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The Organizational Frontiers Series is sponsored by the Society for Indus-
trial and Organizational Psychology (SIOP). Launched in 1983 to make 
scientific contributions to the field, the series has attempted to publish 
books on cutting-edge theory, research, and theory-driven practice in 
industrial/organizational psychology and related organizational science 
disciplines.

Our overall objective is to inform and stimulate research for SIOP 
members (students, practitioners, and researchers) and people in related 
disciplines, including the subdisciplines of psychology, organizational 
behavior, human resource management, and labor and industrial rela-
tions. The volumes in the Organizational Frontiers Series have the follow-
ing goals:

 1. Focus on research and theory in organizational science, and the 
implications for practice.

 2. Inform readers of significant advances in theory and research 
in psychology and related disciplines that are relevant to our 
research and practice.

 3. Challenge the research and practice community to develop and 
adapt new ideas and to conduct research on these developments.

 4. Promote the use of scientific knowledge in the solution of public 
policy issues and increased organizational effectiveness.

The volumes originated in the hope that they would facilitate continu-
ous learning and a continuing research curiosity about organizational 
phenomena on the part of both scientists and practitioners.
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xv

Series Foreword

This is the 27th book in the Organizational Frontiers Series. The overall 
purpose of the series volumes is to promote the scientific status of the 
field. Ray Katzell first edited the series. He was followed by Irwin Gold-
stein, Sheldon Zedeck, and Neal Schmitt. The topics of the volumes and 
the volume editors are chosen by the editorial board, or individuals pro-
pose volumes to the editorial board. The series editor and the editorial 
board then work with the volume editor(s) in planning the volume.

The success of the series is evident in the high number of sales (now 
over 50,000). Volumes have also received excellent reviews, and individual 
chapters as well as volumes have been cited frequently.

This volume, edited by Ruth Kanfer, Gilad Chen, and me, is important 
because it presents current thinking and research on motivation. Moti-
vation is a central issue at work because motivation in the form of the 
allocation of energy to actions is the only aspect of behavior that people 
can control. This means that any attempt to change behavior must do so 
through a change in motivation. The volume is organized around three 
major aspects of motivation: the content, the context, and the issue of 
change in motivation.

The volume has a number of important strengths. Aside from being a 
truly comprehensive overview of the field, the editors and authors make 
it clear that motivation must be seen as a multilevel phenomenon where 
individual, group, organizational, and cultural variables must be consid-
ered to truly understand it. The volume also presents the viewpoints of 
multiple approaches and disciplines to broaden our perspective on moti-
vation. Finally, the chapters, especially the concluding chapter, identify 
future research needs that should have a significant impact on motivation 
research for years to come.

The editors and chapter authors deserve our gratitude for clearly com-
municating the nature, application, and implications of the theory and 
research described in this book. Production of a volume such as this 
involves the hard work and cooperative effort of many individuals. The 
editors, the chapter authors, and the editorial board all played important 
roles in this endeavor. As all royalties from the series volumes are used 
to help support SIOP, none of the editors or authors received any remu-
neration. The editors and authors deserve our appreciation for engaging 
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xvi	 Foreword

a difficult task for the sole purpose of furthering our understanding of 
organizational science. We also want to express our gratitude to Anne 
Duffy, our editor at Psychology Press, Taylor & Francis, who has been a 
great help in the planning and production of the volume.

Robert D. Pritchard, Series Editor
University of Central Florida

RT7451X.indb   16 5/28/08   12:42:58 PM



xvii

Foreword

For several reasons, this is a timely volume. First, because of the central-
ity of the topic to industrial-organizational psychology and related fields 
of science and practice. Second, because of the importance of the topic to 
organizations in which work takes place, and also to the broader society 
that surrounds those organizations and their members. Third, because 
the topic of work motivation needs the stimulation of the fresh perspec-
tives provided by the array of first-rate scholars who have authored the 
various chapters within.

For a number of reasons, work motivation is an intriguing and challeng-
ing topic—a sort of Rubik’s cube of many interesting facets and compo-
nents, but also extremely difficult to put together into a meaningful whole 
with all of the pieces lined up appropriately. The quest to do so, however, 
has been the inspiration, one might even say the motivation, of those of us 
and our predecessors who have worked in this area over many years. The 
journey to understand and master the puzzle of work motivation contin-
ues and will be spurred on by the research advances and the new concep-
tual and theoretical formulations reported and analyzed in this book.

The editors have provided, through their selection of topics and authors, 
a comprehensive coverage of the most current thinking and findings on 
work motivation. The book adopts an overall framework that encom-
passes internal (from the person) forces and external (from the immediate 
and more distant environments) forces. This structure serves to empha-
size that achieving an increased understanding of work motivation in the 
future will involve a consideration of both of these sets of forces. In addi-
tion, and especially important, the collective set of chapters in the book 
emphasizes the fluid and dynamic elements of motivation, the changes 
that occur across time, that add to the complexity—but also the fascina-
tion—of the overall picture.

This book is destined to challenge scholars of organizations to give 
renewed emphasis and attention to advancing our understanding of moti-
vation in work situations. The book will no doubt become outdated within 
10 years or so, but that is exactly the point: to stimulate new research and 
theory so that it will become part of the past lore on this subject as quickly 
as possible. If it does that, it will have served its essential purpose and pro-
vided a significant contribution to the field of industrial-organizational 
psychology.

Lyman W. Porter
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xix

Preface

In 2004, the three co-editors began a series of spirited discussions about 
work motivation. Our different perspectives, histories, and experiences 
in the field soon led us to think that it was time for a new volume on the 
topic. Despite the existence of a number of excellent reviews, our ratio-
nale for an edited book on work motivation was threefold. First, we noted 
that basic formulations developed during the 20th century had begun to 
evolve in many new directions. In some instances, evolutionary advances 
have begun to generate new theories. Advances in the basic psychological 
sciences, including, for example, personality, affect, and cognitive neu-
roscience, have stimulated new paradigms, measurement methods, and 
questions about the intrapsychic determinants and processes involved 
in motivated behavior. Long-standing assumptions about the conscious 
nature of motivation are being challenged as evidence on the impact of 
nonconscious, affectively driven motives and information processes 
accumulates. Similarly, advances in the psychology of adult development 
and aging have led to new conceptualizations of the individual that have 
important implications for managing an increasingly diverse workforce. 
In the organizational and social sciences, investigations of the roles that 
sociocultural, environmental, and nonwork factors play in shaping work 
attitudes and behaviors suggest that previously neglected contextual 
factors play an important, but complex, role in work motivation. Taken 
together, we believed that it was important and timely to produce a book 
that would highlight these advances and how they are being incorporated 
into contemporary work motivation theory and research.

The second reason for this volume stems from our observations of the 
world around us. The impact of globalization on organizational structures, 
systems, the workplace, and the workforce has raised a host of new work 
motivation questions, the importance of which can only be expected to 
further increase in the future. Over the past two decades, the topic of work 
motivation has transformed from largely theory-driven research into a con-
federation of issues driven by both theory and practice, that is, the study 
of theory in the context of real-world problems. As the chapters in this 
volume attest, many of our extant formulations are being refined, or even 
redefined, through investigations in the context of contemporary issues, 
such as motivation in job search following unemployment, motivation for 
sustained learning among older adults, the contribution of motivational 
processes to team performance, motivation as a function of interpersonal 
relations and events associated with leadership and service sector work, 
and the impact of design features on sustained work motivation. The 
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effects of globalization and healthcare advances on workforce diversity, 
in terms of gender, ethnicity, age, and work values, represent yet another 
potent set of influences on work motivation that has yet to be fully taken 
into theoretical account.

The final stimulus for this volume comes from our increasing uneasi-
ness with a science of work motivation that largely neglects time. We are 
certainly not alone in this regard. Dynamic theories of motivation have 
existed for many years, and work motivation over time has often been 
assessed on a small scale in terms of persistence. However, we believe 
that time represents a critical dimension of motivation that has yet to be 
explored in sufficient detail. Work motivation is inherently dynamic and 
involves change in both the individual and the environment over time. 
Understanding the dynamics of motivation at the individual level requires 
consideration of slow, endogenous processes, such as maturation, as well 
as fast, exogenous influences associated with workplace conditions, prac-
tices, and events. Work motivation is also affected by emergence, or the 
processes by which conditions and episodic communications in the work 
context may produce coordinated patterns of activity that in turn shape 
motivation and behavior.

Our goals for this book were fourfold. First, we wanted to provide a 
broad organizing framework that would promote sense making in a rap-
idly expanding field. Second, we wanted to provide a provocative update 
of the field that might stimulate research on practical problems that are 
being experienced worldwide. Our third objective was integrative—to 
relate different perspectives on the topic by asking researchers to con-
sider the problem of motivation from their own perspectives. To further 
broaden this perspective-taking approach, we also asked researchers from 
allied fields, such as human factors and economics, to provide brief essays 
about the meaning, study, and importance of motivation in their fields 
(Chapter 15). Our fourth objective was to formulate a research agenda that 
might address practical problems and spur new theoretical developments. 
To accomplish these goals, we asked each of the contributing authors to 
address work motivation issues from his or her specific area of expertise.

The contents of this volume span a broad array of topics that are fully 
consistent with the widely held view that work motivation is a loosely 
defined field. Although different streams of research often develop and are 
distinguished in terms of the theoretical perspective, we think that motiva-
tion research may be usefully distinguished along three dimensions: time, 
person, and context. Some research, for example, investigates motivation 
in a narrow slice of time, among a broad group of employees, and across 
a wide range of jobs. Other studies examine motivation within a specific 
group of individuals, across a long time frame, and within a narrow range 
of jobs. All combinations have their advantages and disadvantages, and 

RT7451X.indb   20 5/28/08   12:42:59 PM



Preface	 xxi

the optimal combination of time, person, and context depends largely on 
the research question.

The importance of motivation for outcomes beyond job performance is 
another theme that runs through many chapters in this book. Over the 
past few decades, work motivation researchers have given greater atten-
tion to the impact of motivational processes for individual well-being, 
organizational success, and societal progress. The broadening of the crite-
rion space suggests an excellent opportunity for making new connections 
with other fields (e.g., vocational psychology, labor economics, human fac-
tors, affective sciences) similarly concerned with these criterion classes.
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At the broadest level, this book is about motivation as it occurs in the most 
common context of modern-day adult life, namely, the pursuit and execution 
of organized work. In particular, each of the chapters in this volume pro-
vides an overview of major advances, current concerns, and future research 
needs with respect to a specific aspect of work motivation. The purpose of 
this chapter is twofold. First, we provide a brief introduction to the field as a 
whole and highlight communalities among various topics addressed in this 
volume. Second, we introduce and discuss three broad themes—content, 
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context, and change—that we think both bind the field and offer important 
new directions for future research. Comprehensive reviews of work motiva-
tion theory and research, including, for example, reviews by Campbell and 
Pritchard (1976), Kanfer (1990), Latham (2006), Latham and Pinder (2005), 
Mitchell and Daniels (2003), Naylor, Pritchard, and Ilgen (1980), and Pinder 
(1998), and in-depth reviews of specific formulations by Locke and Latham 
(1990) and others (Ambrose & Kulik, 2004; Gagne & Deci, 2005; Kanfer & 
Ackerman, 2004; Kehr, 2004), already exist; our purpose in this chapter 
is not to duplicate this work but rather to organize and highlight themes 
drawn from the rich expanse of extant theory and knowledge.

Introduction

Among developed and developing countries, work represents arguably 
the most salient and enduring tasks of adult life. Work in adult life con-
tributes to one’s security and identity and may dramatically affect the 
individual’s physical and psychological well-being. Over the life course, 
workforce participation may span a period of five or more decades. Dur-
ing this time, individuals develop and mature, learn new job skills, build 
domains of task knowledge and specific work competencies, and form, 
modify, and dissolve powerful relational attachments. As many of the 
chapters in this volume attest, the scope of work motivation research has 
shifted dramatically from the performance-centric view that dominated 
much of the 20th century thinking to a more integrative person-centric per-
spective that emphasizes how features of work, operating in the context of 
culture, nonwork demands, and employee characteristics affect an array 
of personal and organizational outcomes, including adult development, 
employee well-being, job performance, innovation, and work adjustment. 
In this maturation of the field, an individual’s work motivation reflects not 
just the opportunity for improving organizational productivity, but also a 
window into the effectiveness of an organization’s management of human 
capital in terms of promoting performance, adjustment, and growth at the 
individual, group, and organizational levels.

At the same time, scientific theory and research on work motivation 
have grown increasingly multifaceted. Renewed interest in motivational 
dynamics has spurred research on several new topics, including multiple 
goal regulation, typical versus maximum performance, task and contex-
tual performance, and job withdrawal and burnout. As Dalal and Hulin 
(this volume) note, these developments highlight the importance of under-
standing how motivation processes influence not only the direction and 
intensity of action, but also persistence or continuity of action—over the 
workday, weeks, months, and years.
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Work motivation, like all motivational processes, is also subject to 
change as a function of the external forces that comprise an individual’s 
world. The impact of the workplace environment on motivation is well rec-
ognized and provides the rationale for a host of organizational inventions 
designed to enhance employee motivation. Recent trends in economic 
globalization, new work technologies, and increasing workforce diversity, 
however, have led to greater recognition that work design and workplace 
conditions represent only one of many external forces that impinge on the 
individual (Ilgen & Pulakos, 1999). During the past 15 years or so, interest 
in understanding the nature of these external forces has led to the devel-
opment of multilevel models that better delineate the different pathways 
by which societal culture, social and technical organizational and work 
unit systems, and personal circumstances influence motivational pro-
cesses and their outcomes.

Corresponding to the rising interest in understanding the roles played 
by diverse external forces on work motivation, new theory and research 
has emerged to delineate the complex nomological network of biologi-
cal, personality, and affective systems from which individual differences 
in motives, values, traits, and goals manifest. Recent evidence indicat-
ing the role of nonconscious processes and trait constellations on work 
motivation, for example, has led to the greater use of nonability measures 
in personnel selection, and to workplace interventions that aim to more 
effectively engage individuals and reduce stress and burnout.

Taken together, recent advances in work motivation offer a plethora of 
opportunities for scientists and organizational practitioners interested 
in the understanding, prediction, and remediation of issues pertaining 
to how, why, and when individuals engage and invest attention, energy, 
time, and other personal resources in their work.

Work Motivation: An Interstitial Definition

Work motivation is commonly defined as the psychological processes that 
determine (or energize) the direction, intensity, and persistence of action 
within the continuing stream of experiences that characterize the person 
in relation to his or her work (Kanfer, 1990). As many have noted, such a 
definition essentially describes operations in the small space that unifies 
cognition, affect, and behavior. Work motivation is not a property of either 
the individual or the environment, but rather the psychological mecha-
nisms and processes that connect them.

Work motivation is also more precisely defined as the set of processes 
that determine a person’s intentions to allocate personal resources across 
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a range of possible actions. This definition emphasizes the distributional 
aspect of motivation, and accounts for the critical process by which an indi-
vidual exerts control over his behavior. As Pritchard and Ashwood (2007) 
note, motivational control over behavior is achieved largely through allo-
cation of resources across actions. Abilities are relatively fixed; to change 
skill level, one must apply attentional effort and energy to relevant train-
ing tasks. Similarly, covert thought processes can be changed, but only by 
applying effort and energy toward different ways of thinking. Although 
emotional reactivity may be importantly influenced by biological and 
developmental influences, emotion control typically requires the applica-
tion of effort and energy to internal or external actions that are presumed 
to influence those emotions. This line of reasoning suggests that although 
motivation entails both the determinants and execution of the resource 
allocation process, it is typically the distributional aspect of motivation 
that holds greatest sway in changing behavior. In other words, behavior 
change is achieved as a function of change in the allocation of resources, 
irrespective of the sources that instantiate or prompt the change. It also 
suggests that to change behavior, we must understand motivation.

Work motivation has long been recognized as an important determi-
nant of personal and organizational accomplishments. The centrality of 
work to personal well-being is rarely debated, as exemplified by the rela-
tively robust finding that general mental health is negatively related to the 
length of time an individual seeking work remains unemployed (McKee-
Ryan, Song, Wanberg, & Kinicki, 2005). In particular, unemployment and 
underemployment appear to exert a negative effect on self variables and 
attitudes central to internal motivation (see Feldman, 1996). The centrality 
of work motivation to organizational accomplishments and productivity, 
however, is far more controversial. Clearly, work motivation is more likely 
to affect the bottom line in organizations that are labor-intensive and in 
work settings where employees have greater control over both the means 
and level of production. But the impact of work motivation on organiza-
tional accomplishments depends on more than just employee motivation. 
Market conditions, organizational strategy, and management practices, for 
example, may account for the lion’s share of the overall variance in orga-
nizational effectiveness or profitability among organizations character-
ized by either highly motivated or indifferent workforces. Although prior 
research shows that motivational interventions can have a clear impact 
on organizational productivity at the work group level (Guzzo, Jette, 
& Katzell, 1985; Sawyer, Latham, Pritchard, & Bennett, 1999; Pritchard, 
Paquin, DeCuir, McCormick, & Bly, 2002), it is important to remember that 
to generalize such findings to the organizational level of analysis is not a 
straightforward issue.

Our general definition of work motivation is quite similar to the gen-
eral definition of human motivation found in many life arenas and across 
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the life span. That is, motivation is not directly observable, represents a 
complex set of closely coupled and reciprocal relations among cognitive, 
affective, and action processes, and must be inferred from analysis of 
person and situation antecedents and consequences. Nonetheless, two 
important features distinguish the study of work motivation. First, work 
motivation pertains to the determinants and consequences of organized 
work on the individual’s cognitions, attitudes, emotions, and behav-
iors. Early theories of work motivation emphasized these inputs and 
outcomes as they occurred in the workplace; modern formulations have 
broadened the setting to include nonwork inputs (e.g., family demands) 
that may affect workplace outcomes as well as to consider the conse-
quences of work life on outcomes that occur beyond the workplace (e.g., 
life satisfaction). In all formulations, however, characteristics of work, 
rather than family or social relations, are represented as “figure” rather 
than “ground.”

The second distinguishing characteristic of work motivation pertains to 
the use of organizationally relevant outcomes as the primary means for 
deciding which aspects of the ongoing stream of behavior will be studied 
and what constitutes the appropriate unit of analysis. For example, core 
technologies for efficient production of goods and services have histori-
cally increased attention to different features of the criterion landscape, or 
what aspects of behavior we most need to predict. Work motivation theo-
ries dominant in the United States in the early to mid 20th century, during 
the period of heavy industrialization, tended to emphasize quantity and 
efficiency, rather than organizational citizenship behavior or employee 
adaptability. Organizational concerns related to the high cost of training, 
replacement, and turnover promoted the use of choice theories to predict 
retention. New technologies that demand the use of teams for positive 
organizational outcomes, such as occurs in military and medical settings, 
have begun to reset motivational analyses toward an understanding of 
how motivation processes influence outcomes such as communication, 
coordination, and cooperation. In this way, the ever-changing needs of 
societies, organizations, and individuals create discontinuities in our 
accumulation of knowledge.

Summary: Work Motivation Defined

With this discussion in mind, we can now summarize our definition 
and conceptualization of work motivation. At the broadest level, work 
motivation is a psychological process that influences how personal effort 
and resources are allocated to actions pertaining to work, including the 
direction, intensity, and persistence of these actions. More specifically, we 
note the following features:
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Motivation varies within and across individuals, and across situ-
ations for the same individual.
Motivation is not directly observable and must be inferred from 
person and situation antecedents and consequences.
Motivation is determined by the combination of individual and 
environmental characteristics and represents a set of psychologi-
cal processes that connect and integrate these forces.
Motivation is subject to change as a function of forces internal to 
the individual as well as external to the individual, either in the 
work environment or outside that environment.
The primary feature of the motivational process is the coupling 
between intentions and the allocation of resources toward spe-
cific actions. Intentions and actions can change rapidly as a func-
tion of change in the individual or the environment, and vary in 
terms of scope, timescale, and complexity.
Motivation as the allocation of resources to different actions includes 
the concept of self-regulatory or implementational processes.
The dedicated allocation of resources to actions represents the 
primary means of personal control over behavior. Therefore, to 
change behavior, one must change motivation.

Work Motivation: A Cumulative Science

During the 20th century, substantial scientific progress in work motiva-
tion was made on several fronts. Early theories of motivation emphasized 
the motives for action as they influenced choice of activity and intensity 
of effort. Theory and research in personality and social psychology dur-
ing the mid to late 20th century led to the consensual identification of 
major motive classes and the investigation of attitudes as a crucial deter-
minant of intentions and goal choice. General theories of motivation, such 
as Atkinson’s achievement motivation theory (1957) and Maslow’s need 
hierarchy theory (1943), identified basic motives as well as the processes by 
which such motives affected the salience and choice of goals and behav-
ior. In industrial/organizational (I/O) psychology, theories of work design, 
such as Hackman and Oldham’s (1976) job characteristics theory, focused 
on the mediating and moderating roles of individual differences in basic 
motive-based variables. During the mid 20th century, research in cognitive 
and behavioral psychology offered new insights into the mechanisms, or 
circuitry, underlying choice processes and the entrenchment of condition-
response relations. Vroom’s valence-instrumentality-expectancy theory 
(VIE; Vroom, 1964) and Naylor, Pritchard, and Ilgen’s theory of organiza-

•

•

•

•

•

•

•
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tional behavior (1980) offered versions of general expectancy theory tailored 
to analysis of motivational processes in the workplace. Toward the end of 
the 20th century, growing interest in the motivational processes by which 
individuals accomplished difficult or protracted objectives led to the use 
of goal-striving/self-regulation theories developed in the social-cognitive 
and clinical psychology literatures. Prominent approaches in this tradition 
include Locke and Latham’s goal-setting theory (1990), Bandura’s social-
cognitive theory (1986), Carver and Scheier’s cybernetic control formulation 
(1981), and Kanfer and Ackerman’s resource allocation model (1989). Recent 
formulations by Dweck and Leggett (1988), Gollwitzer (1990), and others 
(e.g., Higgins, 1998) emphasize the link between goal choice and goal striv-
ing, and have been used to examine the common causes and the reciprocal 
nature of these processes as they affect different motivation outcomes. Late-
20th-century theories have emphasized implicit and nonconscious motives 
(e.g., Brunstein & Maier, 2005; Kehr, 2004), multilevel, dynamic processes 
(e.g., Chen, 2005), and affective influences on choice and self-regulation (e.g., 
Weiss & Cropanzano, 1996). Results of this recent work have both broad-
ened and deepened our understanding of the multiple forces that operate 
on motivational processes during goal choice and execution.

The popularity of different work motivation theories has waxed and 
waned over the decades, as basic tenets of the original theory have been 
empirically disconfirmed, or the weight of revisions necessary to fit the 
theory to the data was simply too great and the theory fell out of favor 
(e.g., Wahba & Bridwell, 1976). And in yet other cases, new findings or 
events prompted a paradigm change in which the old theory was replaced 
by a different formulation (e.g., Higgins, 1998; Kanfer & Ackerman, 1989; 
Latham, Erez, & Locke, 1988). Although these transformations have some-
times led to the conclusion that further progress in work motivation 
research was stalled, we argue that such changes represent evidence of 
real progress in the accumulation of knowledge. Indeed, all productive 
work motivation theories tend to share one important feature: a tendency 
to sacrifice completeness for precision. Such sacrifices are not inherently 
bad but must be understood for their purpose in contributing to the big 
picture, rather than representing the picture in its entirety. A broad review 
of theoretical and practical developments over the past century suggests 
that it has been a productive century for the field.

A Thematic Heuristic

A perusal of the work motivation literature suggests that motivation theo-
ries are like shoes. A few pairs seem to work well for most occasions, but 
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no one pair works for all situations. Some shoes are elegant but work only 
with certain outfits; other shoes are elegant but do not fit the feet well. 
Yet other shoes are ideal for specific purposes, like hiking. Great-fitting 
everyday shoes wear down and occasionally need repair; at some point, 
styles change and such shoes may be discarded in favor of newer styles. 
Selecting the right pairs of shoes to take when traveling requires careful 
consideration of what is needed and match to clothing style.

