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Declining Work. Motivation in India 3

How +o .Get the Reluctant Horse +to Drink ?

R«N. Kanungo and Sasi Nisra1

More often than not Dnalhears and reads about increasing Urgaﬁi—
zational inefficiency and low morale and productivity among Indian
,rﬁdrkers. The general feeling is that there is an overall lack of proper

uork ethic in Indian society., There is also a genesral consensus of
-‘viems_regarding this state of affairs in both public and_private sactor
enterprises., At a recent seminar of senior level executives, adminis-
strators and consultants somsone wryly commented that what is happening
f§leicly' in the public sector is happeniné 'priuataly“ in the priuaﬁe
-§ector. The participants belisved that what the Indian Organ-izations _
laéked was proper work motivation amdng employees at all leuéls of the
_oréanization, which in turn resulted in improper utiliZatioﬁ of
resources. The} believed tha£ worker alienation pe?vadas indian society
resulting in passitivity and indifference towards the attainment of

work objectives.

A participant from a public sector organization suggested that
low work motivation among emplOyees réeulted from the lack of protes—
ﬁant work ethic as it exists in Western societies. Indians, ho said,
believé in leisure ethic or aram culture. Herce they do not value work
as intrinsically satisfying. Unless Indiaﬁs develop a moral beliéf

sbout goodness of work and industry, work motivation in organizations



‘is not going to iﬁproua. A private sectﬁr executive suggested that\the
feal reason for low work thiuationlis not lack of work ethic, but r%ther
runconditional'job sscurity that the'gmployees enjoy. Accqrding to him,
ﬁhe threat of gatting firad-uould spur work motivation among employees.
to essontially argued for 'spare the rod and spoil the child' principle.
A consultant argued that the reasoh for low work motivation was nane
participative and authoritarian style of managemente Organizations,

he suggested, must involve its ahﬁloyeas in ths docision making procesé
by adopting participative management style. The manager 6f a manufap-
turing unit suggested.that tho nature of jobs.the organization éssigné
to its_emplcyee wés'raally at fault. Low emplOyee—motiuation rasults
‘from repetitive and boring jobs. The remedy lies in redesigning jébs ‘

.in such a fashion that employecs derive intrinsic jéb_satisfaction.

Piocemeal — vs — Systematic Approach

What does the above discuséion signify ? - For ene thing, the nature
‘of.low work motivation, its causes, and what can be done %o improve it
‘are cpmpleg,issues that require serious scientific.anal;sis. it should
not,ﬁe correct that low work mot;uation is caused by one factor (lack of
work ethic, poor job design stc.; and all that one has to do is to
seliminate or change this factor, Each manager, as the discussian
revealed, approached tho issue with an idinsyncratic theory of his .
oﬁn. Such thﬁﬁrias reflect the ménagar‘s pergbnal experience and
‘training or perhaps expcsures to some western assumptions rogérding

work and the nature of man.,



tﬁwark motivation of employces is a behavicural phenomenﬁn. Understanding df

,;hg phenomenon for proper diagnosis‘and intorvention for change requiree
_a'ﬁoré éystematic and comprchensive gpproach baswd o the sciohcoe of

'humén ‘nchaviour. Personal expuscience basced-on piecameal aﬁprcaches

‘must bz avoided, instead, behavioral thoory bésed on systematic apprdashes

must be pursued,

‘Gengral =~ vs - Spucific Oricentation

4uite often in trying to understand what is wrong with work motive—

tion, organizatianél leaders and compény executiuus‘approach the problem
lika hany pcliticians and jourfalists wha talk and write in often vague
Vgénaral'terms. 'Scmetimes they define the problem in a way that defy any
raélution. ‘at othar times the fuzzy nature of their diagﬁoses and solu-
tions to fhe problem appéar guite moéhingless. For instance, anb adito--
rial in India Today {Auguet 31, 1983} drawing upon dnalyses of intollec—
_tuals like Nirad ﬁhaudhuri and othars suggestod that the hot and hqmid'
Indian climate is largely responsible for “the lothargy, lack of initia-
tive and.the slouness to mark"‘.3 1f that is the diagnosis, thero can be _
no solution unless India can be gaographiéally'locatud ¢lsewhere.
Busides, if tiot climate "drains energy, saps vitality, ahfaébles will

and idealism™; so can extreme ccld climatos. Early hﬁman ciqilizatinhs
were -established in warm.climétas like India and Egypt where enargy
rand vitality were not wanting. At that time {and even now for many

