1. Introduction

Motivation as defined by Professor Herzberg, is the will to work due to enjoyment of the work itself. Others think of motivation as the desire to achieve a result (Marcouse, I., 2007, P218). Obviously motivation plays a significant role in the human resource process. Personally, I think motivation also can be reflected as the restriction or the satisfaction according to people’s demand and desire. 

Motivation theory means the writings of industrial psychologists and sociologists which shed light on the factor determining the satisfaction and motivation of employees. The ideas can be divided into two parts: ‘needs’ theory and ‘expectancy’ theory (Wall, N., 2000, P183). There are mainly five types of motivation theories: Maslow and hierarchy of needs, Elton Mayo and the human relations approach, McGregor’s theory, Herzbery’s two factory theory, as well as Taylor and scientific management.   

With the dramatically increased economic globalization and then improvement of people’s living standards, a multitude of changes have taken place in our daily life. In this day and age, people and most of the companies face fierce competition and suffer from great pressure. In order to improve the productivity which is a measurement of the efficiency with which a firm turns production inputs into output (Wall, N., 2000, P217), make profits and possess more market share, motivating staff correctly is getting more and more important to the 

business organizations. Motivating employees therefore become a key issue for most managers and they nowadays are inclined to pay more attention on this issue so that can achieve a high level of performance and productivity.

Ample evidence shows that the productivity of every person in the firm depends centrally on their level of motivation. There are a variety of methods, including single way and mixed way can be used to motivate staff, some people hold the opinion that there is definitely no one ideal method to motivate staff because everyone is different and different employees need different motivation., whereas others enthusiastically advocate that there is a proper way to motivate staff no matter how different staffs are. In this essay, I am aiming to find out the causes and effect of the cons and pros of this issue and analyse the factors of both points of view.

2. Discussion 
2.1. Analyse the characteristics of motivation
From my point of view, there are some characteristics of motivation should be considered. Firstly, the motivation can be seen as an external factor which is made on people and make those staff generate their real desires to concentrate on the jobs. For instance, if a company would like to reach its target, the manager would like to devise a way to motivate staff and make them have passion and motivation to do their word hardly. Because of the motivation, people would transfer the thoughts from ‘I need to do’ to ‘I

want to do’ and that might be the actual essence of the motivation.

Moreover, I think the same power of the motivation could have different effects because of the different people. Although the power of the motivation might have a positive relationship with the person who are motivated, people’s attitudes and personalities would be a vital factor. 

Furthermore, people’s motivation is variable which could also be changed at any time. Thus, managers could use some proper methods to control and regulate towards the relevant people in the appropriate time. To make matters better, if companies could find out what the staff need and their purpose of working, it is possible to have an ideal method to motivate them generally. 

2.2. Analyse the functions of motivation
As we know, motivation can be an effective way to develop human resource. First and foremost, it could enhance employees’ confidence and develop their positive attitudes towards their work. According to a survey conducted by Professor William James from the University of Harvard, it can be easily for employees to keep their work if they just develop 20%~30% of their personal abilities, whereas they can develop 80%~90% of their abilities if they are motivated greatly. Sometimes, when companies is facing crisis, they might be firstly think about the improvement of the equipment and working condition, however, it might be turned out the completely different if managers could motivate 

more promising staffs. Therefore, if a person with a high qualification but lack of motivation, he might not have good performance while he might make a great contribution to the company if he was motivated but with common ability.

Secondly, great motivation can improve the quality of the staff. I believe that prize and punishment should belong to the way of motivation. As McGregor said, Theory Y managers believe staff putting effort into work as natural as play or rest and they want to shoulder more responsibilities. So, manager should prize to those who are working hard, such as empowerment. Empowerment means having more power and control over your working life. Empowered staff not only has the authority to manage a task, but also some scope to decide what that task should be (Marcouse, I., 2007, P227). It may cause greater risks being taken, but also cause opportunities being identified and exploited so that it should definitely aid motivation. Giving punishment to those who would avoid responsibility and have little ambition is also important because it can set an example to deter the other staff. Theory X managers believe staffs like this kind of people and therefore the managers tend to be autocratic to control and force, even punish these staff. 

In addition, the whole organization could be encouraged to get together by those motivational people. Some surveys suggest that personal motivation can lead to motivate the whole group of people.