In work motivation, goal choice and goal-striving formulations occupy 
center stage in our closet of motivation theories. Nearly all other con-
temporary theories of work motivation make use of or contact with core 
constructs in these formulations, though in different ways and with dif-
ferent emphases. Constructs that form the foundation for this portion of 
the framework include expectancy, valence, instrumentality, goals, com-
mitment, self-efficacy, effort, and feedback (see Klein, Austin, & Cooper, 
this volume; Mitchell, Harding, Lee, & Lee, this volume). The mechanisms 
by which goal choice and goal striving take place are specified by sev-
eral well-established theories, including expectancy value theories (e.g., 
Vroom, 1964), social-cognitive formulations (see, e.g., Bandura, 1981; Locke 
& Latham, 1990), resource allocation models (Kanfer & Ackerman, 1989; 
Naylor et al., 1980), goal orientation theories (e.g., Dweck, 1986; Higgins, 
1998), and implicit motive/neurocognitive approaches (e.g., Kehr, 2004; 
Diefendorff & Lord, this volume). Some perspectives are particularly 
suited to explaining how goals develop and are contoured; other perspec-
tives explain how features of work, social relations, and time influence 
affect or behavioral engagement/disengagement.

In addition to these formulations, there are other theories that partially 
overlap with goal choice and goal-striving theories but highlight different 
aspects of work or the person that influence work motivation, including, 
for example, self determination theory (Deci & Ryan, 1985), organiza-
tional justice theories (Greenberg & Cropanzano, 1999), regulatory focus 
theory (Higgins, 1998), and leadership theories (Zaccaro, this volume). 
It is quickly apparent that there is no one theory (or intervention) that 
comprehensively explains (or remedies) all work motivation difficulties 
and fits all situations. Nor, as most scholars agree, is there likely to be 
one in the near future since, increasingly, newer models are designed to 
address a particular set of conceptual issues or problems. Like shoes, the 
selection of a work motivation approach appropriate for a given problem 
depends largely on three factors: (1) what exists in the scientific closet, (2) 
situational demands, and (3) the beholder’s eye for a match.

Rather than try to map a “big picture” of all the major work motiva-
tion formulations, we propose that the field can be best conceptualized 
as a broad, embedded, and dynamic confederation of constructs and 
mechanisms that operate at different levels of analysis and on different 
timescales. Research within and across different theory/research clusters 
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addresses the basic principles and processes governing the nature of rela-
tions among key constructs in a particular portion of the framework. What 
unites theories and clusters is their function—to explain the internal (e.g., 
cognitive, emotional, physiological) and external (e.g., social, technical) 
influences on the direction, intensity, and persistence of action.

Nonetheless, we believe that work motivation knowledge can be fruit-
fully systematized. Consistent with the chapters in this volume, we pro-
pose that such knowledge can be broadly organized along three broad 
themes: content, context, and change. In particular, the premise of this 
organization, and the key thesis of this volume, is that progress in the 
work motivation literature will likely involve better understanding of the 
content of work motivation, as well as understanding of how motivational 
constructs and processes operate across work-related and life changes, 
and how the context in which people work and live affects the content and 
function of work motivation. We suggest that future progress in content 
theories of work motivation will strongly depend on the extent to which 
we consider adequately context and change factors. Next, we describe 
these themes and how they are treated in this volume.

Content

Content refers to theory and research directed toward understanding the 
individual’s internal mental structure and the operations by which the 
self and external events gain meaning and drive motivated action. Con-
tent determinants of work motivation reflect the impetus for action, are 
generally considered intrinsic, and may be “hardwired,” “prewired,” or 
learned. Research in this stream typically examines biological, cognitive, 
personality, and affective systems as they shape relatively stable indi-
vidual differences in preferred actions, settings, and strategies. Perhaps 
the most well known of all approaches, content formulations provide the 
foundation for frequently studied individual difference determinants of 
motivation, such as needs, motives, traits, and values. These psychologi-
cal variables have been repeatedly shown to exert substantial influence on 
the selection of work goals and patterns of goal striving.

Several chapters in this volume address abiding content issues. At the 
most basic level, the role of biological variables and their expression as 
individual differences in personality, affect, and cognition are widely rec-
ognized in the motivation sciences, though less well studied to date than 
the role of individual differences in personality, affect, and cognition. 
Many reasons may be offered for this state of affairs, including but not 
limited to the relatively more recent development of the field of cognitive 
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neuroscience compared with personality and emotion, differences in con-
ceptual level and unit of analysis, and difficulties in scaling up findings 
from the psychophysiological and neuroscience literature to the complex 
behaviors of interest in work motivation. Nonetheless, as the chapter by 
Diefendorff and Lord (this volume) suggests, findings in the neurocog-
nitive domain provide the foundation for understanding the cognitive 
architecture underlying nonconscious motivation processes.

Recent neurocognitive theories of personality and affect also provide 
growing support for contemporary theories of personality structure and 
affect that, in turn, serve as proximal internal influences on motivation 
processes. Substantial research, for example, shows general support for the 
biological basis of key personality traits, such as neuroticism and extraver-
sion, and their mapping, at multiple levels of analysis, to a two-dimensional 
structure (see, e.g., Heller, Schmidtke, Nitschke, Koven, & Miller, 2002). In 
organizational research, a burgeoning literature exists on the impact of these 
personality and affective variables on both goal choice and goal striving. 
Chapters by Diefendorff and Lord (this volume), Klein, Austin, and Cooper 
(this volume), and Mitchell, Harmon, Lee, and Lee (this volume) address 
the important role of these variables across the motivational landscape. As 
these authors indicate, research using the Big Five model of personality as 
well as recent research investigating individual differences in motivational 
orientation (e.g., approach/avoidance, regulatory focus, goal orientation) 
have become increasingly precise with respect to tracking the influences of 
affective and dispositional tendencies on motivational processes.

Chapters by Klein, Austin, and Cooper (this volume) and Mitchell et 
al. (this volume) address the structure, function, and dynamics among 
goal choice and goal striving in motivational processing. As noted in both 
chapters, both individual differences and external forces contribute to 
what populates these structures and their organizational arrangement. In 
addition to more well-established models of goal choice based on varia-
tions of expectancy value theories, Klein et al. address advances based 
on recent trait conceptualizations, such as goal orientation and regula-
tory focus, that serve to condition goal deliberations and selection. Major 
issues in this area pertain to understanding the network of relations, how 
various portions of the structure gain and lose salience, and the mecha-
nisms by which individuals manage multiple goal pursuit.

Context

Interest in the influence of context has burgeoned over the past two 
decades. Research on motivation can be found in almost every work life 
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setting, including school-to-work transitions, job skill training, job search 
and employment, socialization, on-the-job performance, employee devel-
opment, work design, teams, organizational change, and career devel-
opment. Chapters by Wanberg and Kammeyer-Mueller (on work life 
transitions, this volume), Parker and Ohly (on work design influences, this 
volume), Feldman and Ng (on career development factors, this volume), 
and Boswell, Colvin, and Darnold (on organizational systems influences, 
this volume) delineate the motivational issues and advances in many of 
these settings.

The effect of context on motivation has also been studied from cross-
cultural/sociological, multilevel, and social-developmental perspectives 
that go beyond the task-specific setting to investigate how sociocultural, 
team/unit level, leader relations, and nonwork factors influence work 
motivation. In their chapter on nonwork influences, Kossek and Misra (this 
volume) outline many of the adult developmental tasks that compete for 
an individual’s time and attention, and how such conflicts may influence 
work motivation, mental health, and performance. Chen and Gogus (this 
volume) examine motivation using a multilevel perspective to understand 
the influence of team activities on individual and team-level goal choice 
and goal striving. Zaccaro’s chapter on leadership (this volume) takes a 
close look at how interpersonal relations with a supervisor, manager, or 
leader develop and alter work role engagement and persistence. Adopting 
a cultural perspective, Erez (this volume) describes how societal cultures 
shape individual values, organizational cultures, and the salience of dif-
ferent employee work goals and activities. In a global workplace, cultural 
conflicts can be expected to occur with increasing frequency and may 
exert unique and potentially deleterious effects on work motivation.

Change

Motivation is a dynamic process that occurs over time. Although all stud-
ies of work motivation implicitly recognize this dimension, relatively less 
attention has been paid to understanding the relations between motiva-
tional processes operating on different timescales and work outcomes. 
Nonconscious affective responses to work incidents, for example, may 
yield no immediate observable changes in work behavior but cumulate 
over time to alter motivational processes and longer-term performance 
patterns. Similarly, singular events, such as involuntary job loss, may 
modify long-term work goals and strategies for accomplishment.

Time also enables the entrainment of work motivation processes and 
well-being over the work lifetime. For example, studies by Frese and his 
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colleagues (Frese, Kring, Soose, & Zempel, 1996) on personal initiative in 
East versus West Germany vividly illustrate how long-term placement in 
sociocultural and workplace environments that severely constrain oppor-
tunities for self-directed action may exert detrimental influence on the 
development of action tendencies and self-regulatory strategies. Results 
of longitudinal research by Schooler and her colleagues (e.g., Schooler, 
Mulatu, & Oates, 2004) further indicate that individuals who perform 
more intellectually demanding and self-directed work show higher lev-
els of cognitive functioning and a higher level of self-directed orienta-
tion across the work life span than persons who work in less complex or 
demanding jobs. These findings suggest that internal and external forces 
exert dynamic and reciprocal influences on work motivation throughout 
the work life span.

Advances in research methods, ranging from psychophysiological mea-
sures to experience sampling techniques, have made it possible to more 
readily access events and processes that occur in the stream of behavior 
that long eluded precise study. At the same time, advances in quantitative 
methods enable analysis of multilevel data and detection of lagged and 
sequential effects. Ployhart (this volume), in his chapter on measurement 
issues and strategies, addresses some of the problems and solutions for 
selecting the appropriate unit of analysis and modeling temporal influ-
ences. Related discussions of how to conceptualize change over time at 
multiple levels also appear in Dalal and Hulin (this volume), Chen and 
Gogus (this volume), and Mitchell et al. (this volume). The increasing 
popularity of multilevel models, as a means of understanding change in 
both the individual and external forces, as well as their cross-level and 
cumulative influences, represents an important new trend in work moti-
vation research. We believe the temporal dimension offers an exciting 
new means by which to explain practically important phenomena, such 
as work withdrawal and attachment.

Summary and Overview

The three C’s of work motivation represent the fundamental building 
blocks for progress in the field, and examples of progress in each area can 
be found in every chapter in this volume. The organization of chapters 
in this volume follows our heuristic scheme with a few exceptions. The 
first section, “Foundations,” includes chapters by Ployhart, and Dalal and 
Hulin on arguably the two most pressing issues confronting work motiva-
tion science at present: how we conceptualize and study work motivation 
and our criteria. As these chapters suggest, we are entering a new era char-
acterized by more complex designs, increased precision in model specifica-
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tion, and a more person-centric view of motivation outcomes. The second 
section, “Person Constructs and Processes,” focuses on developments in 
the content domain, with particular emphasis on individual differences 
and the core psychological mechanisms and processes involved in work 
motivation. Returning to our shoe analogy, research and discussion of 
goal choice and goal striving in these chapters indicate that basic formula-
tions are undergoing revision to address contemporary questions related 
to nonconscious processing, goal formation, and multiple goal regulation.

Working outward from the individual, the third section of this vol-
ume, “Proximal Environmental Influences,” is comprised of chapters that 
address local influences on action as they occur in the context of work, 
including chapters on the influence of work design, teams, leadership, 
and organizational practices. In each of these chapters, a prominent role is 
given to understanding how structural, social, and interpersonal aspects 
of work may influence work motivation and its outcomes. The fourth 
section of this volume, “Temporal and Distal Contextual Influences,” 
addresses influences external to the immediate work environment, includ-
ing influences that operate over age-related periods of work life (training, 
employee development, career transitions) as well as more pervasive and 
enduring personal and cultural influences.

The final section of this volume, “Future Prospects,” recognizes the rela-
tionship between work motivation and allied fields of social science con-
cerned with the individual and work. Essays by leading figures in legal, 
technological, economic, and sociopolitical arenas provide an understand-
ing of how our knowledge about work motivation may inform progress in 
these areas and how recent trends in these areas presage new challenges 
in work motivation. In the final chapter, we review advances in the field 
and summarize promising new directions for theory and practice.

Taken collectively, we hope that the chapters and essays in this volume 
may set a stimulating stage from which to further advance our under-
standing of the complex interplay among multiple forces that influence 
and are influenced by work motivation. The centrality of motivation to 
organizational effectiveness, worker adjustment, and well-being, together 
with the centrality of work life in the modern world, accord such progress 
both scientific and societal importance.
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The Measurement and Analysis of Motivation

Theory, methods, and statistics are inherently interrelated and syner-
gistic. Theories that are interesting and testable become great theories. 
Methods that best test popular theories become paradigms. Statistics 
that unite theory and methods become dominant and uncontroversial. 
When theory, methods, and statistics fit like pieces of a puzzle, the gestalt 
becomes visible in ways not possible from the individual pieces. In prac-
tice, however, these three pieces frequently do not fit together. Theories 
become framed in terms of statistics (e.g., the hammer syndrome, where 
the favored statistic becomes the lens through which all research ques-
tions are perceived). Methods are based on convenience or availability 
(e.g., self-report measures are used because they are easy to administer). 
Statistics are inconsistent with the theory or suboptimal because they are 
the ones the researcher is familiar with. In this world, theories become 
subjugated to method and statistics.

The purpose of this book is to integrate contemporary theory and 
research on motivation. The purpose of this chapter is to describe the 
measurement and statistical analysis of those theories, so that they are not 
subjugated to methods and statistics. Historically, motivation researchers 
have largely used measures and statistics in a manner congruent with the 
theory. But as motivational theories have become more dynamic, contex-
tual, and multilevel, the need to move beyond basic statistics becomes par-
amount. Fortunately, there are a variety of methodological and statistical 
tools ready for the challenge. This chapter summarizes key developments 
in measurement and statistics, and illustrates how they can improve 
motivation research and scholarship. More methodologically oriented 
researchers have already been using these tools, but the purpose of this 
chapter is to provide an introduction for those not familiar with advanced 
statistics and methods (for this reason, I take a few liberties with technical 
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details in exchange for a more basic presentation). My goal is to highlight 
the possibilities for better methods and statistics, and offer plenty of refer-
ences so readers can learn them in more detail. This is not a chapter about 
using fancy statistics simply because they are new, advanced, or sophisti-
cated. It is a chapter about finding the right tool for the job—for example, 
using a flyswatter to catch a fly instead of a 20-pound sledgehammer.

Commonalities in Motivation Theory

This section provides a very brief review of key commonalities across most 
motivation theories, reducing them to their basic level so we can start to 
appreciate the kinds of design and analysis concerns that must be used to 
test these theories. Motivation is ultimately some form of intention, and it 
is manifested in three behavioral dimensions: attention (direction), effort, 
and persistence (newer conceptualizations also consider strategies; Mitch-
ell & Daniels, 2003). Constructs such as self-efficacy, personality, and 
expectancies are theoretical causes of motivation. Although one could 
study motivation by focusing on intention or the causes of intention, in 
this section I emphasize attention, effort, and persistence because they 
have important implications for how we measure and test most motivation 
theories. Attention refers to the focus of a person’s thought and actions; it is 
where mental energy is exerted. Effort refers to a magnitude or amount of 
mental/physical resources devoted to some task or set of tasks. Persistence 
represents sustained attention and effort over time.

Thus, motivation is manifested by what a person attends to, how much 
he or she acts on it, and for how long. Therefore, the first three issues in 
testing theories of motivation require one to have construct valid mea-
sures to assess attention (direction), reliable and sensitive measures to 
identify differences in effort (magnitude), and administer these measures 
over time to assess persistence. It is fair to say that motivation research 
has paid attention to the first two dimensions but neglected (or treated 
superficially) the time dimension. This latter point is particularly salient 
in modern motivation research, which more strongly recognizes the 
dynamic nature of mood, self-regulation, and affect.

Not surprisingly, most prior motivation research has been focused at 
the individual level (Chen & Kanfer, 2006). Of course, research has exam-
ined jobs/environmental elements and reinforcement/compensation 
influences on motivation, but even in these studies the focus remains on 
individual motivation. This is problematic because it is increasingly rec-
ognized that individuals are nested within work groups, departments, 
and organizations. They work in teams and are influenced by leadership 
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behaviors and the environment leaders create (e.g., norms, climate). Mod-
ern motivation research recognizes these contextual influences (Mitchell 
& Daniels, 2003). Thus, the fourth issue is that contemporary motivation 
theories tend to emphasize contextual factors.

A related fifth issue is that this research tends to be multilevel in nature. 
Here I use the term multilevel to emphasize patterns of relationships, 
causes, and effects, that span at least two levels of analysis simultane-
ously. Thus, a study that looks at the effects of group cohesion (a group-
level construct) and team member ability (an individual-level construct) 
on individual motivation is a multilevel study. For example, Chen and 
Bliese (2002) showed how different levels of leadership climate demon-
strated unique effects on efficacy beliefs. Multilevel theories raise a num-
ber of unique challenges, but also a number of opportunities. So much, 
in fact, that I predict multilevel theory and research will dominate the 
organizational sciences over the next decade.

A sixth and final issue reflects the process-oriented nature of current 
motivation research. That is, the determinants of motivation range on a dis-
tal-proximal continuum, such that distal influences affect proximal states 
to influence attention, effort, and persistence (e.g., Kanfer, 1990; Mitchell 
& Daniels, 2003). This means there is a need for multivariate methods 
capable of testing for mediators and intervening variables. Some of these 
process models can be quite complex, using multiple mediators under 
conditions of full or partial mediation. For example, DeShon, Kozlowski, 
Schmidt, Milner, and Wiechmann (2004) simultaneously examined both 
team- and self-regulatory processes in a mediated framework.

The six underlying dimensions of motivation research are summarized 
in Table 2.1. Notice that for many of these issues, including time, context, 
multilevel, and process orientation, newer statistical methods are necessary 
to adequately test the main questions of interest. This relates back to my 
earlier point—I do not want to simply describe a number of “fancy” statis-
tics because they exist. Instead, I want to show how some of these statistics 
can be used to more directly test the underlying theories and hypotheses 
of interest. That is the gauge for the relevance of a statistic. I now turn to a 
review and critique of measurement in motivation research.

The Measurement of Motivation

Measurement involves assigning numbers to the properties of things or 
events (Stevens, 1946). In psychological measurement, the latent construct 
is not something we can directly observe. We must instead infer the char-
acteristics of this latent construct by the manifest indicators associated 
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with it. We may talk about latent motivation (intention), but we infer moti-
vation based on manifest indicators of attention, effort, and persistence. 
Of course, we could measure intention through some form of self-report 
measure, but the behavioral consequences of motivation are based on 
inferences from focused effort over time.

This distinction between manifest indicators and latent constructs pres-
ents a challenge for developers of psychological measures. Because the 
latent construct is not directly observed, one must ensure the manifest 
indicators of that construct are appropriate. This involves establishing the 
construct validity of the measure. Construct validity is actually a theoreti-
cal question because we must have a clear operational definition of the 
construct to truly know whether the manifest indicators are acting in a 
way consistent with the theory. Establishing construct validity is accom-
plished with a variety of strategies all designed to collect more specific 
forms of validity evidence (Hinkin, 1998; Messick, 1995). These include 
convergent validity (Does the measure correlate with established measures 
of similar constructs?), discriminant validity (Is the measure unrelated to 
measures of dissimilar constructs?), criterion-related validity (Does the 
measure correlate with some outcome of interest?), content validity (Does 

Table 2.1

Six common dimensions underlying most motivation theories, and their key 
implications for motivation measurement and assessment

Dimension
Key measurement 
implications Analysis implications

1. Attention Construct validity Classical and modern test theory; 
confirmatory factor analysis, item 
response theory

2. Effort Construct validity and 
sensitivity

Classical and modern test theory; 
confirmatory factor analysis, item 
response theory

3. Persistence Invariance and variability 
over time

Confirmatory factor analysis; 
repeated measures models; 
growth models

4. Contextual Specifying correct level of 
measurement

Attention to nonindependence; 
random coefficient models

5. Multilevel Specifying correct level of 
measurement, aggregation

Attention to nonindependence; 
random coefficient models; 
agreement or dispersion to 
support aggregation (intraclass 
correlations)

6. Process oriented Developing measures not 
affected by method bias

Mediated models (structural 
equation modeling, general linear 
model; random coefficient 
modeling)
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the measure’s content overlap with the main content of the construct 
domain?), and response process validity (Does the measure enact the same 
psychological processes as those elicited in the target environment?). The 
modern perspective on validity suggests all types of validity ultimately 
inform inferences of construct validity (American Educational Research 
Association, American Psychological Association, & National Council on 
Measurement in Education, 1999). Construct validity is an accumulation 
of evidence that helps support various inferences, rather than a present/
absent decision.

Because construct validity is often a matter of degree, we must also 
consider forms of invalidity (Messick, 1995). There are two general forms. 
Contamination refers to variance within the measure that is systematic but 
unrelated to the latent construct. An example might be a self-report mea-
sure of effort that is also affected by social desirability. Deficiency refers to 
situations where the measure does not tap aspects of the latent construct 
but should. An example might occur when we measure motivation but only 
assess effort and neglect attention and persistence. Figure 2.1 illustrates the 
distinctions between construct validity, contamination, and deficiency.

It is about at this point that most people’s attention and effort start to 
wane and shift to other topics that are more interesting. Consequently, 
construct validity is frequently treated as a secondary issue in the research 
design (if it is considered at all). Think about this for a second. Indicators 
will be used to determine whether an independent variable produces an 
effect, or whether the dependent variable shows any change. If these indi-
cators lack construct validity, we learn nothing of cause or effect. Worse, 
the indicators may show effects that are not congruent with the latent con-
struct and lead astray the progression of theory testing and refinement. 
Why do researchers frequently exert enormous, careful effort into theory 
development and methodology, only to give almost no thought to the 
indicators they will use to test their theory? Developing construct valid 

Manifest Measure

Latent
Construct

Contamination 

Deficiency 

Figure 2.1
Construct validity, contamination, and deficiency. The box refers to the manifest measure 
and the circle refers to the latent construct. The shaded area represents construct validity, 
or the true score.
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measures requires focused, effortful attention, with considerable revision 
and refinement over time. That is, developing good measures of motiva-
tion requires a great deal of motivation on the part of the researcher.

The “take away” is that construct validity is not some obscure measure-
ment issue that concerns the subset called psychometricians (if you are 
trained in a psychology department) or the subset called psychologists 
(if you are trained in a business school). They are matters that apply to 
nearly every study conducted in the organizational sciences. Ultimately, 
the adequacy of our tests of theory and accumulation of scientific knowl-
edge are based on the quality of these measures. Pat Smith (developer of 
the JDI, among many other accomplishments) once said something like: 
“Develop measures from theories, but build good measures before you 
test those theories.”

Traditional Types of Motivation Measures

There are four major measurement systems used to assess motivation 
(i.e., whether intention or its manifestations of attention, effort, and per-
sistence). These include projective, objective, subjective, and implicit/
explicit measures.

Projective

Some of the earliest measures of motivation were projective. This type of 
assessment appears to have become less common, no doubt because of dif-
ficulties with scoring and assessing reliability. The hallmark of projective 
assessment is presenting the participant with an ambiguous stimulus and 
eliciting a fairly unstructured response. The participant then responds to 
some question about the stimulus, and the response is coded by trained 
judges in terms of some underlying dimensions. The basic notion is that in 
the presence of an ambiguous stimulus, people project their latent needs, 
desires, and motives into the response—hence the name projective test. 
Anastasi and Urbina (1997) do an excellent job describing these tests in 
general, and Ployhart, Schneider, and Schmitt (2006) review them in terms 
of personality assessment. My review draws heavily from these sources.

Projective assessments are most common in the clinical arena (where 
they got their start). Well-known examples include the Rorschach Inkblot 
Test and the Holtzman Inkblot Technique. As they apply to motivation, 
the majority of projective assessments are designed to measure motiva-
tional needs, motives, or personality, but rarely states or processes. One 
of the most common projective tests is the Thematic Apperception Test 
(TAT), developed by Murray (1943). The TAT presents the participant with 
a variety of pictures on cards (one card is entirely blank), and the par-
ticipant verbally constructs a story describing what is happening in the 
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picture. Similar to the critical incident technique, this description will 
usually include the antecedents to the picture, the current dynamics and 
behaviors occurring within the picture, and the consequences. McClel-
land and colleagues have used the TAT to measure need for achievement, 
need for power, and need for affiliation (McClelland, 1961; McClelland & 
Boyatzis, 1982). The stories of participants are content analyzed and sub-
jected to a rigorous scoring system designed to identify latent achievement, 
power, and affiliation themes. A second popular measure of motivation is 
the Miner Sentence Completion Test (MSCS; Miner, 1960, 1978). It is an 
assessment designed specifically to predict managerial effectiveness via 
the motives to excel in six different managerial roles (e.g., competitive-
ness, assertiveness). In this assessment, the respondent is administered a 
series of open-ended statements, such as “My family doctor…,” “Wearing 
a necktie…,” and “Presenting a report at a staff meeting….” The partici-
pant then completes the sentence, and the response is coded in terms of 
motives within the six major managerial roles.

