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            473 TOPIC EIGHT : JOB SATISFACTION AND MOTIVATION TOPIC EIGHT: Job Satisfaction and Motivation Overview This topic examines what employees need in order to be satisﬁed, motivated and engaged. This is a crucial topic because of the potential labour market ‘time bomb’ of the ageing workforce and severe skills shortages. Retention of staff is clearly connected to job satisfaction and is one of the strongest relationships between variables in organisation behaviour and management. So keeping staff morale and satisfaction up is an important task for public sector managers. Job satisfaction and motivation can be clearly cross-referenced to other material in PSM Program Unit Four. Public sector managers will recognise that a range of factors such as organisation strategy (Topic One), structure, in particular bureaucracy and red-tape (Topic Two), budgets (Topic Four) and strategic human resource management (Topic Five) constrain their ability to use typical private sector motivators such as ﬁnancial incentives for high level performance. In any case the evidence presented in this topic suggests that external motivators such as performance bonuses are not appropriate for the public sector since employees are motivated by the intrinsic value of the work they do. Public sector manages are advised to employ transformational leadership (Topic Seven) to provide intellectual stimulation, individualised consideration and an idealised vision of the value being delivered to the public by the agency, to motivate and inspire their followers. Morale in the public sector was relatively low following major reforms up to the 1990s, but it is recovering. Managers can improve morale by: establishing clear strategic directions so that staff are not always reacting; treating individuals fairly and consistently; providing adequate work space, light and computers; helping individuals move on from change; communicating; providing learning and development; and dealing with poor performance. Unlike the private sector, public sector employees display public service motivation, which distinguishes the values and attitudes of public teachers, nurses, defence personnel, conservation ofﬁcers, child protection and the like from others through, predominantly, the aim to make a difference, and speciﬁcally, the desire to be involved in policy, to ﬁght for good causes, to provide service in the course of duty and to help others. The topic draws on various motivation theories and models to describe and explain employee behaviour. 
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 topic eight: Job Satisfaction and Motivation
 overviewThis topic examines what employees need in order to be satisfied, motivated and engaged. This is a crucial topic because of the potential labour market ‘time bomb’ of the ageing workforce and severe skills shortages. Retention of staff is clearly connected to job satisfaction and is one of the strongest relationships between variables in organisation behaviour and management. So keeping staff morale and satisfaction up is an important task for public sector managers.
 Job satisfaction and motivation can be clearly cross-referenced to other material in PSM Program Unit Four. Public sector managers will recognise that a range of factors such as organisation strategy (Topic One), structure, in particular bureaucracy and red-tape (Topic Two), budgets (Topic Four) and strategic human resource management (Topic Five) constrain their ability to use typical private sector motivators such as financial incentives for high level performance. In any case the evidence presented in this topic suggests that external motivators such as performance bonuses are not appropriate for the public sector since employees are motivated by the intrinsic value of the work they do. Public sector manages are advised to employ transformational leadership (Topic Seven) to provide intellectual stimulation, individualised consideration and an idealised vision of the value being delivered to the public by the agency, to motivate and inspire their followers.
 Morale in the public sector was relatively low following major reforms up to the 1990s, but it is recovering. Managers can improve morale by: establishing clear strategic directions so that staff are not always reacting; treating individuals fairly and consistently; providing adequate work space, light and computers; helping individuals move on from change; communicating; providing learning and development; and dealing with poor performance.
 Unlike the private sector, public sector employees display public service motivation, which distinguishes the values and attitudes of public teachers, nurses, defence personnel, conservation officers, child protection and the like from others through, predominantly, the aim to make a difference, and specifically, the desire to be involved in policy, to fight for good causes, to provide service in the course of duty and to help others.
 The topic draws on various motivation theories and models to describe and explain employee behaviour.
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 Learning objectiveson successful completion of this topic, you will be able to:
 1. explain the relationship between job satisfaction, performance, absence, turnover and citizenship.
 2. evaluate public sector motivation.
 3. articulate equity theory.
 4. apply intrinsic motivation ideas.
 8.1 Job Satisfaction and presumed effect on performance
 Introductory organisational behaviour and management texts indicate that there are four measures of organisational outcomes:
 • efficiency and effectiveness or performance
 • job satisfaction
 • absenteeism
 • turnover (Robbins et al. 2001).
 More recently, citizenship behaviour has been added (Robbins et al. 2008). These measures assess the effectiveness of operational management or managing down. Sources such as Robbins et al. (2008) devote hundreds of pages to showing how these four variables interrelate and identify the many factors and issues that influence them. The four measures or variables are illustrated in Figure 8.1.
 Figure 8.1 Four measures of workforce effectiveness
 Source: adapted from Robbins et al. 2001.
 One of the key points here is about the relationship between efficiency and effectiveness (productivity in the figure) and job satisfaction, and, specifically, whether or not there is a causal relationship in either direction. Does improved
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 efficiency and effectiveness cause increased job satisfaction, or does increased job satisfaction cause greater productivity? This can be presented in a metaphorical way as follows:
 Question: Is a happy cow a productive cow?
 or
 Is a productive cow a happy cow?
