shall be picked to answer the questionnaires. This procedure is
considered as one of the best ways to avoid any discrepancy and ensure random sampling
independent of human judgment. This procedure shall be repeated in all the production
divisions.
4.2.3 Determination Of The Sample Size

The size of the sample is dependent both on the size of the budget and the degree of confidence
that the researcher wants to place in his findings . The larger the sample the more likely the
response will reflect the total universe under study (Shiffman and Kanuk, 1994). According to
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the table provided below the correct sample size can be determined from the size of the
population.
Based on the Table 11, and the known population size, which has been stated as constituting a
thousand (1000) individual workers, the right sample size should be seven hundred and five
. respondents if one wishes to obtain only two percent errors. However, owing to the fact of time
constraint two hundred and seventy seven (277) number of respondents shall be chosen. This
will lead to the chance for error to be 5%, which is still considered as a tolerable percentage of
error.
Table 4.1: Anderson Table To Determine Sample Size
Population

Required Sample For Tolerable Error

5%

4%

3%

2%

100

79

85

91

96

500

217

272

340

413

1,000

277

375

516

705

5,000

356

535

897

1,622

50,000

381

593

1044

2,290

100,000

382

596

1055

2,344

1,000,000

384

599

1065

2,344

25,000,000

384

600

1067

2,400

(Source:Gruv Anderson. Fundamentals Of Educational Research. 1996. nn202.)

4.3 Research Instrumentation

A Demographic Questionnaire shall be used to find the respondents age, gender, educational
background and their tenure in the organization.
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A Needs Assessment Questionnaire shall be used to find out about the type of needs the
respondents consider as important and the ones that they consider unimportant. Further it will
also assess if the needs outlined in the questionnaire are being fulfilled by the organization in
concern.
The Job Diagnostic Survey (JDS) is an instrument designed to measure the key variables of
the job characteristics model. This has been adapted from the work of Hackman and Oldham
(1974). The survey measures several job characteristics, employees' experienced psychological
states. The instrument has used a variety of scales in different sections and the same shall be
done for this test. Because the JDS is not copyrighted, it may be used without the authors'
perm1ss1on.
The JDS is designed to be completed by the incumbents of the job, or jobs in question, not by
individuals outside the job. Parts of this questionnaire shall be adapted here. Parts of the JDS
have been adapted here.

The Work Environment Scale (WES) was developed by Moos and Insel (1974); it
Is designed to assess the social climate of the work setting. Peer cohesion, supervisor support,
work pressure, clarity, and physical comfort shall be tested with an adapted version of this
questionnaire.
4.3.1. Reliability of the Instruments used
1.Job Diagnostic Survey (JDS): The Job Diagnostic Survey is intended for use in

organizations to assess the motivation that maybe derived for the job characteristics. Further it
is helpful in the assessment of the following characteristics:
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•

Diagnostic activities to determine whether and how existing jobs can be improved to
increase employee motivation, performance and satisfaction.

•

Evaluation studies of the effect of work design.

Since the JDS was originally published (Hackman and Oldham, 1974 and 1975,) the
instrument has been used in many organizations and subjected to several empirical tests.
Experience with the JDS and studies of its properties have highlighted a number of limitations
and suggested several cautions in using the JDS survey instrument (Hackman and Oldham,
1980). The job characteristics as measured by the JDS, are not independent of one another for
when a job is high on one characteristic such as skill variety, it also tends to be high on one or
more others, autonomy and feedback.

2.The Work Environment Scale. (WES): Reliability needs was met in the studies conducted

by Moos (1986).

4.4. Collection of Research Data Gathering Procedures

The questionnaire (instrument) shall be distributed among the employees within the
organization. The supervisors along with the researcher will be in charge of explaining the
questionnaire requirements and the need for discretion emphasizing the fact that names are not
to be included on the papers to be returned to avoid any bias that may arise owing to the
disclosure of names. The questionnaires shall be distributed among the workers and they shall
be allowed to take the questionnaires home and return them within a week at a pre paid postal
address. The purpose of the study shall be explained to the workers as well as possible to avoid
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any kind of bias resulting from the workers misconception leading to incorrect answers. They
shall be assured of the confidentiality of their answers and this will allow them the freedom to
answer as objectively as possible. The questionnaires shall be collected and counted to find out
the number of workers who did not respond and those papers with considerable amount of
unanswered questions or those with more than one answer per question shall be cancelled.

4.5 Research Methods or the Data Analysis Technique

The data that shall be accumulated after the questionnaires are collected, shall be analyzed in a
comprehensive manner that is easily interpretable.
The research shall use descriptive statistics to describe the data that shall be collected. The
descriptive techniques or tools that shall be used are Frequencies and Cross Tabulation.

Descriptive Analysis

Frequency Distributions are probably the most widespread and simplest technique for
describing data. Frequency distributions indicate the number and percentage of respondents,
objects or events that fall into each of the available categories. These data give a broad
overview of the research data without making distinctions across different groups in the study
(Bowditch & Buono, 1997). Cross tabulations shall be used to find out the frequency and
percentages of certain factors that will help to describe the data collected.

Test of Hypothesis

Since the purpose of this study is to find out if relationships exist between certain variables,
within a sample of a known population, one of the techniques that serve this purpose well is
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the Chi Square Test for Independence. A high Chi Square value with a low significance level
is suggestive of a significant relationship between the variables being tested.

The Chi Square test statistic is indicative of whether a relationship exists or not. The Chi
Square test for Independence measures the difference between observed and estimated values.
Estimated values are those values that would exist if there were no relationship among the
variables being tested, while the observed values are the actual values that have been provided
by the respondents.

In order to measure the instrument's reliability, Cronbach's Alpha shall be used. Alpha value is
utilized to assess the internal consistency of the measurement that is if respondents have given
similar answers to similar questions.
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CHAPTERS

PRESENTATION OF DATA AND CRITICAL DISCUSSION

Introduction

This chapter has been divided into two main parts. Part One deals with Descriptive Statistics,
while Part Two is concerned with Inferential Statistics. These two major parts have their sub
divisions, namely: Descriptive Statistics and Inferrential Statistics.

Research Methods Used

Part One: Descriptive Statistics (5.1 ).

Descriptive statistics applied to the demographic data of
Respondents (5.1.1.1-5 .1.1.8.).
Descriptive Statistics applied to the three independent variables and the
Dependent variable and their respective sub variables [5.2 (5.2 .1-5.2.4.)].
Part Two: Inferential Statistics (5.3-5.5).

Inferential Statistics of Reliability Testing Applied to the
Independent variables And the Dependent variable [5 .6 (5.6.1.-5.6.4 )].
Inferential Statistics of Chi Square Test Oflndependence applied to the
Hypothesis testing [5.7( 5. 7.1-5. 7.15.)).

PART ONE

5.lDescriptive Statistics: Descriptive Statistics have been developed to give information

about the distribution of the data collected from the Demographic Questionnaire i.e., Part 1 of
1:50

the questionnaire. It has also been used to provide descriptive statistic output measures for the
three independent variables, their sub variables, as well as for the dependent variable. Within
the broad category of Descriptive statistics, the following statistic has been used:
Statistical Mean: To measure the Central Tendency.

5.1.1 Descriptive Statistics Applied to the demographic data of the respondents

Table 5. I. I. I: Frequency Distribution Of Gender Of the Respondents.
gender

Freouencv
Valid

-

man
woman
Total

174
104
278

Percent

62 .6
37.4
100.0

Valid Percent

Cumulative
Percent

62.6
37.4
100.0

62.6
100.0

Among the 278 respondents, 62.6% are men while 37.4% are women.
The results from Table 5.1.1. I are reflective of the type of culture prevalent in most countries
where the State Religion is Islam, which does not encourage women to work outside unless
extreme dire conditions are prevalent in the household. Thus from table 5.1.1.1. It can be seen
that the proportion of women respondents as compared to the percentage of men respondents is
significantly smaller.
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Table 5.~.1.2 Cross tabulation of gender and age of respondents
gender* age Crosstabulation
Count

gender
Total

man
woman

19-25 yeays
138
97
235

aae
26-36 years 37 or above
31
4
6
1
37
5

5

1

Total
174

1

104
278

From table 5.1.1.2. It can be seen that among the total sample number, there are more men
(138) between the ages of 19-25 years than there are women of the same age group (97). While
it is interesting to note, that between the age group of 25-36, the number of men and women
both diminish to 31 and 6, respectively. While the older age group of 37 or above comprise
minimum number of men and women as compared to the other two age groups, with only 4
men and one woman out of 278 workers. Thus it can be inferred that the organization consists
of more workers in the younger age groups of 19-25 years and 25-36 years than the older age
groups.

Table 5.1.1.3: Frequency Distribution Of Educational Level.
edulevel

Valid

class 8 or less
SSC
HSC
Bachelors
Total

Freauencv
194
60
20
4
278

From Table 5.1.1.3 it can be seen that the

Percent
69.8
21.6
7.2
1.4
100.0

percenta~e

Valid Percent
69.8
21.6
7.2
1.4
100.0

Cumulative
Percent
69.8
91.4
98.6
100.0

of workers with educational background

of class 8 or less is the most at 69.8%. While Secondary School Certificate Holders and Higher
Secondary Certificate holders follow with 60% and 20%, respectively. Workers who hold
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Bachelors Degree comprise a meager 1.4%. Thus it can be inferred, that the education level of
the workers in the population is quite low.

Table: 5.1.1.4 Cross tabulation between Gender and Education Level.
gender" edulevel Crosstabulation
Count
edulevel

gender

man
woman

class 8 or
less
106
88

Total

HSC
12

2

Bachelors
2
2

60

20

4

SSC
48

194

18

Total
174
278

104

It can be seen from the Table 5.1.1.4, that in all the four categories of education level, the men

score above the women. The majority of both the genders, however, have educational level of
class eight or less (106 men and 88 women). The next largest group comprises those who have
completed their SSC or Matriculation examination, (48 men and 12 women). While 18 men
and 2 women have completed their RSC or Higher Secondary school education. Only two men
and two women out of 278 respondents have reached the level of Bachelors Education.

Table 5.1.1.S:Frequency Distribution Of the Age Groups of The Respondents
age

Valid

19-25 yeays

Frequency
235

Percent
84.5

Valid Percent
84.5

Cumulative
Percent
84.5

26-36 years

37

13.3

13.3

97.8

37 or above

6
278

2.2

2.2

100.0

100.0

100.0

Total

84.5% of the respondents fall in the age group of 19-25 years, while 13.3% are in the age
group of 26-36 years with only 2.2% falling under the age of 37 and above.
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Table 5.1.1.6. Cross tabulation between age and tenure time
age * tenuretime Crosstabulation
Count
tenuretime

age

less than six
months
50

sixmonths
-one year
34

oneyear-two
years
65

two years
or more
86

26-36 years

1

3

10

23

Total
235
37

37 or above

1

4

5

5

1
113

1
278

19-25 yeays

Total

53

37

75

It is interesting to note from the table5 .1.1. 6, that the respondents of the lowest age group, 19-

25 years, have the maximum number of people working in two polar categories, that of less
than six months, with 50 respondents selecting this category (the minimum tenure period
enlisted in the question) and two years or more (the maximum time provided in the question),
with 86 respondents of this age group responding to this category.
The other two age groups, have fewer respondents for all four categories of tenure time as can
be observed from the table.

Table 5.1.1.7: Frequency Distribution Of Tenure Time

tenuretime

Valid

less than six months

Freouencv
53

Percent
19.1

Valid Percent
19.1

Cumulative
Percent
19.1

sixmonths-one year

37

13.3

13.3

32.4

oneyear-two years

75

27.0

27.0

59.4
100.0

two years or more

113

40.6

40.6

Total

278

100.0

100.0
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It can be seen from table 5.1.1.7 that 40% of the workers have been working in the

organization for two years or more, while 13.3 % have worked between six months to one year
with 27% of the people working for one to two years. Thus it can be inferred that there is a
moderate level of turnover existent in the organization as only 40% of the workers can be seen
to be working for more than two years, while others are relatively new to the organization.

