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Introduction 

The purpose of this assignment is to conduct research in the areas of motivational theory and what motivates people from an intrinsic and extrinsic perspective. The report will detail different motivation theories and approaches through motivational factors that can be implemented to further develop employees for the future of the organizations. A critical analysis is carried out to confirm the importance, effectiveness and performance levels of motivation theory supported with academic studies that have demonstrated an increase in performance and work output when motivational theories are used effectively. According to (Newsom, 1990), studies have shown evidence that motivational theory engagement best offset common problems such as boredom and having a dislike to work or poor performance by increasing knowledge and performance. Focus will be on the types of training and development that are offered by UWTSD through an interview conducted with an employee Dr Sujweea Herath, and how the organization has motivated Dr Herath to perform to a higher standard. The report will also highlight key motivational concepts that increase performance and demonstrate a great working environment that supports all employees, concluding on what motivational model would suit the organization that values employees and builds on better business performance.  












Meaning of Motivation, 

Motivation is unique to each person depending on what motivates them to do what needs to be done. For example, if a person knew they were going to receive something of value but there was a sacrifice to that person to get it, one would suggest they would be happy to oblige based on greater reward, however if the person had to sacrifice work, time or efforts for a small reward or of little value, then that person would not be very motivated to carry out the task. According to (Mele AR, 2005), motivation has various levels of strength, and pending on how high that level of motivation is, this will influence the behavior of that individual. Though all human beings are different in their own way, they all have recognisable factors that motivate them to get the most out of employee's, Organisations would need to think of ways to motivate staff and keep them motivated offering what employees would consider valuable. These rewards and incentives are a great driving force to maintain sustained levels of performance. These rewards can be financial such as a good wage with bonuses or uncapped sales benefits. They also come in the form of extra days of paid leave, sickness and these are a few examples of how organisations keep employees motivated. Companies also take the stance of offering employees enjoyable and interesting work to do with training and developing opportunities. Organisations have also come to understand that employees desire more than just money and to combat this organizations give employees time to share their opinions and values that help with better team and organizational cohesion and communication across the board. (Mele AR, 2003), suggested that an explanation will need to consider the internal state of a person that will meditate a link between the stimulation and the responses that person will hold when stimulated.






Theoretical models of motivation

Theoretical models are tools and platforms that can be used to understand the employee and be able to offer the right training and development package, or maybe a position with more responsibility based of behavioral and performance output in the organisation. For this assignment Dr Herath was interviewed based on employment at UWTSD and the motivational factors that were offered to teach her class and how to keep them invested and deliver on their projects, but also to stay motivated to keep teaching. To draw a sound conclusion this report would need to demonstrate the various concepts and motivational models that were researched. 
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Vroom Expectancy theory of motivation is based on the effort that an employee has invested with the expectation that the reward received from their efforts will result in a desired reward outcome. Vroom believes that there must be a link between the effort the employee has made to the reward that should be received and that it should be worthwhile attaining. 
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Maslow Hierarchy of Needs is built on a pyramid set of theories and set out on a need's basis. Starting from bottom going up exampled below:
· Biological and psychological needs - Basic life needs / Food, Drink, Shelter, Sleep, Air, Warmth etc.
· Safety needs – Law, Order, Stability, limits, Protection, Security, etc.
· Love and belongings – Work group, Family, affection, relationships, friendships, etc.
· Esteem needs – Reputation, Status, Achievements, Responsibility.
· Self-Actualization – Personal growth and Fulfilment of oneself 

The Maslow motivational theory is focused on the employee needs and what motivates
them to the highest possible level of motivation and the higher levels of this hierarchy will only be available when the lower-level needs have been satisfied. 
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The Herzberg model is broken into two factors with one factor focused on intrinsic motivation and the second factor focused on extrinsic motivation. All hygiene factors shown above are extrinsic motivation with the satisfiers / motivational factors being intrinsic. Having a good understanding of these theoretical models will help with a tailor-made training program that develop employees and keep them motivated and working to a high standard of performance. According to (Hussein et al, 2013), Job satisfaction is a very important element to all sectors as it is anticipated to achieve a higher workforce retention rate with a better-quality in-service delivery. 