That is to say, motivation could form a competitive atmosphere among the staff which might influence the organization largely. A typical case is happened in a post office in America. An employee bought air ticket and brought a special mail to the customer’s home in 24 hours after he found this mail is missed. The company gave the favourable reward to him afterwards because of his responsibility and he became a model that every staff would simulate. Great cohesive force therefore was gained and the company’s reputation got a remarkable improvement. 

2.3. Opponents 
Motivation is a function of growth from getting intrinsic rewards out of interesting and challenging work. Motivation is based on growth needs. It is an internal engine and its benefits show up over a long period of time. Because the ultimate reward in motivation is personal growth, people do not need to be rewarded incrementally.

First and foremost, the earliest approach towards the motivation theory would be F.W.Taylor. He evolved the concept of ‘scientific management’, which simply means the application of scientific principles to the process of management. His work focused on the concept of cost effectiveness in the labour force. Taylor assumed that all individuals are motivated by personal economic gain, namely they all work for money so that in their behaviour they closely resemble machines. This kind of scientific management motivation theory offer the company an ideal

way to motivate staff by giving financial support in order to make these staff work more efficient because Taylor’s view of human nature was that of ‘economic man’. That is to say, people were motivated only by the economic motives of self-interest (Marcouse, I., 2007, P218). As long as the managers use financial as the main purpose of the rewards, staff can be motivated greatly. 

However, this approach has serious limitations, because it might cost a lot for working processes and timings with the intention of identifying the best available method and realistic output targets, as well as for analyzing which workers approach a task with the intention of identifying opportunities for improvement. Both work study and method study would cost him too much time and money although financial incentives and high division of labour which means breaking a job down into small, repetitive fragments, each of which can be done at speed by workers with little formal training are his final goal. To make matters worse, division could lead to serious problems of low motivation and even alienation of the workforce although it enables firms to hire labour cheaply and plentifully (Wall, N., 2000, P77). The most significant point is that it might an inadequate view of human beings because the motivational power of money is limited.

Maybe because of that, Elton Mayo decided to study about it and he carried out what became a world famous research project at the Hawthorne

plant of the Western Electric Co. in Chicago. He discovered that any alterations to working conditions that the firm made and employees’ psychology had a favourable impact on output rather than just some financial rewards. This explanation became known as the ‘Hawthorne effect’ which is the beneficial impact on staff work rate and morale of an active, personal interest being shown by management (Wall, N., 2000, P119). Output increased due to human and not physical reasons. It was the personal attention and recognition of research teams that was the source of the Hawthorne effect. Since then, a lot of motivation theories were generated.

Based on the satisfaction physical needs and safety needs, people nowadays are working for not only money and financial requirement, but also for their social needs, esteem needs and self actualization as Maslow said. He studied human motivation and proposed a hierarchy of needs. He suggested that each level of need in the hierarchy must be satisfied before the next level becomes a motivational force. Once a need is fulfilled it loses its power to motivate, and only the next unfulfilled need is vital. 

Therefore, that might cause some people think it is possible for the companies to design an ideal as long as they learn about what the staff needs. The managers could combine material incentive and spiritual incentive as the mainly method to motivate staff. This kind of method could include the hierarchy 

of needs because it could not only satisfy the physical, safety and social needs such material incentive factors, but could also satisfy higher order esteem needs and self-actualisation such psychological factors so that it could be seen as an ideal and effective way to motivate varies staff. No matter how tough the tasks are, material and spiritual incentive could be seen one ideal method to motivate all kinds of staff to some degree.   

Besides, personally, I think the reason why some people may believe that there is an ideal method to motivate staff is that they take into account all of the factors and offer a relatively general idea as an ideal way. In addition, the ideal method would tend to be more mixable and complicated. This kind of thinking might encourage most of both managers and staff.

2.4. Proponents 
Many others, however, are divergent on the issue in question. They enthusiastically advocated that there is no one ideal method to motivate staff because everyone is different. There are several factors can illustrate this point of view.