Table: 5.1.1.8. Cross tabulation between gender and tenure time
gender" tenuretime Crosstabulatlon
Count
tenuretime
less than six
months
gender
Total

man

34

woman

19

53

sixmonths
-one vear
17

oneyear-two
years

20
37

two years
or more

43
32
75

80
33
113

Total

174
104
278

34 men and 19 women have worked less than 6 months, while 17 men and 20 women have
worked for 6 months or more. 43 men and 32 women have worked from one to two years,
while 80 men and 33 women have worked for two years or more.

5.2.Descriptive Data Applied to the three Independent Variables and the Dependent
VariabJe and their respective set of sub variables.

5.2.1 Independent Variable-Need Characteristics.

Based on the review of literature, the independent variable- Need Characteristics were further
divided into five sub variables, namely pay, security, esteem and social needs. Each sub
variable has been tested with a set of questions. The Need Assessment questionnaire, as has
been mentioned previously, has been adapted from Porter's Need Satisfaction questionnaire.
Though only two of the original items, Security and Esteem Needs have been retained, and
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further new items that of Extrinsic need for fair pay and the social need for affiliation have
been included.

Therefore, a mean score of each subset, (based on a 5 point scale, where 1 represents very
unimportant and 5 represents very important), has been taken separately, to see the importance
of each need characteristic to the production workers. Originally the need characteristics were
measured on a rating scale of 1 to 5. However, for the purpose of better analysis, the values
have been recoded into a scale with ranges from 1 to 3. A mean score for each of the need
characteristic is taken based on this scale. A mean of 3 would mean that the need characteristic
holds very high importance.

Table 5.2.1: Descriptive Statistics of the Need characteristics
Statistics

N

Valid
Missing

Need
Characteristic
of Pay
278

Need
Characteristic
of Security
278

Need
Characteristic
of Esteem
278

0
2.91

0
2.79
.57
1

0
2.8489
.4060
1.00

3

3.00

Mean
Std. Deviation
Minimum
Maximum

.35

•
-

-

1
3

Need
Characteristic
of Social
Belonging
278
0
2.8777
.3597
1.00
3.00

I

From the Table 5.2.1, it can be seen that the need characteristic of 'pay' has the highest mean
and security, esteem and social belonging needs, respectively, closely follow it. It has been
seen in previous studies (Adigun & Stephen, 1991) as well that the workers in Developing
countries value the extrinsic rewards such as Pay more than they prefer other types of rewards.
This factor can be explained with Macroeconomic tools, as has already been mentioned
previously that the Dependency Burden, that is the number of children per each individual in
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the working population is quite high in Developing nations, the value or the need for money is
more important to them than other Need Characteristics.

The mean for need characteristic for Social Belonging has received the second most highest
mean, thus it can be inferred that the population of workers in the production level at the
selected organization value the importance of social belonging only second to the need
characteristic for pay.

The reason that can be cited for this can be found in the social culture of the population.
Bangladeshi culture, like other Asian cultures value social relationships such as family, friends
and relatives, these cultures emphasize the importance of garnering close ties with members
with the same social construct, similar observations have been noted by Kilby (1960).
The Need for Esteem has the third highest mean score of 2.85 in a recoded scale of 1 to 3,
where 1 represents 'not at all important' and 3 represents 'most important'.

An explanation of the Need for Esteem is desirable here. According to Wexley and Yukl

( 1984) Esteem needs matter to those individuals to whom the opinions of others about
themselves are important.

Though ranked as a Higher Order Need by Maslow (1954), it has been discredited as being a
Higher Order Need in many other theories (Alderfer, 1972) it can exist even if other lower
order needs have not been fulfilled.
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The reason for Esteem scoring a mean above 2.5 could be attributed to the social and religious
construct of the country. Asian cultures, in general, view, Esteem and honor as integral part of
their social development, according to the work of Adigun and Stephenson (1990), empirically
support the fact that employees in developing nations value job context factors such as Esteem,
respectful behavior from co workers, as more important than their western counterparts.

The Need Characteristic that scored the lowest mean is the Need for Security, though its
importance to the workers is not insignificant at a mean score of2.79 on a recoded scale of 1 to
3, with 1 representing not at all important and 3 representing most important, a score of 2.79
can be considered as moderately important.

5.2.2. Job Characteristics

There are in all, five-job characteristics, adapted from Hackman and Oldham (1975).
These are as follows: Skill variety, Task Identity, Task Significance, Autonomy, feedback
from the job. Each has been tested with a set of questions in two sections, Section One and
Two of Part Two in the questionnaire. Seven three-item scales as have been used in the
original test, has also been used in this test to measure workers
Perceptions of job characteristics. The perceptions are said to affect workers attitudes and
behavior. Five of the questions (2,4,6,8,10) had to be recoded as they had been structured
negatively that is, they have been coded reversal.
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Table 5.2.2 Descriptive Statistics of Job Characteristics of Needs
Statistics
Job
Job
Job
Job
Characteris Characteristic Characteristic
Job
of Task
of Task
Characteristic Characteristic
tics of Skill
of Autonomy of Feedback
Identity
Significance
Variety
N
Mean
Std. Deviation
Minimum
Maximum

Valid
Missing

278
0
4.2644
1.1848
1.00
7.00

278
0
4.5156
1.3202
1.00
7.00

278
0
5.0504
1.1208
2.00
7.00

278
0
4.3165
1.1851
1.67
7.00

278
0
5.2350
1.0926
1.67
7.00

A mean score is taken across three items in each sub scale with a possible range of scores from
1 to 7. 7 indicate the substantial presence of a job characteristic.
All the job characteristics have mean score above the value of 4. Thus it can be inferred that
the workers consider all the job characteristics as being important to them.
The mean score for the Job Characteristic of Feedback is the highest indicating that workers
prefer to receive feedback or information regarding their work, about how they are working
more than the other job characteristics. The next most important job characteristic to the
workers can be seen to be that of Task Significance with a mean score of 5.05.
Task Significance refers to the degree to which the job has a substantial effect on the lives of
other people. Thus, a high mean score on this attribute of Job Characteristic would infer that
the workers prefer a job, which they can perceive as affecting other people's lives. Thus
management can involve workers into seeing how important their work is with regards to the
attainment of company goals and objectives, how significant the workers work is in providing
the organization with a competitive edge. A similar approach to Organization design has been
outlined by Lawler (1994), in which he stresses the importance of discussing everything with
all members, including the workers at the production level of the organization.
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The next highest mean score is that of the job characteristic of Task Identity. With a mean
score of 4.5156 on a scale of 1 to 5, it can be inferred that its importance is quite high among
the total population of the production workers. However, Task Identity is referred to as the
performing of an entire piece of work from beginning to end. However, such a job
characteristic is quite alien to the workers in the production level of most toes of industries,
including in the manufacturing industry in which the organization in concern operates. The
task of the production level workers is concentrated into making only a part of the entire piece
of work. Thus, re -design of their work can be thought of as a potential tool to bring about a
positive change in productivity.

The next most important job characteristic can be said to be that of Job Autonomy. As from
Table 5.2.2, it can be seen that the mean score of this job characteristic 4.3165.
Thus, though considered as an important job characteristic by higher-level employees
(Kiggundu, 1980), it is not as important to production level workers.

Skill Variety is the job characteristic that has received the lowest mean score of 4.264. Thus it
can be inferred, that the Job characteristic of Skill Variety, which refers to the use of different
skills in performing a job, is not considered as a very important job characteristic. The reason
behind this can be cited from the table 5.1.1.3, which helps in inferring that most workers in
the organization have minimum educational skills, thus unlike higher level workers who prefer
Skill Variety as an important job characteristic (Kiggundu, 1980), workers at lower levels do
not consider its importance above other job characteristics.
Several studies have employed the measure of the perceived importance of the job
characteristics to Blue-collar workers, one such study is that of Aldag & Brief, (1977).
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5.2.3. Descriptive Statistics of the Psychological States brought about by the presence of
job characteristics
Table 5.2.3.1. Psychological States
Statistics

N
Mean
Std. Deviation
Minimum
Maximum

Valid
Missing

Psycological
state of
experienced
meaningfuln
ess

Psychological
state of
experienced
responsibility

psychological
state of
Knowledge of
results

278
0
5.0638
1.1045
1.25
7.00

278
0
5.5859
.9051
2.67
7.00

278
0
5.2869
.9458
2.50
7.00

The psychological states of mind have been defined by Hackman and Oldham (1984), as
conditions of the minds of the workers, which they say, if present among the workers, will lead
to making them feel good about themselves when they perform well.
A mean score across the items are taken on a scale with a possible range of scores from 1 to 7,
a mean of 7 would mean a high presence of a psychological State. However, the mean values
represented in Table 5.2.3 above are all within the ranges of 5, indicating a moderate presence
of the psychological states in the minds of the workers.

5.2.4 Work Motivation

Work Motivation has been tested with a rating scale ranging from 1 to 7 with the help of six
items.
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Table 5.2.4.1
Work Motivation

Valid

2.00
3.00

Cumulative
Percent
1.1

Frequency
3

Percent
1.1

Valid Percent
1.1

4

1.4

2.5

12.2

14.7
56.1

4.00

34

1.4
12.2

5.00

115

41.4

41.4

6.00
7.00

119

42.8

42.8

98.9

3

1.1

100.0

Total

278

1.1
100.0

100.0

From table 5.2.4.1, it can be seen that the feeling of moderate motivation, that is, the values
ranging from 5 to 6, have received the highest percentage of response, thus it can be deduced
from the above results that high motivational feelings are not at all prevalent in the
organization in concern, however, it can be inferred that moderate feelings of motivation are
prevalent among the population of workers in the production level.
Table 5.2.4.2. Descriptive Statistics for Work Motivation
Statistics
Work Motivation
N
Valid
Missing
Mean
Std. Deviation

278
0

5.6912
.7838

Minimum

2.50

Maximum

7.00

An ultimate motivation mean would be 7, which represents "agree strongly" to a question
designed to measure motivation and would correspond strongly with the feeling of motivation.
However, from Table 5.2.4.2. It can be seen that the mean score for the feeling of Motivation
is 5. 69, which is not as high as 7 The score for agreeing slightly with a statement to measure
motivation is 5 while a score of 6 represents 'Agree'. Therefore a score of 5.69 would perhaps
mean the workers are slightly motivated.
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The results of the test are similar to the tests performed by Wall, Clegg and Jackson (1978)
who applied the test in a study of 47 British Blue collar workers with a mean score of 4.78.
The low value for work motivation found in the workers in R. R Fashions can be attributable to
many reasons. It can be seen from Table 5.1.1, it can be observed that the workers consider the
Needs for Pay, Esteem and so forth to be of importance to them. However, further tests of Chi
Square (Table 5.4.1-5.4.4) show that there is no significant relationship between the Needs
apart from the Esteem Need and Work Motivation.

PART TWO

5.3. Explanations of Inferential Statistics to be used
Inferential Statistics can be defined as those methods that make possible the estimation of a
characteristic of a population or the making of a decision concerning a population based only
on sample results. (Levine, 1990). Additionally inferential statistics enable a researcher to
perform the much-needed statistical test of hypothesis (Davis and Cosenza, 1993 ). Inferential
statistics shall be used here for the following purposes:
Reliability Testing.
Hypothesis Testing.

Reliability Testing: Reliability is the degree to which measures are free from error and

therefore yield consistent results (Zikmund, 2000).
The question of reliability addresses the issue that whether an instrument will produce the
same results each time it is administered to the same person in the same setting.
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Instruments used in the social sciences are generally considered reliable if they produce similar
results regardless of whom administers them and regardless of which forms are used (George
And Mallery, 2001).
Among the three types (Test-retest Reliability, Equivalent from reliability or equivalence and
Internal Consistency Reliability) of reliability, Internal Consistency Reliability shall be used in
the proceeding statistical calculations.