 Answer: A productive cow is a happy cow.
 The metaphor makes the point that making staff more satisfied with their jobs is not the ‘magic key’ to making them do lots of work or do high quality work. There is a tendency to assume that if all employees are happy (satisfied), then they will work harder (be more productive). High job satisfaction does not necessarily imply strong motivation to produce outstanding work results (Robbins et al. 2008), but it helps somewhat. However, the reverse relationship is stronger. That is, improved efficiency and effectiveness are more likely to be associated with improved job satisfaction. Managers would be best serviced by investing their energy in improving performance if they want to increase job satisfaction. Efforts to improve satisfaction in the hope that it will lift performance or efficiency and effectiveness will not be so well rewarded.
 On the other hand, low job satisfaction is clearly linked to low retention or high separation. In fact, separation shows a stronger relationship with low job satisfaction than does absenteeism or efficiency and effectiveness. To return to our metaphor, an unhappy cow is more likely to quit and more likely to take ‘sickies’.
 Employee attitudes and motivation levels are of great interest in the management literature, as it is well known that job satisfaction is related to absenteeism and retention. Absence is expensive for any organisation and has a range of impacts both financial and non-financial. Nowadays organisations are working more actively to manage absence. For example, interviewing the staff member when they return to work after an absence has been found to reduce subsequent absence. Creating an expectation that people will turn up for work also helps. A culture of absenteeism can be turned around to a culture of attendance. The Western Australian government has investigated this issue and developed an insightful, fair and constructive approach to managing absence and thus reducing costs (DPC 2001). Employees have to take responsibility for their attendance and their well-being, and feeling valued at work will certainly add to this. It is also necessary to avoid a culture of presenteeism where people just turn up, as this goes against the trend to more flexible work arrangements and telecommuting (MacLean 2008).
 Even if job satisfaction isn’t the ‘golden key’ to unlocking workforce effectiveness, it doesn’t mean that it isn’t a worthwhile objective in its own right. Quality-of-work life considerations suggest that job satisfaction should be relatively high on the manager’s agenda because it is a worthy principle, it may be relevant to retaining valued workers and it is certainly something that Gen X and Gen Y value.
 Australian research into the behaviour of human service workers has also linked job satisfaction to ‘citizenship behaviour’, that is, employees becoming more involved in workplace activities and undertaking more discretionary activities (Murphy et al.
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 2002). ‘Going the extra mile’ would be a colloquial version of this concept. This is a part of organisational commitment in that employees who are committed will do more than is required.
 Activity 8.1 – research job satisfaction
 1. Your task here is to research job satisfaction in your workplace. there may be organisational climate surveys in your agency, staff feedback surveys or other forms of research may be carried out.
 2. You may also need to do an informal office poll yourself.
 In the UK a major national workplace survey showed that between 1998 and 2004 employees felt a greater satisfaction with what they were achieving from their work. Job security, the climate of relations in the workplace and responsiveness of management had all improved. The authors (Brown, Forde, Spencer & Charlwood 2008) concluded that because unemployment was low during the period, organisations had made efforts to make their workplaces more attractive to employees. Job satisfaction has been an enduring, persistent and significant variable of interests in the management literature.
 8.2 What Do employees Want?
 In an interesting article, Vuuren et al. (2008:47) ask several questions that we might ask ourselves at times:
 Why do people get up early in the morning? Why do they drive to a building where they spend the better part of the day? Why do they continue to do that for most of their lives? Why work? Questions regarding the reasons people act the way they do are not only important for the individual, but also for the organization. The best use of human capital occurs when leadership is aligned as close as possible to the motivations of the workforce.
 These questions are important because, first, they define our quality and meaning in life and, second, they dictate how organisations are going to have to manage if they want to attract and retain the skills they need. Values have always been important. Despite the argument that organisations are moving closer to values-based management or values-based decision making, this is not a new concept. What is new is the content of the values. In earlier times organisations valued a steady source of relatively unskilled, compliant labour, while workers valued a reliable secure, lifetime job that was separate from but supported their family life. Nowadays organisations value ‘talent’, ‘flexibility’, ‘innovation’ and ‘engagement’ in their workers. By the same token employees (such as Gen Y) value flexibility, rewards, opportunities to learn and grow.
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 Some authors claim that public sector employees ‘have a bad reputation of being lazy’ (Delfgaauw & Dur 2004:1). No doubt there are lazy employees in public organisations just as there are in the private and non-government sectors. The point is: are employees all that different and should managers use different strategies in different sectors? Do employees in different positions want different things from their jobs? In this and the next few sections we examine some common themes about what individuals seek from their work and then focus on public service motivation, which sets public sector employees and managers apart.
