Process and Content Theory of Motivation and How They Apply to the Work Place

The term motivation can be described in many different formats and views, but according to Dr Stephen P. Robbins, this is the process that account for an individuals intensity, direction and persistence of effort toward attaining a goal (S. P. Robbins, Organizational Behaviour 9ed, p.155). However, I will describe motivation as any factor which will cause an increase in my normal input into doing something, and with the knowledge and hope that a reward will be gained afterwards. 

Below are a description of what a process and a content theory of motivation are, their features and how each applies to the workplace. 

A process theory define motivation as a rational cognitive process occurring within the individual e.g. Adams’ Equity theory. While on the other hand, a content theory define motivation in terms of need satisfaction, e.g. Maslow’s Hierarchy of needs theory. 
Both of these theories defer in a significant way because each one recognises motivation and it features differently to the other. 

The two main types of motivational theories, I will be discussing below are, Victor Vroom’s Expectancy theory which is a Process theory, its features and how it applies to the workplace. Further more, Clayton P. Alderfer’s ERG theory which on the other hand is a content theory, its features and how it also applies to the workplace. 

According to Victor Vroom’s expectancy theory, motivation is “the strength of a tendency to act in a certain way depends on the strength of an expectation that the act will be followed by a given outcome and on the attractiveness of that outcome to the individual” (S. P. Robbins, Behaviour 9ed, p.171) 

So in other words, by researching into motivational theories for my essay, not only will I benefit from it now, but I am likely to benefit from it in my future employment. 

This theory also coincide with Alderfer ERG theory (Fincham and Rhodes, Organizational Behaviour, 3rd Edition), which emphasis that people who do not need to work, still do, due to what he describes as a chronic need. This is a motivational behaviour which leads to a long term goal being fulfilled. 
Putting these two theories in practice, a very rich person who craves for social need is likely to still be working, due to the knowledge that having a job is likely to satisfy their social need, as the opportunity for working in teams and meeting new colleagues will be of high interest to them. 

The main features of Dr V. Vroom Expectancy theory are: Expectancy, Instrumentality, and Valence (Vroom, 1964). Dr Vroom believed that these features are instrumental to individual’s motivation and whether they are high performers or not. 

According to Vroom, Expectancy is “the probability ranging from 0 to 1 that a particular action or effort on your part will lead to a particular first level outcome being” fulfilled (Armstrong & Dawson, p 96-97). 
This in actual context means that the level of effort I will contribute to a course or project, will be based on whether the return is of value to me and if yes, by how much? 

However, I think that what Dr Vroom did not take into consideration with his theory, is team working. 
My main objection is that teams perform for the actual group, and so how can individuals measure their expectation (Expectancy)? And even if they could, it is likely that the performance of the group will be looked at as a whole, therefore rewards will also be distributed evenly. Lastly, will this mean that individuals will not contribute greatly within teams, and if that was the case, why are large multinational companies such as McDonald’s, Sema Group UK limited integrating their workforce into it?( from Past working experience) 

Instrumentality on the other hand is when an individual believe that by performing, there is a high probability that a reward will be followed afterwards. This means that instrumentality is based on perception, because it is based on the individual’s thoughts. 

Adding to this, it is very crucial that managers do acknowledge that different people are motivated by different factors. 
An example is that an employee with large income is less likely to be motivated by money, and will be highly motivated by career development and social needs. Lastly, Valence is the strength of an individual’s preference for a particular outcome (Armstrong, & Dawson, p97 & 98). 
The importances of these features are essential to work place motivation, because firms rely on a motivated workforce to sustain the business position, to survive or reach the business objective(s). 

Adding to the above, a study by Stolovitch, found that tangible incentives i.e. perks greatly increases employees performance, and workers are likely to be motivated by this. 
He also stated that incentives destroy personal, intrinsic interest in work and long term incentives programs have a stronger impact than short-term ones. (Anonymous, Sept 2004, Pg.1-4) 

Further to this, if an employee does not value the reward for a certain performance highly enough, it is likely that he or she is unlikely to will not increase their performance level. 

In terms of looking at Dr Vroom’s expectancy theory, the main critic is that his model only indicates the conceptual determinants of motivation. 

His work does not provide an actual answer to how workers are motivated, but gives a set of guideline for managers to follow in a way that by knowing that each individual within an organisation is unique, different solutions could be implemented by managers to deal with each individual needs and personal goal (Armstrong, & Dawson, 1996) 

The ERG theory by Clayton P. Alderfer, consist of Existence need, Relatedness need and Growth need (Alderfer, 1972, pg 1-3) 
According to Dr Alderfer, he believed that “Long before behavioural science developed in the twentieth century, social philosophers … asked themselves about the nature of men.” And it is with this in mind that he decided to answer some of these questions, e.g. what was a human’s primary wish? (Alderfer, 1972) 

The main concept of the ERG theory is based on “Hierarchy of Needs” by Dr A. Maslow, but the significant difference between the two theories is that according to Maslow, all individuals follow a similar motivational pattern as mentioned on page 1, further more, Maslow believed that in order for a higher level need to be satisfied, the lower level needs will have to be satisfied first (Robbins, 2001) 

I for one disagree with this statement as I believed that being homeless for example; will not deprive an individual of their social needs, and will in actual fact be of important to them because having some one you can call a friend, greatly increases your moral, enable you to spend time together, share thoughts and enjoy each others company. 