Internal Consistency Reliability: The basic rationale for the types of reliability assessment
rests on the fact that the items in a scale should have homogeneity (Davis and Cosenza, 1993 ).

Cronbach's Alpha: Cronbach's alpha or Coefficient Alpha is designed as a measure of
internal consistency. It measures, if all items within the instrument measure the same things.
Coefficient alpha provides a summary measure of the inter correlations that exist among a set
of items (Churchill, 1991 ).
Alpha measures vary between 0 and 1. The closer the value of alpha to 1.00, the greater the
internal consistency of the items in the instrument being assessed (George and Mallary).
A value of 0.6 or less is usually valued as unsatisfactory (Hawkins and Tull, 1993).
The formula for alpha is as follows :

Alpha=

kr

l+(k-l)r
As the number of items is increased in the scale k, the value of alpha becomes larger.
Also, if the Interco relation between items is large, the alpha becomes large (George And
Mallery,2001).
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In almost all cases, Cronbach' s Alpha can be considered a perfectly adequate index of the
internal consistency reliability (Sekaran,1992).

5.4. Explanation of the Hypothesis Testing Method Selected

In a statistical theory a hypothesis is an unproven proposition or supposition that tentatively
explains certain facts or phenomena, (Zikmund, 2000).

A hypothesis is a statement, an assumption about something. It is an observation.

Hypothesis testing typically begins with a claim, or assertion about a particular parameter of a
population (Levine, Berenson and Stephan 1999).

A Null hypothesis a statement about a status quo, it is a conservative statement that
communicates the notion that any change from what has been to be true or observed in the past
will be entirely due to a random error (Zikmund, 2000).

The alternative hypothesis states that there is a difference between high and low dogmatic, that
id dates the opposite of the null hypothesis (Zikmund, 2000).

5.5.Tests Applied for Hypothesis Testing
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Chi Square Test For Independence: The purpose of the Chi Square Test of Independence is
to determine whether the observed values, (that is, the values corresponding to answers to the
questions that have been provided by the respondents in the questionnaire), for the cells
deviate significantly from the corresponding expected values (values that would be true if the
variables were completely independent of one another, that is, if the null hypothesis were
proved to be true) from the cells (George And Mallery,2001).

The Chi Square Statistic is computed by summing the squared deviations [observed value (fo)
minus expected value (fe)] divided by expected value of each cell.

A large discrepancy between the observed values and the expected values, would give rise to a
large chi square statistic, suggesting a significant difference between observed and expected
values which would lead to the following conclusion: Reject the Null Hypothesis (that is,
reject the hypothesis that says there is no relationship between the chosen variables).

The Phi Statistics: A Chi Square Statistics is often thought of as a test of association (the
opposite of independence between variables.) This invalid assumption can create difficulty
because a Chi Square value is largely dependent on the number of dimensions and sample size,
and thus comparison of one Chi Square value with another are often miss leading. To control
for this difficulty Pearson suggested that Phi Statistics, which divides the Chi Square, value by
N and then takes the positive square root of the result. The purpose was to standardize a
measure of association to values between 0 and 1, where 0 indicates complete independent
variables and a value close to 1 indicates a strong association between variables.
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Cramer's V: A measure between 0 and 1.0 used to measure the strength of association

between variables.
5.6. Analysis Of The Inferential Statistics

After the explanation of the tests to be undertaken, what follows now are the actual tests. As
has been outlined, two tests shall be performed, which are as follows:
Reliability Tests with the help of Cronbach's Alpha (5.3.1).
Hypothesis Testing with the Chi Square Test for Independence (5.3.2).

5.6.1.Test Results Of Reliability Of The Need Characteristics.

Reliability

****** Method 2 (covariance matrix) will be used for this analysis ******

RE L I A B IL I T Y AN AL Y S I S OF NEED CHARACTERISTICS- S C AL E (ALP H
A)

N of Cases= 278.0

Nof
Statistics for
Scale

Item Means

Mean Variance
90.0612 203.7760

Std Dev Variables
14.2750

Mean Minimum

21

Maximum

Range

Max/Min Variance
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4.2886

Item Variances

3.1691

Mean

2.2571

5.0576

Minimum

.3997

9.4084

1.8885

1.5959

Maximum
9.0086

.2473

Range

23.5372

Max/Min Variance
4.0027

Inter-item

Correlations

Mean
.1822

-.1372

Reliability Coefficients

Alpha= .8058

Minimum
.5300

Maximum
.6671

Range

-3.8641

Max/Min Variance
.0147

21 items

Standardized item alpha= .8239

The above test has been performed to measure the scale for the independent variable-need
characteristics, that have been discussed in chapter 2 and has been referred in the research
framework in chapter 3. The reliability analysis of this independent variable indicates an alpha
value of .8058 which is above the value of .6.This shows the internal consistency of the items
in the instrument being assessed is quite high and reliable.

5.6.2. RE L I A B IL I T Y A NA L Y S I S OF JOB CHARACTERISTICS S C A L E (AL P HA)
Reliability
****** Method 2 (covariance matrix) will be used for this analysis ******

-

RE L I AB IL IT Y AN AL Y S I S - S C AL E (ALP HA)
N of Cases= 277.0

Nof
168

Statistics for
Mean Variance Std Dev Variables
Scale
98.9783 188.4923 13.7292
21
Item Means
4.7133

Mean Minimum Maximum
Range
3.1444 6.1841 3.0397 1.9667

Max/Min Variance
.6704

Item Variances
Mean Minimum Maximum
Range Max/Min Variance
3.6038 1.5137 5.9164 4.4028 3.9087 1.8728
Inter-item
Correlations

Mean Minimum Maximum
Range Max/Min Variance
.0727 -.1764
.4054
.5818 -2.2975
.0091

Reliability Coefficients
Alpha = .6284

21 items

Standardized item alpha= .6220

The above analysis has been performed to test the scale, which measures the independent
variable-I ob Characteristics that have been discussed in chapter 2 and has been referred in the
research framework in chapter 3.
The reliability analysis of this independent variable indicates an alpha value of .6284, which is
slightly above the value of .6.This shows the internal consistency of the items in the instrument
being assessed, is acceptable though not high.
5.6.3. Test Of Reliability Of Organizational Climate Characteristics
Reliability
****** Method 2 (covariance matrix) will be used for this analysis **

N of Cases= 272.0
Nof
Statistics for
Mean Variance Std Dev Variables
Scale
330.8125 530.7212 23.0374
128
Item Means
2.5845

Mean Minimum Ma,ximum
Range Ma,x/Min Variance
1.0551 8.0809 7.0257 7.6585 4.3591

Item Variances
Mean Minimum Maximum
Range Max/Min Variance
1.0901
.0523 5.1430 5. 0907 98.3409 2.1800
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Reliability Coefficients 128 items
Alpha = .7429

Standardized item alpha= .6691

The above analysis has been performed to test the scale, which measures the independent
variable-Organizational Environment-Climate characteristics that have been discussed in
chapter 2 and has been referred in the research framework in chapter 3.
The reliability analysis of this independent variable indicates an alpha value of .7429, which is
above the value of .6.This shows the internal consistency of the items in the instrument being
assessed, is reliable.
5.6.4. Reliability Test Of The Dependant Variable---Work Motivation.

Reliability
******Method 1 (space saver) will be used for this analysis ******

RELIABILITY ANALYSIS -SCALE (ALPHA)
Mean
1.
2.
3.
4.
5.
6.

P3S3Q2
P3S3Q5
P3S3Q8
P3S3Qll
P3S4Ql
P3S4Q7

Statistics for
SCALE

Std Dev

Cases

5.7681
5.9275
6.2246
4.3949
5.9928
5.8478

1.4785
1.3679
1.4919
2.0837
1.0651
1.7701

276.0
276.0
276.0
276.0
276.0
276.0

Nof
Mean Variance Std Dev Variables
6
34.1558 22.2047 4.7122
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Reliability Coefficients
N of Cases= 276.0
Alpha=

N of Items= 6

.3952

The above analysis has been performed to test the scale, which measures the dependent
variable-Work Motivation that have been discussed in chapter 2 and has been referred in the
research framework in chapter 3.
The reliability analysis of this independent variable indicates an alpha value of .3952.This
shows the internal consistency of the items in the instrument being assessed is not reliable.

Owing to the fact that the present test results show a lack of reliability of the scale, secondary
data support is provided to ascertain the use of the items to measure the work motivation of the
workers. The results of reliability of the same items used to test the work motivation in blue
collar workers is provided below:
Wall, Clegg and Jackson (1978) also administered the full job diagnostic Survey, in a study of
47 British blue collar employees, Work Motivation mean was 4.78 and alpha coefficient of
internal reliability was 0.5
5.7.Hypothesis Testing: The following hypothesis tests are performed to test the hypothesis
proposed in the current research and to make inferential statements about the population of the
production level workers preference of those factors that are seen as motivational tools or can
be used as motivational tools to generate positive outcomes from the production level workers.
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5. 7.1.Chi Square Test between Need Characteristic of Pay and Work Motivation.
Chi-Square Tests

Pearson Chi-Square
Likelihood Ratio
Linear-by-Linear
Association
N of Valid Cases

10

Asymp. Sig.
(2-sided)
.305

11.002

10

.357

.565

1

.452

Value
11 .707

df

278

The test results of the independent Chi Square test performed to find out about the relationship
between Work Motivation and Need Characteristic of Pay can be seen from the table 5.7.1.The
Chi Square value is high, however, the significance level too, is quite high at .305. This would
suggest that though there is a difference between the observed values and expected values, the
high significance value of .305 suggests that there was a high probability for the result to have
happened by chance. The strength of the association between the variables is further supported
by the Phi static as well as the Cramer's V is at .205, and .145 respectively, but again at high
levels of significance.

Symmetric Measures

Nominal by
Nominal

Phi
Cramer's V

N of Valid Cases

Value
.205

Aoorox. Siq_
,305

.145

.305

278

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null
hypothesis.

The above tests were performed to test the hypothesis set below.
Ho: There is no significant relationship between the need characteristic of pay and
Work Motivation.
Ha: There is a significant relationship between the need characteristic of Pay and
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Work Motivation.

Based on the above observations, the following statistical conclusion is drawn:
Fail to reject Ho at significance level >.05 .Therefore, the above deducement can be interpreted
to say the following: there is no significant relationship between the Need Characteristic for
Pay and Work Motivation. Though Pay has been seen to be an important 'Need Characteristic'
that can be seen from Table 5.2.1. It however, does not have any relationship in fostering
feelings of motivation among the workers.
The reason behind this can be sought from the fact that workers are paid on a monthly basis
salary system. Pay is not strategically arranged in a manner that may trigger motivation among
employees. The employees know that they will receive a fixed amount of pay at the end of the
month. As has been pointed out by Deci (1973 ), if money and performance are not tied
together, money will not serve as an effective motivator.
Thus even though tests have shown that Pay is considered as the most important need by the
workers, it has failed to show any relationship with Work Motivation of the workers.

5.7.2.Chi Square Test between Need Characteristics Of Security and Work Motivation
Chi-Square Tests

Pearson Chi-Square

Value
10.246

Asymp. Sig.
(2-sided)

df

8.384

10
10

.419
.591

.047

1

.828

Likelihood Ratio
Linear-by-Linear
Association
N of Valid Cases

278
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Symmetric Measures

Value
Nominal by
Nominal

Phi
Cramer's V

N of Valid Cases

Aoorox. SiQ.

.192
.136
278

.419
.419

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null
hypothesis.

The results of the Independent Chi Square tests to find out about the relationship between
Need Characteristic of Security and Work Motivation can be seen from Table 5.7.2. Above.
From the above Chi square value it can be interpreted that the difference between the observed
and expected values is not significant at a significance level of .419>.05.The above analysis
were performed to test the following hypothesis:
Ho: There is no significant relationship between Need characteristics for
Security and Work Motivation

Ha: There is a significant relationship between Need characteristic for
Security and Work Motivation

Based on the above statistical figures obtained from the test results, the following conclusion
can be drawn:

Fail to reject the null hypothesis, that is, there is no significant relationship between Need
Characteristic of Security and Work Motivation.

