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7Ayedgy EMPLOYEE MORALE AND 

PRODUCTIVITYY 
Introduction 

Morale is a group phenomenon consisting of pattern of attitudes cf 
members of the group. It refers to the spirit of the organisation. It represents 
the attitudes of individuals and groups in an organisation towards their work 

environment and towards voluntary cooperation to the full extent of their 
capabilities for the fulflment of organisational goals. Thus, morale is an 
indicator of attitudes of employees towards their jubs, superiors and 
environment. It is the sum total of employees' attitudes, feelings and 
sentiments towards these variables. Morale is a by-product of motivation and 
gTOup relationship6 in the organisation. It is a mental process which once 
started pernmeates in the entire group creating a mood which results in the 
formation of a common attitude. 

and 

CONCEPT AND NATURE OF MORAI.E 

Meaning of Morale ? 

The term morale' has been defined in many ways However, all the 
definitions revolv� around the attitude töwards work for the accomplishment 
of organisation goals. William Spriegel has defined morale as the cooperative 
attitude or mental health of a number of people who are related to each other 
on some basis. According to Alexander E. Leighton, "Morale is the capacityof 

agroup of people-tapull together persistently in pursuitof a common purpose" 
1 

These definitions reveal that morale.is the degree ofenthusiasm and 
willin gness withwhich, the members of a gTOup work to perform their 

***"** 

assignments 

Morale represents a composite of feelings, attitudes cnd sentiments that 
contribute to general feelings of satisfaction". Itis a. state. of mind and $pint 
affectingwillingness-ta.workwhich, in turn,.atfects. organisationaland 
individual objectives". It shapes the climate of an organisstion. 



8atisfaction of individuals. Morale is the total satisfactiin a person derives 

from his job, his workgroup, his boss, his organisation and his environment. 

High morale exists when employees' attitude is favourabletowards their 

jobs, their company and their fellow workers-favourabln 
' the total situation 

of the group and to the attainment of its objectives. Low ierale exists when 

attitude inhibits the willingness and ability ot the gTOUp to attain company 
objectives. Thus, morale of employees should be h1gh to achieve the 

organisational objectives efficiently and effectively. High morale reduces 
labour turnover, wastes and disharmony. 

Employees with high morale like their jobs and co-opurate fully with the 
management towards the achievement of goals of the organisatión. It results 
from jobsatisfaction and generates job enthusias1n. High morale is indeed a 
manifestation of the employees' strength, dependability, pride, conf+dence and devotion All these qualities of mind and character taken t:gether create high morale among the employees. 

Morale of employees must be kept high to achieve the following benefits: Willing cooperation towards objectives of the organisation. (Loyalty to the organisation and its leadership or management. LGood discipline i.e., voluntary conformity to rules and regulations High degree of ermplayee's interest in their jobs and organisation. (Pride in the organisation. 
)Reduction of rates of absenteeism and labour turDover. Indicators of Low Morale 
Low morale indicates the presence of mental unrest The mental unrest 

not only hampers production but also leads to dissatisfaction of the employees. 
Low morale exists when doubt and 8uspicion are common and when 
individuals are depressed and discouraged. i.e., there is a lot of mental tension. 
Such a situation will have the following adverse consequences: 

8uspicion are common and whena 

HTHigh rates of absenteeism and labour turnover Excessive complaints and grievances rustration among the workers. 
tiction among the workers and their groups. Antagonism towards leadership of the organisation. wLack of discipline. 

LOw morale may be very fatal to the organisation as human relations Wal tend to deteriorate. Whatever may be the cause of low morale, organisa Suiers ultimately because quantity and quality of prod uction both sure Thus, in order to avoid these evil consequences, every manager should wors 
O Dula and naintain high morale of the people working uader him. For this 
he should have constant knovl edge of the opinions and attitudes of the 

t i rh. MacMillan. Now 



VROOM'S EXPECTANCY THEORY/MODEl-
Expectancy theory of motivation was developed by victor H. Vroom. It was 

first published in 1964 is his book Work and Motivation'. Later, this theory wäst 
expanded and refined by Porter.and Lawler and others. Expectancy theory is a 
process theory of motivatida which describes the process through which need: 
are translated into behaviour. It does not explain how needs emerge as has been 
described by content theories of Maslow, Hersberg and others. 