% " -
of our excoutives} countries with axtrome cold climates were considerad



as god-forbidden places where anergy and vitality froze to death. The
same editorisl must be quiﬁe appealing to our executives for its conclu-
ding statement: Yindia needs a vision.. Cry, as it is said in the Bibles
Where thers is no vision, the peopls perish®., What kind of solution -does
this statemsnt reflect ? It is more like pious taik that. says a lot but
mgans ﬁracinus_little, that elicits excited applause from an audience
but provides them with no insights to the~prnblaﬁ. Many of us are easily

taken in by such rhetorics,

When executives are bothered by low work motivation, it is not

useful for them to think in gensral terms and make generalized state—

i;éﬁts such as “our organizations do not function adequately bacause
employees are alienated", and ¥ue haué too many employes.problems®.,

They must try to specify the behgvioural problems through adeduate .
diagnostic research. Are thgy bothered by high.rate of absenteeism 7

Is pqnctualiﬁy among empioyges a problem 2 Is there lcw rate hf pro-
ductivity 7 Is it = morale problem in employee~managoment relation 7
Each of thesc specific behavioural problems requires ﬂniq&c aolutions,
and necds to be handled separatsely. If an organization suffaers £ rom

same illness, it is not anéﬁgh to say that it hurts, One must find out
exactly where it hurts and only then approp;iate theraputic or preventive

measures can be searched for., But where is one to begin %



Is-Labouf is a Cost or an _Invsstment ?

ﬂany alilments in organizations attributed to low employee motiva-
tion stem from management's *labour is a cost™ attitude that no lenger
works., An accounting convention that puts labour on the profit and
loss statemsnt has, cu;r time, quietly evolved into a subtle but pover—
ful management idaology; Although many ﬁprogressiue“ managsments label
- labour as “human resource®, we suspect they still continue to view éheir
employees (including professiénal employees) as a hecessary cost and
not an investment that can yisld sﬁbs£antial return for-Lnth the organi-
zation and the émployves. The lip service often paid to human résource
development function in many Indian organizations is oxemplified in the
wise=crack made by an sxecutive in ong of our seminars. He said, "HmM
is so important-for 6Qr organizétion that the total investmont for this
function amounts to the cost of one name~-plato . Nanaéér—HRD." When the
employer viows the employees as costs, the latter become things to be
minimized, controllcd, and allocatod. As a resuit, work tends to be

regarded as a“comnodity mocant to be bought and sold,

In this process, the seller (the omployee) becomes motiuated to
give as little of thu commedity (work output) for as much return (salary,
perks, overtima, etc.) as pcssible., For the buyer (tho employer}, it is
just the opposite. This denigration of work into a commodity results in
employoce alienation in the Marxian sense, ue therefore suggest a shif?
in the employer's ﬂricntation towards its.amployeas.' Human resource,

in the first place; should be vicuwed as a form of investment in the



samc way as other forms of Invustments (material, machinury, land otc.)

What we oro sayingris not startlingly new. .  Froderick Taylor, who
'_‘laid dquﬁ thc principles of scicntific managemént at he tum of this-
century emphasizeﬁ that labour shotld be viewsd as a form of ifwestment
in the same way as capital. In tnncretu tcrms, crgenizations must give
priority to aptiuitias such. s manpower planaing, rocruitment, training,
- rowarding, and decveloping its omployees (tﬁraugh continuing education},
In many lahdur intensive Orgfﬂizatibnsy money spent on unp10§eas forms
the major itcms of'expand;ture. This expenditure should.be viewed as

a form of investment to yield roturns in torms of employce productivity
(c.g. Qoads and services; and morale {positive attitudes, loyalty and
organizational commitmont) . An_cfganization in which thc management
duasjnot consitar human resource as gn-inuestment does very little to

ensure adequate retumns in thu form of high work motivation and morale.

