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4% EMPLOYEE MORALE AND
ProDUCTIVITY

Introduction

Morale 1s 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 fulfilment of organisational goals. Thus, morale is an

indicator of attitudes of employees towards their jobs, 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
group relationships in the organisation. It is a mental process which once

started permeates in the entire group creating a mood which results in the
formation of a common attitude.

CONCEP’I‘ AND NATURE OF MORALE
Meanmg of Morale ?

The term ‘morale’ has been deflned in many ways However, all the
definitions revolvé around the attitude towards work for the accomplishment
of organisation goals. William Spriegel has defined morals as the cooperative
attitude or mental health of a number of people who are related to each other

on some basis. According-to Alexander H. Leighton, “Morale is the capacity of
%%LWZEGMR—HWQ_@&M’LM”“QE common purpose. L

ese definitions reveal that morale:is the degree of _enthusiasm and
wﬂhngp_%shsmwﬁh whlch the members of a _group worl-. to perform t.helr'

iiiiii

M orale represents a composite of feplmgs attitudes cnd sentiments that

contribute to general feelings of satr,sfactwn Itis.a state of mind and spint
affecting_willingness_-ta_work, which in turn, affects .rganisational and

individual obj_ectwes3 It shapes the climate of an organistion.



P _ isfactinn a person derives
he total satisfac 0. & _ g
individuals. Morale 1s t ot i his environment.
gatisfaction Of_‘ndl‘:kdgl"lroup his boss, his organisation and T
b wo t . y ' rable
from h.ls . hl? exists when employees' attitude 1s I'a;:*.lf The tolal situsting
Hligh mora env and their fellow workers——fﬂVouri’ w worale exists when
iobs. their compan) : its objectives. Low i _
jobs, thc ttainment of its obj .
to the a - > to attain compan
of the gr(‘)u}p'gﬂg the willingness and ability of the ETUT{;-:h = achie'vep_a'%_
ALCE m_ll'-l;h_us._ﬂr}'lsrz;l_e of employees should be hig -
objectives !

6 i -
| ively. Hizh morale reduces
nisational objectives efficiently and effectively
orga ffic

d disharmony.
abour turnover, wastes an o . :
la ‘?L;.;mployees with high morale like their jobs and co-opcrate fully with the

management towards the achievement of goals of the orgenisation. It results

from job_satisfaction and generates job enm,gsiasm-.'ﬂigh morale is:lmdeed 3
manifestation of the employees’ strength, dependabxlllty, pride, conﬁ ence ang
devotion. All these qualities of mind and character taken together 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.
\_'(g)aL;)jraJ ty to the organisation and its leadership or manag"ement. _
\Lr~Good discipline L.e., voluntary conformity to I'lLLLiﬂn-d—Iﬁg]llaIlons_

UuHigh degree of employee's interest in their jobs and organisation.

(W Pride in the Organisation,

. L/M‘t/ Reduction of rates of absentgfg_s_r_n and labour ty rover.
Indicators of Low Morale

Migh rates of absenteeism and labour turnover

Wmstration among the workers.
<_\('yfli‘n'ctitm among the workers and their groups.
“‘-Mntagoniam towards leadership of the organisation.

wEPTack of discipline.

Low morale may be very fatal to the organisation as hx_l_n_z_ul_rglatu:;::::g
tend (o deteriorate Whatever may be the cause of low gr.}r:il:::n o;g:;suﬁbr-
suffers ultimate Y because quantity and quality of pr”“'i‘;s,er should work
Thus, in order to avoid these evil consequences, evc;y mj-t;der hum For this.

to build and maintain high morale of the people ‘?G_ZIIT":l[. 1 attitudes of the
he should have constant knowledge of the opinions L reeAillan. New

R .
P

c D e =l T™V.Y . ™
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VROOM’S EXPECTANCY THEORY/MODEL—""

Expectancy theory of motivation was developed by viEtb?H.. Vroom. [t was “, ' '.

first published in 1964 is his book 'Work and Motivation'. Later, this theory was:;.;ﬁ;; '
expanded and refined by Porter.and Lawler and others. Expectancy theory is ar_;'&'{:
process theory of motivatioh which describes the process through which needs:()*

s

are translated into behaviour. It does not explain how needs emerge as has beenii:

described by content theories of Maslow, Hersberg and others. 2]

Expectancy theory of motivation states that every employee is:{:
motivated to work when he believes to achieve Fhe things which, he wants "/ §’
from his work. This theory is based on the premise that every employee is
rational person. ' :