Expectancy theory of motivation states that every employee is 
motivated to work when he.believes to achieve the things which, he wants3 
from his work. This theory is based on the premise that every employee is a 
rational person. 

According to Vroom, every employee has a tendency or motivation to actit 
or behave in a certain way But the strength of the tendency or the force ot 
motivation to act in a certain way is Aetormined by the following three factors 

(i) Valence or attractiveness of the outcomes of performance 
(ü) Expectancy i.e. employee's perceived probability to perform to a certain 

level. This perception or estimate of performance is based on his abilities, 
experiences, resources, environmental factors etc. 

(ii) Instrumentality i.e. employee's estimate that his performance will result 
in achieving the outcome or reward. 

Vroom states that the motivation force of an employee is a product of these 
three factors i.e. Valence, Expectancy and Instrumentality. This can be expressed 
in the following equation. 

Motivation Force = Valence X Expectancy X Instrumentality 
Vroom's model' suggests that motivation leads to efforts and the efforts 

combined with employee's abilities (efficacy), experience, available resources, 
environmental factors etc. lead ito performance. The perfomance, in turn, leads 
to various outcomes or results. Each' outcome has some positive òr negative value 
to the employee, which is termed as valence in this theory. When the total of all 
the valences is positive, the employee is motivated to make further efforts. Figure 
17.4 explains the Vroom's model.. 

When all these three factors are high in an employee's perception, the 
motivation of the employee islikelyto be high. But any of thes� factors is low in 
the employee's perceptiori ofbelief; his level of motivatíon is likely to be low. 
When an employee think or believes that it is impossible for him to perform, his 
motivation to perform ioill be low. Similarly, when an employee believes that 
outcomes are not linked to performance but depends on manager's whims, his 



motivation wil be very low. When an employee does perceive any value in the 

Sutcomes, the motivation to attain it will not be in him. Therefore manager nust 
ways try to ensure that employee's level of expectancy, instrumentality and valence 
mains high Onty then the products of these factors will be high. Consequenti 

he motivation level will also be high. Low level of any of the three factors and 

onsequently the motivation level will also be low. 

Expectancy or effort to 

performance expectancy 
ie. perceived probability 
that efforts will head to 

First level 
outcomes 

Second 1evel 
outcomes 

Outcomc-la 
Outcome -1b 

desired peformance Outcome1 

Effort Performance- 
Outcome -2a | 

Outcome -2b 
Outcome -2c 

Outcome-2F 

Instrumentality or estimated 

probability that perfomance 
will produce desired outcomes. 

Fig 17.4:Vroom's Expectancy theory of work.motivation 

Assumptions about the causes of behaviour 
Following are the assumptions about the causes of behaviour in organisations 

which provide the basis for the expectancy model: 

(i) It assumes that behaviour is determined by the combination of forces in 

the individual and in the environment. 

i) It assumes that people make decisions about their own behaviour in 

organisations. 

i) It assumes that different people have different types of needs, desires 

and goals. 
iv) It assumes that people make choices from among alternative plans of 

oehaviour based on their perceptions of the extent to which a given behaviour 

ill lead to desired outcome. [Nadlar and Lawler) 

Key concepts/factors: 
It is usually stäted that these three basic factors in Vroom's expectancy theory 

However, few other factors are also considered important. All these concepts or 
factors are as follows 

1. Effort/Action/Behaviour 

2. Outcomes 

3. Expectancy 



4. Instrumentality 

5. Valence 
1. Effort/Action/Behaviour Effort are a behaviour or action or set p 

behaviours actions over which a person has control. Every person rational 
chooses to do or not to do any behaviour or action. Actual level of behaviout o 
action or effort depends on all other concepts of this model described hereunder 

2. Outcomes/results : Outcomes are the results or consequences of actions 
or behaviour_. These are the results or consequences over which one does ná 

have complete control. Outcomes are of two types 

) First level outcomes : First level outcomes are the performances 
consequences achieved from behaviours or actions or efforts of a person. The 

outcomes may be eithet positive or negative. Positive outcomes include highe 

productivity, good quality products, better cooperation etc. Negative outcomes 
include non-cooperative behaviour, poor quality prqducts, low productivity.et 

(ii) Second-level outcomes: Second level outcomes are the positiye pe 
negative results or consequences of the first level outcomes. These include highe. 
pay, recognitions by peers and society, promotions etc, as a positive outcomes 
and criticisms demotions donation or reprimands as the negative outcomes. 