 Managers need to determine what employees want from their work. Research has clearly shown that people want to be motivated by their jobs. Some things that employees generally want and which can increase job satisfaction if not motivation are included in Table 8.1.
 table 8.1 What employees want
 Sources: Moynihan & Pandey 2007; Robbins et al. 2001
 Managers have a significant influence on the attitudes and feelings of their staff at work. Team members who trust their managers and feel supported are more likely to be committed, have higher job satisfaction, be less cynical about change, and less likely to leave. Since absence, turnover and disengagement all have costs for the organisation there is a clear business case for promoting good relationships and employee wellbeing at work (Baptiste 2008).
 1. meaningful and worthwhile work that provides enjoyment and satisfaction
 2. mentally challenging tasks
 3. being treated as a valuable individual
 4. clear standards and objectives, and role clarity
 5. adequate training and development opportunities
 6. feedback on performance
 7. supportive and ethical managers/leaders
 8. friendly colleagues
 9. promotion or advancement opportunities
 10. safe and healthy environment
 11. tools, equipment and work systems that support, not hinder, their best efforts
 12. leaders/managers who ‘practice what they preach’ and behave with integrity, honesty and fairness
 13. equitable remuneration
 14. positive group culture
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 A 2005 – 2006 Leadership, Employment and Direction (LEAD) survey of over four thousand Australians managers found that:
 • twentypercenthadappliedforajobinanotherorganisationinthesixmonths preceding the survey
 • overfiftypercentwerethinkingaboutapplyingelsewhere
 • overfortypercenthadbeenwiththeircurrentemployerforlessthanthreeyears
 • managersagreedthatitwasincreasinglydifficulttoretainkeypeopleasemployee mobility increased
 • turnover(staffleaving)haddoubled
 • productivityandperformancehaddropped
 • attractingnewstaffwasalotharder(Sexton2007).
 These results have been confirmed by other sources, for example:
 • 41%ofemployersexperienceddifficultyinretainingstaffoverthelast12months
 • 87%percentofemployersseestaffretentionasanimportantfocusfortheyear ahead
 • oftheretentionstrategiesadoptedbyemployers,thetopthreeweretrainingand development, bonus schemes and flexible working arrangements
 • 76%percentbelievedbonusesareimportantforretainingstaff(MichaelPageInternational 2008).
 It appears that employees are more in the box seat than previously and need good management (Sexton 2007).
 Activity 8.2 – what is important to you?
 1. review the above list of what is important to people in their work and identify the extent to which each criterion on the list is important to you.
 2. then go through the list a second time and rate the extent to which your work meets the criteria.
 New insights are emerging into what constitutes job satisfaction, particularly with Gen X and Gen Y in the workforce. Interestingly, Gen X (born between 1961 and 1980) values are quite concordant with the notion of public service motivation, with some subtle variations, as the following extract from Jurkiewicz (2000:67) shows:
 Generation X may not represent the stereotype of laziness and inactivity, but a new manifestation of ‘wealth’ not measured by the profit inherent in commercial exchanges of goods and services, but by contributors to a society that values family relationships, physical health, spiritual growth, education, and commitment to one’s social network as measures of success, similar to the utopian ideal argued for by Meda. This conception epitomizes an evolution in the notion of public service, and a broadened understanding of service to society.
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 A survey of 2600 workers in the United States found that being trusted to get a job done (empowerment), and flexibility, are key determinants of job satisfaction for Generation X (Business Editors 2001). These generations are ‘fanning the work–life balance revolution. In particular, Generation Y (born between 1981 and 1995) are looking for jobs and working conditions that provide a challenge and fit their lifestyle’ (Rice 2004:36). Therefore, we could add flexible work conditions to the list above, and many PSM Program participants endorse this.
 Required Reading 8.1jurkiewicz, cl 2000, ‘generation X and the public employee’, Public Personnel Management,
 vol. 29, no. 1, pp. 55–74.
 this is an excellent reading because it provides a comprehensive review of the literature on gen X, a cohort of employees that public sector managers of the future (if not some already) will come from and with whom current managers will find themselves dealing with more frequently.
 the first seven pages provide a large volume of useful details that aid in understanding this group (keeping in mind of course that no, one individual of whatever age can be put in a box). You might skip over the methodology and results sections if you are not familiar with quantitative research methods. the discussion on pp. 64–67 is the most important part to focus on. if you are more interested in gen Y then google this subject and find an alternative reading. there is ample material available.
 8.3 Morale
 Morale describes a collective feeling of happiness with work. This term, rather than job satisfaction, appears to be more commonly used in the public sector, although the two are not strictly the same.
 Sources generally suggest that morale in the public sector was relatively low following major reforms in the United Kingdom (Roberts 2001), Canada (Coleman 1999) and the United States (Sylvester & Umpierre 2001). A large-scale 2001 survey suggested public sector employees in the UK were less satisfied than their US counterparts. Only about half of UK public sector employees looked forward to going to work, compared to nearly two-thirds in the US (Roberts 2001). On the other hand, a much larger UK survey conducted two years previously indicated that job satisfaction was at an all-time high (Ananova 2000). In contrast, census-like data from the UK reveals a gradual decline in job satisfaction from 1992 to 2001, attributed to having to work harder and having less discretion (autonomy) (Green 2004), although more recent results described below suggest this trend has reversed.