With both projective tests, there is some support for criterion-related 
validity and occasionally sufficient reliability (e.g., Miner, 2002). A meta-
analysis by Spangler (1992) found that both the TAT and the more typical 
self-report methods were related to various outcomes, yet the TAT and self-
report measures were themselves weakly correlated. The construct valid-
ity of projective assessments is dependent on several boundary conditions 
(Anastasi & Urbina, 1997; Ployhart et al., 2006). Among the most important 
are using well-trained analysts, using the assessments in a manner consis-
tent with their underlying theory and purpose, and ensuring the criteria 
are correspondent with the underlying theory. Contamination and defi-
ciency are hard to evaluate with projective measures, even though there 
is a high likelihood of both being present. There are several psychometric 
and legal concerns and issues with using projective assessments (Hogan 
& Hogan, 1998), and consequently, their use in organizational settings has 
greatly diminished in the last few decades.

Objective

The defining feature of an objective measure is that there is no human 
judgment required in the collection of the data, save that necessary for 
establishing the construct validity of a measure and whether the mea-
sure should be used in the first place. With respect to motivation measure-
ment, some examples include the number of uses generated for a brick (in 
a creativity task), physiological assessments of breathing rate and heart 
rate, or number of errors or successes. Some of the more cognitively ori-
ented research may use measures of reaction time or processing speed 
(discussed shortly). Because objective measures do not rely on human 
judgment, many researchers (and especially managers) prefer these kinds 
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of criteria. It is believed that objective measures have less contamination 
and bias, and represent the ultimate criterion because they are the kinds 
of hard numbers managers care about. Historically, these measures were 
also valued because they could be measured relatively easily and usually 
with high reliability.

However, simply measuring something because it can be measured does 
not ensure construct validity, and although reliability is frequently high, 
a recent meta-analysis suggests this is not always true (Roth, Huffcutt, & 
Bobko, 2003). There are also potential problems with objective measures, 
such as low base rates (e.g., measures of errors when task performance is 
automatic), strong influences by environmental factors (e.g., the local econ-
omy when using sales dollars as a criterion), and deficiency (e.g., misre-
porting accident rates to avoid negative repercussions). These tend to create 
nonnormal distributions and cause researchers to use various data trans-
formations to get them normal (a requirement for many popular statistical 
methods) or learn unfamiliar statistics (generalized linear models).

When a strong theoretical rationale can be made for the construct valid-
ity of the objective measure, and contamination and deficiency can be 
reduced, objective measures can be a useful way to measure attention, 
effort, and persistence. This is particularly true for persistence because the 
high reliability and ease of data collection make longitudinal research pos-
sible. For example, most of the research on dynamic criteria has used sales 
dollars over time, probably because they are evaluated at least monthly, 
are easy to collect, and reliable enough to show change. The important 
point is that construct validity issues must be considered and addressed 
just as when using any other type of measure. Simply using a measure 
because it is objective does not make it construct valid, or more construct 
valid than alternative measures.

Subjective

Subjective measures are by far the most common type of motivation mea-
sure. The defining characteristic of subjective measures is that the par-
ticipant (e.g., employee, supervisor, student) is presented with a fairly 
structured question, and then provides a response he or she thinks is most 
appropriate. Subjective measures are common for several reasons. First, 
they are easy to write (although not easy to write well) to target particular 
latent constructs not capable of being assessed with objective measures. 
That is, the items can directly reflect the constructs in the theory. Second, 
they are simple to administer and score. Third, college students are used 
to these kinds of questions (although nonstudents often find them confus-
ing, especially when administered in a nonpaper format). Fourth, they 
have a long history, are widely used, and several construct valid measures 
exist. Fifth, they can be easily analyzed using many of our most popular 
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statistical techniques. Finally, as behavioral scientists our interventions 
are behavioral in nature, and hence we should often evaluate these inter-
ventions using behavioral criteria (Motowidlo, 2003). For these reasons, 
use of self-report measures shows no signs of extinction.

The basic logic of subjective measures is one of domain sampling (e.g., 
Nunnally & Bernstein, 1994). There is some target construct (e.g., goal com-
mitment) that is defined in a particular way. The researcher then writes 
self-report items to correspond to this construct definition. Because each 
item may be interpreted in slightly different ways, multiple items are writ-
ten to represent the content domain (this also helps increase internal con-
sistency reliability). When the construct domain is homogenous, the items 
should likewise be homogenous and comprise a single factor. When the 
construct domain is heterogeneous, the items should represent multiple 
subfactors and hence a multidimensional composite (see Little, Linden-
berger, & Nesselroade, 1999).

There are two major variations of the subjective measures. The first is 
called a constructed response measure (also known as open ended) because 
participants construct the response themselves, using their own words. 
The simplest example is when participants are asked to write in their age, 
income, and so on. A more complicated version is when participants are 
asked a less obvious question, such as “How much attention did you focus 
on the task?” and then the participants will write their answers to the 
question. Unless the questions are very direct and obvious, constructed 
responses must be content analyzed by trained coders. This is not unlike 
the scoring methods used for projective tests, and the only major difference 
is that with constructed responses the stimulus is more structured. Con-
structed response measures can be effective for more inductive research 
strategies, learning about how participants perceive a content domain, or 
simply asking exploratory kinds of questions for which there are no good 
existing measures. When there is a clear coding scheme and the coders 
are well trained, it is possible to use constructed response measures with 
high effectiveness.

I refer to the second major type of subjective measure generally as self-
report, and this type is by far the most common in organizational research. 
With self-report measures, both the question and the response are struc-
tured. There are several variations of self-report measures, including mul-
tiple choice, Likert, or semantic differential. An example of each type is 
presented in Table 2.2. There are many of these measures for such con-
structs as goal commitment (Hollenbeck, Klein, O’Leary, & Wright, 1989) 
and organizational justice (Colquitt, 2001).

It is easy to write self-report items, but not easy to write them well so 
they have good construct validity and reliability. Having written a large 
number of these items for different purposes, I can say that it is very dif-
ficult to predict how participants will perceive and respond to the items—
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even with very clear construct and operational definitions. Minor wording 
changes can produce very large differences in responses. There are lots of 
good sources on item writing and the effects of wording, framing, and 
so on. A book by Tourangeau, Rips, and Rasinski (2000) is particularly 
good. However, some of the best advice is offered by the classic work by 
Fishbein and Ajzen (1975) on their theory of reasoned action. Write items 
with TACT: Target (who the question applies to; yourself, your group, the 
organization, etc.), Action (be specific about what is being asked), Con-
text (under what settings), and Time (when all this occurs). When items 
are written with TACT, they will show better validity and reliability. For 
example, imagine the item “I would rather try to get along with other peo-
ple than argue with them” is designed to measure the Five-Factor Model 
(FFM) trait “agreeableness.” It is clear the Target is the test taker, and the 
Action is one of building consensus versus arguing, but the Context and 
Time are left unspecified. This is not uncommon with generic personality 
measures. However, we know that if we clarify these latter two attributes, 
personality measures will probably be more reliable and show higher cri-
terion-related validity (e.g., Schmit, Ryan, Stierwalt, & Powell, 1995). Thus, 
we might edit the question slightly, such as, “In my current job, I would 
rather try to get along with coworkers than argue with them.”

Deficiency with subjective measures usually means the researcher did 
not ask the right kinds of questions, or enough of the right questions. It 
is easy to miss the conceptual boundary of a construct, and instead tar-
get a number of items to a very narrow portion of the construct domain. 
To avoid this problem, one strategy I have adapted from suggestions by 
McGuire (1997) is to play the “name game.” Label and define the construct 

Table 2.2
Examples of different self-report measures to assess effort
Multiple	choice
How much effort did you exert on this task?

(A) No effort
(B) Minimal effort
(C) Substantial effort
(D) Total effort

Likert-type
How much effort did you exert on this task?

No effort 1 2 3 4 5 Total effort
I exerted a lot of effort to accomplish this task.

Strongly disagree 1 2 3 4 5 Strongly agree
Semantic	differentials
Exerting effort on this task will be:

Good 1 2 3 4 5 Bad
Unsatisfying 1 2 3 4 5 Satisfying
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as best you can. Then, list as many keywords as possible that capture the 
essence of the construct. After you run out of keywords, get a thesaurus 
and look up synonyms. It is surprising how this simple exercise can help 
you better define the construct in its breadth, and help you write items 
that truly capture this breadth.

Contamination in subjective measures can come from several sources. 
One is by asking questions that are unrelated to the underlying con-
struct. For example, the researcher wants to measure effort but con-
founds this with persistence (“I gave my maximum effort for as long as 
possible”). Another is when participants do not understand the ques-
tion because it is written with technical jargon, at too high a reading 
level, or within a context unfamiliar to participants. A third source of 
contamination is when participants respond in ways that are counter 
to the researcher’s intentions. For example, a researcher administers a 
motivation survey at work to job incumbents, and participants respond 
to the survey in a socially desirable manner—just in case their super-
visors might see the questionnaire! A fourth source of contamination 
may come from mood, affect, and so on, unless these were the variables 
one was trying to measure. A final contaminant that deserves special 
consideration is method bias.

I use the term method bias to refer to systematic variance in a measure that 
is attributable to the type of measurement method or the context within 
which the measure was administered. For example, common-source bias 
occurs when the same participants complete all of the measures, whereas 
common-method bias occurs when all measures are of the same type (e.g., 
self-report) or assessed at the same time. Method bias is usually thought 
to inflate the effect sizes observed, but in some instances the effect sizes 
may be attenuated. Schmitt (1994) noted the need to think about method 
bias in substantive terms and include measures of method bias within the 
design of research. Podsakoff, Mackenzie, Lee, and Podsakoff (2003) have 
a “must read” article describing different types of method bias and how 
to examine them.

Studies using research designs that reduce the effects of method bias, 
such as separating the timing of measures, should see minimal effects. 
However, using different types of measurement systems can also reduce 
method bias. For example, measuring motives with an implicit mea-
sure (discussed shortly) and attitudes with an explicit self-report mea-
sure would likely reduce method bias even though both assessments 
might occur in the same session. Further, relationships between motives 
and attitudes with behavior would be less inflated if performance was 
assessed by supervisors rather than self-ratings. And objective indices of 
motivation (e.g., time on a task) might be less prone to method bias than 
supervisory or self-ratings.
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Although I recognize method bias can result in biased effect sizes, I do 
not believe the results are damaging in every situation. Not every study 
that uses self-report measures is fatally afflicted with method bias. There 
are two issues that concern me with method bias. The first issue is whether 
the effect size is so inflated or deflated that one cannot place any faith that 
the relationships are “real.” I’ve seen correlations between personality 
and performance become reduced to near useless levels in some selection 
contexts because of ceiling effects, and in other studies with incumbents 
the correlations are much larger than with student or applicant samples. 
The second issue is whether method bias changes the direction of the rela-
tionship. I have not seen this situation occur, unless one considers severe 
range restriction a form of method bias. When research designs cannot be 
changed for practical or theoretical reasons, alternative measurement or 
statistical methods should be used (see Podsakoff et al., 2003). Even com-
paring the effect sizes to those obtained in prior research less affected by 
method bias is informative.

Implicit

The “cognitive revolution” that occurred within psychology led to a 
variety of new experimental methods and measurement techniques to 
assess the new theories. Familiar examples include reaction time mea-
sures, assessments of processing speed, errors, and, more recently, eye 
trackers. A feature of most such measures is that they supposedly assess 
mental operations that occur below consciousness or awareness; hence, 
they are to varying degrees implicit measures. With explicit assessments, 
the response is primarily, if not entirely, under the participant’s conscious 
control. Thus, a key feature of implicit measures is that the respondent 
tends not to know (or be aware) of what is being measured. However, 
Fazio and Olson (2003) make an important point that implicit attitudes 
may not truly be implicit, so following their suggestions I restrict my use 
of implicit to the nature of the measures themselves.

An often mentioned benefit for using implicit measures is that they 
are expected to better assess a latent construct because contamination 
is minimized, at least when contamination involves intentions or moti-
vation (conscious or otherwise) to respond counter to the purpose of 
the assessment. This makes such measures ideally suited for assessing 
socially unpopular, sensitive, or controversial topics. Probably the most 
well-known (and criticized) implicit measure is the Implicit Attitude Test 
(IAT) published by Greenwald and Banaji (1995). The test presents pairs 
of words or pictures, and the participant must assign the given word or 
picture into a category. If a participant is more quickly able to pair a given 
concept with a category, there is expected to be a stronger association 
between the two. For example, if one more quickly pairs male names with 
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words conveying success than female names with words conveying suc-
cess, there is a stronger relationship between males and success. This may 
represent a stereotype that men are more successful than women, and this 
effect may be present even when the person indicates he or she holds no 
such stereotypes.

Implicit measures have been slow to be adopted by organizational 
scholars. A major practical reason is the necessity to use computers as 
part of the measurement system. Another reason is unfamiliarity with 
the measurement systems, or with the theories that underlie these sys-
tems. However, for at least experimental laboratory research, there are 
many applications of implicit measurement. For example, Ziegert and 
Hanges (2005) examined the usefulness of implicit measures for measur-
ing employment discrimination.

There has been some debate about the appropriateness of implicit mea-
sures. Fazio and Olson (2003) summarize much of this debate, noting 
that research on implicit measures tends to be heavily driven by meth-
ods rather than theory, and whether there are truly implicit attitudes (as 
opposed to measures). Blanton and Jaccard (2006) stimulated a concern 
about implicit measures being “arbitrary metrics,” meaning they do not 
allow researchers to identify individual’s true scores on latent constructs 
(see other articles on this topic in the January 2006 American Psychologist). 
This arbitrariness may occur even when a measure is reliable and valid. 
Although much of their attention is directed toward the IAT, the issue is 
actually relevant for nearly all psychological measures. Hence, it is impor-
tant to remember that simply using measures because they are more 
objective, implicit, or what have you, is by itself insufficient to address 
concerns of arbitrariness.

Before leaving the topic of implicit measures, I would like to briefly dis-
cuss a program of research by James and colleagues on conditional reason-
ing (e.g., James & Mazerolle, 2002). This approach deserves special mention 
because it is an attempt to utilize the logic of implicit measures (and to a 
lesser extent, projective measures) within a more common-looking, writ-
ten and explicit personality measure. Conditional reasoning is based on 
the premise that an individual’s latent personality influences his or her 
perception and judgment of the world. When presented with various situ-
ations, individuals project their personality into how they view the situ-
ation, and consequently justify a particular explanation for the situation. 
These justification mechanisms are the characteristic ways that people who 
vary on a latent trait differ in how they support the appropriateness of 
a certain action. For example, two individuals may both evaluate a situ-
ation involving a person working over the weekend, but achievement-
oriented people may justify this action as a chance to get ahead, while 
fear-of-failure people may justify this as necessary to avoid being fired. 
The conditional reasoning approach is quite interesting because respon-
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dents are presented with different justifications for a situation that appears 
equal in social desirability. Hence, it is implicit because participants do not 
know the “correct” answer or even what the options refer to. It is a chal-
lenging task to develop a conditional reasoning test, but James and Maze-
rolle (2002) present some evidence that this effort has positive returns for 
validity.

Contemporary Measurement issues

Earlier it was noted that motivation theories are becoming increasingly 
contextual, multilevel, and dynamic. Consequently, this requires the mea-
surement system to incorporate such perspectives. Remembering that good 
measures have TACT, one can see that measures must necessarily change 
as one moves into these more nested, longitudinal studies. I first consider 
measurement in multilevel contexts, followed by longitudinal contexts.

Multilevel Implications for Measurement

There have been several important advances in the last 10 years to improve 
measurement in multilevel contexts. I must reiterate that measure-
ment in multilevel contexts should proceed just as it does in single-level 
research—measures should be consistent with the underlying theory. It 
is beyond the scope of this chapter to discuss multilevel theory, but an 
edited book by Klein and Kozlowski (2000) provides an excellent treat-
ment of the various issues. One valuable point clarified in their book is the 
distinction between the level of theory and the level of measurement. The 
level of theory articulates the level at which the construct is hypothesized 
to exist; the level of measurement articulates the level at which the mea-
sure is administered. Consider the effects of leadership on team motiva-
tion. The level of theory for leadership and motivation is at the team level. 
The level of measurement for leadership is at the individual level. If team 
motivation is assessed via the aggregation of individual-level motivation 
measures, then the level of measurement is at the individual level. If team 
motivation is assessed via how long the team persists on some task, then 
the level of measurement is at the team level. Hence, clarifying the level of 
theory and measurement goes a long way toward understanding how to 
measure motivation in multilevel contexts.

This brings up the issue of aggregation. Kozlowski and Klein (2000) pro-
vide a concise integration of many issues by relating them all to issues of 
emergence: a general process through which lower-level constructs form 
higher-level constructs. There are different forms of emergence, ranging 
from pure composition (lower- and higher-level constructs are isomor-
phic) to pure compilation (lower- and higher-level constructs are entirely 
different). Chan (1998a) developed a typology of such models, and Bliese 
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(2000) argued that “fuzzy” models of emergence are the most common in 
the organizational sciences. The important implication for measurement 
is that the referent of the item be consistent with the nature of the con-
struct. Suppose one wants to measure team effort (level of theory is at the 
team level) using individual-level measures. One way to measure this is 
by asking team members how much effort they expend toward their task, 
but a better way is to ask each individual how much effort the team (as 
a whole) expends on the task. Notice this latter way of writing items has 
the target (or referent) at the team level. Thus, if the level of theory for a 
construct is at the unit level, the target of the item should reference the 
unit. If the level of theory is at the individual level, the target of the item 
should reference the individual. Chan (1998a) provides an excellent treat-
ment of these issues, and the importance of following these suggestions 
was shown empirically by Klein, Conn, Smith, and Sorra (2001).

Note that the discussion of multilevel measurement issues has focused 
primarily on self-report measures. This is because most of this research 
has used these kinds of measures. I am not aware of any multilevel 
research that has used projective measures, but there are many team 
studies that have used more objective measures of team processes and 
performance (e.g., combat or flight simulations). The need to demonstrate 
construct validity with objective measures in multilevel contexts is the 
same as with self-report measures, even though some of the specific issues 
will be different.

Longitudinal Implications for Measurement

When researchers adopt longitudinal methods, they frequently use mea-
sures developed and tested within cross-sectional designs. For example, 
Ilies and Judge (2002) used experience sampling (repeated sampling of 
participants) to examine relationships among personality, mood, and job 
satisfaction over time. In that research, participants completed most mea-
sures numerous times a day for several weeks, but the measures they used 
were developed in cross-sectional research. This was an ambitious study 
and there was nothing wrong with their approach. However, there are 
two issues that are important and should be considered prior to the use of 
cross-sectional measures in longitudinal studies.

First, one must ensure the measure has the same meaning to participants 
at each time period (Chan, 1998b). This is really an issue of construct valid-
ity considered within a longitudinal context. For example, it is possible that 
measures of job knowledge only make sense after participants gain job-spe-
cific knowledge about the job. Administering such a measure too early in a 
person’s tenure would result in the measure having poor reliability and low 
construct validity. It is critical the items/measure demonstrate equivalence 
over time, an issue we return to later when discussing analysis methods.
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Second, the measure must be sensitive to the appropriate form of change 
over time. Unreliable measures (described later) reduce the ability to 
detect more subtle forms of change. Alternatively, measures designed to 
summarize observations across time are unlikely to show much change. 
Supervisory evaluations are a good example. Most rater training programs 
tell supervisors not to let isolated instances influence their ratings, but to 
instead focus on the person’s behavior over the relevant time period. Such 
ratings are unlikely to detect variations within the time period.

These issues also apply to objective measures. For example, many 
implicit or objective measures are very sensitive to minor fluctuations, but 
these fluctuations may simply be noise surrounding a process of change 
(weather forecasts are a good example of this phenomenon). Measures 
such as sales dollars are likely to be influenced by a variety of contami-
nants such as seasonal variation; such variation must be modeled and sta-
tistically “removed” from the analysis.

Measurement Methods versus Constructs

Thus far we have been discussing different measurement techniques—
projective, objective, subjective, and implicit. These measurement tech-
niques may be further defined in terms of the methods used to administer 
the measure. Popular methods include paper and pencil, video/visual, 
computer, Internet, and telephone/aural measures. Each type of measure-
ment method will have associated with it different forms of contamina-
tion (see Ployhart et al., 2006, chap. 7). For example, self-report personality 
items administered using paper measures or the Internet may both have 
reading ability as a potential contaminant, but the Internet measure may 
have computer anxiety as an additional contaminant. Choice of measure-
ment method should not be based on convenience, but on the underly-
ing theory and likely forms of method bias and contamination that could 
afflict the measure.

Summary and integration: a Framework for Measures

The previous sections described four general types of measures distinct 
from each other, but you have probably noticed that some measures share 
more similarities than others. In Figure 2.2 I have tried to offer a simple 
heuristic framework for comparing and contrasting common motivation 
measures. There are two dimensions. The first is an objective-subjective 
dimension, the second is an implicit-explicit dimension. By using these 
two dimensions, we can see that most motivation measures tend to fall 
into a particular quadrant, and the closer a measure is to a dimension 
(arrow), the more strongly it holds the characteristics of that dimension. 
For example, reaction time measures are objective and implicit, whereas 
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self-report measures are subjective and explicit. Constructed response 
measures are less subjective and implicit than projective tests.

This simple framework will hopefully allow one to understand the 
likely contaminants and forms of deficiency present in each quadrant. 
By definition, subjective-explicit measures are more likely to be contami-
nated by intentional response distortion than objective-implicit mea-
sures. Objective measures may be more affected by environmental forms 
of contamination than subjective measures, which are more affected by 
cognitive limitations or human-judgment forms of distortion. Objective 
and implicit measures may be more likely to be deficient than subjective 
and explicit measures. Using the framework to compare various mea-
sures, and the types of contaminants and deficiency likely to be present, 
may go a long way toward choosing the most appropriate measure for 
a given study. One may then further refine this analysis by considering 
the likely contaminants of different measurement methods (e.g., written 
versus computerized subjective-explicit measure of effort). Interestingly, 
this framework can help compare different disciplines of study—cogni-
tive psychology has moved almost entirely to the upper left quadrant 
(objective-implicit), whereas organizational research is primarily in the 
lower right quadrant (subjective-explicit), and secondarily in the upper 
right quadrant (objective-explicit).

Objective  

Subjective  

Implicit Explicit 

Self-Report 

Constructed
Response 

Projective  

Reaction Time 
Physiological  

Dollars, Accidents, etc. 

Figure 2.2
Framework for comparing and contrasting motivation measures. The closer each measure 
label is to an axis, the more it contains the attributes of that dimension.
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The Evaluation of Motivation Measures

We have considered several types of motivation measures. Let us now 
examine how we empirically evaluate the quality of these measures.

Classical Test Theory (CTT) and reliability

Despite the word classical in its name, CTT is far from outdated. Most of 
the important conceptualizations of reliability are present within CTT, 
and most people are familiar with the methods used to calculate them. 
The most basic point in CTT is that scores on a manifest measure (x) are 
a function of an individual’s true standing on a latent construct (t) plus 
some measurement error (e):

 x = t + e (2.1)

There are some key assumptions of CTT that deserve mention. First, 
errors are assumed to be uncorrelated with each other. Second, the mean 
of all errors is assumed to be zero. Therefore, if one asks enough questions, 
the errors will cancel each other out and the variance that remains will be 
“true score” variance. One can rework Equation 2.1 so that reliability is 
defined as the amount of true score variance present within a measure:

 Reliability = σt/(σt + σe) (2.2)

Reliability is important because unreliability attenuates effect sizes, 
meaning that correlations, regression weights, and mean differences esti-
mated on manifest measures are all smaller than they would be if the 
measures were perfectly reliable.