It has been shown in previous test results in Table 5.2.1 that the workers do not consider the

Need for Security as a significantly important need characteristic as compared to the other
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need characteristics. Therefore it is only natural that it fails to have any relationship with work
motivation. Further Management should not consider in trying implementing further Security
Need Characteristics, as it has not an important factor to the workers.

5.7.3.Chi square Test between Need Characteristics Of Esteem and Work Motivation
Chi-Square Tests

Pearson Chi-Square
Likelihood Ratio
Linear-by-Linear
Association

Value
24.541
19.154

1

.142

10

2.156

N of Valid Cases

10

Asymp. Sig.
(2-sided)
.006
.038

df

278

Symmetric Measures

Nominal by
Nominal

Phi
Cramer's V

N of Valid Cases

Value
.297

Aoorox. SiQ.
.006

.210

.006

278

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null
hypothesis.

The Chi Square value can be considered quite high at the low significance level of .006>.05,
this suggests that there is a significant difference between the observed and expected values.

The above table 5.7.3 .shows the results of the Chi Square test of Independence that was
performed to test the following set of hypothesis:

Ho: There is no significant relationship between the need characteristic for Esteem and Work
Motivation.

Ha: There is a significant relationship between the need characteristic for Esteem and Work
Motivation.
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Based on the Chi Square Test results, the following conclusion can be drawn: Reject Ho at a
significance level of .008<.05.There is a significant relationship between Need Characteristic
for Esteem and Work Motivation.

As has been noted in a previous test, Esteem needs are considered as one of the most important
need characteristic by workers, it should be considered as a strategic tool by the management.
Further, the test results from table 5.7.3. Show that there is a relationship between Work
Motivation and Esteem needs. It can be deduced further from the value of the of the Phi test
statistic that the relationship is quite strong.

5.7.4.Chi Square Test between Need Characteristic of Social Belonging And Work
Motivation.
Chi-Square Tests

10

Asymp. Sig.
(2-sided)
.886

Likelihood Ratio

5.489

10

.856

Linear-by-Linear
Association

.673

1

.412

N of Valid Cases

278

Pearson Chi-Square

Value
5.079a

df

a. 13 cells (72.2%) have expected count less than 5. The
minimum expected count is .03.

Symmetric Measures

Nominal by
Nominal

Phi
Cramer's V

N of Valid Cases

Value
.135
.096

Aoorox. SiQ.
.886
.886

278

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null
hypothesis.
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The Chi Square value represented above is quite low at a significance level of .886>.05.
The above Chi Square test has been performed to test the following set of Hypothesis:
Ho: There is no significant relationship between Need characteristics for Social
And Work Motivation

Ha: There is no significant relationship between Need characteristic for Social
Belonging and Work Motivation

Based on the above Chi Square test results, the following conclusion is drawn:
Fail to reject the Null Hypothesis, that is, there is after all no significant relationship between
the Need Characteristic for Social Belonging and Work Motivation.

Though the need characteristic of social belonging has been shown in Table 5.2.1.to be of
significant importance to the workers at the production level of R.R Fashions, it has failed to
be related to the work motivation feelings of the workers as can be seen from the Chi Square
test results depicted in table 5.7.4.
The reason behind this can be sought in the fact that no strategically tool is used to tie work
motivation to Social belonging needs.

5.7.5. Chi square test between Job Characteristic of Skill Variety and
Work Motivation.
Chi-Square Tests

Pearson Chi-Square
Likelihood Ratio
Linear-by-linear
Association
N of Valid Cases

50.427

60

Asymp. Sig.
(2-sided)
.004
806

2.259

1

.133

Value
92.540

df
60

278
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Symmetric Measures

Value
Nominal by
Nominal

Phi
Cramer's V

N of Valid Cases

Approx. Sig.

.577
.258
278

.004
.004

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null
hypothesis.

It can be interpreted from the above Chi Square test statistic value in Table 5.7.5 that the

difference between the observed and expected values is quite high at a significance level of
.004<.05.The above tests have been performed to test the following set of hypothesis.

Ho: There is no significant relationship between the Job Characteristic of
Skill Variety and Work Motivation.

Ha: There is a significant relationship between the Job Characteristic of
Skill Variety and Work Motivation.

Based on the test results of the Independent Chi Square test, the following conclusion can be
drawn: Reject Ho at a significance level of .004<.05.That is, there is after all, a significant
relationship between the Job Characteristic of Skill Variety and Work Motivation. The reason
behind the relationship between Skill Variety and Work Motivation can be sought from
Hackman and Oldham's theory of Job Characteristics (1984).
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5.7.6.Chi Square Test between Job Characteristic Of Task Identity And Work
Motivation.
Chi-Square Tests

90

Asymp. Sig.
(2-sided)
,000

Likelihood Ratio

87.184

90

.564

Linear-by-Linear
Association

20.914

1

.000

N of Valid Cases

278

Pearson Chi-Square

Value
161 .967

df

Symmetric Measures

Nominal by
Nominal

Phi
Cramer's V

N of Valid Cases

Value
.763

Approx. Sia.
.000

.341

.000

278
-

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null
hypothesis.

From Table 5.7.6.above a glance at the high Chi Square value at a significance level of
.000<.05, it can be interpreted to say that the difference between the observed values and the
expected values differ significantly at a significance level<. 05.

The Independent Chi Square test have been performed to test the following pair of hypothesis:
Ho: There is no significant relationship between the Job Characteristic of
Task Identity and Work Motivation.
Ha: There is no significant relationship between the Job Characteristic of
Task Identity and Work Motivation.
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The result of the Chi Square tests performed to determine the relationship between Work
Motivation and the Job Characteristic of Task Identity can be interpreted from Table 5.7.6
above, in the following manner,
Reject Ho, at significance level of .000<. 05 .That is, there is after all a significant relationship
between the Job Characteristic Of Task Identity and Work Motivation. The results of the test
are in accordance to the findings represented in table 5.2.2.where it has been shown that
workers consider job Characteristics to be of significant importance to them. The reasons
behind the relationship between Task Identity and Work Motivation can be sought in the
theory of Job Characteristics postulated by Hackman and Oldham (1984).

5.7.7.Chi Square Test between Task Significance And Work Motivation.
Chi-Square Tests

Pearson Chi-Square
Likelihood Ratio
Linear-by-Linear
Association
N of Valid Cases

Value
104.433
79.057

75
75

Asymp. Sig.
(2-sided)
.014
.352

1

.001

df

11.552
278

Symmetric Measures
Value
Nominal by
Nominal

Phi
Cramer's V
N of Valid Cases

.613
.274
278

Approx. Sig

.014
.014

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the
hypothesis.
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The Chi Square test statistic in the above table is quite high at 104.433 and at a significance
level of .014<. 05.
The above tests results are the product of the Independent Chi Square test that has been
performed to test the following pair of hypothesis:

Ho: There is no significant relationship between the Job Characteristic of
Task Significance and Work Motivation.
Ha: There is a significant relationship between the Job Characteristic
Of Task Significance and Work Motivation.

Based on the results found in table 5.7.7, the following conclusions can be drawn:
Reject Ho, that is there is after all a relationship between Job Characteristic of Task
Significance and Work Motivation at a significance level of .014< .05. Task Significance
refers to the importance of the work in affecting the lives of others. Thus a relationship with
work motivation suggests that workers are considered as an integral part of the organization,
management should convey the message of the importance of their jobs in affecting not only
the organization's profits, but indirectly, the lives of all those involved with the organization.
Effective communication as has been suggested by Pfeffer (1998) effects employee morale and
thereby increases their performance.

5. 7.8.Chi Square test between Job Characteristic of Autonomy And Work Motivation.

1R1

Chi-Square Tests

Pearson Chi-Square
Likelihood Ratio
Linear-by-Linear
Association
N of Valid Cases

80

Asymp. Sig.
<2-sided)
.195

71 .935

80

.728

8.439

1

.004

Value
90.660

df

278

Symmetric Measures

Nominal by
Nominal

Phi
Cramer's V

N of Valid Cases

Value
.571
.255

Approx. Sio.
.195
.195

278

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null
hypothesis.

Based on the above Chi Square test statistic of90.660 at a significant level of .195>.05, it can
be said that the observed values do not vary significantly from the expected values.
The above test results in Table 5.7.8. are the product of the Independent Chi Square Test that
have been performed to test the following pair of hypothesis:

Ho: There is no significant relationship between the Job Characteristic of
Autonomy and Work Motivation.

Ha: There is a significant relationship between the Job Characteristic of
Autonomy and Work Motivation.

From the above observations, the following can be concluded: Fail to reject Ho at significance
level of .195>.005 .Thus it can be said that there is no significant relationship between Job
Characteristic of Autonomy and Work Motivation. That would suggest that less supervision or
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other factors that reduce autonomy does not have to be reduced to create work motivation
among the workers.

5.7.9.Chi Square Test between Job Characteristic of Feedback And Work Motivation.
Chi-Square Tests

Value
Pearson Chi-Square
Likelihood Ratio
Linear-by-Linear
Association
N of Valid Cases

df

114.968
69.175

75
75

12.946

1

Asymp . Sig.
(2-sided)
.002

.668
.000

278

Symmetric Measures

Value
Nominal by
Nominal

Phi
Cramer's V

N of Valid Cases

.643
.288

Aoorox. Sia.
.002
.002

278

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null
hypothesis.

From the Chi Square Statistic in Table 5.7.9, it can be said that the observed values differ
significantly from the expected values at a significant level of .002<. 05.

The above analysis has been performed to test the following set of hypothesis:

Ho: There is no significant relationship between Job Characteristic of
Feedback and Work Motivation.
Ha: There is a significant relationship between Job Characteristic of
Feedback and Work Motivation.

Based on the above observations, the following conclusion can be drawn:
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Reject Ho, at a significance level of .002<.05.That is, there is after all a significant relationship
between the Job Characteristic of Feedback and Work Motivation. Feedback suggests the job
characteristics, which enable the worker to realize how well he is performing. Since it has a
positive relationship with work motivation, Phi value is .642 at .002 level of significance, it
would suggest that increasing feedback tools, would lead to increase in the work motivation of
the workers.

Relationship Between Work Motivation And Organizational Climate Factors

Overall six organizational climate factors have been chosen for this study. Each of these
factors have been tested with the help of a set of questions on a nominal scale, where 0
represent 'False', and 1 represents 'True'.
A number of questions had to be recoded, as they were reverse scored.

5.7.10.Chi Square Test -Clarity
Chi-Square Tests

50

Asymp . Sig .
(2-sided)
.887

Likelihood Ratio

34.947

50

.948

Linear-by-Linear
Association

.577

1

.448

N of Valid Cases

278

Pearson Chi-Square

Value
38.281a

df

a. 54 cells (81.8%) have expected count less than 5. The
minimum expected count is .01.

From the Chi Square value in Table 5.7.10, it can be said that the observed values do not vary
significantly from the expected values at a significance level of .887>. 05.

The Independent Chi Square Test between Organizational Climate factor of Clarity and Work
Motivation yielded the results shown in Table 5. 7 .10.
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The Independent Chi Square Test was performed to test the following hypothesis:
Ho: There is no significant relationship between Organizational Climate Characteristic
Of Clarity and Work Motivation.
Ha: There is a significant relationship between Organizational Climate Characteristic
Of Clarity and Work Motivation.
. The above observations lead to the following conclusion,
Fail to reject Ho at significance level, .887>, 05.
The interpretation of the statistical observation can be interpreted as follows: No significant
relationship exists between the Organizational Climate Characteristic of Clarity and Work
Motivation. Clarity is one factor of Organizational Climate factors that emphasize downward
communication in the organizations however, it can be seen that there is no significant
relationship between work motivation and clarity. However, Clarity Should still be encouraged
so that employees know what are the objectives and goals and what is expected of them in
terms of work performance.