 Figures available from Hart (2004) report a gradual increase in job satisfaction in the federal Australian public service from 1992–2002. On the other hand, the Public Sector Workplace Perspectives Survey in South Australia (2003) showed about half of staff looking for improvements in their job satisfaction over the
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 next few years (OCPE 2003:15). There are variations between jurisdictions and depending on whether people are asked to rate current versus desired job satisfaction.
 8.4 Motivation
 Motivation is the result of interaction between the individual and the work environment. It can be defined as ‘willingness to exert high levels of effort towards organisational goals, in order to satisfy individual needs’ (Robbins et al. 2001), or ‘processes that account for an individual’s intensity, direction and persistence of effort towards attaining a goal’ (Robbins et al. 2008:180). We can see from this updated source that definitions of motivation have evolved from a needs approach to a process approach over seven years, with less emphasis on the organisation. Ideally, motivation comes from within, so there is no standard package that can be applied for increasing it.
 Required Reading 8.2campbell-allen, n & welch, s 2005, Motivating staff, bpir management brief, centre for
 organisational excellence research, business performance improvement resource, massey university, iss. 7, pp. 1–9, viewed 19 july 2005.
 this reading gives us a quick ‘cooks tour’ of the field, covering some of the classic theories such as maslow’s hierarchy of needs and mcgregor’s theory X and theory Y. the reading reviews significant research data on motivation and then gives some practical advice on how to turn theory into practice in your own management actions.
 here we can see the links to other topics in this unit, including leading by example (Topic Seven), giving feedback (Topic Six on performance management), and providing development opportunities (human resource development which is one function of shrm from Topic Five). the reading then gives some guidelines to benchmark how well you are managing motivation. it concludes with three case studies of motivation in a large company, small company and local government.
 8.4.1 Public Service Motives
 As a broad generalisation it could be said that government reforms over the past decades have been aimed at making government run more like business does. These reforms have included applying private sector management practices such as strategic management (as in Topic One) and performance management (Topic Six). Brook (2002:117) argues that the application of private sector practices implies or assumes that ‘private and public organisations are similar and that management is generic’. However, as we shall see in this section, when it comes to employee motivation and job satisfaction, this assumption is incorrect. There are some similarities but there are also crucial differences.
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 Why do people work in the public sector? This is an important question because it provides managers with strategies for attracting, retaining and motivating their workforce. Public service motivation is linked to strategic human resource management. The United Kingdom (UK) Audit Commission makes it clear that working in the public sector is different as follows:
 The biggest single reason that people identify for joining the public sector is the opportunity to ‘make a difference’ for service users and local communities. People want to ‘make a difference’, in a job that satisfies them, and with a reward package that meets their needs. Taken together, these three factors need to outweigh the alternatives that are open to them. And, for most people, the sector is not a deciding factor – they choose a job or profession, not a sector (Audit Commission 2002:13).
 The reasons given for joining the public service in the UK are elaborated in Figure 8.2. Note though that it was the position or type of work itself, (e.g. teaching, nursing, housing, child protection, policing, conservation) more than a conscious desire to be in the public sector that individuals reported when discussing their reasons for joining (Audit Commission 2002:15).
 Figure 8.2 Reasons people join the public service (UK)
 So, in addition to the general list of thirteen criteria that employees want from their jobs (see Table 8.1), and flexible work conditions mentioned earlier, for public sector employees we should add the chance to make an impact and to receive respect from the public (Light, in Gosnell 2000).
 Public service motivation is ‘an individual’s predisposition to respond to motives grounded primarily or uniquely in public institutions and organizations’ (Perry & Wise 1990:368 in Gosnell 2000:10). This seems self-evident but when it comes to defining public service motivation, there is more than one definition according to Vandenabeele, Hondeghem, Maesschalck & Depré (2004:2) as follows:
 … it is important to note that in spite of the fact that public service motivated behavior is generally acknowledged in the field of Public Administration, the definition of public
 Surveyresults
 0% 10% 20% 30% 40% 50%
 Make a positive difference
 Work with people/children
 It’s what I always wanted to be
 Interesting work
 Career progression
 Enjoyed subject
 Good job security
 Reasons for entering public sector work
 Exhibit 6Reasons for entering public sector work
 Reasons are varied, but there are common underlying themes
 Commission survey
 Main reason
 Secondary reason
 ✓
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 service motivation itself is not as widely accepted. Perry defines public service motivation as ‘an individual’s predisposition to respond to motives grounded primarily or uniquely in public institutions’ (1996). Although various authors adopt this definition in their studies, several others have developed their own definition of public service motivation. Brewer and Selden (1998) describe public service motivation as the motivational force that induces individuals to perform meaningful public service. Rainey and Steinbauer (1999) define it as ‘a general altruistic motivation to serve the interests of a community of people, a state, a nation or humankind’, contrasted to task-motivation and mission motivation. Moreover, some, often non-American, authors do not apply the term ‘ Public Service Motivation’ at all when studying public service motivated behavior. Chanlat (2003) writes about ‘l’éthique du bien commun’ when trying to explain disinterested behavior in a Canadian environment, whereas British public administrationists talk about public service ethics or public service ethos (Brereton and Temple 1999; Pratchett and Wingfield 1996).