Importance of Engagement and supporting theoretical functions 

Engagement is to some people an identification with the purpose and values of an organisation. There is more than one level of engagement, and it can be broken down into two factors of engagement and job satisfaction. Employees will be far more productive if they are satisfied workers that results in a greater level of motivation. HRM – Human Resources Management, is a human resources function that is focused on the delivery of various factors such as:
· Human resources department 
· Compensation
· Health and Safety 
· Employee and Labor Relations 
· Performance Management
· Staffing

As according to (Storey, 2007), HRM is a distinctive approach to employment management that is focused on creating a competitive edge by utilizing strategic deployment of a highly competent workforce by using a host of techniques such as structural, cultural and personal approaches. HRM is a dedicated asset of HR that is focused on performance and reward management and staff development as well as many other aspects. If an employee is engaged in their work, an employee will show high levels of motivation and commitment to their work and the organisation, and demonstrate high levels of performance. The two levels of engagement consist of Job Engagement which translates into employees going the extra mile for the company or sacrifice to complete the task. This is because the employee finds their job interesting and gives them a challenge as well as providing a feeling of reward. The second type of employee engagement is Organisational engagement, and this relates to an employee identifying with the values and the purposes of an organisation but also feeling and believing that the organisation is a great place to work with a desire to continue working there.


As (Macey et al, 2009), puts it. People who are engaged focus energy on the task they are completing, and this will be evident to other people around them showing a display of personal initiative, efforts, adaptability and persistence towards organisational objectives. Employee engagement is important to make employees work and act in a way that will further the organisational goals and objectives and provide achievement to both the employee and the organization. To achieve high performing employees that are motivated, various approach strategies would need to be considered. Below are examples of HRM strategies, and these comprise a hard and soft approach to motivating employees.  
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According to (Legge, 1995; Storey, 1992), when reviewing strategies, the question is if the organization engages a strategy of control done through commitment, the (soft approach) or control through a (Hard approach) consisting of tighter strategies. A soft approach suggests the organisation implements strong use of communication with all employees as a tool to increase and maximize commitment to the organisation. Storey (1989:8), points out that the hard approach emphasizes quantitative, calculative and are the business aspects of managing HR, whereas the soft approach is focused on communication, leadership and motivation.


Strategic model of HRM 
[bookmark: _Int_cKUAPpcN]This report has demonstrated different motivational models that can be used to motivate employees to generate a higher performance. HRM provides these motivation strategies through strategic management models such as, The matching model adapted by (Fombrun et al, 1984), that provide clear instructions and processes when managing people. According to (Martocchio ,2018:23), HRM is a function of utilizing employees that achieve organizational goals provided to them.

                          [image: ]
Core concepts of The Matching Model are defined as:
· Selection – Match job availability to employees as necessary 
· Appraisals / Performance Management – Review performance and highlight areas of improvement
· Rewards – Based on the job role and reward scheme, rewards should be considered for long term as well as short term achievements on task completion
· Development – develop employees to a high level of competence
· Performance – Motivated employees deliver high performance output


Engagement drivers, Aspects and Outcomes
To encourage good leadership and keep employees invested in the vision and organisational objectives, this would require engagement from employees. There are examples of engagement drivers, aspects and outcomes that help keep employees committed and engaged and promote motivation. Though this statement is related to a younger crowd, (Torgesen 1982), claims that if a person has failed to learn regardless of the reason, they would generate a low expectation in themself to succeed, and due to low expectations, they do not tend to persist in the given task resulting in a low self-esteem attitude and behavior. Based on the attitude, motivation will be impacted, and negative feelings emerge round the work itself.
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Engagement drivers are strong implementations of good strategic leadership that will motivate employees and keep them moving toward increased organisational performance. There are various aspects of engagement that should be sought when motivating a team. The leader would need to establish what motivates that individual person and what training package can be used to produce motivated staff. Aspects of motivation are a good way of understanding the characteristics of an individual to offer the best motivation style appropriately.
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According to (Robinson et al, 2004), Outcomes of engagement should display motivated employees and engaged individuals willing to go the extra mile for the organisation. The motivated employee will want to work hard and make things better and retain a good understanding of the bigger picture regarding organizational context and be prepared to respect and help colleagues in the organization. Therefore, HMR is a critical function within strategic management, working to design and implement motivation models and tools that are in line with organisational objectives. (Campion et al., 2011; Shippmann et al., 2000), suggests that having competency in the modelling process is now a popular topic in HRM that has shown increased attention in this area.   