5.7.11.Chi Square Test -Peer Cohesion
Chi-Square Tests

·-

50

Asymp. Sig.
(2-sided)
.994

33.860

50

.961

Linear-by-Linear
Association

.188

1

.664

N of Valid Cases

278

Pearson Chi-Square
Likelihood Ratio

Value
28.384a

df

a. 51 cells (77.3%) have expected count less than 5. The
minimum expected count is .01.

The test results in Table 5.7.11. Is a product of the Independent Chi Square Test that has been
performed to test the following hypothesis statements?
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Ho: There is no significant relationship between Organizational Climate Characteristic
Of Peer Cohesion and Work Motivation.
Ha: There is a significant relationship between Organizational Climate Characteristic
Of Peer Cohesion and Work Motivation.
Based on the results of the test provided in Table 5.7.11, the following conclusion can be
drawn:

Fail to reject Ho at significance level .994>.05.Thus it can be concluded that there is no
significant relationship between the Organizational Climate Characteristic Of Peer Cohesion
and Work Motivation. However, peer cohesion can prove to be a serious vice for any
organization as it creates a negative climate of the workers perception.

5.7.12. Chi Square Test Of Independence- Work Pressure And Work Motivation
Chi-Square Tests

Pearson Chi-Square
Likelihood Ratio

Value
48.364a

50

Asymp. Sig.
(2-sided)
.539

df

38.844

50

.874

Linear-by-Linear
Association

1.381

1

.240

N of Valid Cases

278

a. 53 cells (80.3%) have expected count less than 5. The
minimum expected count is .01.

The test results in Table 5.7.12. Is a product of the Independent Chi Square Test that has been
performed to test the following hypothesis statements?
Ho: There is no significant relationship between Organizational Climate Characteristic
Of Work Pressure and Work Motivation.
Ha: There is a significant relationship between Organizational Climate Characteristic
Of Work Pressure and Work Motivation.
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Based on the results of the test provided in Table 5. 7.11, the following conclusion can be
drawn: Fail to reject Ho at significance level .539>.05.Thus it can be concluded that there is no
significant relationship between the Organizational Climate Characteristic Of Work Pressure
and Work Motivation. Work Pressure can be seen to be a negative attribute of Organizational
Climate as it creates a negative perception of the organization's climate in the minds of the
workers, a negative climate perception may cause undesirable organizational outcomes
(Davis, 1993) therefore care should be taken by management not to overload workers with
work pressure.

5.7.13. Chi Square Test Of Independence-Supervisor support And Work Motivation
Chi-Square Tests

Pearson Chi-Square
Likelihood Ratio

Value
26.274a

35

Asymp. Sig.
(2-sided)
.856

df

26.353

35

.854

Linear-by-Linear
Association

.054

1

.816

N of Valid Cases

278

a. 31 cells (64.6%) have expected count less than 5. The
minimum expected count is .04.

The test results in Table 5.7.13 are a product of the Independent Chi Square Test that has been
performed to test the following hypothesis statements:
Ho: There is no significant relationship between Organizational Climate Characteristic
of Supervisor Support and Work Motivation.
Ha: There is a significant relationship between Organizational Climate Characteristic
Of Supervisor Support and Work Motivation.

From the above Chi Square test statistic in Table 5.7.13. It can be said that the value of the Chi
Square test statistic is not significant at a significance level of .856>.05. This can lead to the
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following conclusion to be drawn: Fail to reject Ho at sig level.856>.05, this can be further
interpreted as follows:
There is no significant relationship between Organizational Climate factor of Supervisor
Support and Work Motivation. However, as has been noticed by Pritchard (1976) in an
observation of a n organization who had a worker who was the only supporting parent of an
insulin dependent child and had found out that her son had gone into an insulin coma while she
was at work was prepared to leave her job, but was surprised to discover that her supervisor
was genuinely concerned with her situation and instead made arrangements for the employee
to work from her home. This support from the supervisor created a positive climate inductive
of work outcomes such as productivity, in the minds of all the other workers of the
organization.

5.7.15 Chi Square Test for Independence -Physical Comfort And Work Motivation.
Chi-Square Tests

Pearson Chi-Square
Likelihood Ratio
Linear-by-Linear
Association
N of Valid Cases

50

Asymp . Sig.
(2-sided)
.017

46.839

50

.601

.494

1

.482

Value
73.325a

df

278

a. 49 cells (74.2%) have expected count less than 5. The
minimum expected count is .01.

The test results in Table 5.7.15. Is a product of the Independent Chi Square Test that has been
performed to test the following hypothesis statements?
Ho: There is no significant relationship between Organizational Climate Characteristic
Of Physical Comfort and Work Motivation.
Ha: There is a significant relationship between Organizational Climate Characteristic
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Of Physical Comfort and Work Motivation.

The Chi Square test statistic value in Table 5.7.15 is significant at a significance level of .017
<.05. This leads to the following conclusion to be drawn: Reject Ho,at significance level
027<.05.This is interpreted as follows: there is a significant relationship between
Organizational Climate Characteristic of Physical comfort and Work Motivation.

All the organizational climate characteristics chosen as sub variables of Organizational
climate, other than the characteristic of Physical comfort, have been shown to have no
relationship with work motivation. This is quite alarming, in light of the theories that support
the motivational effects of these variables. This could suggest that for workers at the
production level, physical comfort is by far an important factor that trigger the motivation to
work, other factors such as the support from the supervisor having no effect on the work
motivation of these workers. Physical comfort as has been observed in the Hawthorne studies
increases the workers productivity; therefore it should be induced into the work environment
of the workers.
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Chapter Six
Summary, Conclusions And Recommendations
6.1 Introduction
This chapter is designed in order to verify whether the objectives of this research have been
fulfilled. The conclusions shall be based on the objectives. It is the purpose of this chapter to
measure the degree of success regarding the research problem.

Table 6.1 Summaries of Test Results
Serial
No.

I.

2.

3.

4.

5.

6.

6.

7.

8.

9.

LO.

Hypothesis

Ho: There is no significant relationship
between need characteristic for Security
and Work Motivation.
Ho: There is no significant relationship
between need characteristic for Social
belonging and Work Motivation.
Ho: There is no significant relationship
between need characteristic for
extrinsic need-pay and Work
Motivation.
Ho: There is no significant relationship
between need characteristic for Esteem
and Work Motivation.
Ho: There is no significant relationship
between job characteristic of task
identitv and Work Motivation.
Ho: There is no significant relationship
between job characteristic of task
Significance and Work Motivation
Ho: There is no significant relationship
between job characteristic Skill variety
and Work Motivation.
Ho: There is no significant relationship
between job characteristic feedback and
Work Motivation.
Ho: There is no significant relationship
between job characteristic of autonomy
and Work Motivation.
Ho: There is no significant relationship
between organizational climate
characteristic of Clarity and Work
Motivation.
Ho: There is no significant relationship
between organizational climate
characteristic of Peer Cohesion and
Work Motivation.

Chi
Square
Test
Statistic
10.246

Level Of
Significance

Results

Interpretation

.4 19

Fail to reject
Ho

No
Relationship

5.079

.886

Fail to reject
Ho

No
Relationship

11.707

.305

Fail to reject
Ho

No
Relationship

24.541

.006

Reject Ho

Significant
Relationship

.000

Reject Ho

Significant
Relationship

104.433

.014

Reject Ho

Significant
Relationship

92.540

.004

Reject Ho

Significant
Relationship

114.968

.002

Reject Ho

Significant
Relationship

90.660

. 195

Fail to reject
Ho

No
Relationship

38.281

.887

Fail to reject
Ho

No
Relationship

28.384

.994

Fail to reject
Ho

No
Relationship

161.967
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11.

12.

13.

14.

Ho: There is no significant relationship
between organizational climate
characteristic for Task Orientation and
Work Motivation.
Ho: There is no significant relationship
between need characteristic Physical
comfort and Work Motivation.
Ho: There is no significant relationship
between Work Pressure and Work
Motivation.
Ho: There is no significant relationship
between org climate characteristic for
supervisor support and Work
Motivation.

15.149

.988

Fail to reject
Ho

No
Relationship

73.325

.017

Reject Ho

Significant
Relationship

48.364

,539

Fail to reject
Ho

No
Relationship

26.274

.856

Fail to reject
Ho

No
Relationship

6.2 Discussion and Conclusions drawn against the research objectives

In order to reach the research objectives that are reflective to the Statement of Problem, the
following was done in accordance to each individual objective: The tasks performed to reach
the objectives of the study are provided below:

The first objective of this study was to find out the factors that may bring about work
motivation in factory workers. Based on this, secondary research was performed to find out the
main factors that have been outlined as factors that influence or bring about work motivation.
To establish the value and importance of the factors, thorough literature study was performed.
In order to support the final selection of factors, that is to say, in order to justify the selection
of factors or variables leading to Motivation, review of literature was performed and this can
be found in Chapter Two. The factors finally short listed, were factors that were tested and
proved to be influential in bringing about work motivation in workers in factories, and so on.
These factors have been outlined in Chapter 3 that is, in the Research Framework

The second objective of the study was to determine ifthe different needs within
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an individual can be a cause of work motivation. To reach this objective, a sweater-producing
factory in Bangladesh was selected. A questionnaire (appendix A) was asked to be filled by the
workers randomly selected, in the factory in concern. SPSS results were calculated.

Among the fifteen hypothesis that were constructed only seven can actually be formulated into
theories pertaining to this thesis.

The factors speculated to have a relationship with work

motivation that were eventually established as having some form of relationship are namely,
need characteristic of Esteem, Job characteristics of Skill Variety, Task Identity, Task
Significance, Feedback and Organizational Climate characteristic of

Physical Comfort.

Before embarking on to the issue of how these characteristics can be induced by the
management into their motivational strategy, it is imperative at this juncture to ponder on the
reasons behind why other factors were found not to share any relationship with work
motivation.

Need Characteristics of individuals are considered first. Irrespective of the fact that the need
characteristics have all been shown to have a considerable amount of importance to the
workers
(Table 6.3), they have been found to have no relationship with work motivation.
Table 6.2 Importance of Need Characteristics as observed from the mean scores
attributed to them

Need
Characteristics
Pay
Security
Esteem
Social Belonging

Mean Scores
Range 1-3
2.91
2.79
2.84
2.87
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The reasons behind this can be traced in Herzberg's (1959) research based study and theory
known as the Motivator Hygiene Theory already discussed in the Literature Review. Factors
such as Pay, Security are factors that though important to workers do not lead them to be
motivated in fact as Herzberg has pointed out, these needs lead to rapid satisfaction among
workers , once these needs are satisfied the only way left to motivate workers is to provide
them with more satisfaction of these needs, for instance, a raise. Thus in the context of this
thesis, Herzberg's theory does hold true, in the sense that though Need for security, pay and
social belonging is important to workers they dont necessarily lead to work motivation. Need
for esteem on the other hand is not a lower order need. Further, The rationale behind the fact
that no significant relationships could be established between Need Characteristics of Security,
Pay, Social Belonging and Work Motivation can be understood from the fact that the Need
Hierarchy theories , such as Maslow"s Need Hierarchy theory (1954) are not well
substantiated, (Wexley, Yukl,1984).

The Need Characteristic for Esteem was found to have a relationship with the work motivation
of the workers. The statistical tests performed rejected the Null Hypothesis that stated that
there was no relationship between the Need Characteristic of Esteem and Work Motivation. It
shows that there is a significant positive relationship between Esteem needs of workers and
their motivation to work.
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The rationale behind the existence of a relationship between Esteem Needs and Work
Motivation can be explained by the fact that there is no great evidence that certain needs are
activated in the order proposed by Maslow (Hall & Nougaim, 1968; Lawler & Suttle, 1972).
Rather, it is generally accepted that a person's behavior can be influenced by several needs
simultanously (Wexley, Yukl,1984). Thus this can explain why individuals working at a lower
level in the organization, such as the production workers in this case, can experience the need
for Esteem and its relationship to their motivation to work.

