Organisational Behaviour and Business Ethics
instead of five as was

Finally, Herzberg has two-dimensionalised the needs,

done by Maslow.
All things considered, it may be stated that Herzberg's theory has been widely

read and few managers are unfamiliar with his recommendations. The increased

popularity since the mid-1960s of vertically expanding jobs to allow workers greater
responsibility in planning and controlling their work can be largely attributed to

Herzberg's findings and recommendations.
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Equity Theory: The equity theory is another process theory. The theory owes
ts like Festinger, Heider, Romans, Jacques

its origin to several prominent theoris
Patchen, Weick and Adams. However, itis Adam'’s formulation of the equity theory

which is a highly developed and researched statement on the topics. Therefore,

Adam’s formulation is consi dered here.

~ Likeany other theory, the equity theory is also alternatively known as the “social
comparison” theory and “inequity” theory. True to its name, the equity theory is based
on the assumption that individuals are motivated by their desire to be equitably treated
in their work relationships. When employees work for an orga nization, they basically

exchange their services for pay and other benefits. The equity theory proposes that

individuals attempt to reduce any inequity they may feelas a result of this exchange
relationship. For example, if employees feel that they are gither overpaid or underpaid,

the equity theory posits that they will be motivated to restore equity.

Eour terms are important in the theory :
Person: The individual for whom equity or inequity exists.
used by a person as a referent

e
on other is also called relevani

e Comparison other: Any group or individual
regarding inputs and outcomes. Comparis

other.
Inputs: Charac
skills, experience and the like. Thes
(See Table 3.5)

Ouicomes: Pay, promotion and fringe benefits recaived from a job. Thesé

&
are also subjectively perceived by a person. (See Table 3.5)
erson compares

teristics which individuals bring with them to the job : education,
e are subjectively perceived by a person

ty is defined 8

The theory proposes thatthe motivation to act develops after the p
| to the inpu s/

h the identical ratio of the relevant other. Inequi

inputs/outcomes wit
tio is not equa

the perception that person’s job inputs/outcomes ra
outcomes ratio of the comparison other.
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TABLE: 3.5 EXAMPLES OF INPUTS AND OUTCOMES INOR CANZA
— TIONS
Age
Attendance
Interpersonal skills

Cha!lnngrng job assignment
Fringe benefits

- Job perquisites (parking space or office

location)
Communication skills Job security
Job effort (long hours) Monatony
Level of education Promotion
Past experience Recognition
Performance Responsibility
Personal appearance Salary
Seniority Seniority benafits
Social status

Status symbols
Technical skills

Training

Working conditions

(Source: Don Helidegel, ef ai, af. cit, p. 152)

Individual individual Individual Individual

. .
perceves—* experiences——— wants to reduce —s takes action -

inequity tension tension

When sttempting to reduce inequity, the person may iry a number
some of which are :

e Altering his or her inputs.
e Altering his or her oulcomes.
e Distorting his or her inputs and cutcomes cognitively,

of alternatives,

e Leaving the field.

e Trying to alter or cognitively distort input and outcomes of
other, or force him of her to leave the field.

s Changingthe comparison other.

i different equity relationships : equity, Negative
tains “:::1 o the two people of the equity refationships F’;&guirt;
nds and perform identical tasks. Only their hourly pay, oy
individual when his or her ralio of perceived outcomey ¢
son other (See part Aln Fig. 3.45)

imilar Inputs, negative l'ﬂﬂqui:y will tl:
ther hand, a person will experjgn..
is greater than that g the

the comparison

Fig. 3.15con
and positive inequity. As
have equivalent backgrou
differ. Equity exists for an J
inputs is equal to that of the mmpill;] e
comparison other enjoys ngE;HlE:; :;;ﬂﬂm s

o ad (See part B in Fig. <. =0 s
E.‘:,::r iniquil}’ when his or her outcome to inp

in Fig. 3.15}
comparison other (Se€ part C in Fig. }
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uryﬂﬂiﬁﬂﬂﬂ"a’ Behaviour and Business Ethjc,
g. Negative inequily

A. An aguitabip siluation P
. Sall Other

Salf Other

Qulegman -,
e |lEH " J
__'1_':' = Rs.10
ThE o nour

Fig. 3.15: Megative and Posilive Inequity

ts motivated to restore equity.