Critical analysis of Dr S.Herath interview on UWTSD motivation concepts and practices

The purpose of the interview with Dr Herath was to establish what motivational models and concepts are used and to generate a personal development plan that can identify the development needs of the interviewee. There were 20 questions asked in the interview, all relating to motivational theory, practice and outcomes and PDP development. For this paper the (Fombrum,1984), matching model will be used as a foundation of structure in processes. The paper will also look at what motivational theory was used in UWTSD and how this has been implemented.
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Dr Herath advised the facilities are clean and orderly with the organisation being professionally operated, however there are some drawbacks. There is no performance management or PDP in place and no formal feedback from students or management directly. There is no reward scheme in place such as incentives or targets to head toward and staff training is periodically reviewed. Dr Herath stated that the staff are all professional and nice to work with and the facilities, financial packages and working environment are of a very good standard. According to (Fairman and Haddock 1981), there has been a statistically significant relationship referring to cohesiveness of students and professional staff regarding attitudes toward school.







Performance Management 

Motivated people find motivation for all types of reasons that can be either intrinsic and extrinsic or both. To gather understanding of why and how people are motivated, appraisals and performance reviews can be used. According to (fletcher, 2001), Literature surrounding the competencies of performance management has continued to grow. When using performance management tools correctly employees will feel valued in the organisation. Performance management will reward employees for hard work and recognition and help guide them in their career goals. The aim of performance management is the improvement of performance and achieving corporate goals.  
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When reviewing performance management and appraisal, (Jawahar & Williams, 1997), claim that a one consistent finding within the works and literature is that the rating of administration purposes has a higher rating than those used for developmental purposes. 




Above are key processes that need to be considered when conducting performance management. Dr Herath advised that there is no performance management, rewards, targets or incentive agreements in place and that the only staff review is a form to complete and sign yearly. Neither is there any senior management, colleague or student feedback given regularly. There is no PDP with no feedback as a teacher from either management or students that would suggest Dr Herath has an internal and personal motivation relating to self-esteem and self-actualization referring to (Maslow theoretical model). From this perspective UWTSD have taken an approach that would refer to Taylor theory when the only motivation would be doing the task well with monetary reward. However, UWTSD do provide extra hours to teachers to support their students and offer further paid professional FEA qualifications that suggest hygiene factors and satisfiers referring to the Frederick Herzberg 1959 two tier model of motivation. This means that UWTSD do support employee development formally without the guarantee of staff retention and this could pose significant implication to the organization due to staff moving on after the qualification has been achieved and solid intrinsic motivation has not been successfully installed. PDP is key to motivation success and covers the following:
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UWTSD do value their staff but do not communicate this key information to them through all relevant communication channels. This is a very important factor as the job role of the employee is teaching students. With bad communication this will likely impact staff in a negative way and demotivate employees that will provide a lower level of teaching for students and poorer performance. According to (Oliver, 1993), there are ten main points to consider when teaching unmotivated people or students. Just a few will be covered to point out the importance of motivation. 1. Be enthusiastic when teaching people / 2. Evaluate performance with periodic assessments / 3. provide immediate feedback that provides performance levels. Dr Herath said that she is working towards a PHD through UWTSD and improving her English outside of university working hours. As (Levy & Williams, 2004), put it, Employees are more prone to ignore feedback If they believe the system is unfair and inaccurate with a lack of credibility. 
With all Dr Herath’s data received a PDP can now be formulated and will be broken down in the best way that will serve both Dr Herath and the organisation.
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PDP recommendations 
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Recommendation 

[bookmark: _Int_xkq1DPib]UWTSD use a mixture of Intrinsic and extrinsic methods. Depending on the employee, one could say an employee that is happy with a good pay package and the option of continued learning progression maybe fully satisfied, however an employee that is more intrinsic may require more team, colleague, and management contact with openly seen approaches to understand the employee's needs and values. A recommendation is for much better communication at all levels of the organisation and to move away from high extrinsic value of motivation and put more intrinsic measures in place to understand staff more openly and for them to be heard and valued, as demotivated teachers produce demotivated students. (Astin, 1985), states the student's productivity, retention and their performance outlook to work has causing concerns. Good communication will open up any underlying issues and help with staff short-term and long-term planning with better team cohesion and retention. The feeling from the interview and research suggests, you scratch my back and I scratch yours, approach. UWTSD pay high rates for employees that want continued professional qualifications but spend little time investing personal time and staff development which means UWTSD offer a good wage to get the job done with employees enjoying the wages or paid opportunity for further study but have little motivation to stay afterwards. Therefore, a strong focus is on communication with employees. According to (Atwater, Waldman, and Brett, 2002), Feedback is an organisational process that enables performance data to be collected from various sources such as peers, supervisors, customers and clients. 







