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mensionalised the needs, instead of five as was

i

Finally, Herzberg has two-di
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, it Adam'’s formulation of the equity theory

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

Adam’s formulation is conisidered here.

| Like any 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
sire to be equitably treated

on the assumption that individuals are motivated by their de
hips. When employees work for an organization, they basically

er benefits. The equity theory proposes that
ty they may feel as a result of this exchange
y are either overpaid or underpaid,

in their work relations
exchange their services for pay and oth

individuals attempt to reduce any inequi
relationship. For example, if employees feel that the
the equity theory posits that they will be motivated to restore equity.

Four terms are important in the theory :
e Person:The individual for whom equity or inequity exists.

e Comparison other: Any group or individual used by a person as a referent
regarding inputs and outcomes. Comparison other is also called relevant
other. :

Inputs: Characteristi
skills, experience an

cs which individuals bring with them to the job : education,
person.

d the like. These are subjectively perceived by a

(See Table 3.5)
e Outcomes:Pay, promotion and fringe benefits received from ajob. These
are also subjectively perceived by a person. (See Table 3.5)
The theory proposes that the motivation to act develops after the person compares
ratio of the relevant other. Inequity is defined @S
the inputs/

inputs/outcomes with the identical
the perception that person’s job in
outcomes ratio of the comparison other.

puts/outcomes ratio is not equal to
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~ The basic equity pro;io'sal assu
motivated toreduceit. Further, the ar

e
to reduce it. Thus, inequity as motiva

mes that, upon feelin

g inequity, the person is
ater the felt ine

. Notes
quity, the greater the motivation

Interpersonal skills

Communication skills
Job effort (long hours)
Level of education

Past experience
Performance

Personal appearance
Seniority

Social status

Technical skills
Training

tion force will act ag follows:
[ TABLE: 35 EXAMPLES OF INPUTS AND OUTCOMES IN ORGANIZATIONS
' Inputs Outcomes
Age C_hal_lenging job assignment
Attendance

Fringe benefits

* Job perq
location)

Job security
Monotony

uisites (parking space or office

Promotion
Recognition .
Responsibility
Salary

Seniority benefits
Status symbols
Working conditions

(Source: Don Hellriegel, et al, bp. cit, p. 152)

Individual Individual -

perceives— experiences—— wants to reduce —»

inequity tension

When attempting to reduce inequity,

some of which are :

Altering his or her inputs.

nitively distort input and outcomes of
her to leave the field.

Individual Individual

takes action -
tension

the person may try a number of alternatives,

Distorting his or her inputs and outcomes cognitively.

the comparison

@
e Altering his or her outcomes.
e
e Leavingthefield.
e Trying to alter or cog
other, or force him or |
e Changingthe comparison other.

Fig. 3.15 contains three different

and positive inequity. Assume Ha
have equivalent bacl;gg;n;s and p
i ity exists fo

?r:gi:s 'iEsql;l:iial to th.at of the compa
comparison other enjoy§ g
perceived (See part B |:i
positive inequity when -
| comparison other (Seep

Fig. 3.15).
s or

the equity relationships i, £
two people of .
the rfoI:m identical tasks. Only their houriy

. e i ,
dividual “:,I-:Son other (See part A in Fig. 3,15

reater outco

her outcome t0 input
rt C in Fig. 3.15).

equity relationships : equity, Negative inequity

ig. 3.15
Pay rateg
tcomes to

9. ). If the
mes for similar inputs, negative inequity y be

other hand, a person Will experignc,
ratio is greater than that of the

n his or her ratio of perceived oy

On the
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B. Negative inequity -

A. An equitable situation :
‘Se Other

Notes .

_§e|f Nl other ;
Ou}l:ot:l;?_ﬁ- . -;_ Olllt:on:nE. ;F' = ) i‘ii‘: - PO
= TS |2 . _Anpul . , i Oul s
e m ey ok, H : 10 UlraUIES",
Rs.10 g8 == . Rs.10; R L
Rs.10 = Rrs.10 Rs.20 1hr = per hour g
© 1hr per hour = R R5.10 o5 wPighn Rs.15 =t:- =
e ol b per hour | : ol Thr = Rs.15
; i i . erh
C. Positive equity ki

Other e

Outcomes’
A inpul k.

Qutcomas:,
Clinpul ™,

Rs.15 ey .
_ _atiiaim.  Rs.10
Rs.15 S 510 _Rsit0

1 hr
per hour . . 1-hr per hour

Fig. 3.15: Negative and Positive Inequity -
It is not that the person feeling inequity alone gets motivated to restore equity.
The person with a feeling of equity also gets motivated but to maintain the current

situation.

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

e the influence of social comparison processes on
ed not only with the absolute amounts of rewards
o with the relationship between their inputs and
f others. Any perceived injustice motivates

Second, the theory recognis
motivation. Individuals are concem
they receive for their efforts, but als
outcomes and the inputs and outcomes 0
them to restore equity.

Third, compared to the content theories the equity theory adopts a realistic
heory posits that a major share of motivated
behaviour is based on the perceived situation rather than on the actual set of
circumstances. Where Maslow saw behaviour largely as a result of personality need
variables, and where Herzberg saw behaviour asthe 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. In other words, if
“thinks” he or she is paid less than his or her co-workers for the same
g to the equity model, be
h various means. Sucha
dicate that

approach to motivation. The equity t

an employee
quantity and quality of work, he or she would, accordin

dissatisfied and would move to reduce the inequity throug
hypothesis is particularly interesting in view of several findings which in
workers generally tend to overestimate the salaries or benefits of others.
The equity theory has its share of criticisms. The central theme of the model is
the judgement of fair treatment. The difficulty is that not everyone equally appreciates -
the concept of fairness. Equity predictions, therefore, are more likely to apply t0
people who are morally mature that is, individuals guided by a normal system in

which the fair distribution of rewards is a fundamental tenet.
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The theory is not clear abouyt the areas Mmentioned bl
ow:

(@) Is agiven factor an input or a

; N outcome?
viewed by some as input and  Forexa

as output by others,
(b) How does a person choose (or change)

mple, “responsibility” is

. the comparison other 7
(c) Underwhat circumstances will each met

: hod of inequ :
The feeling ofinequity may force o - od of inequity resolution be used?