There are, of course, lots of different ways one can calculate reliability. 
Test-retest, internal consistency, interrater, intrarater, as well as combina-
tions of these types, may be relevant for different situations. The funda-
mental choice of reliability estimate is based on conceptualizations of the 
type(s) of error variance likely to be present in the measure. For example, 
interrater reliability is more appropriate for projective measures, while 
internal consistency reliability is more appropriate for self-report mea-
sures. Ways to estimate these various forms of reliability are described very 
clearly in Anastasi and Urbina (1997). Schmidt and Hunter (1996) have an 
excellent article illustrating how to conceptualize and apply these differ-
ent forms of reliability to different research situations. DeShon (2002) pro-
vides a nice description of generalizability theory, which is in many ways 
the extension of CTT to more fully conceptualize source of variance.
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Confirmatory Factor analysis (CFa)

Confirmatory factor analysis (CFA) has become so common that it is hard 
to imagine a time when simply doing a CFA could be a publication in 
top journals. CFA is a powerful approach for evaluating measurement 
models. Importantly, it allows researchers to test the hypothesized factor 
structure of a set of items. This is in contrast to exploratory factor analysis 
(EFA) and principal components analysis (PCA), which simply evaluate 
shared covariation among a set of items without reference to any prede-
termined structure (hence the name exploratory). EFA and PCA appear 
to have fallen out of favor among organizational scholars, and there are 
fewer applications of them relative to CFA. This is probably because most 
of the time, items are written to target a particular construct, and so one 
might as well use the methodology that allows the most straightforward 
test of that structure.

CFA is a submodel within the general covariance structure analysis sys-
tem (generically referred to as structural equation modeling, described 
later). CFA is a latent variable method in that it relates manifest measure-
ment indicators (items) to a latent construct (most typically the relation-
ship is linear). Of course, the latent construct is not directly observed but 
inferred through the specified pattern of covariances and variances. Fig-
ure 2.3 illustrates a sample CFA for two latent constructs, attention and 
effort, each assessed with five manifest items. In the figure, boxes rep-
resent manifest indicators (items) and circles represent latent constructs. 
Single-headed arrows represent hypothesized causal direction and dou-
ble-sided arrows represent covariance. The symbols e represent manifest 
indicator-specific uniquenesses (i.e., residual or error variance specific to 
the item and not shared with the other items, and hence unrelated to the 
latent factor), and V represents the variance of the latent constructs.

It may not be obvious in Figure 2.3, but the basic CFA model is a direct 
extension of CTT and Equation 2.1. Notice in the figure how each manifest 
item has two single-headed arrows going to it, one from the latent con-
struct (the true score) and one from an indicator-specific uniqueness (the 
error). The arrows going from the latent construct to the manifest item are 
known as factor loadings, and they are conceptually the linear regression of 
the item on the latent construct. Hence, the CFA model is similar to the x 
= t + e model we saw in Equation 2.1. Equation 2.3 shows the general CFA 
model. In the model, X represents a vector of manifest indicators (items), 
lambda (Λ) is a matrix of factor loadings relating the manifest items to the 
latent constructs, ksi (ξ) represents the latent constructs, and delta (δ) is a 
vector of item-specific uniquenesses (errors).

 X = Λ ξ + δ (2.3)
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This basic CFA model can be extended into modeling the kinds of the-
ories and contexts organizational scholars must frequently work in. For 
example, CFA can be extended into a hierarchical factor model. Carroll’s 
(1993) model of cognitive ability suggests general ability (g) sits at an apex, 
and more specific abilities (such as verbal, numerical, and reasoning) are 

Attn 
1

Attn 
2

Attn 
3

Attn 
4

Attn 
5

Eff  
1

Eff  
2

Eff  
3

Eff  
4

Eff 
5

Latent
Attention
Construct

Latent
Effort

Construct

e1

V1

V2

e2

e3

e4

e5

e6

e7

e8

e9

e10

Figure 2.3
Sample confirmatory factor analysis model for two latent constructs (attention (Attn) and 
effort (Eff)), each measured with five items.
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lower in the hierarchy. Likewise, many conceptualizations of the Five-
Factor Model (FFM; McCrae & Costa, 1996) suggest the five personality 
factors are the highest-order factors, but subsume the variance of lower-
order factors (e.g., conscientiousness subsumes shared variance between 
achievement, dutifulness, etc.). Figure 2.4 illustrates one such hierarchical 
model, where latent attention and effort constructs are themselves deter-
mined by an overall latent motivation construct. In this model, the sec-
ond-order factor loadings capture the shared variance between the two 
latent constructs, and the two latent residuals (V; known as disturbance 
terms) represent factor-specific variance that is not shared.

In the past, the extent to which latent variable models remove error vari-
ance was frequently overstated. Looking at Figure 2.3, it would be tempt-
ing to think so because “error” is delegated to item-specific residuals, and 
the “true score” variance is passed on to the latent factors (which them-
selves become the variables of analysis). However, it is critical to under-
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Example of a second-order confirmatory factor analysis.
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stand that CFA models (and structural equation modeling (SEM) more 
generally) can only model, estimate, or remove error to the extent the 
model has correctly been set up to do so. DeShon (1998) provides an excel-
lent overview describing how different ways of structuring CFA models 
can be used to model different kinds of error. Researchers must be sure 
the model they specify is the correct one for the measure.

The CFA model is a very flexible model and can handle situations CTT 
cannot as easily. These include modeling multiple latent factors and their 
intercorrelations, correlated error variances, factor cross-loadings, and 
latent method factors. The CFA model can be used to evaluate the under-
lying factor structure, test for discriminant and convergent validity, test 
for factorial validity, and model response psychological processes. The 
equivalence of items, latent constructs, and means can be compared across 
groups (Ployhart & Oswald, 2004; Vandenberg & Lance, 2000) and across 
time (Chan, 1998b). Note that I have skipped over all the technical details 
for using CFA. Again, these are described in many excellent sources (e.g., 
Lance & Vandenberg, 2002). The most important issue is to correctly spec-
ify the CFA model in accordance with the theory underlying the mea-
sure. The model should be specified in such a way to model the relevant 
sources of error.

item response Theory (irT)

Item response theory (IRT) is similar to CFA in that it is a latent variable 
measurement model linking manifest items to latent constructs. However, 
unlike the CFA models described above, it assumes there is a nonlinear 
relationship between the manifest items and the latent construct. In IRT, 
the latent construct is referred to as theta (θ), but they refer to the same 
thing. IRT is a very powerful way to examine the adequacy of items and 
represents what many call modern test theory. There are different ver-
sions of IRT that are useful for modeling dichotomous responses (logistic 
IRT) and for modeling continuous responses (polytomous IRT). This lat-
ter type is the most consistent with the majority of motivation measures, 
which tend to use Likert-type items. The logistic IRT model is most often 
applied to ability testing where there are right and wrong answers; hence, 
it will not be discussed further.

The most basic IRT model assumes that the probability of endorsing 
different options for an item varies as a function of one’s standing on the 
latent trait. Consider as an example an effort Likert item illustrated in 
Table 2.2: “How much effort did you exert on this task?” An individual 
with very high latent levels of effort should be unlikely to endorse the 
lower-scored options (1 and 2) relative to the higher-scored options (4 and 
5). The probability of a person with very high levels of latent effort endors-
ing a given option should increase steadily as one moves from option 1 
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to option 5. Polytomous IRT models these situations with two types of 
parameters. The first is known as an item discrimination (a) parameter 
and represents how well the item distinguishes between those low and 
high on the latent construct (hence it captures the slope). This parameter 
is assumed to be identical for each option. The second is known as the 
threshold (b) parameter, and there are one less than the total number of 
response options. Because the item shown in Table 2.2 has five options, 
there will be four b parameters. The threshold parameter estimates the 
probability of a person endorsing a particular option given a particular 
standing on the latent construct.

Together, the item discrimination and threshold parameters can be used 
to plot an item response curve (IRC; these are sometimes called item char-
acteristic curves, but I save the ICC abbreviation to refer to intraclass cor-
relations). Figure 2.5 provides a sample illustration for an item designed 
to measure effort with five response options. On the horizontal axis is the 
latent standing on effort (theta), scaled using standard scores (mean of 
zero, standard deviation of one). On the vertical axis is the probability of 
a person endorsing a particular option (hence ranges from zero to one). 
The curves within the figure represent the probability of a person endors-
ing each option, given a particular standing on latent effort. The numbers 
within the figure are used to identify the five options. According to this 
figure, individuals with the lowest latent levels of effort have about a .75 
probability to endorse option 1 and about a .20 probability of endorsing 
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Figure 2.5
Sample item response curve for a polytomous item. The numbers in the figure represent 
the option number.
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option 2. There is almost no chance they will endorse options 3, 4, or 5. As 
one moves from left to right along the latent construct (theta) continuum, 
the probability of endorsing higher-scored options increases. As the item 
discrimination (a) parameter increases, the slopes of the lines would get 
steeper (they would overlap less and hence become better discriminat-
ing). The threshold (b) parameters locate the options along the latent con-
tinuum; lower values move the lines to the left and higher values move 
the lines to the right.

Figure 2.5 illustrates a realistic, but far from ideal, item because the 
thresholds overlap to quite an extent. One could use this information to 
improve the measure of effort. For example, the researcher may decide 
to include behavioral anchors for each scale point to allow finer distinc-
tions for respondents. Or for a different example, the researcher may have 
written eight experimental items. One could use the results from an IRT 
analysis to not only identify poor items, but also create a measure com-
posed of items that provide good discrimination across the relevant range 
of latent effort. Further, if one was limited to only asking three items due 
to space constraints, the IRT analysis would identify which three would 
best provide the information obtained from all eight.

Like CFA, there are multiple group IRT models that can assess the 
equivalence of items across groups. For example, Ryan, Horvath, Ployhart, 
and Slade (2000) used polytomous IRT to model cultural differences in an 
employee attitude survey. Zickar (2002) provides an excellent introduction 
to these models.

The Statistical Analysis of Motivation 
Measures and Theories

The theory and type of measure will influence the type of statistic 
employed. My approach in this section is not to compartmentalize the 
various statistics, but rather to show how more complex statistics build 
from simpler ones. I start with familiar cross-sectional models and the 
general linear model (GLM), which covers both regression and analysis of 
variance (ANOVA). I then consider multilevel contexts and hence extend 
the GLM to random coefficient models (RCMs). The RCM offers a natu-
ral bridge to understanding longitudinal methods, which I cover in the 
third section. Finally, I introduce structural equation modeling as its own 
model because it can handle all of the cross-sectional, multilevel, and lon-
gitudinal models described prior, plus several additional models.

RT7451X.indb   41 5/28/08   12:43:21 PM



��	 Work	Motivation:	Past,	Present,	and	Future

Cross-Sectional Models

Cross-sectional statistical methods examine differences between indi-
viduals (or groups) at a single point in time. In correlational research the 
focus is on individual differences; in experimental research the focus is on 
group differences. The dominant statistical method for both questions is 
the general linear model (GLM), and regression and ANOVA are merely 
submodels within the GLM. It is much better to learn the GLM than 
regression and ANOVA as separate models because the latter approach 
leads to compartmentalized thinking, and probably the development of 
“regression” and “ANOVA” camps (Cronbach, 1957). In matrix notation, 
the GLM illustrates a model that is sexy because of its simplicity:

 y = Xβ + ε (2.4)

where y is an N × 1 vector of scores on the dependent variable, X is a N 
× h matrix of scores on the independent variables, β is an h × 1 vector of 
weights, and ε is a N × 1 vector of residuals (errors). In this model, N rep-
resents sample size and h represents the number of independent variables 
and the intercept (you might notice this model is conceptually similar to 
the basic CFA model shown in Equation 2.3). Expanding Equation 2.4 for a 
model with multiple independent variables would appear as follows:
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The first column of 1’s in the X matrix is a constant (intercept) whose 
meaning comes from the parameterization of the predictors/independent 
variables (i.e., where they are all zero). The other values in the X matrix 
differ depending on whether one is using a correlational or experimental 
design. In multiple regression, the values in the X matrix are scores on the 
predictors, and hence each element in the X matrix will contain different 
numbers (e.g., responses to five-point scales). In ANOVA, the values in the 
X matrix are nominal codes to represent group membership (e.g., 0’s and 
1’s). Yet the GLM shown in Equation 2.1 is identical under both circum-
stances. Further, they share the most fundamental assumptions: Residu-
als are independent and normally distributed, with a mean of zero and 
constant variance.

Similarities between regression and ANOVA are still apparent when 
switching to the more familiar scalar notation. Equations 2.5 and 2.6 show 
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the models with a single independent variable (i represents subjects and j 
represents groups or conditions):

 Regression: yi = β0 + β1 (Xi1) + εI (2.5)

 ANOVA: yij = µ + αj (Xi1) + εi(j) (2.6)

Notice that in both models, the first term (β0 or µ) represents a constant. 
The regression model suggests individual scores on the dependent vari-
able are determined by scores on the predictor plus some error. One can 
test whether the relationships between each predictor and the dependent 
variable are statistically significant (i.e., the β’s). The ANOVA model sug-
gests individual scores on the dependent variable are determined by group 
membership. One can test whether the groups differ from each other in 
statistically significant ways (using such coding schemes as effects cod-
ing, dummy coding, or contrast coding; i.e., the α’s).

The GLM is a robust model and it holds up well under different viola-
tions of assumptions. This is perhaps the reason why the GLM is applied to 
situations where it should not be, as I consider in the next two sections.

Multilevel Methods

As noted earlier, modern motivation theories increasingly recognize the 
contextual, multilevel nature of motivation (e.g., Chen & Kanfer, 2006). 
There are two major issues I consider in this section. The first is one of 
aggregation, the second is one of modeling multilevel relationships.

Aggregation

When a construct’s level of theory is at the unit level, but the level of mea-
surement is at a lower level, one must somehow aggregate the lower-level 
responses to create the higher-level measure. Depending on the form 
of emergence, different forms of aggregation are appropriate (see Chan, 
1998a; Kozlowski & Klein, 2000): within-unit mean, within-unit standard 
deviation, best/worst performing group member, and so on. When com-
position models are proposed and the unit-level mean is used to sum-
marize within-unit responses, it is important to statistically evaluate the 
adequacy of such aggregation. No such aggregation is necessary for com-
pilation models because the unit-level construct is distinct from the lower-
level construct.

Bliese (2000, 2002) has written several very readable summaries of these 
issues. First, the intraclass correlation 1 (ICC(1)) is used to estimate the 
amount of nonindependence in the data (stated simply, how strongly clus-
tered individuals are within units). Larger ICC(1) values indicate a greater 
degree of nonindependence, which means there is more sharedness or 
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similarity among group members. If the theory of emergence argues for 
such sharedness (as in composition models), demonstrating sufficient 
ICC(1) values is important. Let me note here that these values need not be 
large to be important. Bliese (2000) indicated he rarely sees ICC(1) values 
greater than .30 in the military, and in numerous organizational datasets 
I have rarely seen them greater than .10 to .15. It is much more common 
to find them around .03 to .10, even with strong theory and obvious con-
textual influences. Therefore, even small ICC(1) values can be practically 
important, and the magnitude of the ICC(1) should be interpreted in terms 
of theory and nature of the data and methods (e.g., field vs. laboratory 
research). Second, ICC(2) values represent the reliability of the unit-level 
mean, which is critical for finding unit-level relationships. Finally, one can 
evaluate within-group agreement using rwg, which is a measure of agree-
ment that is estimated by comparing an observed distribution to some 
alternative distribution (James, Demaree, & Wolf, 1984). Typical cutoff val-
ues for ICC(2) and rwg are .70, but again, interpret them as appropriate to 
the study and not in a blind manner. What is most important is describing 
the underlying theory of emergence, and there are excellent sources for 
guiding such theory (Chan, 1998a; Kozlowski & Klein, 2000).

Multilevel Modeling

When the data exist in a nested, hierarchical manner, it is not uncom-
mon to find the within-unit observations are nonindependent, the classic 
villain in organizational research. Nonindependence essentially reduces 
the size of the standard errors and inflates Type I error. But there is more 
to the story than simply affecting significance tests. Ignoring multilevel 
structures may result in over- or underestimating effect sizes, reaching 
the wrong conclusions, and misattributing the importance of a construct’s 
level of theory (Bliese & Hanges, 2004). Thus, when studying multilevel 
relationships, it is important to model the nonindependence to obtain 
accurate tests. There are a variety of multilevel relationships that one may 
choose to study, but here I will focus on two general classes of models 
(cross-level and homologous).

Cross-Level Models

The first is when there is a cross-level relationship between a predictor 
(or set of predictors) and a criterion. The predictors may exist at the same 
level and the level above the dependent variable. Figure 2.6a illustrates 
one such example, showing how the group’s goal and the individual’s 
goal may influence individual effort. It is well known that individuals 
will exert more effort when they set higher goals (arrow 3), but they may 
also exert more effort when the group sets higher goals (arrow 2). Further, 
the group goal and the individual goal may interact, meaning that the 

RT7451X.indb   44 5/28/08   12:43:22 PM



The	Measurement	and	Analysis	of	Motivation	 ��

slope or relationship between individual goals and effort is affected by 
the group’s goal (arrow 1).

The most straightforward method for addressing cross-level questions 
is random coefficient modeling (RCM). Note RCM is often referred to as 
HLM; I prefer the RCM label because it is the term used more commonly 
by statisticians, and to keep it distinct from the HLM software. RCM 
builds off the GLM to model instances where there is nonindependence 
in the data. This can be seen by the model shown in matrix notation:

 Y = Xβ + Gγ + ε (2.7)

The X matrix and Y, β, and ε vectors are defined as in the GLM. The 
major addition is the inclusion of unit-level data, with the G matrix con-
taining group information (nominal codes or continuous variables), and 
the γ vector containing weights (deviations) for the group data. Conceptu-
ally, the RCM is just a series of GLM equations that are run simultaneously. 
Thus, one way to think of RCM in a conceptual manner is to consider it a 
combination of regression and ANOVA. This may be more obvious when 

(a)  Cross-Level Model 

(b) Homologous Mode 

Individual Goal Individual
Effort 

Group Goal 

Individual Goal Individual
Effort 

Group Goal Group Effort 

(1) (2)

(3)

Figure 2.6
Examples of multilevel models.
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the model is shown in scalar notation, and using the two-level equation 
system described by Raudenbush and Bryk (2002):

 Level 1: Yij = β0j + β1j (Xij) + εij (2.8)

 Level 2: β0j = γ00 + γ01 (Gj) + u0j (2.9)

 Level 2: β1j = γ10 + γ11 (Gj) + u1j (2.10)

The Level 1 portion of the model looks like the familiar regression model, 
and it should because all relationships are within a single level. The Level 
1 equation (Equation 2.8) is shown graphically in Figure 2.6a, arrow 3. Yij 
is the individual’s effort, β1j is the relationship between individual goals 
and individual effort, and εij is the residual. However, there are two Level 
2 models. Equation 2.9 models mean differences in effort that are affected 
by the group’s goal (Figure 2.6a, arrow 2). Gamma (γ01) is the relation-
ship between the group’s goal and average effort, and u0j is the unit-level 
residual for the intercept (i.e., the deviation of each group’s intercept from 
the overall intercept or mean). Equation 2.10 models the moderating effect 
of the group goal on the individual goal–individual effort relationship 
(Figure 2.6a, arrow 1). Stated differently, it estimates the extent to which 
there are slope differences across groups. Gamma (γ11) estimates the effect 
of the moderator, and u1j is the unit-level residual for the slopes (i.e., how 
much each group’s slope differs from the average slope).

If the GLM is sexy, then the RCM is downright gorgeous because it can 
handle even more data situations than the GLM. It is not restricted to situ-
ations where the residuals are independent or have a constant variance. It 
can accommodate as many levels as sensible, and include multiple predic-
tors at each level. However, although the basic equation for the model is 
simple, the mechanics behind RCM are not. It is a sophisticated technique 
and carries with it a lot of baggage for users to consider (e.g., centering 
issues, estimation methods, assumptions). It is also primarily useful for 
understanding contextual influences (top-down effects on lower-level 
observations). That said, RCM offers many benefits for better testing con-
textual and multilevel motivation theories. For example, one could model 
the effects of leadership or groups on individual motivation both directly 
and as a moderator of individual-level constructs. An example of such a 
model was illustrated by Hofmann, Morgeson, and Gerras (2003), who 
modeled the effects of safety climate on citizenship performance. Bliese 
(2002), Hofmann (1997; Hofmann, Griffin, & Gavin, 2000), Cohen, Cohen, 
West, and Aiken (2003), and Raudenbush and Bryk (2002) all provide 
excellent, readable descriptions of RCM.
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Homologous Models

The second major type of multilevel model involves homologous models 
where the same relationships are expected to exist at multiple levels simul-
taneously. Such a model is illustrated in Figure 2.6b, which shows how 
both individual and group goals are expected to respectively influence 
individual and group effort. The key issue here is establishing whether 
the relationships are truly similar or different, and estimating the magni-
tude of any such differences. An example of such a study is DeShon et al. 
(2004), who examined both team- and self-regulatory processes and their 
influence on team and individual performance, respectively.

There are a number of issues that are unique to homologous models, 
but research by Chen, Mathieu, and Bliese (2004) and Chen, Bliese, and 
Mathieu (2005) has greatly clarified these issues (see also Bliese, 2000). 
In particular, Chen et al. (2005) lay out a framework and procedure for 
testing homologous models, depending on the type of similarity likely to 
be present in the relationships across levels. The statistical method pro-
posed by Chen and colleagues is a combination of RCM (for estimating 
the lower-level effect sizes) and ordinary least squares regression (for esti-
mating the higher-level effect sizes). Multilevel structural equation mod-
els can also model such data (Dyer, Hanges, & Hall, 2005), although they 
obviously require familiarity with latent variable modeling (discussed in 
a later section).

Regardless of the statistical method chosen, having methods available 
to test homologous models represents a major advancement in multilevel 
research. There are many scholarly domains where such homologous 
models are of interest, and this interest may be most obvious to motiva-
tion researchers. For example, theories of self-regulation (e.g., DeShon et 
al., 2004), simultaneous consideration of individual and team motivation 
(e.g., Chen & Kanfer, 2006), and multilevel theories of leadership and effi-
cacy (Chen & Bliese, 2002) all require the existence of such models.

longitudinal Methods

One of the pillars of motivation is persistence, and any serious consider-
ation of persistence requires longitudinal methods. Interestingly, the issue 
of nonindependence found with multilevel models is conceptually identi-
cal for longitudinal models. The difference is only that with longitudinal 
models, the nonindependence is among an individual’s repeated observa-
tions, as opposed to several members from the same unit. However, there 
are some unique features of longitudinal designs that bear special con-
sideration, including the timing and spacing of measurements, unequal 
measurement occasions for all individuals, and missing data. I start with 
the simple repeated measures GLM, followed by trend analysis and then 
growth models.
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Repeated measures can be modeled in a straightforward manner within 
the GLM (usually from an ANOVA framework; Kirk, 1995). As you might 
expect, it is the requirements on the residual (error) structure that make 
the application of the GLM to repeated measures designs somewhat more 
complicated. In particular, for the statistical tests associated with GLM 
parameters to be unbiased, the residuals must conform to what is known as 
sphericity. This is a somewhat abstract concept, but at a most general level 
means that pairs of treatment levels have identical variances (see Kirk, 1995, 
for more detailed descriptions and what to do if sphericity is violated).

Repeated measures GLM simply tells us whether there are mean dif-
ferences across time. Frequently, we have better theory to argue for a 
particular type of change to occur over time (e.g., linearly increasing or 
decreasing, quadratic). Here we can use a procedure known as trend analy-
sis. In trend analysis, one uses the values from polynomials or orthogonal 
polynomials in the X matrix shown in Equation 2.4, rather than treatment 
conditions. An example of how one might set up the X matrix to model 
linear and quadratic change over four time periods using polynomials is 
shown in Equation 2.11. The first column represents the intercept, the sec-
ond column represents linear change (Time), and the third column repre-
sents quadratic change (Time2).

  

X=























1

1

1

1

0

1

2

3

0

1

4

9
 (2.11)

Consequently, the parameters in the β vector will represent the magni-
tude of the trend, and significance tests evaluate whether the trend com-
ponent is significantly different from zero. In this example, there are two 
change parameters, one for linear change and one for quadratic change. 
The benefit of trend analysis is that one can test specific forms of change. 
This is a more theoretically interesting test than simply noting there are 
group mean changes over time; it specifies the form of these group mean 
changes.

Growth Curve Models

The logical generalization of trend analysis in the GLM is the RCM growth 
curve model. Fortunately, if you understand trend analysis and RCM from 
the prior sections, you already understand the gist of RCM growth curve 
modeling. The reason is because growth curve models are simply a differ-
ent kind of multilevel model: The repeated observations are nested within 
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a person (or store, company, etc.); hence, the repeated observations within 
a person are Level 1 and the differences between people are Level 2. In 
longitudinal research, Level 1 refers to intraindividual change and Level 
2 represents individual differences in intraindividual change.