The next important objective of this study was to determine if Job Characteristics, such as Skill
Variety, Task Identity, Task Significance, Autonomy and Feedback, as proposed by Hackman
a~d

Oldham (1980) can actually be a source of work motivation in an individual working at the

production level. For the null hypothesis, which suggested that there was no significant
relationship between Skill Variety and work motivation, the survey data rejected this
hypothesis. The survey data supports the alternative hypothesis that there is a significant
relationship between Skill Variety and Work Motivation. As Skill Variety increases, it appears
that Work Motivation also increases, this can be attributed to the fact that as workers are
required to perform different tasks they are acquiring new skills, which makes the worker more
valuable to the organization and gives the worker a feeling of accomplishment. The
understanding of this relationship can help management develop skill improvement training
programs, which in turn, will increase the employees work motivation and increase
productivity
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For the null hypothesis, which suggested that there was no significant relationship between
task identity and work motivation, the survey data rejected this hypothesis. The survey data
supports the Ha hypothesis, that there is a significant relationship between Task Identity and
Work Motivation. The relationship between Task Identity and Work Motivation can be seen to
be positive therefore an increase in Task Identity will lead to an increase in Work Motivation.
In order to increase motivation, efforts should be made where possible to allow employees to
relate to a whole identifiable piece of work. In case of a sweater making organization, such as
R.R Fashions, the task is specialized that is the workers are given only a part of the entire task
of producing a piece of garment. Therefore, efforts should be channelised into perhaps
increasing the worker's part of the production process, or each step of production should be
made to be seen by workers as important as producing an entire piece of garment, they should
be made to understand that if a part of the garment is not manufactured in the desirable
manner, it shall be rejected by the buyers. Therefore, their individual jobs should be made to
be felt as performing an entire piece of work from beginning till end.

For the null hypothesis, which suggested that there was no significant relationship between
work motivation and autonomy, the survey data failed to reject the null hypothesis, which
means there is no significant relationship between the work motivation of the workers and
autonomy. Hence this should be a sign of relief for the management, in the sense that in a
garment factory, there is little chance for autonomy of the workers, as the supervisors usually
need to keep a close watch on the work of the employees, thus jobs don't need to be redesigned
to create autonomy for the workers.
For the Null Hypothesis that suggested that there was no significant relationship between Job
Feedback and work Motivation, the survey data rejected this hypothesis. The survey data
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indicated that there appears to be a significant relationship between job feedback and work
motivation. The relationship can further be said to be positive, which means if Feedback
increases Work Motivation of the workers will also increase significantly. Thus it can be said
that the workers require receiving feedback or information about their job performances, if the
employees receive job feedback on a timely basis they might be productive and content with
their jobs.

Last but not the least, the objective of the study was also to determine if Organizational climate
factors are sources of work motivation among production level workers.

None of the organizational climate factors have shown any significant relationship with work
motivation of the employees except the Physical Comfort of the work setting. The null
hypothesis, which stated that there is no relationship between work motivation and physical
comfort was rejected further, it was shown that the relationship between physical comfort and
work motivation is positive. This would mean increase in the physical comfort of the work
area would lead to higher motivation of the workers.

6.3 Implications

The purpose of this study has been to find out what factors motivate workers in a chosen
organization. Though it has concentrated on one particular organization, it is hoped that it will
be able to serve as a resourceful tool to any individual, from any field, which is interested to
conduct a research or learn more about the work motivation of blue-collar workers. Stepping
away from this broad generalization, one can safely hope to say that this research can be a
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meaningful source of information to academicians in Social Sciences and to students of
Management as well as to managers in the real business scenario. A more explanatory
reasoning for the the above statements is provided below:
6.3.l Academic Contribution

Most Motivation theories have their origins in the West. These theories might not hold true
when applied to workers in an organization in another part of the world. Workers may be
motivated to work owing to a set of factors not even discussed in the theories generated in the
West, for instance, the findings of this research suggests that the esteem needs are related to
work motivation of production workers in a South Asian nation whereas if we were to adhere
strictly to the theories such as Maslow' s Heirarchy of Needs, Esteem needs wouldn't even be
considered as a factor that led to work motivation. Thus academia's can benefit from this
research work if they were to learn more about motivation of factory workers in the developing
nation of Bangladesh.
6.3.2 Business Contribution

Apart from the fact, that the chosen organization in this research study is going to benefit from
learning what factors actually motivate their workers and what factors should not be
considered as motivating, it can be said that organizations in general, can also benefit from this
study. For instance, pay is usually considered as a motivating factor by the management.
However, this study reveals that this is actually not the case. Therefore, management can save
itself some unnecessary costs in increased pay and infect concentrate on building up those
factors that actually help bring about motivation.
6.4 Recommendations

This is an integral part as it provides suggestions thought to be of importance not only to the
organization in concern, but to the management of other production oriented business
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organization as these suggestions have been carefully constructed after the observations of the
primary research data analysis.

Owing to the high importance that workers have associated with the need for Pay, Social
Belonging and Security, in exactly that order, (Table 5.2.1. and Table 6.3), Management
should consider these needs as strategical components, for as Yukl (1994) has noted, an
organization cannot improve the productivity of its employees if it does not know what needs
are important to its employees.

Therefore, irrespective of the absence of any current relationship between Worker Motivation
and their Needs in RR Fashions, strategies should be formulated to develop policies that
satisfy the workers needs in order to relate them with motivation. Such a policy could include
management formulating Insurance Schemes for workers and Saving Policies could be
introduced for satisfying the workers needs for an adequate income on which to live as well as
provide the worker with security.

Based on the results of the hypothesis testing, it was found that among needs that are generally
considered as motivational tools, such as the extrinsic need for Pay actually have no significant
effect on bringing about the work motivation in workers in the said organization. However,
owing to their importance to the workers, these needs cannot be completely overlooked. The
rationale behind the specific needs not having any relationship with the worker's motivation to
work, in spite of their importance to workers, could be sought from several theories that were
mentioned in the Literature Review. To begin with, the workers mind set or the way they
perceive work and how they consider certain of their needs can be fulfilled through their
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performance at work, can be understood with the help of the Cognitive Theories of Motivation.
As has been observed by Vroom (1964) individuals have certain expectations about the results
their performance at work will bring. Further expectations regarding rewards, that fulfill the
needs of the workers, can be created by the management. For instance, many Japanese firms
have life long employment schemes for their workers, this policy provides workers security
from the fear of losing their jobs, thus they put extra effort into their work as they consider
being a part of a large family. Therefore, the management of the concerned organization
should be careful enough to delegate work in a way which is understood by all and seen as a
way of fulfilling their needs. Further they should outline the reward system, as well as ensure
the rewards are in fact provided consistently in line with expectations that have been created
as has been mentioned by Skinner's (1953) Reinforcement Theory. This way management can
relate the Need Characteristics to Work Motivation of the workers and use them as a
strategical tool in implementing Work Motivation.

It was found from the test results that the Need for Esteem had a significant relationship with
work motivation. Management usually ignores this need characteristic or for that matter many
theorists have also termed it as high order need. On the contrary, test results support the fact
that workers at lower levels too, value their self-esteem. Respect, fair treatment and working in
a job that is not demeaning as begging or stealing are important to the low level, blue collar
production level worker. Thus management shall prove to be more effective if it tries to
incorporate the esteem factors such as respectable behavior and fair treatment to its workers at
the production level. Tools generated to satisfy the esteem needs of the workers will help
motivate them to work.
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Recommendations on how Need Characteristics can be tied to Work Motivation

Owing to the high importance that workers have associated with the need for Pay, Social
Belonging and Security, in exactly that order, (Table 5.2.1) Management should consider these
needs as strategical components, for as Yukl ( 1994) has noted, an organization cannot improve
the productivity of its employees if it does not know what needs are important to its
employees.

Therefore, irrespective of the absence of any current relationship between Worker Motivation
and their Needs in R.R Fashions, strategies should be formulated to develop policies that
satisfy the workers needs in order to relate them with motivation. Such a policy could include
management formulating Insurance Schemes for workers and Saving Policies could be
introduced for satisfying the workers need s for an adequate income on which to live as well as
provide the worker with security.

Based on the results of the hypothesis testing, it was found that among needs that are generally
considered as motivational tools, such as the extrinsic need for Pay actually have no significant
effect on bringing about the work motivation in workers in the said organization. However,
owing to their importance to the workers, these needs cannot be completely overlooked.

•

Determine which rewards are considered to satisfy the needs of the workers

Not all workers have the same needs. Evaluating workers needs is important as it will
make workers feel valued and acknowledged for their contributions. Because workers
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are motivated by different things, supervisors should spend time with the workers and
find out what is important to them as has been suggested in the study made by Schneier
(1988).

•

Tie Needs Satisfying Rewards to Work Performance

As has been observed by Vroom (1964) individuals have certain expectations about the
results their performance at work will bring. Further expectations regarding rewards,
that fulfill the needs of the workers, can be created by the management. For instance,
many Japanese firms have life long employment schemes for their workers, this policy
provides workers security from the fear of losing their jobs, thus they put extra effort
into their work as they consider being a part of a large family. Therefore, the
management of the concerned organization should be careful enough to delegate work
in a way which is understood by all and seen as a way of fulfilling their needs. Further
they should outline the reward system, as well as ensure the rewards are in fact
provided consistently in line with expectations that have been created as has been
mentioned by Skinner's (1953) Reinforcement Theory. This way management can
relate the Need Characteristics to Work Motivation of the workers and use them as a
strategical tool in implementing Work Motivation.

•

Provide immediate need satisfying rewards to re enforce desirable performance
In order to make workers understand management actually appreciates good work, well
done performance should be appreciated as soon as it is accomplished. Such positive
actions
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On management's part will lead workers to be encouraged to repeat such performance
in the future as has been suggested by Vroom.

•

Make need satisfying rewards contingent to performance

Giving workers the same compensation rewards does not indicate that individual
performance counts. Management must differentiate among workers to signify the
importance of actual contributions. Dealing with performance problems and addressing
them swiftly alleviate the concerns that top performers may have about an
organization's commitment and excellence.

•

Provide esteem to workers through Praise, Recognition, Appreciation for work
done

It was found from the test results that the Need for Esteem had a significant

relationship with work motivation. Management usually ignores this need characteristic
or for that matter many theorists have also termed it as high order need. On the
contrary, test results support the fact that workers at lower levels too, value their selfesteem. Respect, fair treatment and working in a job that is not demeaning as begging
or stealing are important to the low level, blue collar production level worker. Thus
management shall prove to be more effective if it tries to incorporate the esteem factors
such as respectable behavior and fair treatment to its workers at the production level.
Tools generated to satisfy the esteem needs of the workers will help motivate them to
work.
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Hackman and Oldham(1980) have proved before in their vanous studies that the job
characteristics are influential in bringing about work motivation of workers at all levels.
This study's test reports also support the findings of Hackman and Oldham(1980). The
researcher found the Hackman and Oldham model to work for the variables that were
examined except for the variable of Autonomy. The results of this study could be utilized by
management to recognize how important the design of jobs is in relationship to the work
motivation of the employees or workers. The ability of management to motivate employees or
workers to perform at a higher level of work should be the goal of all managers.
The Hackman and Oldham model is a tool for management to utilize in the performance of
their job responsibilities. Managers could use this model to evaluate current jobs and possibly
design jobs in the future to increase the motivation of their work force.

Therefore, management should incorporate these job characteristic criteria's into the work of
the production level workers as much as possible to bring about work motivation among the
workers. In a factory setting, this can be done through job rotations, delineating of more
responsibility to the workers, reducing strict supervision and so on.