Firstly, although some companies could combine material incentive and spiritual incentive as the mainly method to motivate staff, there still have problem of the proportion between the material incentive and spiritual incentive. That is to say, different personal needs influence the different motivation methods. Assuming if a person who a job because he is interested in or something could makes

him feel satisfying and happy, then he might just need to be given spiritual incentive as mainly motivation rather than too much useless material motivation. For example, to a professor, the best way to motivate him is the spiritual rewards. Meanwhile, manager should give people more financial reward as motivation if they are currently working in unsatisfied conditions or doing so-called boring things. Therefore, managers should motivate staff by considering something satisfied them or dissatisfied them.

Two factor theory then should not be neglected. Frederick Herzberg carried out a survey of engineers and accountants in Pittsburg in the late 1950s. The respondents were asked to describe sequences of events that had made them feel very dissatisfied and very satisfied in their jobs. Two factor theory are motivator and hygiene which can be distinguished by whether they have the power to create job satisfaction or dissatisfaction. Achievement, recognition for achievement, the work itself, responsibility and advancement such five factors can be seen the motivators whereas hygiene factors which are company policy and administration, supervision, pay, interpersonal relations and working conditions can create job dissatisfaction. It was concluded that the presence of motivation factors is a key source of job satisfaction, but their absence is a very minor source of job dissatisfaction. Conversely, the absence of hygiene factors is a key source of job

dissatisfaction, but their presence is a very minor source of job satisfaction (Wall, N., 2000, P121).

The factors involved in producing job satisfaction are separate and distinct from the factors that lead to job dissatisfaction. Since separate factors need to be considered, depending on whether job satisfaction or job dissatisfaction is being examined, it follows that these two feelings are not opposites of each other. The opposite of job satisfaction is not job dissatisfaction but, rather, no job satisfaction; and similarly, the opposite of job dissatisfaction is not job satisfaction, but no job dissatisfaction. Stating the concept presents a problem in semantics, for we normally think of satisfaction and dissatisfaction as opposites – i.e., what is not satisfying must be dissatisfying, and vice versa. But when it comes to understanding the behavior of people in their jobs, more than a play on words is involved (Harvard Business Review, P46).

Two different needs of human beings are involved here. One set of needs can be thought of as stemming from humankind’s animal nature – the built-in drive to avoid pain form the environment, plus all the learned drives that become conditioned to the basic biological needs. For example, hunger, a basic biological drive, makes it necessary to earn money, and then money becomes a specific drive. The other set of needs relates to that unique human characteristic, the ability to achieve and, through achievement,

to experience psychological growth. The stimuli for the growth needs are tasks that induce growth; in the industrial setting, they are the job content. Contrariwise, the stimuli including pain-avoidance behavior are found in the job environment (Harvard Business Review, P46). Herzberg argued firm reduced factors that dissatisfy people, which would not in itself motivate them. However, it would avoid potential problems and the possibility of lower productivity as a result (Richard’s notes).

Furthermore, different people from different countries could also cause that it is impossible to have one ideal method to motivate staff. For those who come from the developing countries, they might care more about their working conditions and pay such hygiene factors because of the developing society and uncomfortable working systems in these countries. While for those who come from the developed countries, they might pay more attention to their advancement such motivator factors and they are likely to look for some interesting work because of the relatively mature system. Thus, the companies should take into account the different people, different countries even different culture and background to motivate staff by using the relevant way. 

Moreover, to motivate different people could depend upon the appropriate situation and method, including four main factors - time, frequency, degree and direction. Firstly, I think the motivational time is important

which motivate different people at different time could cause different effects. Motivating staff beyond may make them swollen with pride, but motivating later may make an unnecessary move. So, managers should choose flexible time to motivate their different staff. Secondly, the frequency of motivation is also significant. The motivational frequency may not have a positive relationship with the consequences. In some particular cases, these two factors may have inverse proportion. Therefore, the motivational frequency should be decided by the different situations and different persons. In general, the person with lower qualification who works with some difficult or the limited time task needs to be motivated frequently whereas the person with higher qualification who works with some simple or long-run task or work in the good working environment does not have to be motivated too much by comparison. Thirdly, the degree of the motivation should be appropriate. Occasionally, motivating staff too much or insufficient would cause counteractive. For instance, motivating employees by giving them too much financial reward may not make them work hard anymore because most of them might think this is a piece of cake and I do not have to devote myself seriously; prizing them too miserly may decrease their morale because employees would believe the work bothered their head for nothing; punishing employees too light may not aware them but punishing them too

serious may lose their confidence etc. As we can see from the following diagram: 
With a higher wage rate, at the margin, the welfare derived from the wage becomes greater than the welfater derived from the last unit of leisure time enjoyed. To maximize personal welfare at the higher wage rate, the worker are likely to supply more labour and enjoy less leisure time. An increase in the hourly wage rate from W1 to W2 means that the worker increases the hours of labour                 
time supplied from L1 to L2.
Figure 1. The upward-sloping supply curve of labour (Powell, 2005, P185)