RCM growth curve models are similar to trend analysis in the GLM 
such that one specifies the form of change likely to take place. Using dif-
ferent kinds of polynomials or orthogonal polynomials will specify dif-
ferent change functions (e.g., linear, quadratic, cubic). Note that in these 
models, the intercept refers to the point at which time is equal to zero 
(so if time = 0 represents the first time period, it is often called initial 
status). Depending on the way time is parameterized, the intercept will 
take on different interpretations (e.g., it could be placed at the end of the 
time period under investigation). Just like in GLM trend analysis, the cor-
responding regression weights will represent the effect size of the trend 
component, and the significance test will evaluate whether the effect is 
different from zero. If one only models the data with fixed effects, the 
RCM growth model is nearly identical to the repeated measures GLM 
with trend analysis. However, as implied in Equations 2.8 to 2.10, these 
change or growth parameters can also be specified as random effects, and 
hence become the target for individual difference predictors. For example, 
suppose one models change in effort over time via a quadratic (curvilin-
ear) function. The GLM trend analysis would only identify the average 
form of change over time. RCM growth models would estimate this same 
information, but also the extent to which individuals exhibited trends that 
deviate from this average curve. Further, these individual differences in 
intraindividual change can be modeled in Level 2 equations, and hence 
individual difference predictors (e.g., level of self-set goal) can be used 
to explain such differences. Such a model helps illuminate why different 
people change in different ways.

Beyond an ability to examine individual differences in change, and pre-
dictors of such individual differences, growth modeling within the RCM 
offers some clear benefits over the GLM. First, RCM can handle missing 
data without much difficulty, so long as the data can be assumed to be 
missing at random. Second, violations of the residual structure are eas-
ily incorporated. This means autoregressive errors, correlated residuals, 
heterogeneous error variances, and so on, can all be modeled without dif-
ficulty. Third, there is no need for equal measurement occasions, or even 
that all individuals are assessed at the same occasion. There are several 
relatively nontechnical introductions to RCM growth curve modeling 
(Bliese & Ployhart, 2002; Ployhart, Holtz, & Bliese, 2002), and more detailed 
treatments can be found in Raudenbush and Bryk (2002). Bliese and Ploy-
hart (2002) also provide a model testing sequence to build multilevel RCM 
growth models. RCM growth models have actually been used somewhat 
frequently in organizational research. For example, Ilies and Judge (2002) 
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used RCM growth models to model the dynamic relationship among job 
satisfaction, mood, and personality longitudinally.

What is very important to realize in growth modeling is that the key 
dependent variables of interest are the growth parameters, because they 
capture and summarize the nature of change. Consequently, researchers 
must be careful to specify the growth model so it is consistent with the 
underlying theory. Better specification of RCM growth models is likely 
to offer stronger tests of various motivation theories. For example, theo-
ries of self-regulation imply a dynamic process that unfolds over time. 
The assessment of persistence requires consideration of time. Studies of 
adaptability are perhaps better construed in terms of growth models. In 
all such studies, specify the form of change.

Structural equation Modeling (SeM)

I have saved discussion of structural equation modeling (SEM) until the 
end because this is a very unique and flexible model, capable of model-
ing most of the concepts we have talked about so far with CFA, GLM, 
and RCM, as well as an ability to model several additional situations. It is 
capable of simultaneously addressing measurement and statistical ques-
tions and, as noted with CFA, modeling different forms of measurement 
error. But I think the most important benefit of SEM is an ability to test 
models with multiple independent, mediator, and dependent variables. 
Hence, it is possible to better test the kinds of multiple mediator models so 
common in modern motivation theory. For example, models of group per-
formance specify variations of an input-process-output model, with mul-
tiple variables at each part (Marks, Mathieu, & Zaccaro, 2001). The classic 
theory of reasoned action (Fishbein & Ajzen, 1975) is another example of 
such mediated models, where attitudes and subjective norms influence 
intentions, which in turn influence behavior. Goal setting offers a final 
example, where the setting of goals is hypothesized to lead to develop-
ment of strategies, attention, effort, and persistence, which in turn impact 
performance (Locke & Latham, 1990). SEM is not a model for all situa-
tions, and it is often overkill for many research questions, but when war-
ranted, it is an extremely powerful approach. When discussing SEM, I use 
the LISREL notation simply because it is probably the most widely used 
software package.

SEM has three general models: two measurement models and one 
structural model. We have already seen the measurement model when 
discussing CFA. There are two measurement models, one for indepen-
dent (exogenous) variables and one for dependent (endogenous) variables. 
I only showed the measurement model for independent variables when 
describing CFA, but the model is the same for the dependent variables as 
shown in Equation 2.12:
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 Y = Λη + ε (2.12)

Typically, the measurement error associated with item content is modeled 
and removed in the two measurement models, leaving the structural model 
to examine relationships among latent constructs. This model is shown in 
Equation 2.13. In this model, eta (η) is a vector of dependent (endogenous) 
constructs, gamma (Γ) is a matrix of regression-type weights linking the 
latent exogenous constructs with the latent endogenous constructs, ksi (ξ) 
represents the latent exogenous constructs, beta (Β) represents a matrix of 
regression-type weights linking the various latent endogenous constructs, 
eta (η) is a vector of the latent endogenous constructs, and zeta (ζ) repre-
sents a vector of latent residuals (known as disturbance terms). If there is 
only a single dependent (endogenous) construct, the Βη term disappears 
and the model is basically a latent variable version of the GLM (i.e., η = Γξ 
+ ζ). Thus, SEM is conceptually just a latent variable extension of the GLM 
that also models multiple dependent variables.

 η = Γξ + Βη + ζ (2.13)

The notation described in the section on CFA still holds. Hence, it is pos-
sible to graphically illustrate the SEM model in accordance with the formu-
las. To illustrate this, I borrow from some of the self-regulatory processes 
DeShon et al. (2004) examined at the individual level. Figure 2.7 shows this 
basic model (note that I do not show all constructs or items to keep the fig-
ure manageable). As can be seen, the model contains multiple mediators, 
and indirect and direct relationships. Also, notice that the structural rela-

Mastery
G.O.

Perform
G.O.

Goals

Self-
Efficacy

Strategy

Self-
Focused
Effort 

Perform-
ance

Figure 2.7
Example structural equation modeling linking self-regulatory processes. Four items mea-
sure each latent construct simply for convenience. Uniquenesses and disturbance terms are 
not shown. G.O. = goal orientation.
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tionships occur between latent constructs; thus, only the shared variance 
among a set of items is “passed” on to the latent construct. If one did not 
model the measurement part of the model, but simply used the manifest 
scale scores, this model would reduce to the familiar path analysis.

Figure 2.7 illustrates both the flexibility and the danger in using SEM. 
It illustrates the flexibility because one can model numerous mediators 
and exogenous and endogenous variables. In this sense, it represents a 
methodology actually capable of directly testing process theories (e.g., 
theories of team performance, goal setting). Notably, it can also test and 
show how distal determinants of motivation influence proximal deter-
minants (Kanfer, 1990). But Figure 2.7 also illustrates a danger in using 
SEM—building very complex models. One important goal for model 
development should be to test the theory as it was specified, but another 
important goal is model parsimony. With SEM, it is easy to keep adding 
paths to the model until one achieves good fit, and our theories are usually 
vague enough that it is easy to develop post hoc explanations for why the 
path should be there. The end result is a model that is very complicated 
(much worse than that shown in Figure 2.7), with nearly all the paths esti-
mated. The model fits well but is not parsimonious. I think this comes 
from too much emphasis on model fit as being a prerequisite for publica-
tion. If the model tests the theory, and the model fits poorly, then bad fit 
tells us something about the theory (assuming an appropriate design). It 
comes as no surprise that adding paths usually increases model fit, but 
it is also no surprise that the world is a complex place, so what have we 
accomplished? Our theories and models should simplify this complexity.

As you might imagine, there are many extensions to the basic SEM. One can 
model the relationships (such as those in Figure 2.7) across multiple groups. 
One may model growth curves in a procedure called latent growth modeling 
(Chan, 1998b), based on the same logic as that described in the RCM section. 
However, latent growth modeling can model situations not easily done in 
RCM. For example, one may model a change process such that changes in an 
exogenous variable predict changes in multiple mediators, which in turn pre-
dict changes in multiple endogenous variables. Finally, one may test homolo-
gous models, similar to that mentioned earlier and shown in Figure 2.6b.

Other Models

There are numerous other models that are applicable to motivation research, 
but tend to be more useful for specific situations. For example, there are 
generalized linear models that build from the GLM, but add additional 
parameters to model instances where the dependent variable is not normal 
or continuous (e.g., logistic regression is but one simple form of these mod-
els) (see Harrison, 2002). There are also models that analyze response sur-
faces that are useful when studying fit and congruence (Edwards, 2002).
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Implications for Future Motivation Research

Thus far we have taken a view of methods and statistics from about 30,000 
feet. Let us now dive in for a closer look at implications for a few interest-
ing examples.

implications for better Measurement

There is growing convergence among motivation scholars for the impor-
tance of going back to implicit (subconscious) processes. For example, 
Locke and Latham (2004) suggest this is one of the major directions for the 
next wave of motivation research. Kehr (2004) similarly develops a model 
integrating implicit motives with explicit motives and perceived abilities. 
The work of James and Mazerolle (2002) on conditional reasoning repre-
sents yet another approach. Although one could argue motivation research 
has always had a focus on implicit processes (e.g., McClelland’s research), 
the “Achilles’ heel” of this prior implicit motivation research has been the 
measures used to test the theory. Indeed, despite differences in approach, 
Locke and Latham (2004), Kehr (2004), and James and Mazerolle (2002) are 
in complete agreement on the necessity to develop sound measures of the 
implicit processes. The measurement methods reviewed in this chapter 
can aid in such research.

For example, methods developed in cognitive and social psychology, 
such as those used for the Implicit Attitudes Test, should be well suited 
to measure implicit motives and subconscious tendencies. To illustrate, 
one could develop an implicit measure of achievement motive by pair-
ing various achievement and nonachievement pictures and scenarios 
with evaluative descriptors such as “(un)desirable,” “enjoyable,” “dis-
couraging,” “good/bad,” and so on. Response latencies for participants’ 
pairings of the evaluative terms with the achievement-related scenarios 
would comprise the responses necessary to infer implicit achievement 
motives. Of course, demonstrating the construct validity of such a mea-
sure would be challenging because implicit measures frequently show 
low correlations with explicit measures. Therefore, some clever experi-
mental research (similar to “known groups” validation) is likely to be 
necessary to test inferences of construct validity for the implicit mea-
sure (see Locke & Latham, 2004, for a similar suggestion). Wouldn’t it be 
interesting to see a new motivation measure developed using a series of 
experimental studies, rather than the typical “large-scale survey with 
CFA” approach?

However, the fact remains that most key motivation constructs are 
assessed with explicit measures and likely will be for a long time. The 
CFA and IRT methods we discussed earlier are still quite helpful for 
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improving these measures and hence testing motivation theories. For 
example, we have a number of constructs that appear very similar in 
terms of content (e.g., adaptability, flexibility, openness to experience, 
proactive personality, rigidity). Locke and Latham (2004, pp. 400–401) 
bemoaned this fact in their agenda for future research, going so far as 
speculating: “A good project for someone would be to develop a glos-
sary of valid definitions of motivational concepts.” CFA could help 
test this glossary by taking a series of similar motivation measures 
and comparing models designed to test convergent and discriminant 
validity. For example, one could assess the many concepts surrounding 
adaptability and determine whether all are comprised of a common fac-
tor, or whether there are unique subfactors within this general concept. 
I bet many of the “subtleties” we find in motivation theories are really 
artifacts of the measures we use and the validity/reliability of those 
measures.

Finally, I am sure somebody has probably done this, but I would be 
delighted to see IRT used to not only improve a motivation measure, but 
also shorten it. Research-based measures are often too long to be of practi-
cal use (even a 50-item personality measure of the FFM is too long). The 
more items we need to measure a single construct, the fewer constructs 
we will be able to measure. Development of short, five-item scales will 
allow us to test more complete theories and probably increase the chances 
of the research being conducted in the first place. IRT is uniquely suited 
for this task.

implications for longitudinal research

Moving motivational scholarship into the longitudinal realm offers many 
exciting possibilities. Frankly, for most real-world problems, who cares 
about motivation at a single point in time? We care about the manifes-
tation of motivation in some sustained way. Such a perspective sum-
marizes an interesting exchange between Vancouver, Thompson, and 
Williams (2001) and Bandura and Locke (2003). At issue was whether the 
relationships among self-efficacy, personal goals, and performance were 
positive (as typically found) or more variable (and even negative). Van-
couver et al. (2001) made several important observations on the state of 
the self-efficacy and goal-setting literature, taking particular issue with 
inferring causality from the abundant cross-sectional design dominating 
most research. By implementing some novel longitudinal methods, they 
showed the relationships may be negative when analyzed longitudinally 
but positive when analyzed cross-sectionally. Bandura and Locke (2003) 
presented several counterperspectives, including a discussion of research 
methodologies. Here again we see that methods and analysis become the 
pillars (or perhaps in this instance the swords) upon which we support 
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(dissect) motivation theories. But rather than a narrative critique, it would 
be interesting to see the Bandura and Locke (2003) position tested empiri-
cally using longitudinal methods. In the real world, goals are not set inde-
pendent of other goals and priorities, and all goals differ in their scope 
and time span (Locke & Latham, 2004). Using event-sampling methods 
such as those of Ilies and Judge (2002), one could measure self-efficacy 
and goals in the real world longitudinally and provide a more direct test 
of the points raised by Vancouver and colleagues. It is just a hunch, but I 
suspect many of our current motivational “truisms” are likely to be more 
conditional when examined from a longitudinal perspective.

An even more compelling reason to adopt the longitudinal perspec-
tive is offered by Kanfer and Ackerman (2004). They present an aging 
and adult development view that links motivation to developmental 
changes in ability gain and loss. Such a perspective breaks new theoreti-
cal ground, but also serves a very practical need because the workforce in 
many countries is aging rapidly. Importantly, the majority of their propo-
sitions require innovative longitudinal methods, and the simple repeated 
measures GLM is unlikely to fully test the richness of their predictions. 
Rather, testing their propositions will require using multiple gain/loss 
growth curves to be modeled simultaneously. RCM growth curve models 
using time-varying predictors may be helpful, but it is quite likely that 
cross-domain latent growth curve models in SEM will be required. For 
example, one could specifically test whether decline in fluid intelligence 
leads to increases in effort that maintains performance, or whether it is 
gains in crystallized intelligence that lead to gains in performance. These 
changes are unlikely to be linear, so researchers will need to give careful 
thought to the variety of growth curves and functions to truly model the 
processes appropriately.

implications for Multilevel research

Adopting the multilevel perspective similarly illuminates many questions 
not previously considered. Take the classic person × situation framework. 
As Locke and Latham (2004, p. 395) noted, “There is no such thing as action 
in general; every action is task and situationally specific.” Multilevel mod-
els currently present an important means for testing such speculations. 
For example, persons are nested within situations, and the correct model 
will be the RCM with situational features existing at Level 2. Therefore, 
studies examining trait × situation interactions, or person × leader interac-
tions, are better served through the use of RCM models. These interactions 
are essentially cross-level moderators. But the RCM can do more; it can 
also test whether the higher-level construct (e.g., situations, leadership) 
exerts a direct effect on the dependent variable of interest. In this manner 
one can assess not only the interactive effects of persons and situations, 
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but also their direct effects on individual outcomes and between-unit dif-
ferences in those outcomes. Thus, the RCM approach would allow many 
direct and important tests of cross-level motivational models.

Such multilevel models are necessary to test the new wave of contex-
tualized motivation theories. For example, Chen and Kanfer (2006) pres-
ent an integrated model of team and individual motivation. Many of the 
key propositions in this model must be tested through RCM (e.g., team 
motivational states influencing individual goal generation). Other parts 
of the model, such as testing similar paths at different levels, will require 
homologous models. It is just a hunch, but multilevel modeling may find 
we have overestimated the effects of individual differences on motivation, 
yet underestimated the effects of individuals on situations.

Conclusion

Theory, methods, and statistics comprise the pillars of contemporary moti-
vation research. I have discussed topics specific to each, but let us step back 
and see how it all fits together. Table 2.1 remains useful for this purpose, 
and its full implications are perhaps only now realized. Different dimen-
sions of motivation theory necessitate different methods, and together 
necessitate different statistical analyses. The venerable GLM is still quite 
useful for testing many questions, but as the theoretical questions become 
multilevel and longitudinal, the need to adopt more advanced methods 
becomes one of necessity rather than fashion. With that said, I will con-
clude with a few final observations.

This one can not be stressed enough: Evaluate the construct valid-
ity and reliability of your measures, and ensure they are consistent 
with the theoretical and operational definition of the construct. 
Many of us are guilty of using measures by convenience, but 
our theories will be imprecise and poorly tested if we use bad 
measures.

Use the least complicated statistic for the question, but use the 
appropriate statistic. Advanced statistics will rarely uncover some 
“secret truth” not reasonably estimated from simpler statistics. 
For example, using CFA to evaluate the adequacy of a five-item 
measure is overkill. One could already predict the results of this 
CFA from much simpler CTT analyses. Usually, if the effect is of 
any practical consequence, it will be found even when using the 
wrong statistic.

•

•
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The variety of statistical options can be bewildering, but remember 
that advanced statistics tend to be extensions of simpler statistics. 
A solid understanding of the GLM and CTT will go a surprisingly 
long way toward understanding these more advanced methods.
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Overview

We begin with this premise: the behavioral life of an individual is 
a continual stream of thought and action, characterized by change 
from one activity to another, from birth until death. (Atkinson & 
Birch, 1978, p. 143)

In this chapter, we discuss the criterion measures that are assumed to 
reflect motivated states of individuals. What behaviors do individuals 
enact and what other responses do they make that can be used as crite-
ria and assumed to reflect motivational processes and related states of 
individuals? There has been a certain amount of casualness in terms of 
the specific measures investigators have used as criteria in many studies. 
This casualness has perhaps been a result of a lack of theoretical guid-
ance about criteria: a theory of criteria may be as important as a theory 
of motivation if we are to make significant progress in our motivational 
research.

We adopt a general framework in this chapter that assumes individu-
als enact a stream of discrete behaviors, each of which is enacted for 
varying lengths of time that may range from less than a minute to per-
haps an hour or more. We would expect, however, that the distribution 
of the durations of many behaviors (including on-task work behaviors) 
emitted by individuals will be strongly positively skewed, with most 
discrete behaviors lasting short periods. The discrete behaviors that 
make up the behavior streams are important in their own right and 
have additional importance because they are dynamically (and recip-
rocally) linked, often with causal implications, with antecedent condi-
tions, other synchronous behaviors, subsequent cognitive and affective 
states, and still other behaviors. Researchers have traditionally stud-
ied motivation by means of cross-sectional slices or static snapshots of 
ongoing organizational/individual interactions. We argue in this chap-
ter that static snapshots of ongoing processes were useful in the early 
stages of our studies of motivation. They may still be informative but, 
when combined uncritically into longitudinal studies, are also poten-
tially misleading in terms of the information they provide about the 
vital dynamic processes underlying motivation. Toward the end of the 
chapter, we present several recommendations for motivation research 
in the areas of goal setting, goal orientation, expectancy, and organi-
zational justice. Because this is a chapter on criteria as applied to moti-
vation, rather than a chapter on motivation per se, we discuss these 
specific content theories of motivation only to the extent of their impli-
cations for criteria.
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Dynamic Products of the Motivational Process

The criterion, if properly understood, could give us further insights 
into the effect of the independent variable, and perhaps even help 
identify some of the intervening variables. (Weitz, 1961, p. 231)

Weitz’s article spoke directly to the casualness with which psychologists 
in general, and I/O psychologists specifically, chose their criterion mea-
sures. In this chapter we follow his lead and apply some of his insights to 
the issue of criteria for motivation in general.

Our assumptions

As a prelude to this chapter, we need to state our general assumptions 
about work, activity, and motivations. They are as follows:

 1. Activity of one form or another is the normal state of an individual 
(Atkinson & Birch, 1978; Naylor, Pritchard, & Ilgen, 1980). We do 
not need to be concerned about theories that account for activity 
versus no activity. Our concerns should be about the directions 
and persistence of the ongoing activities of individuals.

 2. Models and theories of motivated behaviors need to account for 
intraindividual variance in addition to the traditional focus on 
interindividual variance in directions and durations of these 
behaviors and their accompanying affective reactions. Behav-
iors and other responses selected as criteria should be capable 
of reflecting both within- and between-person variance so that 
the relative importance of these two sources of variance can be 
evaluated.

 3. Variance in amplitude or intensity of behaviors is unlikely to 
contribute greatly to the overall understanding of the dynamics 
of motivated behaviors. Individuals who perform at higher lev-
els than others on a work task are likely to do so because they 
possess greater (static) ability at the time they enact the behavior, 
or because they assign more time to the task or actually spend a 
greater proportion of the assigned time on the task.

   In the late 1970s, a series of papers by James Terborg (Terborg, 
1976, 1977; Terborg & Miller, 1978), involving the dynamic obser-
vation of subjects performing work simulations, illustrated the 
importance of attention to the primary task, that is, the percent-
age of the available time interval that people spent working on the 
task material. In Terborg’s studies, the available time interval was 
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fixed ahead of time by the researcher. However, one could readily 
consider situations wherein people themselves allocate a larger or 
smaller time interval to the task (as in the “free time” studies of 
intrinsic motivation), and then spend a higher or lower percent-
age of the time within that interval actually engaging in on-task 
behavior (Naylor et al., 1980). Both these are components of the 
duration of on-task behavior.

   Consider, now, two more points. First, individuals have lim-
ited capacity to display multiple behaviors simultaneously—mul-
titasking anecdotes notwithstanding (Beal, Weiss, Barros, & 
MacDermid, 2005; though see Wickens, 2002, for a more complex 
view). It therefore appears reasonable to expect that an individual 
engaging in off-task behavior cannot simultaneously engage in 
on-task behavior, though rapid switching between on-task and 
off-task behavior may be possible (albeit inefficient). Second, ipso 
facto, an enacted behavior must have an amplitude greater than 
zero. If the amplitude is zero, there is no behavior.

   Beyond this minimum required amplitude, for most behaviors 
a restricted range of amplitudes will typically be displayed—espe-
cially within a person, within a given time interval (Naylor et al., 
1980). On any given day, a person concentrating solely on typing 
(as opposed to, say, switching rapidly between typing and think-
ing) is unlikely to demonstrate much variability in either typing 
speed or the force with which he or she strikes the keys. In any 
given match, a tournament-level tennis player is unlikely to hit 
the same type of groundstroke much harder on some occasions 
than on others. If amplitude or intensity is defined as a dimen-
sion independent of duration, the conclusion must therefore be 
that the range of displayed amplitude is typically not large. Given 
that some portion of even the typically observed amplitude range 
is due to factors beyond the person’s control (fatigue, illness, 
the weather, other important tasks requiring attention, etc.), the 
amplitude range due to volitional causes—which are of primary 
interest to motivation researchers—is likely to be small indeed 
(Naylor et al., 1980).

   Thus, the duration of a behavior—that is, the number of time 
units for which a behavior is enacted—provides a good approxi-
mation of the total amount of attention or energy devoted to the 
task. The options to vary duration spent on a task are nearly end-
less. One can increase or decrease the proportion of the time inter-
val during which the behavior in question, rather than another 
behavior, is enacted. Alternatively, one can increase or decrease 
the time interval itself. Knowing the duration across which, as 
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opposed to the amplitude with which, a behavior was enacted 
provides the important variance in motivated behaviors.

 4. Work and nonwork are fuzzy, rather than crisp, sets, making dis-
tinctions among work and nonwork activities probabilistic rather 
than binary, 0/1, choices. It is likely that if we separate the tasks 
from the context, the distinctions that remain between work and 
nonwork behaviors will be trivial. Moreover, behaviors in the 
work setting account for much of the important activity to be 
explained by any theory of motivation, whether general or work 
oriented. After subtracting time spent working, commuting to 
and from work, sleeping, eating, and other rote and routine activ-
ities, the remaining time for motivated activities is not so large 
that a theory of motivational processes at work cannot serve as 
a good approximation of a theory of motivational processes in 
life as a whole. We thus make no distinctions between theories of 
work motivation and theories of motivation in general.

a Focus on Dynamic Multidimensionality

Most of the chapters in this book address issues of situational and indi-
vidual dispositional sources of motivation and their effectiveness. This 
chapter, however, is concerned with a somewhat different set of issues. 
One of these issues is: What are the behaviors that motivated people enact 
and what are the many manifestations of their responses? These manifes-
tations are not limited to directly observable behaviors but also include 
cognitive/evaluative responses (such as job attitudes) and emotional 
responses (such as moods and other affective responses). Individuals are 
motivated to do something most of the time (Atkinson & Birch, 1978). 
Even the couch potato is rarely completely inert: he or she is typically 
doing something while on the couch—chugging beer, watching a favorite 
football team lose its nth game, pointedly ignoring his or her spouse’s 
exasperated demands for more productive activity in the yard or house, 
and so on. Moreover, “couch potatoism” is both a state and a trait (the lat-
ter because the state may last longer, and be entered more frequently, for 
some people than for others).