More precisely, it has been observed that there is a strong relationship between feedback and
work motivation. Feedback as has been observed by Hackman and Oldham (1980) may be in
the form of both intrinsic and extrinsic rewards. As has been observed by Schien ( 1964)
monetary rewards work as motivational tool when they are tied to to performance. Monetary
rewards are extrinsic rewards and they work as extrinsic feedback to workers if they are
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contingent to their performance. Similarly, intrinsic rewards are those that are received in an
abstract form, for instance, an acknowledgement for work well done, a simple pat on the back
are all forms of positive intrinsic feedback. Negative feedback may arise from various aspects
and reasons one of which can be due to the feeling of inequity. These emotional state of
individuals mind and their effect on work motivation have been discussed and researched by
many, however, as has been discussed in the Literature Review one important study that comes
to mind at this juncture is Adam's ( 1965) Equity Theory.

Although many authors have

expressed concern over both the substance and implications of this theory, the basic
significance of the theory cannot be completely negated for the fact that individuals in reality
do suffer from time to time from feelings of inequity owing to their tendency of comparing
their income and other personal attributes to others as has been observed by Adams. However,
it is not the point here to critisize nor accept the theory, the basic reason for highlighting this
theory is to help the management body of the concerned organization to realize that they
should take care not to create any form of inequity that may create negative feedback for the
workers. This negative feedback will affect the work motivation of the workers as well (since
has been tested that there is a very strong relationship between feedback and the work
motivation of the workers at the production level in R. R Fashions). As has been observed by
Muchinsky ( 1996) that feelings of underpayment may result in theft. Further in the research by
Greenberg (1990), it was found that during a period when the pay was reduced in a
manufacturing plant by 15%, theft rates of the plant rose to a very high level. Thus as has been
suggested by Muchinsky ( 1996) management should take caution to reduce inequity feelings
among individual workers as well as between groups, which is why it is recommended to keep
Pay of workers as a discrete matter in order to avoid negative outcomes such as theft and
turnover.
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Recommendations on how Job C haracteristics can provide Work l\fotivation
The mean score for the Job Characteristic of Feedback is the highest indicating that workers
prefer to receive feedback or information regarding their work, about how they are working
more than the other job characteristics.
Feedback can be generated in the following ways:

•

Keep Quality Control Checks close to the worker: When quality control checks are
performed by others and not the workers themselves, they tend to consider the issue of
maintaining quality as someone else's job, this eliminates a natural source of feedback.
Thus if quality control checks are kept close to the worker (perhaps in his own hands)
as has been noted by Hackman ,et al, (1975) the quantity and quality of data about
performance available to him can dramatically increase, thereby it may lead to his
increased awareness of maintaining better performance at work.

•

Establish Direct Client Relationships: Though this may sound alarming to
manufacturing organizations, such as RRF, where it is not possible for all of its workers
to individually associate with the buyers and find out about their needs and
requirements, what can be done is to clearly state to the workers about the type of work
that the buyers want, the lead time and even the complaints of the buying parties should
be discussed with the workers, instead of taking direct coercive action on the workers.
Such action is believed to remove any blocks between the worker and natural external
sources of data about his work.

•

Providing intrinsic Rewards can serve as forms of Feedback
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Needs considered important to workers should be linked to their performance thereby
provide them with feedback that also serve as positive re inforcers. Such feedback tools
can be in the form of an Honor Ceremony to honor the work of a vigilant worker, or
other such recognition schemes. Personal acknowledgement for work well done from
supervisors if generated timely can also serve as feedback tools.

The next most important job characteristic to the workers can be seen to be that of Task
Significance with a mean score of 5.05.
Task Significance refers to the degree to which the job has a substantial effect on the lives of
other people. Thus, a high mean score on this attribute of Job Characteristic would infer that
the workers prefer a job, which they can perceive as affecting other people's lives.

•

Create two way communication systems
Management can involve workers into seeing how important their work is with regards
to the attainment of company goals and objectives, how significant the workers work is
in providing the organization with a competitive edge.

•

Job Participation: This can done with the idea of giving the workers the big picture, that
is by letting the workers feel that they are contributing not only to the organization's profits
but also to the nation's GNP.

The next highest mean score is that of the job characteristic of Task Identity. With a mean
score of 4.5156 on a scale of 1 to 5, it can be inferred that its importance is quite high among
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the total population of the production workers. However, Task Identity is referred to as the
performing of an entire piece of work from beginning to end, such a job characteristic is quite
alien to the workers in the production level of most industries, including in the manufacturing
industry in which the organization in concern operates. The task of the production level
workers is concentrated into making only a part of the entire piece of work. Thus, re-design of
their work can be thought of as a potential tool to bring about a positive change in productivity.
None the less, recommendations regarding how to create Task Identity in such a situation can
be very important to management as it has been found to have a relationship with work
motivation.

•

Combining Tasks: The very existence of a pool made up of people whose sole

function is for instance, moving the knitting machine from side to side for days, months
and year after year reflects fractionalization of jobs that was the basic percept of
Scientific Management and that caused scientific Management Doctrine to receive such
unfavorable criticism. However, in a manufacturing organization, such as RRF, this
kind of fractionization of work is justified by the fact that it creates efficiency, which is
usually defined as low costs or so on. However, in doing so a manager should consider
all the costs involved such as unrewarding performance, high turnover, absenteeism,
drugs, alchohol and strikes. The principle of combining tasks, on the other hand,
suggest that whenever possible tasks should be put together to form new and larger
modules of work. This way, work can provide worker with task identity and thereby
boredom and monotony can be avoided at work and maybe followed by an increase in
productivity.
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•

Formation of task or job teams: Working in teams who are assigned to finish a

product from beginning to end, in case of tasks which are to big to be performed by
single individuals, groups or teams can be formed in order to complete a task with
which all the workers of the group can identify and feel and see their contribution to the
finished product.

The next most important job characteristic can be said to be that of Job Autonomy. As from
Table 5.2.2, it can be seen that the mean score of this job characteristic 4.3165.
Thus, though considered as an important job characteristic by higher-level employees
(Kiggundu, 1980), it is not as important to production level workers. None the less autonomy
may be provided to production level workers in the following way:

•

Vertical Loading: According to Hackman and Oldham, Vertical loading is one of the

major job redesign tools that has been able to create significant motivational effects
among workers. Vertical loading can be provided in several ways, for instance:
•

Provide worker with discretion in setting up his schedules, work
methods, checking of quality, and advising or helping less experienced
workers.

•

Grant additional authority: The objective should be from providing
workers from a position of no authority to position of reviewed, and
eventually, near total authority for his or her own work.

•

Trouble shooting and crisis decision: Workers should be encouraged to
seek problem solutions on their own rather than calling immediately for
the supervisor.
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Skill Variety is the job characteristic that has received the lowest mean score of 4.264. Thus it
can be inferred, that the Job characteristic of Skill Variety, which refers to the use of different
skills in performing a job, is not considered as a very important job characteristic. The reason
behind this can be cited from the table 5.1.1.3, which helps in inferring that most workers in
the organization have minimum educational skills, thus unlike higher level workers who prefer
Skill Variety as an important job characteristic (Kiggundu, 1980), workers at lower levels do
not consider its importance above other job characteristics.
However, irrespective of its importance, it has been proven to have a relationship with work
motivation, thereby it is important for management to know how to instill Skill Variety in their
management tool kit. The following recommendations may be used :

•

Task or job rotation: Job rotation provides workers with the opportunity to learn
new skills and techniques and further it helps them to avoid boredom and
monotony.

•

Training Programs: Training programs can be provided to old and new workers in
general for them to learn new and different ways of performing at their tasks. This
will increase their skill variety.

Several studies have employed the measure of the perceived importance of the job
characteristics to Blue-collar workers, one such study is that of Aldag & Brief, ( 1977).
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Care should be taken first to analyze if workers consider such factors as Skill Variety, Task
Significance and so forth as motivating as has been done in this thesis, if so management may
consider schemes such as job rotation, job redesign and so forth.

Among the organizational factors, Physical Comfort is the only factor that has a significant
relationship with work motivation. It therefore presides over other factors of concern such as
work pressure. Thus importance should be given by the management to implement
ergonomics. Good lighting, spacious surroundings, good set up of furniture and the use of
machines and tools that are comfortable to work with and that do not create any discomfort or
physical harm should be introduced in the physical working areas.
Recommendations on bow organizational climate factors mav be improved to create
work motivation
As has been reported by Schultz and Schultz (1998), when an organization is made more
comfortable, or working hours are flexible, productivity usually increases. Recommendations
pertaining to increasing motivation through providing physical comfort can come from the
following factors:
•

Work place Design: The work place design is important to workers in the sense that
they need space to physically perform a task. Limited space will affect the productivity
of the workers. Therefore care should be taken by Management to provide ample space
between each worker's working areas. The size of the working space can affect
worker's relationships with subordinates and so forth as too small spaces may lead to
worker coercion and thereby reduce worker motivation.
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•

Illumination: ever since the Hawthorne Studies a great many number of research have

been performed on the effect of illumination on the worker's motivation to work.
Research confirms that insufficient light can be a source of distress. Care should be
taken by management to provide adequate and proper lighting. Glares should be
avoided, windows should be present in working areas.

•

Noise: Noise is a common complaint in modem life. Noise is a documented
occupational hazards for industrial employees, such as revetors, boiler makers and
textile workers. The basic unit for measuring noise is decibel. Care should be taken by
management to reduce noise of machines through open windows and other measures as
exposure to levels of noise over 120 degrees can cause deafness.

•

Colour:

Colors can prevent eye strain because colors differ in their reflective

properties. A white wall reflects more light. Therefore care should be taken by
management to have work areas be painted in subtle colors that promote feelings of
cheerful ambience.

•

Temperature and Humidity: Climate conditions can influence the quantity and

quality of physical production quantity therefore management should install sufficient
amount of ventilation and ceiling fans to reduce the temperature and humidity in work
areas.
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•

Flexible work schedules: If employees are provided with flexible work schedules

termed as flex time not only will they benefit from it, management can also reap
benefits in the form of reduced absences and late arrivals of workers.

•

Rest Pauses: Employees will take breaks irrespective of the fact wether management

provides them or not. When authorized break pauses are introduced , unauthorized
breaks decline though they dont completely dissappear. Workers engaged in heavy
physical labor need rest pauses

Thus the management should not waste valuable resources in implementing tools that only
raise the costs of the organization, such as high pay without first considering the
implementation of factors that actually can bring about work motivation. Management should
introduce strategic means of making needs that are thought as important to the workers to
correlate with work motivation of the workers.

6.5 Further Research
An endless array of research can be conducted on the work motivation of workers. The scope

and depth of the research can be further enhanced. Research scope can be broadened to analyze
motivational factors across countries and cultures to find out new factors of work motivation.
Conducting this research with different types of blue-collar workers can increase the depth of
the research. Other dimensions and aspects can be observed and used as factors to find their
influence on the work motivation of workers.
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More manufacturing companies should be surveyed to develop norms to further examines the
Hackman and Oldham Model. After completion of several studies a norm for the ready-made
garment manufacturing industry based on the values considered as culturally important should
be developed. Studies should include cross-cultural tests to determine the impact of the
Hackman and Oldham model and the Need Hierarchy Model as well as Orgsnizational climate
factors should be tested. This is very important because variables should be found out based on
the workers cultural preferences. This would help management bodies of different cultural
values to implement the factors pertaining to their respective cultures.

In conclusion, this research was important because it examined the relationship between the
Need Characteristics found in individuals, work design characteristics and work environment
characteristics and their impact on the work motivation of workers. One of the most effective
methods for a manager to improve the overall effectiveness of his operations would be to
promote a motivated work force. The current research has provided management with
information that could be useful in the motivation of their employees or workers. The survey
data rejected the Need Characteristics except the Need for esteem, while it accepted and
supported the model of the Job Characteristics Model of Hackman and Oldham of Job
Redesign Motivation for the variables studied in this research and supported only one
organizational climate factor-supervisor's support.
This study could be beneficial to managers as a useful tool for generating work motivation that
is considered to ameliorate the conditions of the work and can be an important means to gains
from productivity, cost minimization, lack of absenteeism, theft and the profit maximization of
the organization.