It is not that the person feeling inaquity alone ge
d but to maintain the current

The person with a feeling of equity also gels motivate
situation.

Evaluation of the Theory: Like any other theory of maotivation, the equity theory
has advantages and limitations. On the advantages it may be stated that the theory
has generaled extensive research, with many af the results being supportive.

Second, the theory recognise the influence of social comparisen processes on
motivation. Individuals are concerned not only with the absolute amounts of rewards
they receive for their efforts, but also with the relationship between their inputs and
autcomes and the inputs and oulcomes of others. Any perceived injustice motivates

them to restore equity.

t theories the equity theory adopts a realistic

Third, compared te the conten
major share of motivated

approach ‘to motivation, The equity theory posits that a
behaviour is based on the perceived situation rather than on the actual set of

circumnstances, Where Maslow saw behaviour largely as a result of personality need
variables, and where Herzberg saw behaviour as the result of objective job content
and job context factors, the equity theory generally argues that it is the perceived
equity of the situation that stimulates motivation and satisfaction. |n other words, if
an employee “thinks" he or she is paid less than his or her co-workers for the same
quantity and quality of work, he or she would, according to the equity model, be
dissatisfied and would move to reduce the inequity through various means. Such a
hypothesis is particularly interesting in view of several findings which indicate that
workers generally tend to overestimate the salaries or ben gfits of others,

The equity theory has its share of criticisms. Thece ntral theme of the model is
the judgement of fair treatment. The difficulty is that not everyone equally appreciates
the concept of faimess. Equity predictions, therefore, are more likely to apply to
people who are morally mature that is, individuals guided by a normal system i
which the fair distribution of rewards is a fundamental tenet.
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Metivalion and Leadership

The theory is not clear aboyt the areas mentioneq below

(a) Is agiven factor an INpUt or an outegmes Notes

. F :
viewed by some as Input and as output by n:: ;:amph. responsibility” i

(b) How does aperson choose {or change) the com

parison other 7 '
{¢) Underwhat circumstarices will eg -

this activity.

(d) Whatis the relationship between inputs and euteo
they are perceived by employees to be ol
cannot be attained without additional in
behaviour is more difficult,

| If (as seems likel
Interrelated (e.g., more mtmm::
puts), the prediction of employee

(2] Will the findings generated in laboratory experiments hold in actual
arganizations? Oneanalyst of the equity theary has noted that most siudies
Supporting it have been laboratory experiments with student subjects,

Regardless of these problems, the equity theory continues to offer us some
imporiantinsights inlo employee motivation,

Managing the Equity Dynamic: Fig. 3.16 shows thal the equity comparison
aclually intervenes between a manzager's allocation of rewards and his / her impact
on the work behaviour of subordinates. Managing the equity dynamic thus becomes
. quite central to the manager who strives to maintain healthy psychological contracts,
thatis, faldy balanced inducements and confributions among subordinates. Rewards
that are received with fealing of equity can foster job satisfaction and performance
and rewards received with feelings of negative inequity can damage these key work
results. The burden lies with the manager to take control of the situation and make
sure that any negative consequences of the equity comparison are avoided or at least
minimised, when rewards are allocated.

[ - J'E:E i

INDIVIDUAL SATI i,
HMFES ——— MAKES EQUITY: - — '.F':"mnmmqw:"
%Eﬂﬁﬂs COMPARISONS PERFORMANCE!

'ARE' AFFECTED

Fig. 3.16: The Equity Comparison

two lips ta the practising Managers for maintaining equity dynamic at
Here are

their work : arizon is likely 10 be made by each subordinats

ity COmp .

(a) Recognise ﬁ,ﬂ"ﬁ,ﬂwﬂg such as pay. promotions and the like are allocated),

whenever Vi3l nequilles Carefully communicate to each Individua

jeit negative g Fp,agal of the performance upon whick r
of the rmr'j:m colnts you consider to be appropriate.

pa

b} Anticipate s

5 yourevalua® m

s based and he =2 ity
—r

f-EE’E‘“ngs aﬂm‘pt

g determined solely by the individuag
Js on thatevery amployee Ina work sityation
Also reme ;

rierpretation of situation. T
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Organisational Behaviour and Business Ethics
fairis incorract. Itis not how a manager feels
ers: rather it iz how tha individuals receiving

will perceive histher annual pay ra ise a5
determine the motivational oulcomes of the

about the allocation of rewards that matt
the rewards feel or perceive them fhat will
equity dynamic.