According to Alderfer, Existence Need depends on the person getting enough of the various material substances that he or she wants. However due to scarcity, a person with high needs will be able to obtain a lower proportion of his desires than with lower needs and so being easily satisfied (Alderfer, 1972) 

Adding to the above, relatedness need is an individual’s desire for relationship development. In my view, this type of motivation is to do with interaction with others, and can be related to how satisfied an individual is at work. Research carried out by Wanous and Zwany, 1977, concluded that when a need is satisfied, it become more important to the individual, so it is essential that needs such as relatedness needs is continuously being satisfied because it increases individual’s moral in terms of friendship with colleagues. 

Further more, Growth Need is “An individual’s desire for personal psychological developments” (Fincham and Rhodes, 1999) 
This need can be summarized as an individual pursuit for self actualization. However, I was once asked with my group in a Young enterprise seminar, to come up with a word for describing life, and choose anything to represent this. My first idea was self actualization and a bird. This was then back up with features of a bird e.g. flying and being able to walk on land. 
However in terms of an individual’s growth, how can this be fulfilled when there is scarcity. That’s why I believe that the only way for this is through a progressive manner, but still cannot be satisfied. An example of this is that an individual’s pursuit of becoming the managing director will be restricted by competition, ability to manage, popularity, and other factors. 

In terms of Alderfer arguments for his theory, he argued that two or more categories of need could coexist, which was the opposite of Maslow’s Hierarchy of needs. 
He also argued that needs had two forms, Chronic need and Episodic need. Further more, “chronic need is always there motivating our behaviour towards the achievement of a long term goal”, while “episodic need occur at varying intervals” (Armstrong, & Dawson, 1996, p94). More over alderfer stated that unlike a chronic need, episodic need will disappear ones fulfilled. 

In terms of examples of how these two forms of needs apply to the workplace, I will say that a chronic need can be categorise as someone’s ambition to be successful or powerful within an organisation, and this will motivate and drive this individual in attaining this goal. On the other hand, episodic need is an individual desire to socialise with friends, e.g. going to the pub after work. However, when this need has been satisfied, alderfer stated that the need will fade away until next time it’s desired, e.g. a sudden desire for a hot drink will be temporally because when satisfied, it will fade away, while if not satisfied, then a substitute of an ordinarily drink will be enough to satisfy it. 

By looking at these two motivational theories, I will conclude that both provide different alternatives in terms of motivating your workforce, and the impact these have on organizations. However, when we look at Vroom’s Expectancy theory, his concept is based on performance and the different ways managers could go about in eliminating factors which will cause a decrease in an employee’s performance. He also acknowledges that people are not just motivated by money and in order for an individual to be fully committed to a cause; they must be persuaded into doing so, while the reasons must be of value to them in terms of valance. 

On the other hand, Alderfer’s theory is concerned with individual growth and the factors which dissatisfy employees within an organization. His theory is also critical of Maslow’s hierarchy of needs, as he believed that different needs can be desired simultaneously by a person at any moment in time. Adding to this, he also believed that if a higher level need cannot be satisfied, then a lower level need will then be desired and satisfied (Alderfer, 1972). Furthermore, it is therefore easier for organizations to easily satisfy their workers needs if that is the case, because an employee with a high growth need will see a promotion to a supervisor as satisfactory. 

By comparing my two main theories to Maslow’s Hierarchy of Needs; top to bottom (Self-Actualization, Esteem Needs, Social Needs, Security Needs, Psychological Needs) 
, and Adams Equity theory, Maslow highlights that all individuals follow a similar motivational pattern (a pyramid), (Fincham & Rhodes, 1999) unlike Alderfer, while Adams theory, states that an important cognitive process will involves people looking around and observing what effort other people are putting into their work, and what rewards follow for them, and comparing this with their own (Fincham and Rhodes, 1999). 
In other words, Maslow means that an organisational should motivate the lower (bottom) level needs first, before satisfying a top one. While Adams says that effort and reword is driven by what people perceives to be fair. 

Lastly, in terms of Content theory and Process theory, the significant differences between the two is that a content theory says that every one has the same set of needs e.g. Alderfer, while process theory states that everyone is different and are motivating by different factors.