Parcnthatically it may bo pninted cut that in our personai lives,
we do not non51der human resource from the cost angle. Téke, faor
exomple, the amaunt and the form;j;asts most of thc lower middle-to-
Uppcr middle class famlllcs in India incur to bring up their children.

o they look upon it as costs or invostments 7 We bulmewa it is the

‘latter. With the “labour is a cost® attitude, ohe can cxpact no



manpower planning rosulting in under or overstaffing, "all-in-the-family®
recruitment resulting in man-job mismatch, inadequate suporvision, and
inappropriate (non—contingont or porformance unrelated) and oquitable .

rcward allocation rosultings in poor Quality ‘and quantity of work output,

Befora one c;n deal with work motivation issues effectively, one
Ahas to change some baéic attitudus. Our exécutiues -musf (a) giue-up
the piecumsal pcrsonal approach in favour of a more syétamatic behavioural
appreach; {b; duvelop an orientatiﬁn“fdr discevering specifics of
problams and solutions related to work motivation issue; and (c} develop
in investment rather thaﬂVCQét attituds §0uard management cf‘hﬁman
resoufces. gssuming that our executives have the necessary at titudes,

they should thon ask the following qucstions s

T wﬁat are the spccific bohavicural problems and onvironmental
conditicns in organizaticns that arc associated with low werk
motivation and 2ow prcductiuiﬁy K

2 What mare the causes of laﬁ work motivaticn amnng cmployees 7

3. What can bu done to incroasc employec mctivation in organizations ?

These throe questions dcal with identification of diagnosis of organi- -
zaticnal hehaviour problems, their causes or antacedent conditions,

and acticn plans for integuvention and changa.



Egéggusingforganizaticnal Bohgvicur Prebloms

Very ofton exccutives are overuhelmed by the enormity and the
complexity of behaviour prebloms and give up any attompts at dealing

qith‘them._.Thsir passivity toward intervcntion and change results

from théir initial emntionél roactivns of halpiassness to the global
nature of the problems. Their attifude is expresscd in statcments |

lika “Thero gre_toc many_preblams and I can't do much abdut‘them” or

“I dc not know where to start%, Such attitudes often lead to rationali-
Zatiﬁns by wgy\of blaming.tha "yhole system™, its intractable complexity.
etc. In fac£, cur uxecutives spend little time analysing and identify-
ing specific bohavioural problems in organizations. Unlsss specific

problems are identifiod and dafinecf, their sclutions camnct be foreseen.

How can the global problems of low work motivation
and prﬂductivity.bc fractionated inte spucific sizeable chunks for
analysis and soiutionVT for, the purpcse of gffactiue human resource
ménagament is to louk at the varicus stages of crganizational prccasé‘
syétematically and énalyse the likely bebaviour pfcblems that may
ariso at cach stage. Thoc prccess of 0rganizing human rescurce caﬁ
 be, in the main, broken down into six different étages ¢ Manpower

planning, rocruitment, induction and training; job maintenance,
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employee development, and performance improvements. Behavicur
problems can'idsntified at cach stagc For'appropriate corrective actions.

For instance, poor manpower planning may result inm undermanning or ovor—

manning the jcb. When an cpganizatimn is undurstaffed, cmployoes will
feel strong pressurc of work and a swnse of futility because of their
inability to cepe with orpanizaticnal demands. Ouerstaffing on the
othar hand, wculd result in ﬁtcu many cﬁckg spoil the broth" phenomencn,
With toe many peopla' on a job, reéponsibility for the task g'ets diffused
éven to the oxtent of being ncnexistent. It is not often recognized

‘that pocr or lack of manpower planning may lead t¢ low work motivoe

tion and productivity.

Several problems can boc identified at'thetyacbuitmqgg stage. The
purpose of recruifment is tc find tge most competentrperscn for the Jjob.
Thus, it invclves analysing behavicural reQuircﬁcnts of the job, and
swarching and finding a person whe bost meots fhe rcquirements. Inade-
Quate jcb analyses for defining behavicural foquiremonfs on the jub,.
‘imprcpor and limited search process through faulty adwertising and
biased persunai reference, and arbitrary-selecticn without ércpur
testing and planned intervicu arc factors responsible for pucr fit
between the-job and the person. Many Urgahiiétiuns simply dc not do
proper job analysis‘and hefice do not have adequate job descriptions,
without job description; bcth tha recruiter and the applicants do not
kncw what ig required of them. For exahple, a recent advertisemont

foer sales job stated, ®only smart and extroverted girls need apply™.

VIRRAM SAEASI Al Ligrany
WP AM INSTITUTE OF MANAGEMANY
CInAFUR, AHMEDALBAD-380 0L
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The critercia of 'smartness; and ‘extroversion’ have no objective job
related behavioural referent. Almost all girls in the job market may
.judga themselves to be smart and eiﬁrouertéd not knowing what specific
.behaﬁioural characteristics define the traits. They may therefors apply
for the job without knoming‘thé actual behavioural requirsments of thé
job such as speaking tnglish with custbmers ¢ travelling z;ifferant
sales sites etc. Without explicit behauioﬁral criteria,_thé selectioﬁ_
of candidates often depends on the arbitrary sﬁbjectiue inferpreta—
tions of the criteria by the recruiter. On the job, the selected

candidate may discover his inability to handle task requirements and

consequently his work motivation and productivity may suffer.