Conclusion 
Based on all research done on motivation and employee behaviors with supporting theories and concepts and the interview conducted with Dr Herath has brought me to a sound conclusion. From an observation of intrinsic and extrinsic motivation. Dr Herath holds more of an intrinsic nature for reasons of self – esteem and self-actualization, Maslow theory. Dr Herath has not received feedback on how well her students are performing other than a pass or fail when the class assignments have been examined, and no PDP is in place to cover the gap of team cohesion or employee relationships building, and this could impact on motivation with lower performance output from teacher and students. Dr Herath is studying a second language outside of university time to progress in her communication skills and working toward a PHD in continued education, funded by UWTSD. The main motivation factor is then financial from an extrinsic motivational state, Taylor theory. However, UWTSD do offer just enough motivators and satisfiers, Herzberg theory, to retain staff through the financial package of paid study. Communication is of vital importance in this case due to the job role itself and managers not knowing the intrinsic value of staff or concerns that may lie dormant. As (DeNisi, 2000), states Performance management has a varied range of practices and activities that organisations use to elevate and enhance performance levels or individuals or groups with the goals of improvements in organisational performance. According to (Kanengiser, 1993), Focus and attention of administrators need to be on improving student performance when completing achievement assessments and that administrators are to create a counselling environment to help students perform at their highest possible level of potential and that teachers need to attain the knowledge in this area to resolve this pressing matter. 








References 


· Astin, A. W. (1985) Achieving academic excellence: A critical assessment of priorities and practices in higher education. San Francisco: Jossey-Bass.
· 
Atwater, L. E., Waldman, D. A. and Brett, J. F. (2002) “Understanding and optimizing multisource feedback,” Human Resource Management, 41, pp. 193–208.

· Denisi, A. S. (2000) “Performance appraisal and performance management,” in Klein, K. J. and Kozlowski, &. S. (eds.) Multilevel theory, research, and methods in organizations: Foundations, extensions and new directions. San Francisco, CA: Jossey-Bass, pp. 121–156.

· Fairman, M. and Haddock, J. (1981) “Eight steps toward better student attitudes, Principal,” pp. 35–37.

· Fletcher, C. (2001) “Performance appraisal and management: The developing research agenda,” Journal of Occupational and Organizational Psychology, 74, pp. 473–487.

· Fombrun, C. J., Tichy, N. M. and Devanna, M. A. (1985) Strategic Human Resource Management. Nashville, TN: John Wiley & Sons.

· Hussein, S. (2013) “Organisational factors, job satisfaction and intention to leave among newly qualified social workers in England,” Social Work Education, 33(3), pp. 381–396.

· Jawahar, I. M. and Williams, C. R. (1997) “Where all the children are above average: The performance appraisal purpose effect,” Personnel Psychology, 50, pp. 905–925.

· Kanengiser, A. (1993) Tuition steady, enrollment up at 2-year colleges. The Clarion Ledger. Jackson, Mississippi.

· Legge, K. (1995) Human Resource Management: Rhetorics and Realities. Basingstoke: Macmil-lan.

· Levy, P. E. and Williams, J. R. (2004) “The social context of performance appraisal: A review and framework for the future,” Journal of Management, 30, pp. 881–890.

· Macey, W. H. et al. (2009) Employee engagement: Tools for analysis, practice, and competitive advantage. John Wiley & Sons.

· Martocchio, J. J. and Martocchio, J. (2018) Human Resource Management, Student Value Edition. 15th ed. Pearson.
· 
Mele AR (2003). "Introduction". Motivation and Agency. Oxford University Press

· Mele, A. R. (2005) Motivation and Agency. New York, NY: Oxford University Press.

· Newsom, W.B. (1990). Motivate, now! Personnel Journal, 51-55

· Oliver, H. (1993) A success model for teaching and learning. Unpublished manuscript.

· Shippmann, J. S. (2000) “The practice of competency modeling,” Personnel Psychology, 53, pp. 703–740.

· Storey, J. (1992) Developments in the management of human resources: An analytical review. London, England: Blackwell.