However, at hourly wage rates higher than W2, the supply curve bends back towards the vertical axis of the graph, and the curve’s slop is negative rather than positive. Following an increase in the hourly wage rate from W2 to W3, a worker reduces the number of hours of labour supplied from L2 to L3 because they have achieved what they want.
Figure 2. The backward-bending supply curve of labour (Powell, 2005, P185)

Finally, motivational direction plays a vital role in the motivation in practice. The direction of motivation can be explained by Maslow’s Hierarchy of Needs which is a "content theory" of motivation. It consisted of two parts: the classification of human needs, and consideration of how the classes are related to each other. The classes of needs were summarized by Maslow as follows: A person starts at the bottom of the hierarchy (pyramid) and will

initially seek to satisfy basic needs (e.g. food, shelter). Once these physiological needs have been satisfied, they are no longer a motivator. The individual moves up to the next level. Safety needs at work could include physical safety (e.g. protective clothing) as well as protection against unemployment, loss of income through sickness etc). Social needs recognise that most people want to belong to a group. These would include the need for love and belonging (e.g. working with colleagues who support you at work, teamwork, communication). Esteem needs are about being given recognition for a job well done. They reflect the fact that many people seek the esteem and respect of others. A promotion at work might achieve this. Self-actualisation is about how people think about themselves - this is often measured by the extent of success and/or challenge at work (www.tutor2u.com).

Maslow's model has great potential appeal in the business world. The message is clear if management can find out which level each employee has reached, then they can decide on suitable rewards. That might be the problem to the manager somehow because everyone is different and it is hard for them to find out what their staff need to achieve right now. Although Maslow offers us a clearly motivation direction, there are still several problems with the Maslow model which should be considered. In the real-life working practice, individual behaviour seems to respond to several 

needs rather than just one. The same need (e.g. the need to interact socially at work) may cause quite different behaviour in different individuals. Besides, there is a problem in deciding when a level has actually been "satisfied". In addition, the model ignores the often-observed behaviour of individuals who tolerate low-pay for the promise of future benefits. Finally, there is little empirical evidence to support the model. Some critics suggest that Maslow's model is only really relevant to understanding the behaviour of middle-class workers in the UK and the USA (where Maslow undertook his research) (www.tutor2u.com). 

2.5. Wider implications 
By motivating staff in practice, companies should consider the company culture, its approach to managing its people and the financial reward system. 

Firstly, the company culture means the accepted set of attitudes, values and habits within an organization which can be positive or negative in many ways and most affect motivation, either directly or indirectly. Although FW Taylor conceived the notion of fair pay, Mayo analysed the social factors affecting what staff regard as fair (Marcouse, I., 2007, P225). Therefore, according to clear communication, a new organizational structure, staff training needs and a change in attitude at the top these four main factors to change the culture in order to motivate staff.

Then, effective management of people comes from a boss who has the experience, the foresight

and the skills to ensure that staffs feel confident and prove competent or better in their day-to-day tasks. Job enrichment as Herzberg defined as ‘giving people the opportunity to use their ability’. This approach encourages staff to complete unit of work, responsibility for quality and for self-checking and be given the opportunity to show their abilities (Marcouse, I., 2007, P226). Job enlargement involves job rotation, job loading and job enrichment. In job enlargement, the job itself remains essentially unchanged. However, by widening the range of tasks that need to be performed, the employee will experience less repetition and monotony that are common on production lines which rely upon the division of labour. With job enlargement, the employee rarely needs to acquire new skills to carry out the additional task, and the motivational benefits of job enrichment are not usually experienced. Unfortunately, job enlargement is sometimes viewed by employees as a requirement to carry out more work for the same amount of pay (www.tutor2u.com). Empowerment is a practical application of the theories of Herzberg and McGregor. It means having more and control over your working life. Having the scope to make significant decisions about how to allocate your time and how to move forward may lead to greater tasks being taken, but can also lead to opportunities being identified and exploited. However, empowerment is highly dangerous in a situation of

ignorance (Marcouse, I., 2007, P227). Teamworking is the attempt to maximize staff satisfaction and involvement by organizing employees into relatively small teams. It fits in well with Mayo’s findings on the importance of group working and group norms and Maslow’s emphasis on social needs. It is flexibility and also gives scope for motivating influences such as job enrichment and quality circles (Marcouse, I., 2007, P227).