In the induetion and training stage, a different sct of behaviour

problems leading to low work motiwation can be identifiad. The purpﬁse
of induction or orientaticn is to socialize tha employee in the organi-
zationgl_setéup. Through induction programmes, employees internalize
prescrihqd behavioural norms, rules, and regulations of the organiza-
tion aﬁd gcquire a senss of belﬁngiﬂg to the organization. Much of the
foundation for developing productive behaviour-and future loyalty to the
organization is laid during the indﬁction period., Furthermore, job
training programmes fémiliarize the‘employee with task requirements
and expectod job beﬁauiour. Without any formal induction and training
programme employeas dEpendlon their co—uorkeré to guide their beéha~
viour within the organization and on £ha jobs Very often coﬁnter

proeductive informal norms existing within the organization are
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equitably. Thuse and many other problems have to be-idgntifisd before
corrective measurcs for maintaining and dmproving purformancz can bt;. |
introducoed. ldadtificaticn of organizational conditions associztod

with behaviour problems Secomgs tho first stap téuards a better undoo-

standing of low work motivation.

Causes of low work motivation among cmployecs

The preceding section dealt Qith identiribatinﬁ of behayiour
problems‘énd organizational contexts or practices tﬁat nurture theny
tthUQﬁ a sysﬁematic analysis of varicus stages of tho nrganizéfional
‘pracass, In this scoction weo will try to locate the possible causes of

low work motivation among omployoes by analysing the individual p:Océss.

Assuming Ehatran employee has the required abi;ity and training
for the job, tha'raasun; for his prosent bohaviour may lie in his past
smializ_atinn or r;ultural conditioning a.n.d the perceived assossment of
his prosent psynholﬁgical state that includas-his perstnal nosos and
Job cxpégtptinnS. " The history of his socialization is te @ large cxtont
responsible for tho formation of a sct of habits, attitudes, and beliofs
that forms a part of'his total persenality which he carries with him
from job to job. His piesant job behaviour is partly a raflactibn.nf
his old habits and attitudes. Thus hchauiﬁural éymptams of tardinass,

slowngss at wark, etc. of Indian workers are partly thé result of sarly

conditioning in ocur ghalta hai and gzam culture. Such job beheviocurs

‘ara also partly explained by the omployoos asscssmont of their presont
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“fﬁllogad by new enfrants which result in low work motivation. Consider,
for example job éttendance bohaviour,  An organization may have some
rules ahd sancfibns_for ipregular attendance and tardiness on job, But
lthe,employees may not be awarc of these rules or may not understahd
their ;ignifi;ance for the crganization, In the absenée of formal
orientation} eﬁ%lﬁyces develop their own cxpectations from abservation
of'inforﬁél noxrms gnugrning(attehdanpe behaviour, If'they find that.
many empiéyees come late ﬁr leave sarly they aro likely to behave the

. Same  way.

in the areas.of job maintenance and performance improvement seoveral

behaviour problems reflecting poor work motivation among anployaes can
be idLntlfled. Nalntcnance of a job implies a clear understand;ng of

. job standard and requirements and one’s role in mesting these reqULra—
ments. Lack of JOb clarity, role ambiguity, and role conflicta form
‘majnr sources of poor work motivation. Poor motivation and low produbﬁ
tivity can also result from dafactiva reward and punishmah£ systems within
cfganizations, When high performance goes unrewarded, ;mployees losa_'
theif;.motiuation to perfmrm. Percelved inequity in task assignment

and reward allocation may also lcéd to poor work motiuationf Lack-nf
Job aﬁalysis,'job description, job QValuation,land jop standard cause
-prubiams for supervisors, They are unablé to provide employecs with
clear tésk goals and methods tc achieve them. Without job standards

thoy are unable to evaluate performance and provide useful foedback to

employces, Without.job evaluation, they arc unable to allocate rewards
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égychulogical states. An employoo eﬁgagas in certain jcb behaviours

in order to obtain éqme‘expected cutcomes that will satisfy his present
needs. If he gussips uithau£ doing his proscribod duties, he is satis-
fying his interperscnal necds. 'Tﬁough gossiping behaviour lsads to
slowness of work, his job oxpoctations are being met., Thus the causes.
of low weork motivation amang-lndian emp1uya0a can be analysed both in

the past socialization process of the workers (historical or predisposing
cause} and in théir prosent prescriptions of the nesd satisfying potuntiﬁl
of tho job (cchtsmparary or pfocipitatiﬂg cause}. Let us analyse. these

two sets of causes in the Indian context.