Az
| : .- et

According to Vroom, every employee has a tendency or motivation to actiiog
or behave in a certain way.: But the strength of the tendency or the force oféi g

motivation to act in a certain way is “etermined by the following three factors : ’5'5";“' !
(i) Valence or attractiveness of the outcomes of performance. R |

bRl

(ii) Expectancy i.e. employee’s perc?ived probability to perform to a certain *
level. This perception or estimate of performance is based op his abilities, B |

experiences, resources, environmental factors etc. B |

- (iii) Instrumentality i.e. employee’s estimate that his performance will result n}
in achieving the outcome or reward. _ -

i

P~

Vroom states that the motivation force of an employee is a product of these ’11 ¢
three factors i.e. Valence, Expectancy and Instrumentality. This can be expressed ;s
in the following equation. _ | :
Motivation Force = Valfance X Expectancy X Instrumentality - A
-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 performance, in turn, leads "
to various outcomes or results. Each outcome has some positive or negative value *"/
to.the employee, which is termed as valence in this theory. When the total of all A
the valences is positive, the employee is motivated to make further efforts. Figure ** ¢
17.4 explains the Vroom’s model. . - - g

When all these three factors are high in an employee’s perception, the
motivation of the employéafigaﬂqfélyﬁto be high. But any of thesé factors is low in li
the .employee’s perception;gfibeliéf; his level of motivation is likely 4o be low.
When an employee thinks o) |
motivation to performwjll“be:16w. Similarly, when an employee believes that "'
outcomes are not linked to perfermance but depends on manager’s whims, his ~

&

.
il

t
4
4
b
J."

believes:that it is impossible for him to perform, his

s
y
:
4
|
1



siotivation will be very low. When an employee does perceive any value in the
% itcomes, the motivation to attain it will not be in him. Therefore manager sl
& ways try to ensure that employee’s level of expectancy, instrumentality and valence
&% mains high. Only then the products of these factors will be high. Consequentiy
¥ ¢ motivation level will also be high. Low level of any of the three factors and
tonsequently the motivation level will also be low. |

4
I
L

Expectancy or effort to -
performance expectancy | First level Second level
i.e. perceived probability outcomes outcomes
that efforts will head to L
desired performance. —{ Outcome -1 | Outcome -1a |~
J{ - o [j Qutcome -1b
‘Performanc ' _ T
' R — Outcome -2a ]
. . {Outcome -2 } {_@;c_qmg__g_b_] "
| AN L_{Outcome -2¢ |
|

Instrumentality or estimated
probability that performance
will produce desired outcomes.

Fig 17.4 : Vroom's Expectancy théo_ry df work motivation

ssumptions about the causes of behaviour c

Following are the assumptions about the causes of behaviour in organisations
ich provide the basis for the expectancy modal : T
_. (i) It assumes that behaviour is determined by the cqfn_bination of forces in
¢ the individual and in the environment. . 3, “

(ii). It assumes that people make decisions. about their own behaviour in
anisations. |

(iii) It assumes that different people have different types of needs, desires
d goals. . -
~ (iv) It assumes that people make choices from among alternative plans of
haviour based on their perceptions of the extent to which a given behaviour

~ Itis usually stated that these three basic factars in Vroom's expectancy theory.
fHowever, few other factors are also considered important. All these concepts or
factors are as follows : '

1. Effort/Action/Behaviour

2. Outcomes

3. Expectancy



Ve RS
o

4. Instrumentality i
5. Valence : ,;,P,;_» :
1. Effort/Action/Behaviour : Effort are a behaviour or action or sg{};{ !
behaviours actions over which a person has control. Every person rationahsi {
chooses to do or not to do any behaviour or action. Actual level of behavio@;{t‘g}_
action or effort depends on all cther concepts of this model described hereund‘éj_.f; {

