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Executive Summary

This report has been set on the 12/12/2019 and is based on developing critical thinking.
The report evaluates a critical analysis of the impact, beliefs, attitudes and values on workplace behaviour.
Identifying different management theories and relating it to organisations such as Tesco, Marks and Spencer and McDonalds.
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Introduction


The report evaluates how Maslow hierarchy of needs, McClelland's motivational needs theory, and Herzberg's dual factor theory relates to organisations, also considering a critical analysis of the impact, beliefs, attitudes and values on workplace behaviour.
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Main Findings

2.1 Marks and Spencer
Motivating employees can be a difficult task, keeping them happy and enthusiastic, and reaching those targets are the responsibility of the employers. 
Research shows: -
 87% of employees expect their employer to support them in balancing their life between work and personal commitments.
94% of executives and 88% of employees believe a distinct workplace culture is important to business success.
96% of employees want to be recognised and rewarded for their contribution to their organisation. And, just 37% of employee respondents think their employer does this well. (The, 2019)

Individual development is needed in every organisation, for example management would need the skills of communication, empowerment, equipment, trustworthiness, critical thinking and attentiveness.
Using these skills benefits not only the company but all employees including one-self enabling success and achieving targets as a team.
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2.2 Herzberg’s Dual- Factor Theory (1966)
This driving force emanate from an individual need, an expectation or a desire, tangible or not, towards a specific end. (Cole, 2010)
Every person is unique in their own way, motivation factors may differ from one to another. Factors which motivate the employee can include power, money, recognition, self-fulfilment, shared values, challenge, and interest.
” Ask workers what makes them unhappy at work, and you’ll hear about an annoying boss, a low salary, an uncomfortable workspace, or stupid rules. Managed badly, environmental factors make people miserable, and they can certainly be demotivating. But even managed brilliantly, they don’t motivate anybody to work much harder or smarter. People are motivated, instead, by interesting work, challenge and increased responsibility.”  (Herzberg, 2003)
These factors are split into two categories' that Herzberg mentions.
Extrinsic Motivation – where motivation is performed to earn an external reward. (benefits, praise, money)
Intrinsic Motivation- where motivation is performed for his own and the personal reward is self-esteem, satisfaction and creativity.
Herzberg states two factors that drives employee's motivation.
– Hygiene factors:  direct link with a work environment, these factors will lead to job dissatisfaction if not fulfilled. They will not lead obviously to a high level of motivation but prevent dissatisfaction.
– Motivator factors: directly related to job satisfaction, Herzberg states in his theory, the absence of good work condition in the workplace demotivates the employee, to prevent this Marks and Spencer use both the hygiene factor and motivator factor in order for employees to satisfy their customers as well as give exceptional service.
Marks and Spencer introduced “The plan A Health” in order to support the employees. (See Appendix. Figure 1)
Motivation can be achieved only by satisfying a very limited area of complex needs, which are additive in nature and whose satisfaction results in much more long-lasting effect. What is required, therefore, is a two-way effort which is directed first at the hygiene and then at the development of motivation (Haimann 1973, 224).
Fredrick Herzberg two factor theory (1957) devised his motivation hygiene theory which states two group factors can affect an employee motivation and mentions that certain elements in a job motivate people better (satisfiers) this includes responsibility, achievement, recognition, personal growth, and actual work.
Herzberg also says, "A deprivation in hygiene factors can lead to job dissertation, but their amelioration does not lead to job satisfaction." 