Indian Socialization Influcnce 3 Early socialization or conditicning

'prnbaas involves the influence of diffarent SOCial-institutiuns, such as
family, educational institutions, religion, ctc. Gur learned modes of
thinking, fecling, and doing are shaped by such influences. Early inter-

actions with sceial instituticns and their members fomm the basis of many

-
*

enduring psychaldgicdl characteristics of mae'sg future perschality.
Socializatian influences in India preduce three types of behavioural
dispasiéicns or gthic that are particularly relevant in the context of
wiTk motiuatién. The disbositicns will be refarred tc as (aj Perscnal

gthic of hslglcsa1asé, (b; organizaticnsl ethic of pnrsoﬁaliZGd rolation-

ships, and (c) Idoalized family centrod work ethic.

Workers at atl levels of ergénizéyions in India secom to have developed

a perscnal sense  cof holplessnuss. In theidr day to c.y scrk and nonwork
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éphcrus of 1life, they cxhibit a passive attitude towards their en&irén-
ﬁent._ They feol that tﬁey can do notﬁing to change their anﬁironment.
They have dcuaicpcd an oxtornal Uriantation; ise. a bulief that the
external tnvironment controls them rather tﬁan they controlliing their
environment. Thus_s'they: become insocure and develop a strong noed for
depandenqe_oﬁ cthers tc reduct their fabLing-bf ‘insecurity. As indivi-
duals, ghey feel that they are insignificant, pcmariess particleos of -
humanity and therefcre, bolieve in the-futilit} of their actibns. Those
beliefs creato an attitude of .fatalism and they become indifferent to
work and work organizaticns., As indiviQuals, thercfors, they do not
strive for challenge and excdllpncm but rather remain content with
status quo and mediccrity. They béceme the vietims of 'what can 1 da™

and ‘chalega' typc syndrbmo.

The organizaticnal ethic. cf Indian workers are alsc shaped by the

samg sonsc of insecurity and depondence on others. Their work rela-

ticnships are persunalized rather than contractual. They work for
other suﬁa;iofs, fricnds, and relativos rathaor than'for-accomplishihg
task or organizational goals undeor contractual obligatiohs. Pursonal

loyalty takes pricrity over organizational efficiency. Within the

organizaticn, Suekihg and maintaining porsonal status bocomes the

primary objoctive for which crganizaticnal interests can be sacrificcd.

Most supervisors provide perscnal rather.tban instituticnal leadership.

Their lcadership behaviour is dirdcted toward maintaining their status
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or saving thoir skin by pleasing everycne, avoiding canfliCts:and
confrontaticn, and by not taking any pisk that might rock ths boat
even if such actions are dusirable for protecting organizqtional

interost,

Indian workers have devcluped a family centred werk othic, Most

.ubrkgrs‘beliaya that work is necessary and good.primarily for maintaining
oné's fémily, providing for the wellbeing of old parents, spouse, and
chiquan. wﬁrk for the sake of persohal_mastery over the jobfor .
personal sense of task éccomplishma1t is somewhat alien to many, Thay 
have, hﬁweuer, an idealized. form of work etﬁic derived from the Bhagavat
Gita. - They tend to subscriba in the abstract to the norme®Your right is

to work only. 'But never to the fruit there of. Jdu;lun;jhh_ﬂxui:_gt_

action be your object., Nér. let your attachment be to inaction®, Such

abstract principles are hardly ever practised in real working life.
-Buties are performed ggnarally in thé family éuntext but the same sanée
of duty does not prevail at work placs. In fact, Indian workers subs-
cribe more to leisure and family ethic than to work sthic. They are
morc familiar with Sneha (fondness), Shradha (affectioﬁ), and ﬂsgg‘