2B

APPENDIX A
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Organizational \loti\·ation Sun:e,y .
This survey questionnaire consists of three major parts with sub division of each part. The
survey is being conducted for an academic purpose. Please feel free to answer as objectively as
possible. (Please refrain from adding your name to the survey paper, as the need for secrecy is
a required element of the survey).

Part One
Demographic Questionnaire
This part of the questionnaire requires you to give answers pertaining to your personal, that is,
demographic information.
Instructions: Please tick the correct answer in the space given beside the answers.

1. Gender:
1) Male:
2) Female:

(-----).

(-----).

2.Educational Background:
1) Class Eight or Less:
(------).
2) Metric Pass:
(-------).
3) HSC Pass:
(-------).
4) Degree or Bachelors Pass: (-------).
3. How long have you been working for this organization?
1) Less than six months.

2) Between six months and a year.
3) Between one to two years.
4. Your age:
1) 19-25 years
2) 26-36 years
3) 37 or up.

(--------).
( --------).
(--------).

(--------).
(--------).
( --------).
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Part Two
"Need Characteristics" Assessment Questionnaire
Given below are several characteristics or qualities connected with your job. For each
characteristic you will be asked how important or motivating is this characteristic to be there
for you to work? Each rating will be on a five-point scale, from l(very unimportant) to
S(very important).
Instructions: Complete the following questionnaire by circling the most appropriate answer.

1. The feeling of self-esteem a person gets from being in the job (that is, the feeling of
doing something worthwhile other than begging, working in people's houses, or simply
sitting idle).
1 2 3 4 5
2.

The feeling that you are being fairly paid.

3.

The prestige of the job inside the company
(That is, whether the management behaves well
With the production workers).

1 2 3 4 5

1 2 3 4 5.

4. The feeling of security in that job. (That is do you
Feel secure about the organization in which you are
Working, that is there is no fear of the company closing down
or you losing your job for no rational reason?)
1 2 3 4 5.

5 The prestige in my job position outside the company
(That is the regard received from others, your family
Members and friends, if they appreciate the work of a
Factory worker).

1 2 3 4 5.

1. The opportunity in the job to give help to other people.

1 2 3 4 5.

2. The opportunity to develop close friendship in the job.

1 2 3 4 5
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Part Three
"Job Characteristics" Assessment Questionnaire

EXAMPLE
This part of the questionnaire asks you to describe your job as objectively as you can. Please
do not use this part of the questionnaire to show how much you like or dislike your job.
Questions about this will come later. Instead try to make your description as accurate and as
objective as you possibly can.
A sample question is given below;
A) To what extent does your job allow you to work with mechanical equipment?

1-------------2----------------3-------------4-------------5----------6--------------7
Very little; the
Job requires
almost
no contact with
mechanical
equipment

morlerntelv

Very much, the
job requires
almost
constant work
with
mechanical
equipment.

of any kind.

You are to circle the number, which is the most accurate description of your job.
If, for example, your job requires you to work with mechanical equipment a good deal of
the time-but also requires paperwork ----you might circle the number six, as was done in
the above example. If you do not understand these instructions, please ask for assistance. If
you do understand them, please turn the page and begin.
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Part Three
Section One
1. How much autonomy is there in your job? That is, to what extent does your job permit
you to decide on your own how to go about doing the work?

1--------------2-------------------3---------4---------------5------------6-----------7
Very little;the job
gives me almost no
personal "say" about
how and when work is
done

Moderate autonomy;
Many things are
standardized and not
under my control, but I
can make some
decisions about my the
work

Very much; the job
gives me almost
complete responsibility
deciding how and when
the work is done.

2 To what extent does your job involve doing a "whole" and identifiable piece of work?
That is, is the job a whole and identifiable piece of work? That is the job a complete piece
of work that has an obvious beginning and end? Or is it only a small part of the overall
piece of work, which is finished by other people or by automatic machines?

1--------------2-------------------3---------4--------------5-----------6-----------7
My job is only a tiny part
of the overall piece of
work;the results of my
activities cannot be seen
in the final product or
service.

My job is a
moderate-sized
"chunk" of work;
my own contribution
Can be seen in the
final outcome.

My job involves doing
the whole piece 'of
work,from the start to
the finish; the results of
my activities are easily
seen in the final product
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3. How much variety is there in your job? That is, to what extent does the job require you
to do many different things at work, using a variety of your skills and talents?

1-------------2--------3-------4---------------5------------------6-----------7
Very little; the job
requires me to do the
same routine things over
and over again

Moderate Variety

Very much, the job
Requires many
different things, using
a number of different
skills and talents.

4. In general, how significant or important is your job? That is, are the results of your work
likely to significantly affect the lives or well-being of other people?

1--------------2-------------------3---------4---------------5------------6-----------7
Not very significant;
The outcomes of my
work are not likely to
have any important
effects on other people.

Moderately;
Sometimes
people may give
me "feedback";
Other times they
maynot

Very much; managers
or co-workers provide
me with almost
constant "feedback"
about how well I am
doing

5. To what extent does doing the job itself provide you with information about your work
performance? That is, does the actual work itself provide clues about how well you are doing aside from any 'feedback' co-workers or supervisors may provide?

1--------------2-------------------3---------4---------5----------------6-----------7
Very little; the job
requires me to do the
same routine things
over and over again

:

Moderately;
sometimes
Doing the job provides
'feedback' to me;

Very much; the
job is set up so
that I get almost
constant
"feedback" as I
work about how
well I am doing.
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Section Two
Listed below are a number of statements, which could be used to describe a job.
You are to include whether each statement is an accurate or inaccurate description of your
job.
You are to include whether each statement is an accurate or inaccurate description of your
job.
Once again, please try to be as objective as you can in deciding how accurately each
statement describes your job---regardless of whether you like or dislike your job.
Write a number in the blank beside each statement, based on the following scale:
How accurate is the statement in describing your job?

1---------2-------------3--------------4----------5--------------6----------------7
Very
innaccurate

Mostly
Inaccur
ate

Slightly
Inacc
urate

~

D

Slightly
accurate

Mostly
Accurate

Very
Accurate

-------------1. The job is arranged so that I do not have the chance
To do an entire piece of work from beginning to end.
-------------2 Just doing the work required by the job provides
Many chances for me to figure out how well I am doing.
--------------3.The job is quite simple and repetitive.

--------------4.This job is one where a lot of other people can be
Affected by how well the work gets done.
--------------5. The job denies me any chance to use my personal
Initiative or judgment in carrying out the work.
-------------6. The job provides me the chance to completely finish
The pieces of work I begin.
-------------7. The job itself provides very few clues about whether
Or not I am performing well.
-------------8 .The job gives me considerable opportunity for
Independence and freedom in how I do the work
-------------9. The job itself is not very significant or important
In the broader scheme of things.
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Section Three
Now please indicate how you personally feel about your job. Each of the statements
below is something that a person might say about his or her job. You are to indicate
your own personal feelings about your job by marking how much you agree with each
statement.
Write a number in the blank for each statement, based on this scale:

How much do you ageeith this statement?

1---------------2---------3-----------4-----------5-----------6--------------7
Disagree
strongly

Disaagre
e

Dis
Agree
slight
ly

El

LJ

Agr
ee
Slig
htly

Agree
strongly

-------------1. It's hard on this job for me to care very much.
-------------2. My opinion about myself goes up when I do this job well thus making me
want to do even better.
-------------3. I usually know whether or not my work is satisfactory on this job.
-------------4. I feel a great sense of personal satisfaction when I do this job well thus
making me work even harder
-------------5. The work I do on this job is very meaningful to me.
------------~6 .

I feel a very high degree of personal responsibility for the
Work I do on this job.

------------7. I feel bad and unhappy when I discover that I have performed
Poorly on this job thus making me want to do better next time

-------------8. I often have trouble figuring out whether I'm doing well or
Poorly on this job.
------------9. I feel I should personally take credit or blame for the
Results of my work on this job.
------------10.I am generally satisfied with the kind of work I do on
this job.

------------11. My own feelings are generally not affected much one way or
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other by how well I do on this job.

------------12. Whether or not this job gets done is clearly my responsibility.
Section Four

Now please think of the other people in your organization who hold the same job you do. If
no one has exactly the same job as you, think of the job, which is most similar to yours.
Please think about how accurately each of the statements describes the feelings of those
people about the job. It is quite all right if your answers here are different from when you
described your own reactions about the job. Often different people feel quite differently
about the same job. Once again, write a number in the blank for each statement, based on
this scale:

1--------2------------------3------------4------------5------------6--------------7
Disagree
strongly

Dis
Agree
slightly

~
~

Agree
Slight
ly

Agree
strong
ly

----------1. Most people on this job feel a great sense of personal
Satisfactions when they do the job well thus making them want to do even
better.
----------2. Most people on this job feel that the work is useless or trivial.
----------3. Most people on this job feel a great deal of personal responsibility
For the work they do and work extra hard to perform better.
----------4. Most people on this job have a pretty good idea of how well they are
Performing their work.
----------5. Most people on this job find the work very meaningful.
----------6. Most people on this job feel that whether or not the job gets
Done right is clearly their responsibility.
----------7. Most people on this job feel bad or unhappy when they find that
They have performed the work poorly.
----------8. Most people on this job have trouble figuring out whether they are doing a good
orbadjob.
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Part Four
Work Environment (Organizational Climate) Characteristics Questionnaire.

Provided below are statements that maybe found in your work place.
The statements want to gauge your perception of the work climate pertaining to your
Work environment.
The statements are intended to apply to all work environments.
You are to decide which statements are true of your work environment and which are false.
If you think the statement is true or mostly true answer 'true' with (1). If you think the
statement is false or mostly false, answer 'false' with a (2).

Clarity
1. Things sometimes are pretty disorganized. (_ _~
2. There is a lot of time wasted because of confusion (

)

3. The details of assigned jobs are generally well explained to workers. (
4. Workers are often confused about what they are supposed to do,_ _ _
5. Rules and policies are always changing. (

)
~

)

6. Supervisors meet workers regularly to discuss their future work goals. (

)

Peer Cohesion

1. People go out of their way to help a new worker feel comfortable. (
2. There is not much group spirit. (

)

)

3. The atmosphere is somewhat interpersonal. (

)

4. People take a personal interest in each other (
5. People rarely do things together after work. (

)
)

6. People often eat lunch together. (_ _ _

-.J

7. Workers who differ greatly from others don't get along too
8. Workers often talk to each other about their problems.

well. (~---~)

(~---~)

9. Often people make trouble by talking behind each other's backs.

(~---~

Supervisor's Support
1. Supervisors tend to talk demandingly with workers. (

)

2. Supervisors usually compliments the worker who does something well. (
3. Supervisors usually discourage criticism from workers. (

)

)
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4. Supervisors usually give full credit to workers if ideas are generated by the workers.
(

)

5. Supervisors often criticize workers on minor things. (

)

6. Supervisors expect far too much from workers. (

)

7. Workers discuss their personal problems with the supervisors. (

)

---~

8. Supervisors really stand up for the rights of their workers.(~---~)
Work Pressure
1. There is a constant pressure to keep working.

)

2. There is always an urgency about everything. (·- - - 3. People cannot afford to relax. (
)
4. Nobody has to work too hard. (

)

5. There is no time pressure .. (

)

6. It is very hard to keep up with the workload . . (

----

7. Workers often work very hard . . (

' ---~

8. You can take it easy and still get your work done . . (
9. There are always deadlines to be met. . (

)

)

10. People always have to work overtime to get their work done .. (

)

Physical Comfort
1. It sometimes gets too hot to work properly.
2. The lighting is extremely good to work better with.
3. Workspace is awfully crowded to feel comfortable to work in.
4. The place could stand some new interior decorations.
5. The color and decorations make a warm and cheerful place to feel comfortable to work
m.

6. Sometimes the place is infested with flies and mosquitoes.
7. The furniture is well arranged.
8. The rooms are well ventilated.

Thank you for your cooperation.
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