As noted above, rather than the binary states of activity versus inactiv-
ity, we are interested in the directions individuals’ efforts take. We are 
also interested in another fundamental issue: the extent of people’s atten-
tion to tasks. Thus, we are concerned not only with what people decide 
to do, but also for how long and for what proportion of the given time 
interval they decide to do it. These two aspects correspond to the distinc-
tion between “choice” and “judgment” decision types, respectively (see 
Billings & Scherer, 1988; Bonaccio & Dalal, 2006; Gigone & Hastie, 1997; 
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Hinsz, 1999; also see Kanfer & Heggestad, 1999, for a discussion of this 
issue specifically with regard to motivation research). Given this orienta-
tion, how do we conceptualize motivational criteria so they reflect what 
individuals are motivated to accomplish? How should these motivational 
criteria be measured? What implications might the extant approaches to 
motivational criteria have for our findings vis-à-vis the effectiveness of 
various sources of motivation (as detailed by motivational theories and 
technologies)?

It is important to specify what we mean by the term criterion, because 
even slightly different definitions or emphases could lead to various 
interpretations that differ from what we intend by the term. We concep-
tualize motivational criteria as the products of a motivational process. 
That is, we focus on the behaviors (often performance, achievements, or 
choices), behavioral intentions, expressed preferences, or efforts that are 
usually considered outcomes or end products of motivation (Mitchell & 
Daniels, 2003; Naylor et al., 1980; Ryan, 1970; Van Eerde & Thierry, 1996).1 
Our focus also includes the many affective and cognitive responses 
that accompany the stream of behaviors for which motivation theories 
attempt to account; these responses, made and assessed at an arbitrary 
time t, are important for what they tell us about earlier motivations at 
time t, t – 1, t – 2, …, t – j, but, equally important, for what they tell us 
about other responses that are likely to be made at later times t + 1, t + 
2, …, t + k. The ongoing streams of responses are likely to be dynami-
cally linked both within and between individuals; what an individual 
does at time t influences what he or she will do at time t + k, and is 
likely to influence what other individuals who are members of the same 
workgroup or department do at time t + k. Glomb et al. (1997) have dem-
onstrated, for example, that harassing behaviors, by one member of a 
group and directed toward a second member, are ambient in the sense 
that they influence the attitudes of other group members who are not 
directly involved as either actors or targets. These attitudes are likely 
to be related to future behaviors. In computational models of organi-
zational withdrawal behaviors, Hanisch, Hulin, and Seitz (2001; Seitz, 
Hulin, & Hanisch, 2000) included ambient turnover within an orga-
nization, independent of the average level of job attitudes within the 
organization, as a factor in their computational model of organizational 
withdrawal behaviors across time.

Focusing on one segment of the response space while ignoring others, 
or assuming similar structures of behaviors studied within rather than 
among individuals, generates an incomplete picture of motivation and 
means that we cannot attend to the feedback and feedacross effects of one 
set of responses onto other, contemporaneous and future, responses.

In a complex system, such as that represented by the behavior of an indi-
vidual within an organization, construct Y may be predicted by construct 
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X, but it may in turn predict another construct, Z. Thus, for example, the 
manipulation of motivation-theory-specific independent variables (such 
as levels of goals and financial incentives) is likely to lead to changes in 
effort and direction of behavior, which are in turn likely to influence the 
quantity and quality of performance-relevant outcomes (Terborg & Miller, 
1978; see Locke, 1997, for another example). These links, both synchronous 
and lagged, among different responses within persons must be explored 
if we are to understand the complexity of human motivation.

Another general complicating factor in the study of motivated behaviors 
is that relationships, even causal relationships, are unlikely to be strictly 
unidirectional: constructs X and Y may dynamically and reciprocally 
cause each other. Thus, while self-efficacy and goals influence perfor-
mance, it is likely that performance also influences future levels of self-
efficacy and self-set goal levels or acceptance of different levels of goals 
set by others (e.g., Vancouver, Thompson, Tischner, & Putka, 2002; Ilies & 
Judge, 2005).

With these caveats, we lay out our main contention: Criteria are multi-
variate and dynamic, and they need to be studied as such. Presenting an 
oversimplified picture of individual-organizational interfaces by focusing 
on one behavioral response or one aspect of the total criterion space at one 
particular instant does no favors to researchers or practitioners; such a 
picture is at best incomplete and at worst misleading.

Dynamic multidimensionality logically carries with it the idea that 
there may be many possible within-person and between-person struc-
tures to the set of behaviors that reflect a common state, in addition to our 
typically assumed, positively intercorrelated, responses assessed across 
individuals. There are multiple ways of withdrawing from an organiza-
tion—skipping unpleasant tasks, missing meetings, being tardy, being 
absent, quitting, taking voluntary early retirement, and so on (Hanisch 
& Hulin, 1991, Hanisch et al., 2001; Seitz et al., 2000). These possible with-
drawal behaviors are very likely linked. Their linkages are likely to be 
organized in systems that may include a logical progression (from least to 
most severe), substitutability, spillover, compensatory forms of behavior, 
and possibly (although unlikely) independence (Hanisch & Hulin, 1990, 
1991; Hulin, 1991). We should not assume that multiple responses that 
reflect a motivated state are necessarily linearly interrelated and generate 
a unidimensional structure that can be assessed by means of standard 
between-person analyses. Our theorizing and empirical research efforts 
must be expanded to encompass concepts and studies of linkages among 
behaviors that reflect dynamic within-person structures assessed across 
time.

The distinction between within-person and between-person structures 
of behaviors is ignored at the researcher’s peril. A close reading of the sev-
eral theories or models of the structure of organizational and work with-
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drawal behaviors (Hulin, 1991) suggests that they are all concerned with 
within-person structures of behavior. Yet the many tests of these theories 
were conducted by examining between-person structures (e.g., Hanisch 
& Hulin, 1990). The resulting inconclusive results of these empirical tests 
may be due as much to the way the models were tested as to the underly-
ing nature of the structure of the behaviors.

Current motivation research methods, whether in the laboratory or the 
field, typically take the form of one-shot, single-iteration, or static studies 
involving only one criterion observed at one arbitrary point in time that is 
either synchronous with or lagged from the time when the motivational 
variables are assessed. There have been few studies involving multiple 
criteria (Austin & Bobko, 1985; Donovan, 2001), all too few studies involv-
ing dynamic criteria and within-person change (though see Dalal, Lam, 
Weiss, Welch, & Hulin, 2006; Dalal, Sims, & Spencer, 2003; Donovan, 2001; 
Kammeyer-Mueller, Wanberg, Glomb, & Ahlburg, 2005; Miner, Glomb, & 
Hulin, 2005; Wanberg, Glomb, Song, & Sorenson, 2005), and almost no 
computational modeling studies that are explicitly designed to illustrate 
the chaos and dynamics of performance, feedback, and subsequently 
altered trajectories of performance and other behavior levels (Ilgen & 
Hulin, 2000; Vancouver, Putka, & Scherbaum, 2005). This brings us to our 
secondary contention: Current research methods have provided us with 
much valuable information, but we will need additional methods explic-
itly designed to study dynamics and change to adequately study motiva-
tional criteria in their appropriate complexity.

The Importance of Multiple Criteria

A cross-sectional assessment of a single criterion score contains infor-
mation about the rank order of individuals on that criterion at one time. 
Information about the absolute value of the criterion score is also avail-
able, depending on the scale of measurement. Multiple assessments 
of one criterion augment this rank order information with information 
about changes in rank order across time. Assessments of multiple crite-
ria contain the additional information about between-person structures 
of such criteria. Assessments of multiple criteria across time complete the 
assessment of the criterion space, or data cuboid, by providing informa-
tion about the rank order of individuals on one criterion at one time (or on 
a composite of the criteria), changes in rank orders of individuals across 
time on one criterion at a time (or a composite), and structures of crite-
ria at both between- and within-person levels of analysis. All these ways 
of studying criteria have added to our knowledge about how individuals 
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function and behave in organizations and in general. More use of empiri-
cal studies of the entire dynamic criterion space would add further to our 
knowledge of people in organizations. We discuss some of the lessons 
from these studies later. As suggested earlier in this paragraph, however, 
the dynamic nature of the criterion rests upon the foundation of the mul-
tivariate or multidimensional nature of the criterion. It is to the latter that 
we therefore turn first.

Today, most I/O psychologists acknowledge that performance is mul-
tidimensional. A debate on composite versus multiple criteria that began 
over half a century ago (Austin & Villanova, 1992; Brogden & Taylor, 
1950; Schmidt & Kaplan, 1971; Toops, 1944) hinges on the wisdom of, and 
information value in, combining these various dimensions into a single 
index of performance, utility, or success. The debate about how to treat 
multiple criterion scores after they are assessed, however, begins with 
the recognition that the many ways individuals can behave on a job need 
to be measured effectively. The debate constitutes a tacit recognition of 
the complexity of the criterion space. Few researchers advocate using a 
deficient measure of the criterion space solely for reasons of simplicity: 
Regardless of whether the dimensions are subsequently combined, they 
all do first have to be measured and their relationships with all relevant 
predictors assessed. Unless two dimensions of performance are perfectly 
correlated with each other (or at least correlated near the limit of their 
reliabilities), they are not redundant: If X is a predictor variable, and Y1 
and Y2 are two performance dimensions, even knowing the relation-
ship between X and Y1 and that between Y1 and Y2 leaves us with inexact 
knowledge of the relationship between X and Y2 (McNemar, 1965). Yet, 
a great many studies in the motivation area (among others) still focus 
on one dimension of performance to the exclusion of others. Austin and 
Bobko’s (1985) indictment of the goal-setting literature in this regard is 
still relevant today:

The goal-setting literature consists mostly of published studies report-
ing short-term, laboratory experiments that neglect the spectrum of 
possible dependent measures. As such, this literature originates from 
a relatively narrow, unidimensional world view. (p. 290)

More than two decades later, we can add that the research literature 
still reflects a narrow and unidimensional view of performance. It more-
over contains few attempts to break out of this mode of thinking. A 
consequence of this dominant approach is that researchers’ conclusions 
regarding the efficacy of predictors may be dependent on the specific 
dimension of performance assumed to be the (sole) criterion (Weitz, 
1961; see also Terborg & Miller, 1978) and the time during the perfor-
mance process/cycle at which we choose to take the performance mea-
sures (Alvares & Hulin, 1972, 1973; Ghiselli, 1956; Ghiselli & Haire, 1960; 
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Henry & Hulin, 1989; Hulin, Henry, & Noon, 1990; Keil & Cortina, 2001). 
Instead, we ought to clarify the extent to which, and the time intervals 
across which, each of the performance dimensions of interest is related 
to each predictor. Such dynamic analyses of multivariate criteria would 
allow us to better understand the nature of not only the predictor-cri-
terion relationship but also the predictor itself (Weitz, 1961). We argue 
in a subsequent section that when a criterion measure is assessed is as 
important in defining the meaning of the measure as the specific content 
operations used.

An additional, unanticipated consequence of the dominant research 
approach is that difficult goals directed solely toward one dimension of 
performance are likely to increase desired behavior along this dimen-
sion but are likely to simultaneously influence behaviors along a number 
of other (important) dimensions to which goals have not been applied. 
This might be considered “the folly of rewarding only A, while hoping 
for A, B, C, …, N” (with apologies to Kerr, 1975/1995). Thus, for exam-
ple, goals directed solely toward quantity may increase quantity but 
decrease quality (Bavelas & Lee, 1978), and goals directed solely toward 
task performance may increase task performance but decrease con-
textual performance (Wright, George, Farnsworth, & McMahan, 1993). 
When goals are set on all the performance dimensions of interest, there 
is the possibly of goal conflict: Goals on one performance dimension 
may conflict with, or at least may be perceived as conflicting with, goals 
on another performance dimension (Locke, Shaw, Saari, & Latham, 1981; 
Terborg & Miller, 1978). Goal conflict may occur if the goals are specified 
vis-à-vis either the same task or multiple tasks that must be completed 
simultaneously.

It is likely that both of the above cases—setting a goal on one valued 
dimension but not on others, and experiencing conflict between goals 
on two or more valued dimensions—can be explained by resource allo-
cation models (cf. Beal et al., 2005; Kanfer & Ackerman, 1989). Goals are 
posited to serve as expectations or cues as to where participants should 
allocate resources. It is therefore important to examine multiple per-
formance dimensions simultaneously to define the criterion space and 
its interactions with time and other relevant constructs. With regard to 
goal conflict, especially, criteria such as stress and burnout should also 
be examined (Glomb, Kammeyer-Mueller, & Rotundo, 2004; Glomb & 
Tews, 2004). Although they are not performance criteria per se, and 
even in the unlikely event that they do not eventually influence perfor-
mance, they are worthy of study because they represent participants’ 
reactions to goals—whether explicitly set or subtly communicated by 
supervisors or co-workers. Their importance is likely to be demon-
strated in an analysis of their influences on other relevant responses 
across time.
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Time and Performance: The Importance of Dynamic Criteria

Statics, the physicist knows, is only an abstraction from dynam-
ics. Dynamics, on the other hand, deals with the general case and 
might be described as the theory of how and why something does 
happen. Thus, only dynamics can give us the real, universally valid 
laws of mechanics; for nature is process; it moves, changes, develops. 
(Popper, 1957, p. 39–40)

Intuitively we understand that people are not always performing “at 
their best” and that they perform better on some days or even at some 
times within the same day. (Beal et al., 2005, p. 1055)

An individual does not perform at the same level throughout his or her 
career, throughout a workday, or even throughout the (typically very 
short) duration of a laboratory study. Intraindividual and interindividual 
changes in performance have been found, and predictive validity corre-
spondingly decreases with increasing time between the measurement of 
predictors and criteria (Alvares & Hulin, 1972, 1973; Ghiselli, 1956; Hulin 
et al., 1990; Humphreys, 1960, 1968). Interestingly, both the empirically 
examined temporal lags and the explanations proposed for such changes 
(e.g., “changing task” versus “changing person”; Alvares & Hulin, 1972) 
indicate that, in this early research, time was conceptualized in relatively 
large (or macro) units such as months or years. Even the most fervent 
proponents of dynamic criteria were not, initially, proposing that perfor-
mance fluctuates from one hour to the next, or perhaps even from one 
minute to the next (i.e., micro units). Yet, such views have become less 
heretical in recent years and are supported by empirical data (e.g., Dalal 
et al., 2003, 2006; Deadrick, Bennett, & Russell, 1997; Fisher & Noble, 2002; 
Ilies & Judge, 2005; Miner et al., 2005; Vancouver, 1997; Yeo & Neal, 2004).

We agree with the implications of Popper’s view of statics and dynam-
ics, and extend these implications beyond mechanical systems to their 
human counterparts. We take it as a given that all systems composed 
wholly or partially of individuals are dynamic. In such systems, changes 
in external, environmental characteristics and conditions influence, both 
immediately and with time lags, the states of the systems. What exists and 
characterizes a system at time t may not be true of the system at time t + 1 
even when the unit of time implied by 1 is only a few minutes or hours.

We also assume that most responses by individuals are functional: 
They are enacted for some purpose. Those who engage in work with-
drawal (Hanisch & Hulin, 1990, 1991) should be expected to experience 
(temporary) improvements in job attitudes and affect levels as a result of 

RT7451X.indb   73 5/28/08   12:43:30 PM



��	 Work	Motivation:	Past,	Present,	and	Future

avoiding some of their quotidian, and disliked, work tasks (Harrison & 
Hulin, 1989). Such types of responses have systematic effects not only on 
the states of the individuals who enacted them (e.g., Thomas & Mathieu, 
1994) but also on those of other individuals in the system. Individuals’ 
myriad responses do not dissipate into a featureless environmental sur-
round. Behaviors by individuals acting within an organization, in addition 
to feedback effects onto their personal motivational systems, have effects 
on the system. They become part of the system for the next time period or 
behavioral episode as well as impinging more directly on the individual 
who enacted the behaviors. Individuals’ behaviors, observed by others 
in the system, have both direct and indirect influences on co-workers via 
changed working conditions and changed perceptions of what behaviors 
can and cannot be enacted without negative consequences for the indi-
vidual. If an individual enacts particular behaviors within a workgroup, 
those behaviors may have a direct effect on others in his or her workgroup 
such as was found in the phenomenon of ambient harassment (Glomb 
et al., 1997). If an individual quits, he or she must (usually) be replaced, 
and the replacement will bring a different set of attitudes or characteris-
tics to the workgroup. Thus, states of systems change as a result of events 
that occur during the passage of time and as an indirect result of human 
behaviors through feedback and feedacross and through direct effects of 
the organization itself. Thus, responses at time t feed back into the system 
to alter its characteristics or configurations at time t + 1, t + 2, t + 3, …, t 
+ n. Finally, individuals who quit working for an organization often do 
not sever all contact with those left behind. Communications from those 
who leave to those who stay in the system may systematically alter the 
perceptions of the utility of staying or quitting for those remaining as 
well as for those who have left. We believe that such assumptions should 
guide our initial empirical studies and theory development of individuals 
in organizations.

Consequently, at the risk of reiterating, we cannot emphasize too much 
that dynamics rather than statics should be a rule both for researchers 
attempting to learn to study observables in organizations and for practi-
tioners attempting to manage complex organizations. Psychological states 
are time-bound; when the states responsible for a set of behaviors change 
or dissipate, the behaviors to which the states are linked either end or get 
modified. Within-person as well as between-person change is often law-
ful and predictable, although within-person change may require using a 
different set of independent variables from those used to predict between-
person differences.

Yet, researchers have thus far focused much of their research effort on 
studying individuals’ presumably fixed traits, as opposed to their more 
labile states. This focus has provided much valuable information about 
the behaviors of individuals in complex organizations. However, this 
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static focus has also been responsible for I/O psychology’s perspective that 
within-person variance in constructs is noise or error variance rather than 
signal or true variance (Kane, 1986). Such assumptions about dynamics 
and change lead inevitably to research designs that preclude their study 
and to practices that ignore the role of dynamics and change.

The dominant paradigm for studying individuals qua individuals or as 
parts of larger organizations generates static snapshots of frozen moments 
of states of systems at arbitrary points in time. Researchers often study 
relations between, for example, financial incentives and job performance. 
It may be assumed that we can, after many such findings have been accu-
mulated, begin to assemble the static snapshots into a complete picture 
of the process generating the continuous flow of human responses (e.g., 
job performance) to features of environments (e.g., financial incentives) 
within the contexts of organizations. All our horses and all our men and 
women, however, will not be able to reassemble this particular Humpty 
Dumpty; its sum is greater than the pieces and its shape may not even be 
suggested by the pieces. We cannot create a well-made movie simply by 
riffling through snapshots of randomly chosen static moments in time. 
When we attempt to reconstruct snapshots into a representation of a 
dynamic system (e.g., the effect of financial incentives on job performance 
over a period of time), we ask these static pictures to do something they 
were never intended to do.

What of available longitudinal studies? In the absence of a useful theory 
of time and its effects on predictor-criterion relationships, we are often 
shooting in the dark. We typically have little idea of how long it takes a 
particular predictor to begin acting upon, and to cease acting upon, a 
particular criterion (George & Jones, 2000; Kelly & McGrath, 1988; Mitch-
ell & James, 2001).2 Put differently, we are unable to accurately graph the 
magnitude of a predictor-criterion relationship (y axis) against the time 
interval between measurement or manipulation of motivation-based pre-
dictors and measurements of criteria (x axis). We must guess at the appro-
priate temporal intervals between assessments/snapshots. If they are too 
close together, nothing will appear to happen because the snapshots will 
be nearly identical. If they are too far apart, we may conclude that the 
system is in a state of total unpredictability and randomness because of 
the many, seemingly unexplainable, changes from one snapshot to the 
next. Even though change and dynamics are the expectation rather than 
the exception, most organizational systems are not in states of random-
ness. Change occurs and it is lawfully linked to other states and changes. 
It is not Brownian motion. However, existing longitudinal studies, like 
shots in the dark, only occasionally hit their target because of our lack of 
a theory of motivational or organizational time, or even of many empiri-
cal datapoints relevant to temporal issues. The time intervals in existing 
longitudinal studies are typically arbitrary or driven by the needs of the 
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concerned organization or the time available to the frantic PhD candidate 
or tenure-track assistant professor. Rather than being uncritical cheer-
leaders of longitudinal studies, we should question whether poorly cho-
sen time intervals may do more harm than good. In other words, many 
extant longitudinal studies may offer misleading temporal perspectives 
and, in that sense, may be more pernicious than cross-sectional stud-
ies (which modestly make no pretense whatsoever at offering a temporal 
perspective).3

Perhaps even more critically, however, existing longitudinal studies do 
little to clarify the discrete or episodic nature of behavior/performance; 
they fail to advance the cause of theories of criteria that routinely incorpo-
rate the notion of within-person criterion (and predictor) variance.

Within-Person Variance in behavioral/Performance Criteria

Consider a one-hour window into the experience of a student working 
on a term paper. He or she may type a page or two, check e-mail, go get a 
caffeinated beverage, type a little more, answer the telephone, type some 
more, watch the news headlines on the hour, type some more, make a tele-
phone call, type some more, talk with his or her roommate, walk down to 
the commons area to talk with some friends, type some more, and so on. 
Or consider a one-hour window into the experience of a manager at the 
workplace. He or she may work on a project report, walk around ostensi-
bly to check on subordinates, work on the report again, look at the news 
headlines online, check e-mail, make a phone call in response to an e-mail 
received, work a bit more, get some coffee, and so on. People, thus, not 
only switch “on” and “off” a given task, but also switch among multiple 
tasks and, occasionally, attempt (generally unsuccessfully) to do multiple 
tasks simultaneously (polychronicity; Beal et al., 2005; or, more colloqui-
ally, multitasking). In the words of Atkinson and Birch (1978):

The conceptual analysis of a simple change from one activity to 
another recaptures all the traditional problems of motivation—initia-
tion of an activity, persistence of an activity, vigor of an activity, and 
choice or preference among alternatives—but from a new and differ-
ent theoretical perspective. (p. 143)

On the other hand, integrating over a certain amount of time—say, one 
workweek—gives us the relative amounts (or proportions) of time spent, 
for example, on work tasks, contextual performance, and off-work tasks. 
Yet, integration can also provide a highly misleading view of how people 
behave; it thoughtlessly smoothes out the jagged, episodic nature of per-
formance. Integrating across time solves some problems, but it also hides 
much useful information that differentiation would provide.
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The static study of behavior uses a Behaviors × Persons two-mode (i.e., 
two-dimensional or rectangular) data matrix. A datapoint in such stud-
ies represents one person’s score on one discrete behavior at the common 
time used to assess all performance. The third mode—that is, time—is 
ignored (Inn, Hulin, & Tucker, 1972; Kelly & McGrath, 1988; Tucker, 1966). 
Alternatively, participants are often asked to (somehow) aggregate over 
a block of time on their own (e.g., “Report on how frequently you have 
engaged in each of the following behaviors over the previous year”); the 
fact that they are normally unable to do so accurately due to the opera-
tion of several memory or recall biases (Frederickson, 2000; Kahneman, 
1999; Stone, Shiffman, & DeVries, 1999) or qualitatively distinct types 
of self-knowledge (Robinson & Clore, 2002) is typically overlooked by 
researchers.

In contrast, a dynamic approach conceptualizes each datapoint as one 
person’s score on one discrete behavior on one measurement occasion. 
Such data lend themselves to an analysis based on the three modes of the 
Behaviors × Persons × Occasions cuboid. Research designs that incorpo-
rate behaviors assessed at several points in time (with relevant time spans 
still being up for debate) would benefit researchers who want to gain an 
understanding of the dynamic process underlying motivated behaviors. 
In the laboratory, this can be accomplished via the use of multiple tri-
als with assessments of both behaviors and mental/cognitive states after 
each trial or block of trials. In the field, one solution is experience sam-
pling methods (ESMs) or ecological momentary assessment (EMA). These 
research techniques have been used in a variety of settings (Alliger & 
Williams, 1993; Dalal et al., 2003, 2006; Hormuth, 1986; Miner et al., 2005; 
Weiss, Nicholas, & Daus, 1999), generally with useful and theoretically 
interesting results. One advantage of ESMs or EMA is that participant 
reports are done in real time, or nearly so. Thus, memory or recall biases 
are minimized (Hormuth, 1986).4

The common feature of these lab and field approaches is that measure-
ments are taken from several participants on multiple occasions across a 
span of time. Thus, both within-person and between-person predictors 
can be modeled simultaneously, as can cross-level moderation (interac-
tions of between-person and within-person predictors). In addition, the 
multiple measurements can be taken on more than one criterion.