( relaxation}, culture than with Karma culture. Emphasis on idle
leisure pursuits rathar than creative leisure pursu1ts, on maintaining
statua p031t10na rather than task goal accomplishments, on parfnrmlng
socially approved duties in interpersonal contexts rather than in job

contaxts are typical characteristics of the Indian personality. These are



16

disguised manifestations of a feudalistic temperament that provails
3 i

among mbstalndian workers,

'%oqr kay eiamonts in thetéocialization p£0CGSS in India are res-

pénsibla for the formation of tho three types of ecthic that we have iden-
tifi&&. First, the authoritarian practices in the family,‘the aduc a-
tional system, and the roliglous 1nst1tut10ns create a strnng sonse of
dependsnce, This is reinforced by thernerarchlal authority structurc
in these very institutions. Unconditional obedience by surrendering
' 'to authority is considercd a virtuc. Personél initiative, originality,
and iﬁdeﬁandence 4dn thinkinhg énd decision making in every sphere of
lifé:maets mith{sqcial disapproval. As a result indepondent critical
thinking.and ieasoning to solve ona's life problems diminish, Posi-
tional or status authority rathor ghan personal informed reason, forms
the basis of blind conformity ond compliance.

Second, the reward systems within Indian social h{etitutiona
tcn%z;romota helplesshcss and uxtcrnal orientations Very often paople
in autho;ity.positions {parents, teachcrs, political leaders) promise
valued rowards for dcsired behayiﬁur of subordinatos but do not keep
its Such broken promises créate a statc of gncertaintx of goal attain;

-mént, a deep senée of insacurity, oxternal orinntation, powérlesanESS
.and flnally low sslf—raliance. Furthermore, pervasive attituaes of
nugat1u1sm { scarching cnly for what is urong ulth an individual} and

possimism about outcomes of every action on the part of supcriors,
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disccur@gcs risk taking and rosponsibility soeking bohavicur and

eventually leads to passivity in one's dealings with the cnvironment.

Third, family and religious traditicnalism of thé Indian culture
has creatod a fimclpcrspectiuu that has an cmphasis on thepast rather
than in the present and dorivo omoticnal gratificaﬁion of thoir desire
 to mgiﬁtain self=-csteem through recollection of past achiovoments. Iﬁ
- a sonsa,most individuals lin physically in the presont, but psycholo-
gically in the'past and arc unconcarned about the futurc.'-Emphasis on
the past and a lack of futuristic D;ieﬁtatibn leads to lack of planning
while trying to achicve task goals. Thus jobs afe‘ handled as they come
and probleﬁs are soldom pnticipatéd ahead of time for making adequate
preparation to solve thsﬁ:"without prior proparation to sclve antici-
pated problams; most problem soluﬁng bohaviour becomes chaotic, unplanned,
and‘unorganized. Failurcs to solué the probleﬁs are attributod to tho
cnhplcx and unanticipatea naturc of the problem rather thgn to the lack

of futuristic thinking of the individual. .

-Thhre is another aspect to Indian time perspcctive. -Time isioftan_
considercd in an abstract philosophical ﬂay as being sternal, evoer
present but never passing. Thus, delays in actions or slowness at work
is sasily tolecrated aos normal. Deadlincé, timg targets, punctuality, ctc.

‘ 4 ' in our stride,
arc mcaningless. We are very much used to taking/thec familiar bureau- .

cratic rosponsc s Action/docision will be taken in "dus course" of

ti’ﬂe‘ i
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Steﬁing from the traditicon of'fhw joint family system, one is
constantiy féced with the. problems of mecting obligatory demands from
relatives, friends, suporiocrs, coworkors, and subordinhtms;- Such demands
' oftﬁniccnflict with crganizational and task#;equiremunts. For instance,
jobs arce cffered to céndidatoa not on hasig{o? their job;competency,
but on the basis of demsnds frOm.BUpGriOrS. Conflicting domands from
significant othcrs hlead to misplacemont Bf prioriﬁias iﬁ job activity
‘and misallocétion of resourcos. lPlahning gots disruptod and personal
uffactiuenass is lost. Besides, under thu‘constant influence cf confiict—
'iné dﬁmands from sicnificant ethers, the individual‘expariencas dissonance,
and, to reduce such disson;ﬁce, devulops Bypucritical‘habits of showing
an hongst %ace and doing something elsc. Proessure from relovant others
in a tréditibn bound family culture forces the individual to sacrifice

organiZatiohal and task objectives for tha sako of maintaining porsonalized

rclationships., Work othic is sacrificed for family cthic.

Employee’s Job Percepticns s

Low work motivation also results from perceived qhaiactaristic of
the job. .EMployeBs' work behavioumis mainly determined by two sets of
perceptions 3 the requirements or what the employees are expected ta
‘do on the job, and returns or what material, social; and psycihological
benefits the employees are going to receive in return for thair work.
Nork-mntiuétion suf fers if there are no clear job expectations régaﬁding
what thg employee is supposed to 'do on the job ahd whether hs can get‘

_ what he ualqaé most through his job behau four for the satisfaction of
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g imporeant Neds. o ohe would-porfpemsoriugrulyon—tho et when

one lacks job clarity ond is unable to satisfy his pressing needs.