 Another way of looking at this is to identify a variety of motives that characterise those in public service including:
 • rationalmotives – a desire to be involved in policy making, commitment to a particular public program due to personally identifying with or advocating for special interests
 • normativemotives – desire to serve the public interest, loyalty to duty and social equity
 • affectivemotives – desire and willingness to help others (Pollitt 2003).
 The incentives and rewards that private sector employees seek at work may not be the same as for those in the public sector whose motives (or some of them at least) are of a qualitatively different nature.
 The organisation’s mission and vision can be powerful intrinsic motivators for employees who believe in what the organisation is doing and the contribution to society that it makes, for example, ‘improving people’s lives through housing’. As we saw in Topic Seven on leadership, an inspiring vision is generated by transformational leaders and this serves to tap into employees’ public service motivation. The significance of the line of sight, which is a concept from the strategic management discipline, is clearly reinforced by what is known about individual motives in the public sector.
 Despite the substantial evidence presented in this section that public sector employees have different motives and values than their private sector counterparts, some believe that reforming governments are not capitalising on this, but rather, are seeking to ‘reframe’ or ‘reconstitute’ public sector employees into private sector entities. This is quite a fascinating argument due to the chess metaphor used in the following quotation from Dollery, Murray and Crase (2004:4, 5, 6) citing the work of Julian Le Grand:
 In his Motivation, Agency and Public Policy Julian Le Grand (2003) has argued that recent shifts in the behavioural assumptions held by policy makers concerning human motivation have led to fundamental changes in actual public policy formulation and implementation.
 [...]
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 Le Grand (2003, p.x) argued that in the development of the public sector after World War Two, policy makers implicitly assumed that ‘public service professionals and other workers were in fact public-spirited altruists’ rather than self-interested welfare maximisers, and the beneficiaries of public services were ‘passive recipients of services and benefits, supposed to accept what they were offered by public service knights without demur’. However, for various reasons, not least the emergence of public choice economics and the associated development of New Public Management (NPM) (Wallis and Dollery, 1999), these perceptions underwent a revolutionary change from the early 1980s. Public sector employees were no longer regarded as altruistically motivated and recipients of public goods and services now no longer viewed merely as inert beneficiaries.
 [...]
 Consumers of public services have ceased to be passive ‘pawns’ of the Beveridge consensus to become the active ‘queens’ of the contemporary milieu. A knave is defined as ‘an individual whose principal concern is to further his or her self-interest’ (Le Grand, 2003, p.25).
 8.5 public Sector Motivation (pSM)
 What is motivation? There is no doubt that public sector managers are motivated but it is also clear in feedback from PSM Program participants that motivation is different between public sector managers and their private counterparts, despite rhetoric and efforts to make them more similar (Poole, Mansfield & Gould-Williams 2006). This clarity is reinforced by various authors who specialise in researching public service motivation (Perry & Hondeghem 2008; Vandenabeele 2007). This recognition that public sector members have different values and motivation than their private sector counterparts calls into serious question recent attempts to impose private sector practices in areas where they are incompatible. It may well be that bureaucracy and the absence of financial incentives are perfectly acceptable in the public sector, where the focus should rather be on an appreciation of altruism and pro-social behaviour (Perry & Hondeghem 2008).
 Activity 8.3 – Your definition of motivation
 do you have a definition of motivation? when you think of someone who is ‘motivated’, what do you mean? how motivated are you? is this a legitimate question to ask? if not, what motivates you? what would be a better question to ask?
 Required Reading 8.3vandenabeele, w 2007, ‘toward a public administration theory of public service motivation: an
 institutional approach’, Public Management Review, vol. 9, no. 4, pp. 545-56.
 most writings on public sector motivation are anchored in a values or content approach compared to more dynamic process theories. however, given that organisations are grappling with the skills
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 shortage it is worth looking at what values differentiate individuals who are interested in public sector work compared to more utilitarian values and motives of the private sector. this paper is useful in this regard. it defines motivation in the public sector as ‘beliefs, values and attitudes that go beyond self interest and organisation interest, that concern the interest of a larger political entity and that motivate individuals to act accordingly where appropriate’. look at figure 1 on p. 551 which shows the difference between external regulation and motivation and autonomous intrinsic motivation. in psm program terms the right hand end of the figure represents self-management.