3. Expectancy : Expectancy is the estimated probability that a particula 
action or effort will lead to a particular level of performance i.e. first-level outcome 
In other words expectanty-is the belief of an employee that a particular levelt 
effort will lead to a paricular level of performance. The employee's estimate 
probability or belief is based on his level of efficacy or ability work, experien 
available (physical and financial) resources and environmental factors. 

In fact, expectancy is an effort to performance expectations. 
expectations are the subjective probabilities which may range from zero to oneo 
zero per cent to 100 per cent. Zero expectancy indicates that employee's effot- 
have no anticipated impact on perfomance. There is absolutely no relationsiip
seen between effort and performance. An expectancy of one suggests tha 

performance is totaily dependent on employee's efforts. 

4. Inistrumentality : Instrúmentality is the employee's perceived degre= 
of probability that a particular level of performance fi.e. first-level outcomes 
lead to a.desired reward i.e. second-level. outcomes. Thus,.employee's gener 
perception-is that thete is relationship between-tirst-level outcomes and secanc 
level outcomes. In fact, first level outcomes are considerable instrumental in attairin 
second level outcomes. 

Instrumentalities range from minus one to plus one (-1 to +1 
instrurmentalitý.of+1 indicates that attainment of second-level outcomes is total 
dependent on the first-level outcomes. On the other hand, instrumentality o 
indicates that atfainment of second-level outcomes is less likely even if first-le 
outcomes have been achieved. The zero degree of instrumentálity reveals thati 

employee perceives no relationship between first-level outcomes and second 
outcomes. In short, instrumentality can be expressed as. the perfomance 

outcome expectation. 



5. Valences or 
outcome 

valences : 
Valences or 

outcome 
valencee 

me lotivation 
is 

alue or 
preference 

perceived by an employee 
tor a 

second-level 
outcom 

eward 
in other words, 

valence is the degree ot 
satistaction 

or dissatisfaction fel 

an employee from a second-level 
outcome. It represents 

an employee's feelings 

Owards an outcome. 

Valence ranges from negative to positive. It may be from minus one (-1) to 

s one (+1). It is determined by the value of the outcome perceived by an 

mployee. His value perception depends on how much the outcome will fulfil his 

eeds. It is also influenced by personal values of the employee. 

Outcomes have positive vàlence when they satisfy employee's needs and 

re consistent with his values. Outcomes have negative valence when they inhibit 

eed fulfilment and are opposed to his values. Outcomes have zero valence when 

ey neither satisty or dissatisfy his needs and nor have any impact on his values. 

ero valence indicates the employee's indifference towards an outcome. In sucha 

ase the employee is nor a�tracted to achieve that outcome. 

The motivation force of an employee to perform a certain job depends upon 

these five basic factors i.e. efforts; autcomes, expectancy, instrumentality and 

utcome valence. 

Evaluation of Theory: 
Advantages: This model or theory has been appreciated and supported by 

nany academicians and managers. It is appreciated on. the following 

rOunds 

(i) This theory helps managers think about the mentalprocesses through 
hich motivation occurs. 

(i)This theory values his employee's human dignity because it is based 

the premise that employees are capable and rationally thinking individuals. 

herefore, their beliefs, perceptions and probability estimates influence their 

Dehaviour. 
S6ii) It also encourages managers to design a motivation climate that 
ilstimulate posi�ive employee behaviour. This is done by creative effective 
Communication, with the employees 
(iv) It encourages managers to understand employees preferred 
outcomes and ensures the availability óf such outcomes. 

y) It provides clear guidelines to managérs for incteasing employee 
notivations by altering his expectancies, instrumentalities end outcomne 

Valances. 

felt 
s 

(vi) This theory helps managers to see beyond the belief that motivation 
occurs when work satisfies the unsatistied needs. Vroom's model suggests 

efforts can lead to need satisfying rewards. 
Criticism/Disadvantages: In spite of many advantages, Vroom's model 

rticised due to following limitations 
) Though this theory has emerged as an important one but it has not been 

mly tested. This theory needs further testing to build broad-based evidences for 

* 

Support. 



uvdugrn 
(ti) It is also argued that this theory has only limited use. It is because it ten 

to be valid only in situations where the effort-to-performance and the performanco 
to-outcome linkages are clearly perceived by the employees 

(ii) In many organisations employees are rewarded on the basis of seniont 
educational qualifications etc. rather than on their actual performance. in such 
situation, this theory tends to be idealistic and has no practical utility 

(iv) It is a complex theory in comparison to the earlier content or need based 
theories. Therefore it is relatively difficult to understand and apply. 