2. Outcomes/results : Outcomes are the results or consequences of actioh: 7
or behaviours. These are the results or consequences over which one does; ?1:

have complete control. Outcomes are of two types : -;.:, ;
(i) First level outcomes : First level outcomes are the per{onnance'sifi = ‘]
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consequences achieved from behaviours or actions or efforts of a person. Theso ki
outcomes may be eithet positive or negative. Positive outcomes include hightr
productivity, good quality products, better cooperation etc. Negative outcc'jf]j.
include non-cooperative behaviour, poor quality products, low productivity,hei"?
(ii) Second-level outcomes : Second level outcomes are the posiﬁygi
negative results or consequences of the first level outcomes. These include hit_ﬁ,ﬂj‘
pay, recognitions by peers and society, promotions etc, as a positive outc
and criticisms demotions donation or reprimands as the negative outcomes. 3
3. Expectancy : Expectancy is the estimated probability that a_particulat
action or effort will lead to-a particular level of performance i.e. first-level outcome
In other wordsrexpectancy-is-the-belief of an employee that a particular leve]
effort will lead to7a patticular level of performance. The employee’s estimiigd
probability or belief is based on his level of efficacy or ability work, experfxg
available (physﬁg,l and financial) resources and environmental factors. "
'In fact, expectancy is an effort to performance expectations. Tl}i
expectations are the subjective probabilities which may range from zero to one
zero per cent to 100 per cent. Zero expectancy indicates that employee’s efférts]
have no anticipated impact on performance. There is absolutely no r’elaﬁéﬁ_‘s_
seen between- effort and performance. An expectancy of one suggests th
performance is totally dependent on employee’s efforts. "k
4. Instrumentality = Instrtimentality is the employee's perceived deg

of probability that a particular level of performance (i.e. first-level outcomiesy¥
lead to a.desired reward ice. second-level outcomes. Thus,. employee’s geri
- perception-is:-that-thexe is relationship between-first-level outcomes, and se¢al
level outcomes. In fact, first level outcomes are considerable instrumental in attaini
second level outcomes. | , o
_Instrumentalities range from minus one to plus one (-1 to +1)u
instrumentality.of +1 indicates that attainment of second-level outcomes 1s t,O,“

dependent on the first-level outcomes. On the other hand, ingtrumentality Ol
indicates that atfainment of second-level outcomes is less likely even if first-ley
outcomes have been achieved. The zero degree of instrumentality reveals tha_t%
employee perceives no relationship between first-level outcomes and second 1€
outcomes. In short, instrumentality can be expressed as.the perfonnanc,g;_ff

outcome expectation.
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\.‘.' Valence ranges from negative to positive. It
come will fulfil his

flus one (+1). Itis determined by the value O

i ployee. His value perception depends on how much the out
| values of the employee.

R ds. It is also influenced by persona

i?‘ Outcomes have positive valence when they satisfy employee’s needs and

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

Sheed fulfilment and are opposed to his values. Qutcomes have zero valence when
y impact on his values.

xI' ey neither satisfy or dissatisfy his needs and nor have an
difference towards an outcome. In such a

hat outcome.
rform a certain job depends upon
nstmmentahty and

{. ‘The motivation force-of an employee to pe
B\ these five basic factors i.e. efforts, autcomes, expectancy, !

Butcome valence.

\ra'.luation of Theory :
Advantages : This model or theory has been appreciated and supported by

Blany academiicians and managers. It is appreciated on. the following

'Qunds : St
-.-(i) Thistheory helps managers thlnk about the mental processes through

Pl thh motivation occurs.

xh(;) 'llr':;s theglr;z values his. employee s human dignity. bemuse it is based
) g;efol;ze ﬂE}se " ti employees are capable-and. rationally thinking .individuals.
h eir beliefs; percephons and probability estimates influence- their .

s, (iil) It alse encouxages mana |
gers to design a motivat
111_-st1mu1ate posmve employee behaviour. This is done by lcor:a;l::l :f?e 'f(hat
ective

-
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i (W) It encourages managers to understand emplovees preferred
erre

utcomes and ensures the availability of such outcores.

e v) 1t provides-c clear: guldehnes to mana 5

ks gers for incr m

g p\zations by a]tering his expectancies, inshﬂmentall‘i?:;ne?t; O£Loyee
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(vi) ThLS theow helps mana
_ gers to see beyond the beli
D;k oceurs when work satisfies the unsatisfied heeds. ‘Jroor:f fs, t;ac:id“;OtNahon
ﬁgorts can lead to need satisfying rewards. B St
' rltlcism/Disadvantages :Ins
pite of many adv
‘PCIS‘ed due to followmg limitations : - 7o vagloges, Veoomismeds!

o (1) Though this theory has eme
rged as an impoxtant one but it has ot heen-.
y tested. This theory needs further testing to build broad- based evidences for