Many empluycés do not have clear task objectives. Very of ten,

thay have céﬁfuseg khuuledgu of what their rQSponsibilitieé aré, what
task éoais or targeﬁs they should be aiming for, what péths Or proceé—
dures they %hou;d be following to reach.such targots, hﬁw they are
.mouing on thesefpaths,-and such rclated issuaé.- tack of job clarity

in employeas' mintd is the making of_managament.' Managements fail

to develop adequate job descriptions and job:s£?ndards that clarify.
emplﬁyees‘ duties ahderSpahsibilitiés. SUperuisuis‘fail to provide
their subordinates with concrete task QOals and a tiﬁe periocd for
fcémpletiohiof thé Jjob. Neither'superuisgrs nor shbordinatqs receive
proper feedback éf uork‘progres; becauss of thé absence of systematic
rapurting system and feedback pProcedurcs. '5upe;vision of work in the
true éansa of the term is_simply absent and the employces know it. When
 'standards of perfobméncn'-is an unkﬁdmn gquantity in the organization
(in the miﬁds of all employaes intluding management;, the problem of
incrcasing motiyétion for improwing performance becmes meaningless.
Employece motiuafion' and perfnrhaﬂcn can improve only when the employses
have a clear job percnptlon ulth rbgard to what is required of tham for
attaining Uary specific task goals within some prascrlbad tlmE by
follcwlng some wall tosted paths {work muthods;.r Task clarity and
goal specificity constltute the minimal CnndlthD for improued work

motivation and performance.
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cven if job clarity is 2z nocessary condition,iit is not sufficient.
What is also needed is to provide cmployeos qith Jjob Dutcomcs-or rewards
and- compensations that thc omployees consider relevant for satisfaction
of their needs. It must be kupt in mind that not vach and evary roward
ié effoctive in inducing greater mopk motivation among employces. Rewards
valued higﬁly, by employees are more offoctive than less valued rcugfds.
An empluyep who‘Valucs job promotion more than-incraasod salary miil not
be motiVatad by more money. Nanagémants must determinc how the employscs

value varicus rewards bofore utilizing them for incroasing motivation,

Soucral:cther charactéristiqs of rocwsrds also coms into pléy. For
.instancu, while receiving a reuard, if an esmployee pcrceiﬁes the situa-.
tion to be inequitable by comparing himsslf with other coworkers, his
work m;tiuation Qill be lowercd, If an employoce finds that a junior
© coworkor with an inferior werk rccord gets a promotion along uith him,
then promotion as a reward will act to lowar rathcr than increasolhis
motivation, fhds perceived gyuity of a reward is an important source

-of increascd work motivation.

Ancther impnrtan£ charéeteristic of rew;rds that make them motiva-
tionally effective is its contingency on job beha&iaur. a reward tﬁdt
is recei&ed as a result of high perfomanes is ,moneroffactivq in
inducing high purformance in future ﬁhan a roward that is not depen-
dunt on perfommance. If the money onc gets at the end of the month

is not dependent on one's day to day job performance, an incroasc in
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Salary is not going to increass motantlon for hlgher Job parformance.
On the nthsr hand, 9lnca the receipt of ona's salary depends ‘on one's
nelng present on the last day of the month the attendance record on

that oay ‘weuld be higher than any other day of the month

Bosides thgﬁperceivad'impDrtance; equity, and coﬁtingency of job
"~ outcomss, two Othar reward characteristics seem to 1nfluenca motiuatlon

nf'ehployeeﬁ. They are reward v131b111ty or concreteness and reuard

jmmédiaci following an perfomance. A job outcome that. is higﬁly
gﬁncrete and tangible Bucomes more Uisible aﬁd salient in “he minds

‘of employees. Such outcomes tend to have a gfcéter grip on employse's
behaviour, Highly tangible outcc@es like money tend to be pursued

with greater ﬁigour or create ﬁighef lovels of work motivation than
léss tangibié thcomas 1ike‘job‘autonomy Or job responsibility., finall},
an outceme or reward that 1mmed1ataly follows high performance is more
Bffectlua in maintaining the perforﬂancc than a reuard that is delayed.
Re;egnltlun of one's work immediately after its aCCOMpllshmBnt is more -

moﬁivating than its recognitloﬂ two years later when the employee has

already forgotten for what he is balng rauardud..