Porter and Lawler's Model:
researchers, developed an expeclancy madel o
\room's work,  This mode! attempted to —
|dentify the scurce of people’s valences & nd expectancies, and

Lyman Porter and Edward Lawler [ll, two OB
f motivation thal siretches beyond

(a)
(b) Link effort with performance and job satisfaction. Fig. 3.17 ilustrates Ihe
model
v
T 4 = A
VAaLUE OF ABILITIES PERCEIVED
REWARD ; AND EQUITABLE
TRAITS REWARDS
F
E A
3 INTRINSIC
—» _p [PERFORMANCE
errorT [+ accomeus |aC [FEWARDS [T 8
SHMENT} & | =ATISFACTION
7B
EXTRIMNSIC
5 REWARDS

PERCEIWED 5

REVARD
PROBABILITY PERCEPTIONS

t

Fig. 3.17: Ported and Lawler's Expectancy Model

rtis perceived as a function of the perceived valueof 8
d the perceived effort-reward probability {an

Predictors of Effort: Effo
when they believe they will receive

he reward's valence) an

reward (I
hibit more effort

expectancy). Employee should ex
valued rewards for task gecamplishment.

Prediclors of Performance: Performance is determined by more than effort Fig.
1,17 indicates that the relationship between effort and performance is moderated by
an employee's abiliies and waits and role perceptions. That is, employees with
higher abilities atiain higher performance for & given leve! of effort than em ployees
with lesser abilities. Similarly, affort results in higher performance when employees
clearly understand and are comfortable with their roles. This occurs bacause effortis
channeled into the most important tasks, For example, stage fright can render 30
otherwise well prepared aclor of speakerineffective.
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Motivation and Leadership

Fredictors of Satisfaction: Performance begets intrinsic and extrinsic rewards
to-.employees. Intrinsic rewards are intangible outcomes such as achievements.
Extrinsic rewards are tangible outcomes such as pay and recognition. Now, job
satisfaction is determined by employees’ perceptions of the equity of the rewards
received. Fig. 3.17 further shows that job satisfaction affects employees’ subsequent
valence of rewards. Finally, employees' future effort 2 reward probabilities are
influenced by past experience with performance and rewards.
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1. Expectancy Theory of Motivation

Expectancy theory of motivation was developed by
Victor Vroom.

Basically, Vroom’s expectancy theory views motivation
as a process of governing choices.
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EuemﬂﬁvE.
theory suggests that motivatiz -
; E;;gg . how much an individua) °n depends on two

desi 3
gﬂﬂl and how likely he thinks he Eanméi ;. particular

expectancy theory tries to explain b
eople choose a particular hehaﬁﬂu[;w xedrwz ;

widual Abil _]— = .
m ty E * Dutcome with Valence
ndidual o R J - '
@_F SR 7 £ [ Outoome with Valence
: O
R —* Outcome with Valenca
Environmental Factors "':
N * Dutcome with Valence
o
Efforts for Performance | E | Pedormance in Outcome
Expectancy L | Expectancy

Fig. 4.4 Expectancy Model of Motivation

The expectancy theory rests on four assumptions

» The theory assumes that behaviour is determined by
a combination of forces in the individual and in the
environment.

» [t assumes that people make decisions about their
own behaviour in organisations.

® It assumes that different people have different types
of needs, desires and goals.

® It assumes that people make choices from among
alternative plans of behaviour halsed hm|; :!1?1111:
perceptions of the extent (o which a given behavia
will lead to desired outcomes.

The above model suggests that motivation 'IFadSantg g
tfforts, when combined with individual abr]]t.;:e .
“Wironmental factors, result in. I:I‘E['.fﬂr;]r:mabi]jt}r
“onfirms that motivation, efforts, m::'h‘wdu smwd;
*vironmental  factors all contribute

Performance.

ociated value called its V
Mode], jndividuals develop

G jvated
exhibit ~ mot¥
s tons bﬂfm:inurthzl}:ltmma valence further

oy . me
'mc!twaleﬂ hah&l of motivation ?md “’:‘t;ﬂm

vﬂmrmes the 1:;"3 S Expg::tatmnsﬁﬂ i
Ence is measul

ndividyal.
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