Herzberg explains money as a motivator saying, "Because of its ubiquitous nature, salary commonly shows up as a motivator as well as a hygiene. Although primarily a hygiene factor, it also often takes on some of the properties of a motivator, with dynamics like those of recognition for achievement." (Herzberg 1976, 71)




2.3 McClelland’s Motivational Needs Theory (1961)
Abraham Maslow had created his theory of needs and identified the basic human needs in order of importance however McClelland built on his work in 1961 called “The achieving society” he identifies the three motivators that every individual has. (Figure.2)
McClelland’s Theory can be used in an organisation that can benefit the workforce with management. Having a strong power motivator that can lead, motivate co-workers more effectively, and be able to structure the team's role when needed.
According to McClelland any gender, culture, or age, we all have one of the following, however only one will be our main dominant motivating driver. This main motivator driver is dependent on our life experiences and culture.
Within the workplace context Mcdonalds employees benefit by each employee having a personalised development plan to enable them to achieve their goals. (Procter & Gamble, 2014)
However, management should also set reasonable targets for their workforce to achieve otherwise they may be discouraged. 
The three needs are reflected and seen in Mcdonalds, serving customers as well as working in a team (affiliation) management are highly involved in providing the staff with training and development, setting a realistic and achievable goal (power) without discouraging the team. Attaining this for the mystery shopper.





McClelland proposed no lower order needs. While his need for achievement is not identical with Herzberg's motivators, or Maslow's higher order needs, there are some similarities. (Motivation at Work, 2019)
The major differences are McClelland's emphasis on socially acquired needs (Gibson, Ivancevich and Donnelly 1979, 112). Maslow is helpful in identifying needs or motives and Herzberg provides us with insights into the goals and incentives that tend to satisfy the needs (Hersey and Blanchard 1982, 59).
Power and affiliation are answered through teamwork as they work together to serve customers and finally regular appraisal is used to motivate staff with constructive feedback in order to motivate the employee to pursue his efforts. (Hitt et al. 2010).


2.4 VROOM
Vroom’s Expectancy Motivation Theory (1964)
According to Vroom a motivated behaviour relies on the correlation between Expectancy (where efforts is used to generate a good performance)
Instrumentality (where good performance leads to a positive outcome)
Valence (if the reward is enough or not individually)

For the theory to work one must ask if the reward will satisfy the need which must be strong enough to have a successful outcome otherwise it is seen as a perpetual circle.
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Vrooms Expectancy Theory assumes that our behaviour is a result of our conscious choices, whose purpose is to maximise pleasure and minimize pain, the theory is based on an employee's performance and individual factors such as knowledge, skills, abilities and personality. (Business Jargons, 2019)
 Maslow and Herzberg investigated the relationship of internal needs and the performance in how and what they needed to do to fulfil them, however Vrooms theory separates effort, performance and outcomes, and uses variable’s which is Expectancy, Instrumentality and valence.
Vrooms theory is based on perceptions, if an employer feels they have provided all the employees with the needs of motivation it doesn’t mean that it would work for every employee.
Vrooms expectancy theory can be seen more as a traditional work situation however the situation depends on how motivated the employee is and weather the reward that is offered is for their ability to perform well or if they believe more effort leads to more reward, however it can still be applied where an employee does something and expects a certain outcome for example, cycling to work and taking a stand on environmental issues (valence); cycling to work and then back home will make me want to cycle different places (expectancy);the more I cycle the less the pollution into the atmosphere (instrumentality)
Vroom's expectancy theory of motivation is not about self-interest but the rewards about the associations people make towards an expected outcome and the contributions they make towards it. (Gent, 2019)
Vroom's expectancy theory could also be overlaid by Maslow's theory as it could be used to describe which outcomes people are motivated by, also to describe whether they will act based upon their experience and expectations.
An example in Tesco for Vrooms theory would be if new employees were to be on new temporary contracts, this would make the employees highly motivated in the hope they can secure a permanent contract after the first one has ended.(Expectancy)
The expectancy theory predicts that employees in a company can be motivated if they have the belief that
· Putting in more effort will give a better job performance.
· Better job performance will lead to rewards, such as a pay rise or fringe benefits.
· These predicted organizational rewards are valued by the employee in question