Although some theorists like Herzberg believe that money is not a positive motivator, pay systems are designed to motivate employees. The scientific / Theory X approach, in particular, argues that workers respond to financial rewards. Prizing employee pay right is a crucial task for a business. Pay is an important cost for a business. Staffs feel strongly about it and pay helps to satisfy many needs. Pay also helps attract reliable employees with the skills the business needs for success, as well as retain employees rather than them leave and perhaps join a competitor. For most employees, the remuneration package is the most important part of a job and certainly the most visible part of any job offer. There are many methods of financial reward: performance-related pay, piecework, profit sharing, share ownership, commission, bonuses, fringe benefits, pensions, salary etc. These schemes are based on performance appraisal techniques. They may rest on the estimated time it should take to complete a job; the value of any ‘time saved’

is shared with the person or people concerned. The effort of a worker may also be assessed and compared with the standard rate. Managerial jobs are most affected by this method (Richard’s notes).

Performance-Related Pay These schemes are based on performance appraisal techniques. The effort of a worker may also be assessed and compared with the standard rate. Managerial jobs are most affected by this method.
Piecework
This is an example of payment-by-results. It pays workers according to how many units are produced at a certain rate per unit. There can be uncertainty of income with this method.
Profit Sharing
The main requirement of this method is that a profit (or loss) figure should be made known to the staff at regular intervals.
Share Ownership
Employees receive a profit bonus in the form of shares, or are given incentives to acquire shares in the business. In this way, cash flow is not affected; at the same time, employees are given a stake in the ownership of the enterprise.
Fringe Benefits
These may include company cars and fuel, beneficial loans, free medical treatment and free holidays. By law, these must be disclosed to the Inland Revenue to enable the inspector of taxes to determine the tax due on such benefits.
Salary
Salaries are normally paid on the basis of an annual rate divided by 12; a salary would thus be expressed in terms of an annual figure. Salaries are typically paid automatically into an employee’s 

bank account by credit transfer.

3. Conclusion
3.1. Sum up argument 
Motivation means a human being’s strength of desire to act in a particular way. Admittedly, there are merits to both sides of the argument. There is no denying that both opponents and proponents of such a practice have their respective reasons and justifications. In practice, diverse reasons can be identified as the various situations happened so that we need the view of both opponents and proponents to deal with.

3.2. My opinion 
Taking into account what has been discussed above, I am in favour of the latter view which claim that there is no one ideal method to motivate staff because everyone is different. Material incentive and financial incentive are categorized by motivational content. 

Material incentive and spiritual incentive is categorized by the content of the motivation. It is the most familiar category for us and it plays the vital role in the motivating staffs. Apart from what I mentioned before, I think there are also two ways could divide motivation. According to the characteristic of the motivation theory, there are positive motivation and negative motivation. That is to way, to prize the people who make a contribution to the company and to punish the people who make a mistake. Finally, according to the forma of the motivation, it may be divided into internal and external. If staffs can feel satisfaction or achievement after finishing their tasks, this 

kind of work could be seen the internal motivation and it would keep a long time. If staffs do some tasks just because they can get more financial reward from them, such as call-back pay, perquisite etc., this kind of work could be seen the external motivation and it might just be used in the short-term. We can see that different staffs need different motivational method and different way to motivate them would have different effects.   

To sum up, as far as I am concerned, I am fully convinced that it is impossible for the company to motivate all of their staff by using one ideal way. In addition, I hold the opinion that it would be beneficial for the companies if they motivate staffs by mixing the material and spiritual but focus on spiritual incentive; mixing the positive and negative but focus on positive incentive; mixing the internal and external but focus on the internal incentive. Everyone is different so that it would continuously be a challenging task for the company to motivate staff in the future.
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