 Public service motivation has a strong relationship with two variables that we are particularly interested in – job satisfaction and organisation commitment. Taylor (2008) demonstrated that Australian public sector employees with high public sector motivation also had high job satisfaction and organisation commitment. These results also match anecdotal feedback from PSM Program participants in assessment. This shows that, where participants can see a direct connection between their work and adding value to society, they generally report a lot of enthusiasm, commitment and satisfaction with their position and are happy to stay in it. On the other hand, where the connection to serving the public (in whatever discipline or form) seems more remote and is obfuscated by red tape, administration and process for the sake of political appeasement, there appeared to be less satisfaction and a desire to find more meaningful work.
 The motivation of public sector employees is of course not an homogeneous entity as the following indicates:
 Our results contribute to the debate on the new managerialism in the public sector (Box 1999; Van Gramberg 2000). Public sector managers exhibit a motivational profile that is similar to private sector managers at a lower management level. However, many of the concepts introduced by the New Public Management movement are aimed at higher-level profiles: entrepreneurship, empowerment, or total commitment. This new language simply may not appeal to many civil servants in managerial positions. Just as tax officers or prison guards have the greatest difficulties in perceiving their target groups as clients, managers in the civil service may not easily perceive themselves as new managers. The new management techniques often require total commitment, a price that many public sector employees may not be ready to pay.
 Do our observed differences support the stereotype of the lazy bureaucrat? Are fewer working hours, even when job content is controlled for, and weaker overall commitment to work reflections of a negative working attitude? Alternatively, do public sector employees make a positive choice by choosing a well-balanced life? Our data support the latter view. Public sector employees make positive choices. They do not opt for the rat race. They want respect for their own working rhythms, their personal lives, their quality time, and their family priorities (Buelens & Van den Broek 2007:68).
 It is interesting that this quotation mentions work-life balance. Many PSM Program participants work long hours but also appreciate the flexibility they can access when required.
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 8.5.1 Theories of Motivation from the general management literature
 A quick examination of Robbins et al. (2004) shows that motivation covers almost one hundred pages. As well, the text presents eight different theories. Four of the more well-accepted theories are applied in the PSM Program.
 These four theories are:
 equity theory applied to the negative effects of unfair work allocation and perceived discrepancies in reward for effort, including pay and promotion.
 job characteristics model used to show how work can be organised in ways that maximise the challenge of work and efficiency and effectiveness.
 reinforcement theory forms the basis of any recognition and reward scheme along with the use of feedback. implicit in performance management (Topic Six).
 goal-setting theory underlies feedback, recognition and rewards in management by objective versions of performance management (Topic Six) and personal goal setting (Unit Three).
 Motivation theories can be loosely grouped into content theories and process theories. Content theories identify specific elements that individuals want or need and which are presumed to be motivating. Such theories include those such as McClelland’s need for achievement, affiliation and power, or Maslow’s hierarchy of needs from basic survival through self-actualisation. Process theories don’t posit the particular ‘content’ that motivates people, rather they look at the internal and external sequence of events, thoughts and actions that result in an individual taking action, usually towards a goal of some kind. Of course the goal might represent certain elements of the content theories such as security, recognition and so on, so the theories interact at some point. Typical process theories would be Goal Setting Theory (studied in Unit Three Topic 7) and House’s Path-Goal theory among others.
 8.6 equity theory
 It is useful to introduce equity theory as a basis for understanding why some employees behave the way they do. According to equity theory, individuals constantly make comparisons between their work inputs (such as effort, experience, education or competence) and outcomes (such as salary, salary increments, recognition, and perhaps opportunities to attend training, conferences and the like), relative to those of others. This balancing up is illustrated in Figure 8.3.
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 Figure 8.3 Balancing up inputs and outputs or efforts and rewards – equity theory in action
 Source: Audit Commission 2002:14.
 Employees will compare themselves to co-workers, colleagues in other organisations or past positions they have held. Employees evaluate what they get out of a position in relation to what they put into it. Then they compare their outcome–input ratio with the outcome–input ratio of relevant others. If this comparison is perceived to be equal, then a state of equity exists. The situation is perceived to be fair and justice prevails (Robbins et al. 2004).
 If the ratio of input to outcomes (effort to rewards) is perceived to be unequal, then a state of negative tension exists. This negative tension may provide the motivation for employees to take action to correct the balance, as individuals tend to strive for what they perceive as equity and fairness. Any inequity can be a substantial source of dissatisfaction and unrest (Robbins et al. 2001).
 Generally, one of the following actions is taken by employees to balance an inequitable situation:
 • changetheirinputs–employeesexertlesseffort,orareabsentmoreoften
 • changetheiroutputs–employeesmaydecreaseefficiencyandeffectiveness
 • distortperceptionsofself–forexample,‘ImustbedoingbetterthanIthought I was’
 • distortperceptionsofothers–forexample,‘Martin’sjobobviouslyisn’tasgood as I thought it was’
 • chooseadifferentreferent
 • leavetheposition.