(Bates, 2019)
Marks and Spencer follow this transactional approach within the recruitment process for example when benefits are highlighted to employees and to motivate them to apply for the specific job role, other organisations identify what individuals want and are willing to achieve through observation for instance performance related pay.
Motivation improves employees’ commitment, motivated employees’ increase business efficiently. However, motivation is also determined by individual and group behaviour. “When we think about labour, we usually think about motivation and payment as the same thing, but the reality is that we should probably add all kinds of things to it: meaning, creation, challenges, identity, etc.” (Ariely, 2012)






2.5 Frederic Taylor- Scientific Management
Taylor had carried outstudies of how people worked making axles, he observed and concluded that
· Employees were given tasks and instructions of their job and majority of the time it was to a poor standard.
· Employees got jobs as they knew the management not because of the skills they had for the jobs.
· Employers paid less to their employee's so they could get away with it. 
· Employees didn’t work hard as they feared of their friends losing jobs. However, compared to Taylor and his theories he stated:
· Money motivated people to work hard and therefore they would make more items.
Managers that run the company should supervise the employees and have firm but discipline procedures. Employees should be trained properly and selected for the job through tests and interviews, and therefore the right person will get the job.
Marks and Spencer use’s Maslow's motivational theory in management and training by helping the staff to reach goals and have targets, they encourage all the staff by rewarding and praising them. (Vroom expectancy motivation theory | Your Coach Gent, 2019) 

Herzberg's two factor theory is used as well by promotions, good salary's, good working conditions such as sick pay and pension schemes. And Taylors scientific theory is used in the organisation by paying its employees to work and having managers to supervise the workforce.







M&S has a diverse workforce and they maintain them by an active equal opportunity policy such as race and disability, an environment free from discrimination and harassment to make sure every individual can reach their full potential. they also run training programmes and give promotion opportunities making sure that all decisions are free from bias and based upon the work criteria and individual performance.

2.6 Maslow
Maslow's hierarchy of needs is still used in today's workplace, this simple motivation tool is important as it helps management and HR professional's to achieve goals, the strategy can improve staff retention and employee engagement as long as it is applied correctly and adapted to the employee's changing needs.
Maslow hierarchy of needs is based on the theory that all human beings must fulfil each level at a time in order to become happy, however if they are stuck in any level, they may experience stress or depression. Any small business can adapt it to the workplace by meeting the employers needs which in return can motivate a happy workforce increasing productivity. (Figure 3)
If the employees lowest level need is not met then a review on decisions is needed such as compensation, safety or stability concerns. Supervisors or HR need to ensure that the needs are met and fulfilled before others who is above on the pyramid.
If employees default the lowest level of need then the higher level of need is no longer satisfied for example a recession would leave employees to focus on stability concern, safety or compensation.








Another idea Maslow had introduced was that our needs constantly change, on the hierarchy when one need is met we desire the next level, an example would be a pay rise would not motivate us for the next three years, and recognition five years ago would not motivate or satisfy are needs for appreciation. A training programme completed two years ago would not satisfy our skills and knowledge today as everyday new technology is advancing.

Conclusion
In conclusion it is evident that all the above theories can be used as a tool in any business sector or with the examples used such as Mcdonalds, Marks and Spencer, and Tesco.
Conclusions of this report show that there is a clear relationship between Maslow's hierarchy of needs theory, Herzberg's Two Factor Theory of Motivation and McClelland's need for achievement theory shows the overlap of higher-level needs and motivators and the corresponding overlap of hygiene and lower order needs. The lower order needs must be met before higher order needs can have any motivational force and Herzberg's parallel hygiene factors must be met to prevent job dissatisfaction. (Thomson, 2019)
Maslow's higher order needs serve to motivate people and are of an intrinsic nature corresponds to Herzberg's motivational factors that are also intrinsic in nature. These theories lead to the conclusion that when managers incorporate motivations elements in work settings rather than simply eliminating adverse hygiene factors, they can expect to see higher productivity and job satisfaction.  
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All the theories reviewed shows that managers need to review regular reward systems, and carefully satisfy hygiene needs making sure the employees are not dissatisfied and satisfaction is not temporary.
Pearson’s RED Critical Thinking model was considered and researched within the report. (Figure 4)
