In many Indian urganizations, companaation schemes are se£ up and
administered without any consideration- of their valua, Lqu1ty, contin-
.gency, Vl51blllty, and timing, Employees are hired with the under—
standing of receiving a compansétion patkage that is largely time—
based rather than performancé based. Employees know that their job

performance has no relaticn to the salary and benefits théy roceiva
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from the organiZatipn. fany sb—callpd porformance or merit bascd
‘Towards are clearly perceived as arbitrary and inequitable since the
cmployses work in an inzdequate (mostly non~existent; oppraisal system,
Thoy often purcelve a statc of randomiess or arbitrariness in rewsrd
allocation. Since job pocrformance docs not bring in the soughtnafter
roward, they fLLl impotent in controlling the reward through their
Jjob behaviour and conseyuently develop apathy toward their job. They
withdfaw their energy from the job aﬁd engage- in arganiZationqlly dys-
functional activitivs {gossiping, ingratiating supcrvisors, utcs)
hoping that such actiuitias will bring in the valucd rewards (status
iﬁ the cyes of coworkers, or perhaps a promotion or accelerated salary-
increament from supcriors), Organizationally dysfunctional behauiour.
among Indian employces is sc pcivbsiuc that likc the black money
crippling the Indian economic systém, blackmailing at work (through
deliberate inefficiency and apathf; is destroying the moral fabric or

vharma or Karma ethic of Indign socisty.

Incrcas ng Wlork Metivation in Indian Urganizations ;3 Wwhat Management

Should Do 7

Several steps that managwments need to toke to improve work
motivation of employecs havc buen hinted at. In this last section,

these steps are listed in a more explicit manner.
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1. If an organization is wsarnest about harnessing human resocurce effec—

. tively, it ought to be guided by the dictums Labour is an investment..

II.  Managements must undortake systematic manpower planning and svolve

recruitment criteria and procedurecs bascd on job analysis.

111, ‘Hauing'rccruitad.pcople for ﬂiffarant tasks, the organizétiun should
.Faka #roaqtiua steps-to SDciGliZe-tha omplpyeps uithin the orgasni=~
zation. This could bc formally dene throuéh short ‘duration in«house
oriantation programmus to famlllarlZB the empluyecs with task

rGQulremants and axpectad JUb bohavicur.

I¥. Organizations necd tGJanalyze thelr roward system in terms of 3
(1) What are the revardd 3nd
{2) How are these administored in reality 7

1. The varitus rewards are 3

Individual roward {merit pay, wage etc.)

Group ruﬁérd (groupr;ncentiua schemos)
- Urganizdtioﬁ wide réuard {profit sharing)
- Extra—-ﬁrganiZat_iénal reward in the environment
(placc of pusting, housing, transport, schooling
for employses' children, otc.) |
2, -The managcment mast kno@ thch rewards are more
_ valued Qy various catﬁgories of employses.
3. The mdnagemmt must stdive toward maintaining internal

equity in reward alloc;ticn;on the basis of job apalysis
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and ovaluation (grade classification) and external
gdquity on the basis of wage surveys and cost of

living adjustments.

4. The omploycos, as far as prssible, should get

concretc and immediate rewards .

5. Orpanizational rewards should be administercd

equitably and in a contingent fashicn,

6. The crganization must provide feedback to its omployaas

rogarding the roward system as a wholo.

The organizativn should clarify to its employces the Jjob expec—
tations and use goal éutting, timo targoting, roporting system
ctc. to realize its expectaticns., This would alsc minimize

responsibility diffusion,

The erganizatiun should develop mechanisms te monitor the impac£
of various acticns with respcct to the above on the performan @
of its employces. Necessary changos should be implemented and

communicatcd tu the crganizational mombers.

Any organizaticnal change cr intervention contemplatad should

be data based.
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Readers may note that scvoral time honoured assumptions have

-

been suriously Quostiuvned and arc fading in the American organization-

al context. See Charles Handy, ®"Through the Organizational

Looking Glass," Harvard Busincss Review, Jan—feb, 1980,pp.115-120.

S5ec comment; SlLguble Think, Jouble Speak®; India Today, August 31,

. 1983; p.?o

Recently, a somewhat embittered senior manager of a prominent
public sector organization said, "in this organization, persons

who do good work get more work; the rest get promotionsit.



