
Introduction to management 
By the end of the module, you will: 
- Know the key ideas that have shaped how organisations work over the past 100years
- Have a greater practical understanding of individual and group behaviour in organisation
- Have developed your ability to critically understanding in the real world

Module Assessment 
- Midterms: Week 6 (30% of the final mark)

- Multiple choice
- Practice test in week 5

- Team coursework presentation in tutorials Week 9-10 (20% of the final mark)
- More details in week 5
- Group project will begin in week 6

- Final exam (50% of the final mark)
- Multiple-choice final exam that covers topics from the entire module

6.2 Motivating employees through job designs  
How a job is designed has a major impact on employee motivation, job satisfaction, commitment to 
an organisation, absenteeism, and turnover.  

Scientific management is a philosophy based on the idea of Frederick Taylor as presented in his 
1911 book. It is a theory of management that analyses and combines workflows. Its main objective 
is improving economic efficiency, especially labor productivity.  

Job specification entails breaking down jobs into their simplest components and assigning them to 
employees so that each person would perform a select number of task in a repetitive manner.  

Job specification, aka Taylorism(The principles or practice of scientific management and work 
efficiency as practised in a system), has a bad reputation to today’s world, due to its ignorance of 
social motives. However Taylor’s work paved the way to automation and standardisation that is 
virtually universal in today’s workplace.  

Job rotation involves moving employees from one job to another between regular intervals. 
This method relived the dull, tedious and repetitious aspect of job specialisation.  
Advantages of Job rotation: 
- Reduces turnover level, reduces employee boredom
- Employee’s stress level would be relieved, as measured by their blood pressure.
- It is an effective way for employees to acquire new skills and in turn for organisation to increase

the overall skill level of their employees(It is a way to transfer knowledge between departments)
- Increase the flexibility of managers to assign employees to different parts of the organisation

when needed

Advantage Disadvantage

Reduces the skills requirement of the job Jobs can be boring and therefore associates with negative 
outcomes such as absenteeism 

Decrease the effort and cost of staffing Ineffective in rapidly changing environment, where 
employees may need to adjust their approach according 
to the demand of the situation

Training times for simple, repetitive jobs tend to be 
shorter 
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- Keep employees marketable in the long run
- Anecdotal evidence suggest that companies successfully rotate high-level employees to train

managers and increase innovation in the company. This method brings a fresh perspective to old
problems.

Job Enlargement refers to expanding the task performed by employees to add more variety.  

Job Enrichment allows workers more control over how they perform their own task.  

Job Characteristic Model is one of the most influential attempts to design jobs with increase 
motivation properties, proposed by Hackman and Oldham. 
It consist of five core job dimensions: 
1. Skill variety: The extent to which a job requires a person to utilise multiple high-level skills.  
2. Task identity: The degree to which a person is in charge of completing an identifiable piece of 

work from start to finish.  
3. Task significance: Whether a person’s job substantially affects other people’s work, health, or 

well-being. (When they feel their tasks are significant, employees tend to feel that they are 
making an impact on the environment, and their feelings of self-worth are boosted) 

4. Autonomy: The degree to which a person has the freedom to decide how to perform his or her 
tasks.  

5. Feedback: The degree to which people learn how effective they are being at work. (This is not 
sufficient for employees to feel motivated and to perform between. A firm must know whether 
the person is ready to receive the feedback, and the manner in which feedback was given will all 
determine whether employees feel motivated or demotivated as a result of the feedback.) 

According to the job characteristics model, these five core job dimensions leads employees to 
experience three psychological states: They view their work as meaningful they feel responsible for 
the outcomes, and they acquire knowledge of results. These contributes to the overall job 
satisfaction, internal motivation, higher performance and lower absenteeism and turnover.  
5b 
These five dimension will not have uniform effects. Hackman and Oldham proposed the following 
formula to calculate the motivating potential of a given job. 
MPS = ((Skill Variety + Task Identity + Task Significance) ÷ 3) × Autonomy × Feedback  

Advantage Disadvantage

Reduces boredom and monotony as well as utilise human 
resources more effectively.  