· Storey, J. (2007) Human Resource management today: an assessment in J. Edited by J. Storey. London. Thomson Learning.

· Torgesen, J. (1982) “The learning disabled child as inactive learner,” Topics in Learning and Learning Disabilities, 2, pp. 45–52.

· Vroom, V. H. (1964) Work and Motivation. 99th ed. Nashville, TN: John Wiley & Sons.




image5.png
The matching model of HRM

Selection g [k Pertornance

‘The human resource cycle (adapted from Fombrun et al, 1984) |





imagea.png
performance management expectations

Process of performance management

+ Making an agreement on performance and development matters
+ Consider performance planning

+ Continuing to update Personal Development planning

+ Managing employee performance throughout the year

+ Review and conclude performance reviews

+ Access all matters of performance

+ Agree and record outcomes within the performance management
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PDP recommendation

Job role package

* Keep current financial package

+ Pay review on PHD qualification achieved for continued teaching in the same organization

« Incentives such as flexible working hours, quarterly target reward - (free lunch or discounts)

+ Due to multi-cultural teaching professionals, offer free or discounted language sessions to improve confidence

* Use SMART, Specific, measurable, achievable, relevant, time framed objective to follow best practice
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Engagement Drivers

Drivers of engagement — (Macey 2009) Drivers of engagement - Alfes et al (2010):

+ Job autonomy + meaningful work (the most important)

+ support and coaching + senior management vision and communication
* Feedback + positive perceptions of one’s line manager

+ opportunities to learn and develop + employee voice

* task variety

+ responsibility
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Aspects of engagement

Aspects of engagement - according to Alfes et al (2010)

+ Job autonomy
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Snapshot of Intrinsic and Extrinsic answers

Based on the answers received from Dr Herath which covered many of the questions, the report will need to
advise that due to Dr Herath not receiving a PDP element some of the above questions are no longer valid.

Extrinsic Motivational factors:

Dr Herath states that the financial benefits are very good, and the overall financial package for
funded continued professional education was also very good.

Intrinsic Motivational factors:
Dr Herath states there are good staff facilities and a good environment to work in. There are

system platforms that support professional causes and a funding fellowship program to continue
educational study within the organization.
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PDP recommendation

360 degree and direct management communication

* Regular informal meetings to update, advised on tasks or events and check on individual team moral
+ Conduct performance review and feedback on employee current position to desired organizational objectives

» Provide 360-degree feedback from students, managers, colleagues, supervisors and the organizational board
where necessary

+ Utilize a PDP for employee development, measurement, goals and commitments
* On performance feedback, use visual assessment format to discuss and agree development

* Also, conduct a rating format to check where the employee think they are now with suggestion to reach the
desired goal.

* Root out all concerns and support employees in matters that may relate to insecurity such as language
barriers and how to fit in with other colleague for tighter team cohesion
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Hard approach

* Managers give specific and direct instructions to employees and monitor their work closely.
+ Job roles are fixed with specific tasks to follow and very little employee discretion

+ Rely and follow all direct rules and procedures

« Differentiated status

Soft approach

+ Organization is employee centered giving them a middle ground with more control and bureaucratic

+ There is more flexibility in job definitions

+ The aim is to get all employees to exercise self-control and conduct themself in a congruent way, holding
organizational objectives in mind

* Less status
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Interview questions with Dr Herath

1. What types of motivation factors are used in UWTSD

2. Were you motivated in an intrinsic or extrinsic way
3. What types of motivation factors are used in UWTSD
4. How has the model of motivation been delivered

5. What aim, and objective do you and UWTSD hope to
achieve

6. Do you feel this training structure works for you and why

7. What types of motivation factors are used in UWTSD

8. Is the reward structure based on target or quality driven
requirements

9. Do you feel UWTSD support & value your efforts and how
was delivered to you

10 .Do you feel you hold value with UWTSD

11. How have these motivation models helped you
12. What types of motivation factors are used in UNTSD
13. What types of motivation factors are used in UNTSD

14. What type of appraisal or PDP has been introduced

15. What arrangements were put in place for development and
how is this measured and fed back to you

16. What type of reward structure has UWTSD offered to you

17. What improvements could be made to the reward
structure

18. How does the reward structure benefits you and
UWTSD

19. Do you feel supported in self-development and listened to

20. What improvements can be made to PDPs to benefit you
and UWTSD
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