(v) Many managers do not have time and resources to use this compley 
motivational model. However, they do learn aboút it and perhaps they use part 

of it. 
(vi) This theory helps managers to appreciate complexities of motivation but 

it does not give them much practical help in solving their motivationalproblems. It 
does not prescribe how motivational decisions are actually made. 

(vii) This theory assumes that people rational in their behaviours. But in 
practice, employees always do not make decisions rationally. This is particularlu 
true for routine jobs. People generally make decisions and later try to rationalise 

them. 

ds 
ce 

(vii) The multiplicative relationship of the three variable factors (valence 

expectancy and instrumentality) needs u 2 further substantiated. 

(ibx) It does not consider the effects of multiple outcomes from the same 
effort whereas it should consider the predicted effects of those multiple outeomes. 

(x) These are no reliable measures of valence, expectancy and instrumentality 
in the real work settings.

(xi) This theory does not consider many factors of affecting motivation fore 
because these factors may complicate the process of predicting motivation. These 
factors include the role of long-term rewards, favours granted in the past, sense of 

loyalty, fear of loosing job etc. 

In spite of these limitations, this theory is useful because it guides managers 
in dealing with the complicity of motivation problems în organisations. It guides 
managers in designing rewards, work systems goal setting etc. It also helps managers 

in matching rewards to performances. 

Factors determining motivatíon: 
According to Vroorm, every employee has tendency or motivation to act or 

behave in a certäin way. But every employee rationally evaluates värious actions 
or work behaviours before he chaoses from among them. His choice or motivation 

to act or behave in a certain way is determined by the following factors. 

(i) The probability perceived by him that his certain amount of eftoris 
lead to certain level of performance. In other words, his perceived aßility t 
perform to a certain level. 

: 

(10) The chances he believes that his level of performance will lead to a desired 
level of oukcome or reward. In other words, his perceived chancès of getung 

outcome or rewards. 

ing 
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iii) The employee's pereceived value of an outcome or reward. In other 
words, attractiveness of the outcome to him in the light of his needs. 
Theory in Practice by Managers 

In order to motivate employees, every manager has to satisfy the following conditions 
() High expectancies : Manager must seè that employees eifort-t0 pertomance expectancy is maintained high. It shiould at least b� greater than 

ero. Manager must ensure that employees belíeve that their efforts will lead to 
high pertormance because of their abilifies, experience and other factors. For this, manager should provide an envirónment that facilitates good perfomance. Manager should also set realistically attainakle performaniee goals. Manager should also provide necessåry training, encouragement and support to the employee so that he can confidently perförm at the desired level. (2) Identify employee's. desired outcomes A manager should also identity the employees desired outcomes from their perfomance. In other words, manager should identity what employee wants to get oüt of his performance and what not. Manager should try to maintain émployee's performance-to-outcome expectancy high. In any case, it should be greater than zero. Manager must ensure that employee always believes that high performance aloné will lead to his desired outcomes or rewards. 

(3) Make outcomes attractive : A manager shouid ensure that the total of all the valences for the various outcomes to the emplojeeis high. In every case, he must ensure that it is greatèr than zero. One or two outcomes may have negative valences but the overall total of all the valences should Be positive: For example, pay increase, promotion, recognition and other positive outcomes have positive valences whéreas the outcormes in thè from of'job' stress incredsed responsibility will have negative valences. But the overall total of all, the valences'must be greater than zero or positive. With a view to maké õutcomes Tmore attractive, manager should carefully analyse employee's ieeds and values. 
Expectancy theory suggests that when these conditions are satisfied, employee will be mnotivated to expand his efforts. Greater the product of all the three factors ie. expectancy, instrumentality and valencés, higher will be the strength of his motivation. 
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