 Note from the above list that absenteeism and turnover are possible responses employees exhibit if they are dissatisfied with the allocation of work and rewards.
 Exhibit 5Choice of work
 People consider how well a job matches their motivations, their perceptionof its reward and its image and status.
 Image & perception
 Reward
 What I want from work Alternative Options
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 Since absenteeism and turnover are two measures of organisational effectiveness, it is clear that the fair allocation of work, and associated rewards, is an essential element of good management.
 One feature of public sector employment that is not as prevalent in the private sector is that people generally know what other people are earning, since employees are assigned to levels and the salary range for that level is public knowledge. However, ‘equity’ is not about being all the same or all equal, it is about fairness. It may well be that one Level 4 employee is significantly more productive and effective than another Level 4.
 Performance pay schemes more directly related to individual performance have been brought in to some parts of the public sector, and notably at the senior executive level. These have not always succeeded, although it may be that the schemes, rather than the concept, are flawed. As shown, equity theory is very useful for understanding the implications of pay and workload balance. This theory is well supported by research and makes useful observations about how employees see the allocation of work and rewards, and what they will do if they perceive that it is not equitable.
 8.6.1 Equity Theory in Operation
 The following example clearly shows how individuals do compare inputs and outputs, and how treating people ‘equally’ does not constitute equity or fairness.
 I work for the Judiciary in a Human Resources Unit and I’ve noticed that the morale within the organisation is very low. In December, the managers conducted performance evaluations and approximately ten people out of 400 received unsatisfactory evaluations. Attached to the evaluations was a 5% salary increase for meeting standards. Basically everyone received an increase in salary. I thought the morale would improve but it seems that it is getting worse. Does anyone have a suggestion of how the morale can be improved in my organisation? If this is accurate and the whole picture, it’s an example of how performance management is misused, even with ‘good intent’. The key point (and the one that is actually hard to fathom) here, is in two pieces of information. First, ten people were judged unsatisfactory. Second, those people received an increase for ‘meeting standards’. The first thing that someone should be asking is: if they met standards, how can they be unsatisfactory? What kind of ‘evaluation system’ is this? I’ve seen some strange things in performance management in my time, but this one stretches credibility.
 (* Note: This was sourced from a genuine example, however the details are not provided in order to preserve confidentiality.)
 Applying equity theory will keep the peace at work, reduce absenteeism, retain valued employees and ensure they turn up for work on time. It does little to inform us how to develop intrinsic motivation – that is, motivation that comes from within employees, rather than simply from making pay comparisons with other employees. To encourage self-motivated employees, we will turn to the job characteristics model.
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 8.6.2 The Job Characteristics Model
 The job characteristics model has less relevance today as many people’s work has been upgraded from routine, boring, repetitive, limited tasks thanks to the advent of technology. The basic idea of the job characteristics model is to add variety, challenge and interests to work and remove low skilled, repetitive, boring tasks. Job characteristics do affect individual performance, but employees will experience the greatest motivation when all five core job dimensions (autonomy, variety, challenge, feedback etc) are present in their work. Further, they are likely to be more satisfied, produce higher quality work, and have lower absenteeism and turnover (Robbins et al. 2008).
 Given what the job characteristics model says about motivating and rewarding features of jobs for employees, there are clear implications for the design of jobs. These implications have been put into practice in the transformation of work over the last decade which has delivered a large productivity bonus to Australian organisations. Some of these transformation strategies have included:
 • Strategicplanningandsettingorganisational objectives, down to the level of objectives for the job. For example, (then) DETYA reported explicit qualitative and quantitative measures of performance against set objectives.
 • Job design strategies through award restructuring and other processes. These are designed to improve performance and functional flexibility of workers, skill acquisition, career and remuneration opportunities, thus creating more opportunities to experience skill variety.
 • Job enlargement which involves increasing the number and variety of tasks in jobs, by combining what previously were separate jobs. For example, employees now do their own word-processing, so this task has been added to their jobs.
 • Job rotation which is aimed at providing employees with a broader variety of positions as well as an overall picture of the organisation. This serves as an aid to cooperation between sections and cross-skilling. Both job enlargement and job rotation have been used in multi-skilling strategies. Acting in higher duties is a form of job rotation.
 • Job enrichment which has been achieved by adding more meaningful tasks to positions and increasing the autonomy and responsibility of employees (Buchanan 2001).
 The preceding strategies are reinforced by a US survey which found that for public sector employees, the more red-tape (see Topic Two) they encountered, the lower public service motivation. Public service motivation was also lower for longer serving employees. On the other hand, the survey found that government reform efforts were associated with more positive public service motivation (Moynihan & Pandey 2004). Public sector organisations need to foster motivation by:
 • reducingred-tapeandunnecessaryconstraintsonaction
 • clarifyinggoals
 • empoweringemployees(devolveddecision-making,participationandinvolvement)
 • enablingemployeestofeelasiftheyaremeaningfullycontributingtoorganisational goals in an organisation that provides a valuable service to the community and society (Moynihan & Pandey 2004).