Researchers have recently begun to employ dynamic methods such 
as these. Deadrick et al. (1997) reported that 45% of the total variance in 
sewing machine operator performance was within person rather than 
between persons. Using six independent samples and across three types 
of laboratory tasks, Ilies and Judge (2005) found that the within-person 
percentage of performance variance ranged from 41 to 78%. Yeo and 
Neal (2004) found that 57% of the variance in their air-traffic control-
ler task performance was within person. Vancouver (1997) reported that 
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the percentages of variance within persons were 76% and 29% for qual-
ity and quantity measures of performance, respectively. With regard to 
contextual performance, Dalal et al. (2006) estimated the percentage of 
within-person variance in organizational citizenship behavior at 44 to 
50% and that in counterproductive work behavior at 66 to 83% (depend-
ing upon construct operationalization). Judge, Scott, and Ilies (2006) esti-
mated the proportion of within-person variance in workplace deviance 
behavior (a construct that is very similar to counterproductive work 
behavior) at 53%. With regard to self-reported effort, Fisher and Noble 
(2002) reported an estimate of 73% within-person variance. The findings 
of these studies reveal that a nontrivial proportion, and in many cases 
greater than 50%, of the variation in criteria is due to differences within 
a given individual over time rather than to differences among individu-
als. In so doing, these findings also reveal the realistic limits of employee 
selection procedures: Large proportions of within-person variance in 
criteria imply that the prototypical “good employee” (or “good soldier”) 
may not always outperform the prototypical “bad employee” because 
the former does not maintain a uniformly high level of performance, 
and the latter does not maintain a uniformly low level of performance. It 
also should not be assumed that the substantial within-person variance 
in criteria is attributable in toto to measurement error. To a large extent, 
dynamic criteria are the products of dynamic predictors.

Within-Person Variance in Motivational Predictors

The dynamic nature of criteria also has implications for the predictor 
space. Recall the old (and perhaps oversimplified) formulation:

 Performance = f(Ability, Motivation)

(e.g., Vroom, 1964). The task here, as in most research, is to establish the 
nature of the mathematical function relating ability and motivation to 
performance. As we have previously seen, performance is volatile and 
exhibits significant within-person variance. Changes in ability, on the 
other hand, involve complex knowledge and skill acquisition (Alvares & 
Hulin, 1972, 1973); thus, ability is unlikely to change dramatically over 
a few minutes or hours (Terborg, 1977). In the short run, therefore, it is 
likely that the dynamic aspects of performance are driven primarily by 
the dynamic aspects of motivation (Kane, 1986). In this vein, it has been 
argued in a self-regulation context (Beal et al., 2005; Kanfer & Ackerman, 
1989) that, whereas individual differences in ability are, in fact, individual 
differences in resource capacity, motivational effort indicates the propor-
tion of this capacity that is focused on the task at hand.5 A close exami-
nation of the commonly held notion of a motivational force consisting of 
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initiation, direction, amplitude, and persistence of action also strongly 
suggests that motivation is unlikely to be static.

Moreover, Mitchell and Daniels (2003) propose that both “rational” and 
“nonrational” theories of motivation include dynamic processes. The 
rational theories encompass “online motivation,” which pertains mainly 
to motivational processes that occur when a person is working toward 
an already accepted goal. We would add that goal and self-efficacy lev-
els, too, are likely to be dynamic across task iterations. The nonrational 
theories encompass the so-called hot theories that mainly address the link 
between affect and behavior. In an important theoretical article, Weiss 
and Cropanzano (1996) suggested that workplace affect was driven pri-
marily by events that occur at work and, as a consequence, was (or at least 
could be) highly volatile over short periods of time. Moreover, Weiss and 
Cropanzano proposed that work affect drives work behavior such as orga-
nizational citizenship behavior and work withdrawal (or, more broadly, 
counterproductive work behavior or workplace deviance behavior; see 
Judge et al., 2006) at the same time that volatile work events are driving 
work affect. Thus, the point is that not only the criterion but also the pre-
dictors (such as affect) should exhibit within-person volatility.

Research using ESM and iterated laboratory methods has provided 
empirical evidence in support of the proposition that affect levels are 
volatile. With regard to mood and discrete emotions, estimates of within-
person variance, obtained from various studies (incorporating different 
conceptualizations—i.e., pleasantness-unpleasantness versus positive 
and negative affect—and various measures), range from 47 to 78% (Dalal 
et al., 2003, 2006; Fisher & Noble, 2002; Judge et al., 2006; Miner et al., 2005; 
see also Fleeson, 2001). With regard to momentary job satisfaction, within-
person variance estimates are in the 33 to 36% range (Ilies & Judge, 2002; 
Judge et al., 2006). However, motivational predictors apart from affect 
have been shown to display within-person variation as well. For example, 
with regard to goal level, Ilies and Judge’s (2005) six independent sam-
ples yielded within-person variance estimates that ranged from 31.2% to 
38.2%. With regard to goal commitment, Vancouver (1997) reported that 
29% and 25% of the variance in commitment to researcher-assigned qual-
ity and quantity goals, respectively, resided within persons.

The exact percentages of within-person and between-person variance 
in a construct will depend on the particular construct under study as 
well as on design features such as the number of surveys/iterations per 
participant, the time intervals between surveys (e.g., 15 minutes versus 4 
hours), and the specific time ranges used (e.g., the 24-hour day versus the 
8-hour workday; Credé & Dalal, 2002). What is important at this juncture 
is that many motivational constructs and many criteria appear to exhibit 
nontrivial within-person variance. We could learn much if we study this 
variance, rather than sweeping it all under the rug as random error.
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Moving across levels of analysis

We are by no means suggesting that between-person variance is unim-
portant and should not be assessed. On the contrary, the simultaneous 
assessment of between-person and within-person variance seems a more 
appropriate approach. More exotic (for psychologists) analyses of variance 
at other levels, such as between organizations and between cultures, are 
also obvious candidates for our collection of research and statistical tools. 
A systematic discussion of these more macro analyses is, however, beyond 
the scope of this chapter (but see Klein & Kozlowski, 2000).

Moving across levels of analysis will help establish a broad and relevant 
database from which we can generalize to behaviors and their micro- and 
macro-motivational roots with more accuracy and understanding. This 
will, however, raise some issues that need clarification. Consider, for 
example, that relationships observed at the level of analysis to which we 
are accustomed (in this case, the between-person level) may not replicate 
at other levels of analysis (such as the within-person level). Robinson’s 
classic treatise on the ecological fallacy (W. Robinson, 1950) should cau-
tion us about overreach in our generalizations to a level of analysis dif-
ferent from that at which our data are collected. One oft-cited example is 
the effect of exercise on ambulatory blood pressure (Schwartz & Stone, 
1998). Between persons, blood pressure readings are lower for people who 
exercise more (i.e., a negative relationship); within person, blood pressure 
readings are elevated while a person is exercising (i.e., a positive relation-
ship). A second example, this one from the motivation literature, comes 
from Vancouver et al.’s (2002) controversial assertion that self-efficacy and 
performance are negatively related at the within-person level, when the 
available literature strongly supports the idea of a positive relationship at 
the between-person level. The issue at hand is not whether Vancouver et 
al.’s assertion is correct. Rather, it is that we should not assume that the 
assertion must be incorrect simply because it conflicts with theory and 
results from a different level of analysis. Another example is provided 
by Miner et al. (2005). These authors found that mood (measured using a 
single factor of pleasantness-unpleasantness) and withdrawal behaviors 
were positively related within persons. This perhaps reflects the function-
ality of spontaneous withdrawal behaviors in short-term improvements 
of mood at work. Such functionality may be revealed within persons, but 
when studied between persons, those who have negative moods are also 
more likely to engage in withdrawal behaviors (i.e., mood and withdrawal 
are negatively related between persons).

In general, different levels of analysis could potentially yield quite dif-
ferent covariance structures and different interpretations of the meaning 
and functions of motivated work behaviors. Not only might the magni-
tude (and potentially even direction) of relationships between constructs 
differ across levels of analysis, but a given construct may additionally 
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have a different factor structure—i.e., different numbers or natures of fac-
tors—at different levels (Muthén, 1991, 1994). Even in situations when the 
numbers and natures of factors are identical at different levels of analysis, 
it is likely that the magnitudes of factor loadings will differ nontrivially 
(e.g., Borkenau & Ostendorf, 1998; Cattell, 1955). Thus, for example, it has 
been suggested that the factor structure of mood emphasizing positive 
and negative affect is more tenable at the between-person level of analy-
sis than at the within-person level; at the latter level, a factor structure 
consisting of pleasantness-unpleasantness and activation may be superior 
(Weiss & Cropanzano, 1996). Another example is found in the literature 
on the factor structure of withdrawal behaviors (e.g., Hulin, 1991) that was 
briefly mentioned earlier.

The blurring or confusion of different relations assessed at within-
person versus between-person levels of analysis will continue until 
cross-level analyses and precise specification of the types of relationship 
intended become a routine part of our research area. For example, Cat-
tell (1955) indicated certain conditions under which we should expect 
systematic differences in the magnitudes of factor loadings across R-type 
(i.e., between-person-level) and P-type (i.e., timepoint-level or within-per-
son-level) factor analysis. Such analyses will advance our understanding 
of the reasons why individuals choose to enact behaviors of all kinds at 
different times at work. If, when moving across levels, we find that the 
same behaviors, in addition to other constructs, exhibit not only quanti-
tatively but also qualitatively different forms, we will need to change our 
research emphases. It will be important to have theories—known as com-
positional models—that help us navigate from a construct to its analogue 
at another level of analysis (Chan, 1998; Bliese, 2000). For instance, organi-
zational climate may be conceptualized either as the commonality among 
employees’ own climate perceptions—that is, psychological climates—or 
as the commonality among employees’ perceptions of how others in the 
organization perceive climate (Chan, 1998).

In some cases, a construct may have no reasonable analogue at a dif-
ferent level. Consider, for example, that the concept of personality may 
be meaningless when measured at a momentary, within-person, level; 
that is, it may be redundant with trait-relevant behavior (cf. Fleeson, 2001, 
2004) because we typically infer personality from reports or assessments 
of behavioral consistency across situations and time.6 As another example, 
the concept of gender diversity at the level of the workgroup cannot be 
recreated at the level of the individual employee (Bliese, 2000). The impli-
cations of such possibilities are more far-reaching than we might imagine. 
We may be compelled to revisit existing theory as well as empirical results 
from covariance structure analyses (i.e., both factor analytic and path ana-
lytic results) that pertain to all constructs that exhibit nontrivial variance 
at any level of analysis other than the between-person level. In addition 
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to experimental designs using experience sampling methods (ESMs), 
advanced data analysis techniques such as hierarchical linear models or 
multilevel random coefficient models (Hofmann, Griffin, & Gavin, 2000; 
Raudenbush & Bryk, 2002; Nezlek, 2003), latent growth models (Singer 
& Willett, 2003), event history analysis (Harrison, 2001; Singer & Wil-
lett, 2003; see also Harrison & Hulin, 1989; Sims, Drasgow, & Fitzgerald, 
2005), dynamic factor analyses (Ferrer & Nesselroade, 2003; Nesselroade, 
McArdle, Aggen, & Meyers, 2002; see also Cattell, Cattell, & Rhymer, 
1947), three-mode factor analyses (or component analyses) with repeated 
measures across time (Tucker, 1966; Inn et al., 1972; Kiers & Mechelen, 
2001), and multilevel factor analyses (Muthén, 1991, 1994; Reise, Ventura, 
Nuechterlein, & Kim, 2005) are likely to become increasingly ubiquitous 
as our needs to parse the meanings of motivated work behaviors become 
more pressing.

The above points about the importance of considering both within- and 
between-persons analyses simultaneously, if taken seriously, have numer-
ous implications for the design of future studies. We do not claim to be 
cognizant of all these implications. We do, however, offer a few modest 
proposals for future research in motivation.

Future Research Strategies for Multivariate 
and Dynamic Motivation Research

goal-Setting Theory

Working Oneself to Death … or Not

Organizations (e.g., National Public Radio, United Way of America) that 
solicit donations from individuals often set themselves challenging/diffi-
cult (and specific) fund-raising goals. However, once such an organization 
achieves its goal, it usually waits for some considerable period of time 
(e.g., six months or one year) before setting itself another challenging goal. 
One might well ask: Why? Doesn’t this delay between fund-raising cycles 
represent an opportunity lost? Couldn’t more money be raised if the orga-
nization were to set another challenging goal and throw itself headlong 
into another fund-raising cycle as soon as a previous goal is achieved?

We (along with others: see Fried & Slowik, 2004; Kanfer, Ackerman, 
Murtha, Dugdale, & Nelson, 1994) strongly suspect that the answer is 
no—especially if we consider a temporal frame that lasts across several 
iterations/cycles of fund-raising. It seems reasonable to expect that people 
involved in achieving challenging goals get tired. They find the require-
ment for sustained levels of effort stressful. Their cognitive/attentional 
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resources gradually get depleted because they devote much time to the 
task. Thus, people are most likely physically and mentally unable, forget 
unwilling, to work “flat out” for extended periods of time. Indeed, research 
suggests that both authorized breaks during the workday and leisure time 
after work are important sources of recovery from physical, cognitive, and 
emotional strain, and are crucial in improving affective delivery, reducing 
unauthorized work breaks, and increasing work engagement, proactive 
behavior, and productivity (e.g., Boucsein & Thum, 1996; Jackson-Mehta, 
2006; McGehee & Owen, 1940; Sonnentag, 2003; Trougakos, Beal, Green, & 
Weiss, 2006). Organizational members’ commitment to endlessly iterative 
challenging goals is therefore likely to drop off significantly over time.7 
In fact, in settings where employees are able to set their own goals, it is 
highly unlikely that they would ever choose such a sequence of repeated 
challenging goals without breaks between the tasks.

Thus, we propose two related streams of research consistent with our 
focus on multivariate and dynamic criteria. First, we propose investigat-
ing the differences between an extensive sequence of challenging (and 
specific) goals and analogous sequences of moderate goals, easy goals, 
“do your best” goals, and no assigned goals. Differences in performance 
should be assessed, of course, but so should differences in fatigue, stress 
level, mood, task satisfaction, cognitive resource availability, goal commit-
ment, and willingness to continue working under such conditions. Both of 
the following would be of interest: (1) the number of successive iterations 
before the beneficial (performance) effects of challenging goals dip below 
those of other types of goals (if in fact they do), and (2) the number of suc-
cessive iterations before the proposed harmful (fatigue, stress, etc.) effects 
of challenging goals rise above these outcomes associated with other 
types of goals (if in fact they do). All these questions involve repeated 
trials conducted across significant periods of time, perhaps longer than 
the traditional 30 to 60 minutes that characterize laboratory-based experi-
mental studies.

Second, we suggest that investigating the effects of various time intervals 
between iterations of challenging goals on both the performance and non-
performance criteria mentioned above would be informative. The lengths 
of intervening periods necessary for people to fully recover are unknown 
and should be studied. Perhaps even more interesting would be the study 
of what activities people engage in during those periods, and the subse-
quent effects of these activities. In other words, presumably the effects of 
intervening time periods on performance, stress, and so on, would depend 
on whether, during these time periods, people: (1) do not work on any task 
at all, (2) work on an unrelated task (under various goal levels), which may 
be pleasant or unpleasant (Trougakos et al., 2006), (3) work on the same 
task in some sort of holding pattern (no goals, easy goals, or “do your best” 
goals), and so on. Again, a focus on the multivariate stream of behaviors 
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enacted by individuals would probably shed light on the meanings of 
these behaviors and the behaviors they replace. This research may also 
shed light on how and why individuals choose to switch back and forth 
among tasks while supposedly working on one task.

There is a corollary to our questions about (1) the sustainability of the 
benefits of challenging goals across multiple iterations or long periods of 
time spent working in organizations, and (2) the potentially undesirable 
consequences (fatigue, stress, dissatisfaction, etc.) of such goals across 
multiple iterations. Recall that conventional wisdom in the goal-setting 
literature holds that concern about differences between assigned and self-
set goals are overstated, and that the difference lies mainly in the diffi-
culty level of the goals that are assigned or self-set (Locke, 1997; Latham, 
Erez, & Locke, 1988). We suggest that, over multiple iterations, the level of 
self-set goals is likely to diverge significantly from (specifically, become 
less challenging than) that of challenging assigned goals. However, we 
might also expect, perhaps because of the difficulty differences, that dif-
ferences in goal commitment will be amplified with increasing iterations. 
We can only learn this with appropriately designed experience sampling 
studies.

Performing Well, but Lacking Credibility

It could well be argued that the very definition of a challenging goal—a 
level of performance achieved by 10% of previous (pilot) participants on 
that task (Locke, 1997)—sets most people (approximately 90% of them) up 
for failure if pursuing such a goal. But should researchers be concerned 
about the failure to achieve goals, per se, when research has consistently 
indicated that performance is improved by setting higher goals regard-
less of success or failure in goal achievement?

We believe that they should, but that it requires a longer-term view of 
performance and an appreciation, thus far lacking, of the dynamics of 
feedback and feedacross from task performance to cognitive and affec-
tive states and back. Consider the case of a person who very publicly sets 
himself or herself a challenging goal, only to proceed, equally publicly, to 
fail to achieve that goal. Others who observe this person would conclude 
that he or she is uncalibrated—specifically, overconfident—because of the 
disconnect between confidently stated intentions on the one hand and 
task behavior (performance) on the other. Such a person would lose cred-
ibility in the eyes of observers. His or her reputation would be tarnished, 
and any future proclamations would be treated with a realistic dose of 
cynicism. Protestations that he or she is, in fact, deliberately engaging in 
such behavior to improve performance over otherwise possible levels may 
strike observers as unconvincing and perhaps even absurd. As another 
example, falling stock prices of business organizations that lower previ-
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ously stated earnings forecasts suggest that public goal achievement is not 
a criterion easily ignored.

Thus, an important question arises: Is performance on a single trial or 
over the short run the sole criterion of interest? Or is goal achievement 
(and the credibility or reputation derived therefrom) a criterion in its own 
right? As Austin and Bobko (1985) have pointed out, setting a challenging 
goal may lead to a situation in which a person’s (or an organization’s) work 
could simultaneously be adjudged both good and bad—good because the 
difficulty of the goal led to high performance, but bad because the goal 
was not achieved. Whether performance or goal attainment is viewed as 
more important will probably depend on a comparison of the perceived 
costs of failure on each of these criteria. Future research should assess this 
issue. However, as discussed below, success or failure in goal attainment 
is also worth studying for another reason—it is likely to influence future 
(self-set) goal levels and performance.

Success and Failure: Not Two Sides of the Same Coin?

In his celebrated poem “If,” Rudyard Kipling urged people to react to 
both success and failure (or triumph and disaster, as he called them) in an 
identical manner—meaning, presumably, that people should temper both 
their postfailure despondency and their postsuccess euphoria. Unlike 
Kipling, our concern with failure and success is not how people should 
react to these eventualities, but rather how they typically do. Specifically, 
we are concerned with whether the magnitude of people’s positive reac-
tion to success is equal to that of their negative reaction to failure. In other 
words, do people typically react to failure and success in exactly opposite 
ways? There is reason to suggest that they do not.

In the following discussion, let us assume for argument’s sake that par-
ticipants attribute their performance on a particular task to stable causes. 
Then, both goal-setting theory (Locke & Latham, 2002) and control the-
ory (Carver & Scheier, 1981) would predict that, upon failure to meet a 
goal, a participant will revise a future goal downwards. Further, goal-
setting theory—though perhaps not control theory (see Locke & Latham, 
2002)—would predict that, upon success at meeting a goal, a participant 
will revise a future goal upward.

But participant reactions following failure and success are unlikely to 
be entirely symmetrical. Kahneman and Tversky’s prospect theory (e.g., 
Kahneman & Tversky, 1979) argues that losses loom larger than gains. 
Though this initial formulation applied primarily to decision making 
under risk, others have broadened it to negative versus positive events 
in general. For example, Taylor (1991) contends that humans mobilize 
more strongly to negative than to positive events, Baumeister, Bratslavsky, 
Finkenauer, and Vohs (2001) suggest that “bad is stronger than good,” and 
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Rozin and Royzman (2001) discuss a negativity bias. Empirical research 
(Crocker, Karpinski, Quinn, & Chase, 2003; David, Green, Martin, & Suls, 
1997; Miner et al., 2005; Peeters, Nicolson, Berkhof, Delespaul, & de Vries, 
2003) has supported the idea that the decrements in mood associated with 
negative events are greater than the increments in mood associated with 
positive events (though the finding may not be completely general across 
samples and across mood operationalizations; cf. David et al., 1997; Olson, 
Meyer, & Dalal, 2005; Peeters et al., 2003).

Thus, there is some reason to believe that downward goal revision fol-
lowing previous failure will be greater than upward goal revision follow-
ing previous success. This is, in fact, what Ilies and Judge (2005) found 
in exploratory analyses. The question then arises as to whether a similar 
asymmetry will be observed in terms of future performance. Goal-setting 
predicts that setting more challenging goals leads to higher performance. 
Thus, we would expect that performance following successful goal attain-
ment will increase (at least in the short term—see our earlier discussion of 
potential long-term decrements). More interesting, however, is what hap-
pens to performance after unsuccessful goal attainments. The goal is very 
likely revised downward following failure. But does this necessarily lead 
to a decrease in future performance? Downward revision of what would 
otherwise be an impossibly difficult goal could simply make the partici-
pant more calibrated; in other words, it is possible that performance will 
not decrease to the same extent as the goal.

The large (predicted) reduction in goal level following failure does lead 
us to believe that some decrease in performance will occur. However, the 
extent of decrease, and whether the asymmetry in goal level change is 
similar to that in performance change, are empirical questions much in 
need of research. Revisions in goals following 1, 2, 3, …, N successes or 
failures require that we design and execute relatively long-term, multitrial 
studies of goal setting. Such studies will allow research subjects to expe-
rience repeated failures, repeated successes, or various patterns of these 
performance levels, and to report affective reactions and enact behaviors 
reflecting their commitment and withdrawal.

Attention to, and empirical data concerning, the dynamics of goal dif-
ficulty levels, goal attainment, performance (which, as discussed, is not 
isomorphic with goal attainment), and affective reactions is necessary for 
generalizations to the world of work and tasks in organizations, which are 
part of an ongoing stream of activities and reactions.

goal Orientation Theories

It is widely acknowledged that goal orientation literature suffers from 
numerous conceptual and methodological deficiencies (e.g., DeShon & 
Gillespie, 2005; Kumar & Jagacinski, 2005; Phillips & Gully, 1997). One 
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major issue of disagreement is the temporal stability versus volatility of 
goal orientations (Meece & Miller, 2001) and, consequently, the research 
methods that should be used to study goal orientations. DeShon and Gil-
lespie (2005) found that researchers’ conceptualizations of goal orienta-
tions ranged from stable individual difference entities (46.6% of studies 
coded by DeShon and Gillespie) to entities determined by both personal 
and situational factors (26.1% of studies); however, it was very rare (4.5% of 
studies) for goal orientations to be conceptualized as volatile, situationally 
determined entities. A second deficiency is that, rather surprisingly, the 
literatures on goal orientation and goal setting have—with few exceptions 
(e.g., Phillips & Gully, 1997)—proceeded independently of each other.

Both of these issues could be addressed together. Several measure-
ments of goal orientations, goal levels, and goal criteria would need to 
be taken. The issue of stability versus volatility could then be assessed 
by estimating the percentages of variance in goal orientations that exist 
within, rather than between, people. From ESM and EMA studies, where 
naturally occurring variance is assessed, we could ascertain how volatile 
the various goal orientations tend to be; from iterated lab studies, where 
variance is typically created via situational (e.g., task difficulty; Kumar & 
Jagacinski, 2005) manipulations whose levels and sequences may or may 
not correspond to those seen in the real world, we could ascertain how 
volatile the various goal orientations can be (e.g., Mook, 1983). Either way, 
we should not be surprised to find that some goal orientations are (or can 
be) more volatile than others.

