Motivation: Theory, Research, and Application

The Expectancy Theory of Modtivation attenpts to explain why people behave the
way t hey do.

Do you show up at the office early, work hard, and stay |late. Wiy do you behave
this way? Maybe ita€™s because in return you expect and want to be pronoted
qui ckly, and given pay rises?

Expectancy Theory basically states that a person behaves the way they do because
they are notivated to sel ect that behavior ahead of others because of what they
expect the result of that behavior to be.

As managers, Expectancy Theory can help us to understand how i ndi vi dual team
menbers make deci si ons about behavioral alternatives in the workplace. W can
then use this information as an input for creating notivated enpl oyees.

What is Expectancy Theory?

Expectancy Theory of Mbtivation was devel oped by Victor H Vroomin 1964 and
extended by Porter and Lawl er in 1968.

The theory is based on the assunption that our behavior is based on making a
consci ous choice froma set of possible alternative behaviors. According to
Expect ancy Theory, the behavior we choose will always be the one that nmaxim zes
our pleasure and mninzes our pain.

As a manager, this neans that one of your team nenbers will only choose the
ri ght behavior (to work hard) if they perceive the outcone of choosing this
option is the nost desirable for them In sinple terns, that could nean that
they nmight gain soneone or that they night not |ose sonething.

Wthin the theory there are three variables at play:

Expectancy. Effort -> Performance (E -> P) Instrunentality. Performnce ->
Qutcone (P -> O Valence. Qutcone -> Reward (V(R))

Al three factors must be present to notivate enpl oyees effectively.

Not e The term nol ogy and synbols used are a little clunky and can be difficult
to nake sense of at first. The term nology and synbols used are a little clunky
and can be difficult to make sense of at first. Dond€™ despair. The exanpl es at

the bottomof this article should nake things clear.

Let &4€™ exani ne each variable in turn fromthe point of view of an enpl oyee or
t eam nmenber .

1. Expectancy

Expectancy is the belief that if you work hard (effort) you will be able to hit
the targets (performance) that have been set for you by your manager.
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You nmake this judgnent based on a nunber of factors, including:

Your past experience.

Your confidence in your ability.

How difficult you perceive the target is to achieve, and whether or not the target is under your control.

An exanpl e of expectancy is thinking, a€odf | work hard | can achieve the targets ny boss has set for nea€-.
2. Instrunentality

In this variable, youd€™e assessing how likely you are to receive a reward if you hit the targets that have been set
for you.

Agai n, you nake this judgment based on a nunber of factors, including:

Is the relationship clear between performance and reward (outcone).

How much you trust the person who deci des on the reward.

How transparent is the decision-naking process around who gets what reward?

An exanple of instrunmentality is thinking, a4€cf | achieve all of the targets set for ne then | believe | will get
pr onot eda<€e .

3. Val ence

So far we have a goal to hit and we understand the reward wed€™ 1 get if we hit it. The final piece of the notivation
puzzle is valence. Valence is sinply the perceived value of the reward to you.
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This could be negative if you actively want to avoid the reward, zero if you are unnotivated by the reward, or one if
youa€™e notivated by the reward.

When it comes to val ency, an enployee will have to weigh up the pros and cons, for exanple, a4€adbo | want to be
pronoted? WIIl the extra work result in even less time with my famly? Is it really worth putting in a serious effort
for a whole year to receive a pronotion and a 10% pay ri se?a€e

Expect ancy Theory Formul a

Conbi ning the three vari abl es above gives us the foll ow ng fornula.

M- sinply nmeans Motivation Force, which you can think of as being soneoned€™ notivation to do sonet hi ng.

This formula is sinply stating what wed€™e already covered. That is, to be notivated you nust think your targets are
achi evabl e, you nust clearly understand any reward you mi ght receive, and you nust actually value the reward.

How to Use the Mdel
As a manager, you can use the nodel to help notivate your team

Expectancy Theory can hel p us to understand how i ndi vi dual team nenbers make deci si ons about behavioral alternatives
in the workpl ace.

The bi ggest takeaways from VroomB€™ Expectancy Theory of Mdtivation is that:
Rewards nmust be linked directly to performance.
How a persona€™s reward i s chosen shoul d be transparent.

Rewar ds shoul d be deserved.
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Rewar ds shoul d be want ed.

In the exanpl es bel ow, wed€™ 1| exam ne the application of Expectancy Theory in organizations.
Expect ancy Theory Exanpl e: New Manager

Scenari o:

Youd€™e the new manager of a small teamw th a history of underachi evenent. Youad€™e |[ooking to get to the root cause
of this underperformance and start the teamoff in the right direction under your nanagenent.

Acti on:

After speaking with individual nmenbers of your team and the team as a whole, you realize that your teamis suffering
fromvery | ow noral e.

Primarily this is because they feel their targets are unrealistic, but also because they feel that if they do work
really hard to achieve sonething it is the conpany that benefits, and not them The teamalso has low trust in

management .

This is a tricky situation to address, and one that cand€™ be renedi ed overnight. You decide that some quick w ns
m ght be a way to begin to turn things around and start to build your teans trust in you.

To this end, you set targets to be hit each week. If the target is hit then there is an imediate reward for the team
a€" they are each given sone extra spending noney for the weekend. If the target isnda€™ hit they dond€™ get the
reward.

Using short-termrewards related to your teans perfornance you:

Keep the team focused on their perfornmance.
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Buil d your teamd€™$ trust in you by sticking to your word.
Expect ancy Theory Exanpl e: Boosting Team Perfornance
Scenari o:

Youd€™e been in your position as manager of a small teamfor sone tine. The team does good work and perforns well,
but you want to boost their performance further.

Acti on:

In this scenario, one approach would be to inprove the rewards on offer by tailoring themto each individual €™
needs.

For exanple, a person with a long commute may appreci ate the opportunity of a day working fromhome if they hit their
targets.

Anot her person who is highly anbitious nmay appreciate the opportunity to lead a snall project next quarter if they hit
their targets this quarter

Thus, each person will see high-productivity as a nmeans of hitting their personal goals and will be far nore likely to
invest nore effort and determnation into their job.

As you can see, we can create a highly notivated and hi gh-performng teamby tailoring rewards to the needs of the
i ndi vi dual menbers of our team

Advant ages
The nodel is sinple to understand.

It gives us a sinple nechanismto inprove performance a4€“ by changi ng rewards.
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Di sadvant ages
The nodel can be overly sinplistic. It does not explain why sonetinmes as humans we act agai nst our best interests.

External factors are ignored. For exanple, soneone with problens in their personal life m ght underperformno nmatter
what the reward.

The nodel can be difficult to set up in larger organizations where the reward is not directly correlated to an
i ndi vi dual performance but rather to overall conpany perfornmance.

Summary

Expectancy Theory of Mdtivation is a theory of notivation in the workplace. It states that an individual wthin your
teamw || be notivated when they believe they can hit their targets, they know they will be rewarded for hitting those
targets, and they val ue the reward.

By notivating all teamnenbers in this way you can create highly notivated individuals and thus high-perforning teans.

Exanpl es of how to inprove behavior and/or perfornmance include setting stretch targets with rewards attached,
rewar di ng desirabl e behaviors, and linking the reward closely to each individual 4™ wants.
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