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 Job redesign programs do not present a solution for all problems in organisations, but will enable employees to assume more involvement in decision-making processes, planning, organising, directing and controlling their own work. Organising workers into self-managed teams (Topic Seven) also enriches work.
 Not all employees want job enrichment and what they do want depends on the occupation, level, profession etc:
 First, as hypothesized, we found that in our sample of R&D professionals, job enrichment is the most preferred career move while a lateral move is the least preferred. This confirms the idea that increasing experience and impact in one’s field of expertise is more important for R&D professionals than either managerial career steps or career steps focused on broadening one’s base of experience (Allen and Katz, 1986; Debackere et al., 1997). (Vos, Dewettinck & Buyens 2008:1).
 This suggests that despite an organisational imperative to be multi-tasking, people orientated and task orientated, some individuals prefer to become more expert in their field without having to expand their skills and roles into non-technical, soft, people, team-leading and managing skills.
 Job satisfaction and motivation are very interesting topics and ones that should be of concern to public sector managers interested in strategically managing their human resources or, in other words, ensuring their team has high morale and is performing well. There are some indications that perhaps now, after decades of reform, retention may be the new public sector management agenda. If this is the case, then attending to motivation and job satisfaction will be paramount. However, assuming that you have successfully recruited, retained and satisfied your staff, how do you ensure they are fully engaged with their work?
 8.7 engagement
 Work engagement is a recently introduced concept in the management field. Many organisations are now talking about ‘engaging’ their staff. Work engagement is, simply put, ‘a positive, fulfilling, work-related state of mind’ or, in more detail, ‘a state including vigour, dedication, and absorption’ by the individual in their work (Bakker & Demerouti 2008:209). There are at least four reasons why engaged workers perform better than non-engaged workers. Engaged employees often:
 • experiencepositiveemotions,includinghappiness,joy,andenthusiasm
 • experiencebetterhealth
 • createtheirownjobandpersonalresources
 • transfertheirengagementapproachtoothers(Bakker&Demerouti2008:215).
 In some ways we could say that organisations have moved on from wanting satisfied employees to wanting engaged ones. Further, if employees are engaged they may be easier to retain.
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 8.8 Summary
 This topic commenced with an examination of job satisfaction and its presumed effect on work performance. It challenged the simplistic notion that happy and satisfied employees are more efficient and productive, and identified that improved efficiency and effectiveness of employees is more likely to contribute to job satisfaction.
 However, low job satisfaction or morale is important since it impacts on absenteeism and retention. Turnover affects efficiency because recruitment and selection are costly. Also, turnover means agencies lose investments made in recruiting, inducting, training and developing employees. While understanding the complexities of the individual at work is humane or even moral, it is also profoundly efficient and effective.
 Managers need to determine what employees want from their work. Research has clearly shown that people want to be motivated at work. For example, they want mentally challenging work, equitable rewards, feedback on performance, supportive colleagues and meaningful and worthwhile work. Public sector employees have different motives and values from their private sector counterparts. They want to make a difference to service users and local communities. This raises questions about how public sector organisations can and should motivate their staff and position themselves to recruit and retain Generation X and Y employees.
 In discussing motivation, the topic outlined two theories: equity theory as one way of understanding why some employees behave the way they do, and the job characteristics model which shows how the design of positions can lead to more satisfied and motivated employees.
 In equity theory, individuals constantly make comparisons between their work inputs and outcomes relative to those of others. Inequity produces dissatisfaction and unrest, driving employees to correct the balance by going slow or taking ‘sickies’, taking less care, revising their comparisons or just leaving for a ‘better’ position. Core job dimensions for the ‘ideal’ position are: skill variety, task identity, task significance, autonomy and feedback. These produce more meaningful jobs with intrinsic motivation.
 Reviewhaving completed this unit you should now be able to:
 1. explain the relationship between job satisfaction, performance, absence, turnover and citizenship.
 2. evaluate public sector motivation.
 3. articulate equity theory.
 4. apply intrinsic motivation ideas from the job characteristics model.
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 Required ReadingReading 8.1 Jurkiewicz, CL 2000, ‘Generation X and the public employee’, Public
 Personnel Management, vol. 29, no. 1, pp. 55–74.
 Reading 8.2 Campbell-Allen, N & Welch, S 2005, Motivating staff, BPIR Management Brief, Centre for Organisational Excellence Research, Business Performance Improvement Resource, Massey University, iss. 7, pp. 1–9, viewed 19 July 2005.
 Reading 8.3 Vandenabeele, W 2007, ‘Toward a public administration theory of public service motivation: an institutional approach’, Public Management Review, vol. 9, no. 4, pp. 545–56.
 Further ReadingWright, B 2007, ‘Public Service and Motivation: Does Mission Matter?’ Public
 Administration Review, vol 67, iss 1, pg 54–65.
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