Consisting of adding tasks that are very simple in nature 
may cause negative consequence

Positively related to employees satisfaction and higher 
quality customer service 

Advantage Disadvantage

Allows employees to take on more responsibilities and 
authority. This can create greater efficiency and eliminate 
unnecessary tasks, take shortcuts, and increase their 
overall performance.  

Employees who are given additional autonomy and 
responsibility may expect greater levels of pay or other 
types of compensation, and if this expectation is not met 
they may feel frustrated.

Not all employees desire to have control over how they 
work, and if they don’t have this desire, they may become 
frustrated with an enriched job
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According to this formula, autonomy and feedback are the more important elements in deciding 
motivating potential compared to skill variety, task identity, or task significance. If someone’s job is 
completely lacking in autonomy or feedback, regardless of the level of variety, identity and 
significance, the motivating potential score will be very low.  

Motivating potential is in the eye of the beholder: Two employees working in the same job may 
have very different perception regarding how much skill variety, task identity, task significance, 
autonomy or feedback the job affords. 

Empowerment refers to the idea behind empowerment is that employees have the ability to make 
decisions and perform their jobs effectively of if management removes certain barriers.  
Employees who feel empowered believes that their work is meaningful. They tend to feel that they 
are capable of performing their jobs effectively, have the ability to influence how the company 
operates, and can perform their jobs in any way they see fit, without close supervision and other 
interference.  

Structural empowerment refers to the aspects of the work environment that give employees 
discretion, autonomy, and the ability to do their jobs effectively. 
If employees don’t feel ready for empowerment, they many also worry about the increased 
responsibility and accountability. Therefore, preparing employees for empowerment by carefully 
selecting and training them is important to the success of empowerment intervention.  

6.5Motivating Employees through performance incentives  
Incentives are reward systems that tie pay to performance. There are many incentives used by 
companies, some typing pay to individual performance and some to company wide performance.  
(Results often shows that companies that use pay-for-performance usually achieve higher 
productivity, profits and customer service) 

Companies must be aware that incentives may sometimes create a risk-adverse environment that 
diminishes creativity. For example when employees are only rewarded when they do things in a 
certain way.  

Piece rate incentives - When employees are paid on the basis of individual output they produce.  
This is suitable when employee output is easily observable or quantifiable and when output is 
directly correlated with employee efforts. 

Individual Bounces - There are one-time reward that follow specific accomplishments of 
employees.  

Merit pay - Involves giving employees a permanent pay raise based on past performance. This 
usually ends up serving as a cost-of-living adjustment and creates a sense of entitlement on the part 
of employees, with even low performance expecting them. Therefore, this method can be effective, 
especially if merit pay is truly dependent on performance and designing a relatively objective 
appraisal systems.  

Sales Commissions - Involves rewarding sales employees with a percentage of sale volume or 
profits generates. However, employers should consider the idea that if only sales volume (opposed 

3 of 35



to profitability) is rewarded. Employees may start discounting merchandise too heavily, or start 
neglecting existing customers who require a-lot of attention. 

Gainsharing - A companywide program in which employees are rewarded for performance gains 
compared to past performance. These gains Amy take the form of reducing labour cost compared to 
estimates or reducing overall cost compared to past years’ figures. 

Profit sharing - Involves sharing a percentage of the company’s profits with all employees. It takes 
into considerations that each employee will have a limited role in influence the company’s 
profitability. These programs may be more effective in creating loyalty and commitment to the 
company by re-organising all employees for their contributions throughout the year.  

Stock options - Gives an employee the right, but not the obligation, to purchase company stock at a 
predetermined price. The purpose of stock options is to align company and employees interests by 
making employees owners. However, options are not very useful for this purpose, because 
employees tend to sell stocks, instead of holding onto it. (Nowadays, after the changes in 
accounting rules, it is becoming more and more expansive for companies to offer this option). 