(i) Itis also argued that this theory has onlyéirr_rﬁg_u.se,lt is because it tel K |8
/1‘0 be valid only in situations where the effort-to-performance and the performg NASTER
to-outcome linkages are clearly perceived by the employees. nce
(iii) In many organisations employees are rewarded on the basis of senjcy:( 17"
educational qualifications etc. rather than on their actual performance. In suc?',-t% ‘
situation, this theory tends to be idealistic and has no practical utility. ik
(iv) It is a complex theory in comparison to the earlier content or need by
theories. Therefore it is relatively difficult to understand and apply. '

(v) Many managers do not have time and resources to_use this_comm;_k' j
Fand gy )

motivational model. However, they do leari abott it and perhaps they use parts8
of it. - | v 8 i

(vi) This theory helps managers to appreciate complexities of motivation bll
it does not give.them much practical help in solving their motivational problemg:
does not prescribe how motivational decisions are actually made. -

(vii) This theory ‘assumes that people rational in their behaviours. But i

e
ed

s,

practice, employees always do not make decisions rationally. This is particulagy
true for routine jobs. People generally make decisions and later try to rationalise
them. _ : o ‘- :
(viii) “The multiplicative relationship of the three variable factors (valence
expectancy and instrumentality) needs o ! 2 further substantiated.
(ix) It does not consider the effects of multiple outcomes from the same
effort whereas it should consider the predicted effects of those multiple outcomes;
(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 foreg};{{
' because these factors may complicate the process of predictir;’g motivation. These:¥ §%
factors include the role of long-term rewards, favours granted in the past, sense! IoE;‘S,‘.;‘?
loyalty, fear of loosing job etc. '.
In spité of these limitations, this theory is useful because it qguides managers”:
in dealing with the complicity of motivation problems in organisations. It quides [;
managers in designing rewards, work systems goal setting etc. It also helps managers-,
in matching rewards to performances. o i
Factors dete_rm!ning; mbﬁyiffOn : o | '
According to Vroor, every employee has tendency or'motivation to act of ¢
behave in a certain way. But every employee rationally evaluates Varius actions:
or work behaviours before he chooses from among them. His choice or motivation
to act or behave in a certain way is determined by the following factors. o
(i) The -probability perceived by him that his certain amount of efforts W‘ﬂ 13
lead to certain level of performance. In other words, his perceived ability'to &
perform to a certain level. '
(ii) The chances he believes that his level of performance :
level of outcome or reward. In other words, his perceived chances
outcome or rewards. ' |

willlead to a desffed % &
of getting 4
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i (iii) The employee’s pereceived value of an outcome or reward. In other
ords, attractiveness of the outcome to him in the light of his needs.
4 Theory in Practice by Managers :
~ In order to motivate employees, every manager has to satisfy the following
Bonditions :
£ (1) High expectancies : Manager must see that emp_loyees effort to-
@ performance expectancy is maintained high. It should at least be gr eater thar
gzero. Manager must ensure that employees believe that their ‘?ffo_fts will lead o
thigh performance because of their abilities, experience arnjd otheér factors. For this,
fmanager should provide an environiment that f%cxlﬁaes good performance.
f Manager should also set realistically attainable perfoi’fﬁafif&gjgoalﬁ- Manager should
falso provide necessary training, encouragement and stippott to the emplayee so
§ that he can confidently perform at the dééii'edfll'evel. o |
. (2) 1dentify employee’s. desired outcofies” A manager should also
i dentity the employees desired outcomes from their -pgt{br‘ﬁj;incé. In other words,
& manager should identity what employeé wants to get out of his performance and
® what not. Manager shoild try to maintain employee’s performance-to-outcome
& expectancy high. In any case, it should be greater than zero: ‘Manager must ensure

Y ;ﬂfnat' employee always believes that high-perfcrman(_:e' aléne w_.ill lead to his desired

I outcomes or rewards.

& Day increase, 'profhbﬁoﬁ,"fecb@ﬁiﬁdﬁ and other positive outéomes have positive
§" Valences whereas the outcoties i the ffom of: 65‘&&%!3&'incréés'ii:_‘&'-i‘eSpbnsibility
. will have negative valences. But the overall total of all, the Valencesimiust be greater

" than' zero or positive. With a' view to makeé -Sutcotries more attractive, manager

b-"should carefully analyse employee's riceds and' values. '

;'1 Expectancy theory suggests that vhen these conditions are satisfie
: Greater the product of all the

d, employce
i, will be motivated to expand his efforts:: three factors
i ie. expectancy, instrumentality and valences, higher will be: the strength of his
£ motivation. TR
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