Appendix
Figure 1
  Herzberg states two factors that drives employee's motivation.
[image: ]
(Herzberg’s Two-Factor Theory | Organizational Behavior / Human Relations, 2019)

Marks and Spencer introduced “The Plan A Health” in 2013. This was to support employees regarding their well-being, with health experts online and through direct calls. Informal videos were shown to reduce the staff turnover, with 13000 (Business in The Community, 2013) employees benefiting, the sickness rate had fallen.
Plan A encouraged activities with regards to the environment and gave every employee the chance to a paid day off to volunteer for a specific project. (Marks & Spencer, 2014) Consequently, hygiene and motivator factors are satisfied. Using the theory any organisation can meet the hygiene criteria by putting the emphasis in the motivator factor, however there may be drawbacks if the motivator is achieved as it can be taken for granted which in turn would then involve demotivation. (Scott, 2019)
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Figure 2
McClelland’s Motivational Needs Theory (1961)

	Need for achievement
	Desire to advance, achieve and progress


	Need for affiliation
	Being associated with others, being a part of a group
        

	Need for power
	Being influential, make a change or difference, which is often linked to title or authority



(McClelland's Human Motivation Theory: Discovering What Drives Your Team, 2019)















Figure 3
Maslow’s Hierarchy of Needs
	Basic Needs
	Safety and Security
	Belonging and Love
	Self-Esteem and Self-Actualization

	Food and rest
In a workplace context would be money that enables the person to pay rent, food and clothes. Rest would benefit if the job was not unduly stressful giving them an easier sleep.
	Employees must have security for the job such as a contract and feeling safe by employers having policies in place to avoid sexual harassment, threats or violence.
If the company lays off employees, they would be unable to meet their basic needs.
	Employees need to feel comfortable with co-workers, supervisors or managers even if they dislike them. If the employee feels uncomfortable or doesn’t feel valued or appreciated for the work contributions, they may not do their jobs to their full potential.
	Having self-esteem relates to how the employee values himself, Employees who are more productive and do something worthwhile tend to have higher self- esteem then employees that don’t. If the employee meets all his needs with his career, he will feel his job satisfies the highest need keeping him happy.



(The Hierarchy of Needs for Employees, 2019)







Figure 4
Pearson’s RED Critical Thinking Model
	R-cognise assumptions
	(ability to separate fact from opinion)


	E-valuate arguments

	(assuming information is true without evidence)


	D-raw conclusion
	(questioning assumptions that helps to reveal information gaps)




Research conducted by Pearson has shown that people who score well on critical thinking assessments are rated by managers within the workplace and are able to have the following skills:
· Good problem-solving skills
· Good judgement and decision making
· Good job performance
· Good job knowledge
· Creativity
An organisation must have a reward system in place, such as money, fringe benefits, and promotion, which must be desired by the employee; that is, they must be positively valent in the employee's ordering of preferences. For example, extrinsic outcomes would be higher pay or promotion.
Pearson's RED critical thinking model is important as it helps employees to develop their critical thinking skills which is a powerful asset to have and can make the difference between success and failure. (Chartrand, Ishikawa and Flander, 2019)
The extrinsically motivated employee tends to feel a lack of control over on-the-job behaviour (Aldag 1979, 21). Because human beings seek to satisfy two basic need systems, the management of people involves two problems - the proper management of hygiene needs and the proper management of the motivators (Herzberg 1976, 84). 
In comparison of theories Herzberg stresses that the only goal objectives are associated with Maslow's ego-status and self-actualization needs provide motivation or satisfaction on the job, however meeting the lower order needs reduces dissatisfaction; and does not provide satisfaction (Burke 1987, 33). 

Maslow's hierarchy of needs and Herzberg's motivation-hygiene theory have been compared by researchers that have noted the stair step representation shown by heresy, that exists between Maslow and Herzberg's framework. For example: -
Motivators-Affiliation
Safety-Security
Physiological-Hygiene factors
(McLeod, 2019)
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