: ! quit the job,
of.compa.nson other in another, Individual diffejrenct:):; fﬁg force a change
this activity. lously influence

(d) Whatis the relationship between inputs and outcomes? If
they are perceived by employees to be interrelated (e
cannot be attained without additional inputs), the p
behaviour is mere difficult.

(as seems likely)
(e.g., more outcomes
rediction of employee

(e) Will the findings generated in 'Iaboratory experiments hold in actual
organizations? One analyst of the equity theory has noted that most studies
supporting it have been laboratory experiments with student subjects.

Regardless of these problems, the equity theory continues to offer us some
important insights into employee motivation.

Managing the Equity Dynamic: Fig. 3.16 shows that the equity comparison
actually intervenes between a manager’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, fairly balanced inducements and contributions among subordinates. Rewards
that are received with feeling 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 oratleast
minimised, when rewards are allocated.

MANAGESS -5 MAKES EQUITY = 20 g-T-'Q'}‘;;
A’-‘-\%%’;Ds ' COMPARISONS ' PERFORMANCE'
RE SERET ARE' AFFECTED
Fig. 3.16: The Equity Comparison
; tising managers for maintaining equity dynamic at
tips to the prac
Here are two
their work : equity com parison is likely to be made by each subordinate
n

@ R ecognise thata promotions and the like are allocated,

whenever visible "
it negative inequitl

he reward, a

rewards such as pay. y
os. Carefully communicate to each individua
n appraisal of the performance upon which j¢

.k fe
(b) Anhcnpate ints you consider to be appropriate.

your evaluation of t

- equity are determined solely by the individuar's
ber, feelings of '"equm ptionthatevery employee in a work situation
m ' e assu 4

ion. Thus, th

o reme
Als wati

interpretation of si .
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Notes
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s fair is incorrect. Itis nothow a manager feels

tters; rather itis how the individuals receiving
ermine the motivational outcomes of the

will perceive his/her annual pay raisea
about the allocation of rewards that ma
the rewards feel or perceive them that will det
equity dynamic. '
's Model: Lyman Porter and Edward Lawler I, two OB

Porter and Lawler
on that stretches beyond

researchers, developed an expectancy model of motivati
\Vroom's work. . This model attempted to — '

(a) Identify the source of pe-ople’s valences and expectancies, and

' (b) Link effort with performance and job satisfaction. Fig. 3.17 illustrates the

model.
J, . 5
n 4 7 1
VALUEOF | ABILITIES PERCEIVED
REWARD E AND EQUITABLE
TRAITS REWARDS
_ A
= 7A
' 3 ' ; : | INTRINSIC
_p PERFORMANCE 5
EFFORT > > ccomPL- REWARDS | p¥pl ¢
| SHMENT) _ SATISFACTION
78
EXTRINSIC
2 Y |REWARDS
PERCEIVED Z
Rewaro roe T
PROBABILITY PERCEPTIONS

Fig. 3.17: ported and Lawler's Expectancy Model
eived as a function of the perceived value ofa

he perceived effort-reward probability (an
fort when they believe they will receive

Predictors of Effort. Effort is perc
(the reward's valence) and t
Employee should exhibit more e
hment.

reward

expectancy).
valued rewards for task accomplis
rmined by more than effort. Fig.

Predictors of Performance: Performance is dete
3 17 indicates that the relationship between effort and performance is moderated by
an employee's abilities and traits and role perceptions. That is, employees with
highér abilities attain higher performance for a given level of effort than employees
with lesser abilities. Similarly, effort results in higher performance when employees
clearly understand and are comfortable with their roles. This occurs because effort is
channeled into the most important tasks. For example, stage frignt can render an

otherwise well prepared actor or speaker ineffective.
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Predictors 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 = 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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ectancy theqry tries to expla;
: eng:P choose a particular bgli?:i how"and g :
~glternative. ' e
e theory suggests that motivatig
hings how mtuch an individua]
. g0 a1 and how likely he thinks he

n SlePends on two
desires a particular

can get it.
| ‘ Individual Ability 7 [ Outcome with Valence
Ability [~ Outcome with Valence

Outcome with Valence

lgwironm'ental Factors

Outcome with Valence

mOzZz»=TWVOTMITMT

Efforts for Performance Performance in Outcome
Expectancy 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. -

» It 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 an;}c:zlg
alternative plans of behaviour ba-sed boe?] Iet
perceptions of the extent to which a given
will lead to desired outcomes. ofe s o ¢

The above model suggests that n.lthjmnbﬂf; nd

efforts, when combined with in'dnqduf e:m ol

“0vironmental ~factors, result = I:tm"cl‘:jt:al’s ability,

Confirms that motivation, efforts, md1;1 te towards

®OVironmental . factors  all contribu

Performance ,

’ hich has an
Pe‘fﬂl‘ma.nce, leads to- outcomes—eachAzi ov:ding o this
Ssociated value called its Nl sense of these
oonel. -individusls develﬁp)’ Son;:hibit motivated

7 t e
®Xpectations  before

ey d outcome
etermj the level of mouvauontat?:ns set by ant
il mines red against the expec
. “€nce is measu

m_diVidual.
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