5.2 Need-Based Theories of motivation 
Maslow’s hierarchy of needs  
Simple premises: Human beings have needs that are hierarchically ranked.  There are some needs 
that are basic to all human beings, and in their absence nothing else matters. As we satisfy these 
basic needs, we start looking to satisfy higher order needs. In other words, once a lower need is 
satisfied, it no longer serves as a motivator (Only one need is dominant at a give time) 

• Physiological needs - refer to the need for food, water, and the biological needs. 
In the long run, this may be satisfied with the personal pay-checks  

• Safety needs - refers to the employees being free from the threat of danger, pain, or an uncertain 
future. 

By providing generous benefits that includes health insurance and company-
sponsored retirement plans, as well as offering a measure of job security.  

• Social needs - refers to the need to bond with other human beings, be loves and form lasting 
attachments with others.  

By having a friendly environment and providing a workplace conductive ti 
collaboration and communication with others. - social get togethers 

• Esteem needs - refers to the desire ti be respected by one’s peers, feel important, and be 
appreciated.  

Promotional opportunities, recognising a person’s accomplishments verbally or 
through more formal reward systems.  

• Self-actualisation - refers to ‘becoming all you are capable of becoming. This includes the
desire to acquire new skills, take on new challenges and behave in a way that will lead to the
attainment of one’s life goals.

Provision of development and growth opportunities on or off the job, as well as by 
work that is interesting and challenging.  

ERG theory 
Developed by Clayton Alderfer, is a modification of Maslow’s hierarchy of needs.  
Three categories:  
1. Existence - correspond to physiological and safety needs
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2. Relatedness - correspond to social needs  
3. Growth - related to esteem needs and self-actualisation needs  

Two-factor theory - Frederick Herzberg’s approach  
Hygiene factors included company policies, supervision, working conditions, salary, safety, and 
security on the job.  
Motivators are factors that are intrinsic to the job, such as achievement, recognition, interesting 
work, increased responsibilities, advancement, and growth opportunities.  
Limitations to this approach: 
- Job satisfaction is one of the factors behind the increase in job productivity but not the only 

factor. 
- Different people have different meaning when it comes to job satisfaction hence for example 

some people may like flexible working hours while for others it may be troublesome. - This is 
subjective  

- Ignores external factors - for example if competitor company is paying a higher salary for same 
job profile than employees will not be satisfied with the company even if the company has 
implemented all factors of Herzberg’s theory 

Acquire-Needs Theory - David McClelland’s approach  
Individuals acquire three types pf needs as a result go their experience. All individuals possess a 
combination of these needs and the dominant needs are thought to drive employee behaviours. To 
find this dominant need, McClelland used a unique method called the Thematic Apperception Test 
(TAT). This method presents research subjects an ambitious picture asking them to write a story 
based on it. The idea is that the stories the photo evokes would reflect how the mind works and 
what  motivates the person.  
There are three results: 
1. High need for achievement - strong need to be successful. These individuals are constantly 

striving to improve their performance. They are attracted to organisations that are merit-based 
and reward performance rather than seniority. Often have significant disadvantage in a 
management position, as they may hire activities such as coaching, communication and 
meeting with subordinates as a waste of time and may neglect these aspect of their job.  

2. High need for affliction - want to be liked and accepted by others, harmonious interpersonal 
relationships. In management, this may serve as a disadvantage because these individuals tend 
to be overly concerned about how they are perceived by others, therefore, may find it hard 
giving employees critical feedback or discipling poor performers.  

3. High need for power - want to influence others and control the environment. This can 
sometimes be a destructive element in relationships with colleagues if it takes the form of 
seeking and using power for one’s own good and prestige. However, the it manifest itself in a 
more selfless form such as changing the way things are done so that the work environment is 
more positive, or negotiating more resources for one’s department, it tend to lead to positive 
outcomes. The need for power is viewed as important for effectiveness in managerial and 
leadership positions.  

5.3 Process-Based Theories  
Equity theory - John Stacey Adams  
Individuals are motivated by a sense of fairness in their interaction. Our sense of fairness is a result 
of social comparisons we make. If we believe that the input-to-outcome ratio we are brining into the 
situation is familiar to the input-to-outcome ratio of a comparison person, or a referent.  
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