The second issue—the relationship between goal orientations and (self-
set) goals—could be assessed by means of an examination of the effects of 
learning, performance-approach and performance-avoid goal orientations 
at time t on learning, and performance goal levels at time t + 1 and, indi-
rectly, on actual learning and performance at time t + 2. One could also 
assess whether the prediction of within-person goal levels and within-
person learning and performance is improved by considering between-
person (i.e., trait) goal orientations in addition to within-person (i.e., state) 
goal orientations.

expectancy Theories

Expectancy theories have been an integral part of motivation studies of 
organizational members for many years. Peak (1955) and Tolman (1932, 
1948) provided the original theoretical bases for the idea of the impor-
tance of an organism, complete with residuals of past actions and cog-
nitions, that intervenes between the S (stimulus) and the R (response) 
in the classic formulation, S → R. The expansion into S → O → R  
(O = organism/cognition) with feedback loops from the R back to the 
O that would change the cognitions (including evaluations as well as 
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beliefs and expectancies), and even change the effective cognitive repre-
sentations of the stimulus array presented by a job and an organization, 
was the basis for Vroom’s influential Work and Motivation (1964). Nay-
lor et al.’s A Theory of Behavior in Organizations (1980) represents the 
most complete statement of expectancy theory in organizational moti-
vation. Implicit feedacross loops from Ri to Rj changing the likelihood 
of a particular response being enacted represent additional changes to 
the S → O → R formulation that are implied by a number of theories of 
the structures of organizational behaviors (Hanisch et al., 2001).

The importance of expectancy theory is both in its specifications of the 
antecedents of organizational behaviors and in the recognition of the role 
of the feedback and feedacross loops discussed in detail by Naylor et al. 
(1980). The dynamic feedback loops discussed by Naylor et al. have sig-
nificant implications for the measures we use to specify the outcomes, 
immediate and dynamically linked, of motivated states. Although many 
studies testing expectancy theory have used static assessments of single 
criterion scores, the implications of the full model suggest that more 
dynamic representations of the multivariate criterion space would gen-
erate greater insights into the many ways motivated individuals behave 
and respond. Between-subjects tests of within-subjects expectancy theo-
ries are misleading (Van Eerde & Thierry, 1996) and may not really tell us 
much about the theories’ explanatory power. The same is true for univari-
ate tests of theories that are implicitly or explicitly multivariate.

Organizational Justice

Numerous studies have been conducted to assess people’s reactions to 
organizational justice (and injustice). The criteria considered to be con-
sequences of organizational justice have themselves been numerous 
(Brockner & Wiesenfeld, 1996), but as Weiss, Cropanzano, and colleagues 
(Cropanzano, Weiss, Suckow, & Grandey, 2000; Weiss, Suckow, & Cropan-
zano, 1999) have noted, they can broadly be classified as either attitudi-
nal (e.g., job satisfaction, which largely reflects cognitive evaluations of 
situational characteristics) or behavioral (e.g., organizational citizenship 
behavior). These authors have properly identified one important omission: 
the category comprising emotional—or, more broadly, affective—states. 
This omission is particularly notable because many justice theories and 
research have, implicitly or even explicitly, identified affective states as 
mediators of the justice-behavior relationships (Weiss, Suckow, & Cropan-
zano, 1999).

The neglect of affect—cogent arguments about the “vivid emotional” 
nature of reactions to (in)justice (Bies & Tripp, 2002) notwithstanding—is 
unfortunately not surprising. The three roads to organizational justice 
mapped by Cropanzano, Rupp, Mohler, and Schminke (2001) all converge 
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in their adoption of a one-shot (and, usually, cross-sectional) approach to 
research design (Mitchell & Daniels, 2003). In terms of the consequences 
of organizational (in)justice, it is difficult to fit dynamic affective or tran-
sitory behavioral states into a road map from which affect is altogether 
absent. On the other hand, affective states are easily conceptualized 
within, and are in fact an indispensable component of, the road less trav-
eled by justice research: a dynamic, within-person approach stressing 
and assessing the many ways appraisals of an event with implications for 
(in)justice may become manifest. One of the challenges for organizational 
justice research, as it begins to study variability and change over time, is 
to integrate itself with the research on appraisal in the affect and stress 
literatures. In fact, as Cropanzano et al. (2000) and Weiss et al. (1999) have 
stated, appraisal concerning the justice versus injustice of an event is a 
subset of the overall appraisal of that event.

Most appraisal theories generally posit the existence of event-appraisal-
affect chains (Weiss & Cropanzano, 1996). More specifically, the occurrence 
of an event is followed by an appraisal of its positivity-negativity (primary 
appraisal) and the context in which it occurs (secondary appraisal). Affect 
is one result of the appraisal process. Thus, affect is a criterion in its own 
right. We note in passing that when specifically one assesses the affective 
reaction to an event is not dictated by appraisal theories; the passage of 
time is likely to influence the intensity and extensity of the affective reac-
tions. But even immediate affect, if this is the affective reaction assessed, 
should be regarded as a precursor to other, perhaps longer-term, affective, 
attitudinal, and behavioral reactions. For example, the experience of affect 
that is incommensurate with organizational “display rules” may engen-
der “emotional labor” (Glomb & Tews, 2004)—attempts to suppress the 
expression of undesirable emotions and fake the expression of desirable 
ones. In addition, affect at work may mediate the relationship between 
stressors and strains (such as physical and mental health symptoms and, 
consequently, health satisfaction and overall life satisfaction (Fuller et al., 
2003). Although these criteria have rarely been thought of in the context of 
organizational justice, their study is necessary to gain a complete picture 
of the impact of justice—one not limited to immediately organizationally 
relevant consequences (Cropanzano et al., 2000).

Conclusion

The criterion problem is general to industrial/organizational psychol-
ogy. Motivation research is no exception to its reach. However, motiva-
tion research may be particularly culpable because it (with a few notable 
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exceptions) has reacted glacially to developments in other areas of I/O 
psychology as well as to calls emanating from within the field of motiva-
tion itself for more attention to the criterion.

It is time we began to move on. The above suggestions for motivation 
research, while potentially useful in and of themselves, will have served 
a greater function if they succeed in helping us to pay more than lip ser-
vice to the multidimensional and dynamic nature of criteria. Though we 
should study the simplest system that possesses the properties of inter-
est (Platt, 1964), oversimplification results in the study of toy universes 
and organizations with little generalizability. In the final analysis, things 
should—as Einstein reportedly said—be made as simple as possible, but 
not more so.
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Endnotes

 1 In this regard, we would expect that predictor-criterion relationships are 
stronger for more proximal criteria (e.g., behavioral intentions) than for more 
distal criteria (e.g., actual behavior). In fact, this is exactly what Van Eerde 
and Thierry’s (1996) meta-analysis found. We also note that most behaviors, 
whether proximal or distal, are unlikely to be end products of the motiva-
tional process. They are typically synchronously linked to other behaviors 
or responses or have important feedback functions that alter states of the 
individual and are in turn related to other responses at later times in the 
process.

 2 About all we know is that most ability-performance relationships appear 
to decrease with increasing time between ability measurement and perfor-
mance assessments (Hulin, Henry, & Noon, 1990; Humphreys, 1968). The 
precise form of the decrease in the correlation is unknown. Hulin et al. Noon 
(1990) implied that it was either linear or a negatively accelerated decreas-
ing function (but see Keil & Cortina, 2001, who employ catastrophe-chaos 
models). However, the extent to which declines generalize to nonability pre-
dictors and criteria such as contextual performance has not been adequately 
demonstrated (though the logical case for decline appears to hold in many 
cases). Even if declines are ubiquitous, the rates of decline of the predictor-
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criterion relationship, and in general the overall shape of the predictor-cri-
terion function, may well be different for different types of predictors and 
criteria.

 3 All is not lost, however. There is no need to abandon traditional longitudinal 
studies while we await the coming of a comprehensive theory of time in 
organizations. In the interim, we can make reasonably informed guesses 
concerning the rhythms of life in various arenas—the academic year, the 
workday on an assembly line, and so on. When choosing a time interval for 
a longitudinal study, or for that matter when making virtually any decision, 
an informed guess is preferable to an uninformed one. We thank Dan Ilgen 
for raising this point.

 4 ESM/EMA has frequently involved the use of handheld computers (i.e., 
personal digital assistants, or PDAs) that are programmed to prompt par-
ticipants to respond to surveys and record survey responses. Alternatively, 
such methods could involve diaries in which participants answer questions 
when prompted (e.g., by a beeper or programmed wristwatch). A serious 
problem with the latter is that there are few effective checks on whether 
participants actually complete surveys when asked to do so; participants 
may retrospectively complete several surveys together, which defeats the 
purpose of ESM (Hormuth, 1986) and again allows for memory or recall 
biases. Due to the complexities of ESM data collection from the research-
ers’ standpoint and the potential intrusiveness and repetitiveness from the 
participants’ standpoint, procedures such as the day reconstruction method 
(Kahneman, Krueger, Schkade, Schwarz, & Stone, 2004)—a moderately ret-
rospective (e.g., once daily) method that combines time-use reports with 
methods for recalling affective experiences—have recently been proposed 
as alternatives to ESM. Much more research needs to be done, however, to 
verify whether such methods can accurately recapture the essence of ESM 
data. Research on another proposed solution to the unwanted/intrusive 
effects of repeated measurements of moods, events, and attitudes—that is, 
the use of items sampled from a pool of homogeneous items at each time 
period—is yet to be conducted. However, principles of classical test theory 
suggest that sampling some items while repeating a core of items across 
time periods makes it difficult to isolate true-score change over time from 
score unreliability (because now not only test-retest unreliability but also 
parallel-forms unreliability becomes a factor).

 5 One could, of course, argue that resource capacity is itself a state, rather than 
a trait, and that resource capacity at a given instant is dependent not only on 
individual differences in ability but also on situational differences, such as 
the amount and quality of sleep the individual had the night before (Beal et 
al., 2005; Muraven & Baumeister, 2000). This view does not, however, negate 
the point that, whatever the resource capacity during a given time period, 
different proportions of this capacity can be, and are, devoted to tasks at 
hand.

 6 Indeed, Fleeson’s (2001; see also Fleeson, 2004) data revealed that, on aver-
age, more than 50% of the variability in Big Five trait-relevant behavior (i.e., 
extroverted behavior, conscientious behavior, etc.) was within person. In 
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the words of Fleeson (2001, p. 1011), “The typical individual regularly and 
routinely manifested nearly all levels of all traits in his or her everyday 
behavior.”

 7 In addition, consider that for an organization raising contributions from 
the public at large, it is necessary that not only the organization’s members 
but also the public remain committed to achieving the goal. In the situa-
tion described, it is quite probable that goal commitment on the part of the 
public, too, will wane. In general, it is worthwhile for researchers to consider 
the effects of any situational intervention on all potential stakeholders or 
constituents.
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This chapter focuses on the processes surrounding goal choice, the selec-
tion of a goal to be pursued. Because goal choice concerns the allocation of 
time and energy across behaviors, tasks, or projects, it is a critical process 
in understanding human behavior and an obvious prerequisite to goal 
striving or goal attainment. The study of motivation has seen a conver-
gence around models of self-regulation, which center on explaining goal-
directed behavior (Boekaerts, Maes, & Karoly, 2005). There are a variety 
of specific self-regulation theories, including control theory (Carver & 
Scheier, 1998; Klein, 1989), task goal theory (Locke & Latham, 1990), social 
cognitive theory (Bandura, 1997), and Kanfer and Ackerman’s (1989) mul-
tiple resource allocation model. Across those specific theories, there are 
substantial similarities, and at the core of self-regulation, there is a con-
sensus among researchers on several basic cognitive, volitional, affective, 
and behavioral constructs and processes (Zeidner, Boekaerts, & Pintrich, 
2000). These and other self-regulation theories are discussed further by 
Diefendorff and Lord in the following chapter.
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There are distinct phases to the self-regulatory cycle, and the focus of 
this chapter is on the initial goal-setting phase, alternatively referred to as 
the forethought phase (Zimmerman, 2000), the judgmental subfunction 
(Bandura, 1997), or the formation of goal intentions (Gollwitzer, 1999). It 
is at this phase where the task is analyzed, goals are selected, planning 
and the selection of strategies occurs, and the choice is made to actively 
engage in goal pursuit. The decision to actively pursue a goal represents 
a commitment to attain the selected goal and marks the transition from 
goal setting to goal striving. Issues concerning goal striving are left to 
the other two chapters in this section. The purpose of this chapter is to 
review the state of research and theory on goal choice, to summarize the 
mechanisms and emerging issues relating to goal choice, and to articulate 
an agenda to advance research in this area.

Chapter Overview

We examined a number of different literatures to incorporate research 
and theory from different perspectives in order to fully inform our 
review and critique of the goal choice process. Specifically, in addi-
tion to the industrial/organizational (I/O) psychology and the closely 
related organizational behavior literatures, we also examined several 
other fields of psychology, including educational psychology, social and 
personality psychology, cognitive psychology, developmental psychol-
ogy, sports psychology, and health psychology. We also examined areas 
outside of psychology that have examined goal choice, including cog-
nitive science, decision science, and marketing. In discussing the impli-
cations of our findings, we will focus primarily on applications to the 
work domain, with some attention also given to the learning and health 
domains because of their centrality (Boekaerts et al., 2005) and relevance 
to the work domain in terms of employee development and well-being. 
In addressing these issues, we begin with a clarification of terminology 
and a brief historical perspective. Attention will then turn to the goal 
choice phenomenon where we first examine goal choice as a conscious 
process, followed by a review of the growing body of work examining 
nonconscious or subsymbolic goal processes. Goal choice in the context 
of goal assignment and reassessment during and following goal striving 
will then be examined. The chapter concludes with a discussion of future 
research issues.
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Goal Choice Terminology

Before proceeding, it is important to clarify the variety of different terms 
that have been used in examining the processes surrounding goal choice 
and define the terminology used throughout this chapter. Drawing on 
our literature review and on work by Alexander (2000) and Schunk (2000), 
Table 4.1 presents a sampling of the varied terms that have been used in 
describing goal concepts. These terms are grouped based on conceptual 
similarity, with the definition, researcher, discipline, and citation date indi-
cated. We consider the terms grouped under the same label to be largely 
interchangeable. For example, we view a selected goal to have the same 
meaning as an intention. The labels are the terms that we use throughout 
this chapter. For example, the term goal hierarchy will be used to represent 
an individual’s goal structure even if the cited authors used a different but 
similar term. We use the term goal set to refer to the set of possible goals 
within a specific domain and at a given hierarchical level that is consid-
ered prior to choosing a particular goal. Next is the selected goal, referring 
to a goal that has been chosen as a desired state. Finally, we use the term 
current concern to differentiate the goals one is actively engaged in pursing 
at a given point in time from other goals an individual has selected. Goal 
activation is used to describe a selected goal becoming a current concern. 
It is worth noting that most of the definitions in Table 4.1 portray goals as 
consciously articulated.

History of Goal Choice Research

The goal constructs listed in Table 4.1 also present a partial historical 
timeline (see Austin & Vancouver, 1996, for a more complete historical 
treatment). Lewin hypothesized that central volitional states and result-
ing quasi-needs governed persistent motivated behavior, and subsequent 
work by Lewin’s students (reviewed in Lewin, Dembo, Sears, & Festinger, 
1944) led to the concept of level of aspiration. Siegel (1957) subsequently 
formulated a subjective-expected utility model for level of aspiration. Mace 
(1935) reported a series of experiments using goals as independent vari-
ables, and Ryan (1958) summarized research on intentions. Locke’s task 
goal theory followed from the work of Mace and Ryan (Locke & Latham, 
1990). Erez (2005) notes how research supporting Locke and Latham’s 
high-performance cycle worked back from what Ryan called “first-level 
explanations of ‘task’ behavior” through evaluation, cognition, and envi-
ronmental stimuli. The next surge of research began in the 1980s and 
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reflected the cognitive trends evident across psychology (e.g., Alexander, 
2000; Boekaerts et al., 2005; Corno & Kanfer, 1993; Heckhausen & Kuhl, 
1985; Wood, 2000). Pervin (1989), in identifying key issues and questions 
concerning goal concepts, concluded that “the basis upon which goals are 
acquired has all too frequently been neglected by psychologists” (p. 474). 
While current practice is moving toward models that span the space from 
goal choice to goal attainment, postponement, or termination (e.g., the 
Rubicon model of action phases proposed by Heckhausen (1989) and Goll-
witzer (1996)), the study of goal choice still lags the study of goal striving.

The Goal Choice Phenomenon

Dimensions of goal Choice

People normally harbor more wishes and desires than they can possibly 
realize. The first task is to choose among those competing wishes (the goal 
set) and make some of them into binding, selected goals (Brandstätter, 
Heimbeck, Malzacher, & Frese, 2003). We would have liked to discuss the 
actual cognitive processing of goal choice, but surprisingly little research 
has examined what goes on during goal choice with regard to representa-
tions, planning, and affect-emotion. We do know that individuals have 
multiple goals for the multiple work and nonwork roles (e.g., family, social, 
political, religious) they face. In examining the goal choice phenomenon, 
it is important to first recognize the wide variety of possible goals that 
can be chosen. Goal choice is not simply a matter of deciding on whether 
to strive to make 40 versus 60 sales in a given week. In addressing this 
issue, we will discuss four different questions that need to be considered 
with respect to choosing a goal: the domain, the dimension within that 
domain, the attributes chosen for the goal, and the manner in which the 
goal is framed.

goal Domains

Within the I/O psychology literature, the focus has understandably been 
on the work domain. Other substantive areas have focused on other 
domains (e.g., learning and social relationships in education, person per-
ception and schema formation in social cognition, lifestyle self-manage-
ment, sports, and weight control in health). Within the work domain, the 
focus has almost exclusively been on achievement despite the fact that 
other domains (e.g., relationships, learning, well-being) are also relevant. 
The learning domain has begun to receive some attention within I/O psy-
chology (e.g., goals as mediators of the relationship between learning goal 
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orientation and learning (Chen, Gully, Whiteman, & Kilcullen, 2000; Klein 
& Lee, 2006; VandeWalle, Cron, & Slocum, 2001)). Also largely missing from 
the literature is research examining how individuals choose goals within 
and across domains and address potential role conflicts. For example, task 
performance goals can conflict with coworker affiliation goals within the 
work role as well as with goals from other roles (e.g., health, family).

It has been suggested that, at the highest levels, hierarchies from differ-
ent roles converge around core values (Schwartz, 1999), moral principles, 
and basic fundamental goals such as existence, relatedness, and growth 
(Alderfer, 1972). It has been suggested that social experiences are highly 
segmented and experienced largely independently from one another 
(Dubin, 1956), and there is some support for that notion (e.g., Randall, 
1988). This suggests that multiple goals need not necessarily be in con-
flict, particularly if they are congruent in terms of those higher-level basic 
goals. Yet multiple goals clearly can be conflicting or, even when they 
are not in direct conflict, in competition for the allocation of an individ-
ual’s limited emotional and attentional resources (Kanfer & Ackerman, 
1989; Karoly, 1993) as well as his or her limited time and effort (Naylor, 
Pritchard, & Ilgen, 1980). Resource allocations may become more efficient 
through practice and automation, but that efficiency cannot eliminate all 
potential goal conflicts. It is also conceivable that individuals might over-
estimate the benefits of proceduralization in situations where goals con-
flict, allocating more time and effort to the more novel task only to find 
that the well-learned task is not going as well as expected.

goal Dimensions

Within the work (or any other domain) there are still multiple dimensions 
that one can focus upon in choosing a goal. Focus may be on a future job 
(i.e., development or career outcomes), job outcomes, specific tasks within 
a job, or specific aspects of a given task. In addition, different individuals 
may organize “work” differently. Considering a specific task, one could 
set a goal for how the task is performed (process) or the results of per-
forming the task (outcome). In sport psychology, for example, the distinc-
tion is made between performance goals and process goals (successfully 
executing the behaviors necessary for successful performance—staying 
relaxed, watching the ball) (Filby, Maynard, & Graydon, 1999; Kingston & 
Hardy, 1997). In addition, even considering just outcome goals, the focus 
could be on the quantity of outcome or the quality of the outcome. Goals 
can similarly be set for learning a task rather than performing a task. Sei-
jts, Latham, Tasa, and Latham (2004), for example, in an effort to integrate 
goal setting with goal orientation, examined setting-specific quantita-
tive performance and learning goals. Their results suggest that in situa-
tions requiring the acquisition of knowledge, a performance goal focuses 
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attention on performance to the detriment of the learning that needs to 
first occur. A learning goal appears to focus the individual on master-
ing the process rather than the end result. In general, the literature has 
overemphasized the examination of specific, quantitative performance or 
outcome goals at the expense of alternative dimensions for which indi-
viduals may choose goals within work contexts.

goal attributes

Choosing a goal can involve multiple decisions about the different attri-
butes of that goal. The attribute that has received nearly exclusive atten-
tion in the I/O literature is the level or difficulty of the goal. A second 
widely recognized attribute is goal specificity, but only a few studies (e.g., 
Klein, Whitener, & Ilgen, 1990; Locke, Chah, Harrison, & Lustgarten, 1989) 
have actually examined specificity in a manner other than contrasting a 
specific goal to a “do your best” goal, which is a problematic operation-
alization of specificity (Naylor & Ilgen, 1984). Other attributes, such as 
temporality (i.e., the time deadline within the goal) or goal complexity, 
are rarely noted or examined. Temporality is discussed in a subsequent 
chapter by Mitchell, Harman, Lee, and Lee on multiple goal striving.

goal Frames

Another key initial consideration in goal choice is how the chosen goals 
are framed. Several different goal frames have been identified in the lit-
erature, most of which appear to be largely independent of each other, 
meaning that the same goal can be framed in multiple ways. The first 
such frame was suggested by Gould (1939), who in studying levels of aspi-
ration suggested that for a given task individuals have several possible 
goals, ranging from an ideal or “hope for” goal to a minimally satisfying 
or “minimum” goal, with an action or “try for” goal in between. Another 
possible frame is whether goals are viewed in a normative or individual 
manner. In sports psychology (e.g., Kingston & Hardy, 1997), for exam-
ple, the distinction is made between outcome goals, framed normatively 
relative to other competitors (e.g., to come in first place), and performance 
goals, framed relative to an absolute performance level independent of 
how others may perform (e.g., finish a race under a certain time). Filby 
et al. (1999) found that choosing multiple, differently framed goals was 
more effective than always using any one frame, and that different frames 
were differentially effective at different stages of athletic competition 
(e.g., training, precompetition, during competition). In I/O psychology 
research, studies have used both normatively and individually framed 
goals, and both are clearly used in organizations (e.g., to be first or sec-
ond in market share for every product we make), but there has been little 
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research on the most appropriate use of these different frames or on the 
determinants that lead an individual to frame the goals he or she chooses 
one way versus another.

A third set of goal frames relate to goal orientations. Goal orientations 
have been defined in a variety of different ways: as goals, traits, frame-
works, and beliefs (see DeShon & Gillespie, 2005). Goal orientations have 
also been conceptualized and examined at varying levels of stability, 
being either situation or task specific, domain specific, or stable disposi-
tions. The dimensionality of goal orientation has also been treated dif-
ferently in the literature, varying from a single to as many as six facets 
(DeShon & Gillespie, 2005). The most common current view is that there 
are three dimensions to the construct (Elliot & Harackiewicz, 1996; Vande-
Walle, 1997): learning or mastery, performance prove, and performance 
avoid. These different orientations, as either traits or induced states, influ-
ence how individuals view their goals and the resulting difficulty of task 
goals that are set. Lee, Sheldon, and Turban (2003), for example, found self-
set goal level was positively correlated with a performance-approach goal 
orientation and negatively correlated with a performance-avoid goal ori-
entation. Given that research in both the educational and organizational 
domains has shown that goal orientation states are easily induced (e.g., 
Elliot & Harackiewicz, 1996; VandeWalle et al., 2001), such interventions 
could be used to further examine how goal orientation frames influence 
the attributes and content of selected goals. While the different frames 
discussed here are largely independent, DeShon and Gillespie (2005) did 
suggest that individuals pursuing performance-approach or performance-
avoid goals may be more likely to use a normative frame, whereas those 
pursuing a learning or mastery goal are more likely to frame their goals 
individually. Related to the performance-prove and performance-avoid 
goal orientations are the achievement and anxiety motivational traits 
identified by Kanfer and Heggestad (1999) and other approach/avoidance 
frameworks in education (e.g., Elliot & Covington, 2001).

A final possible frame, based on self-determination theory, is the extent 
to which a goal is viewed as autonomous versus controlled. Abraham 
and Sheeran (2003) suggested that researchers code goals in terms of this 
continuum, as these perceptions may be quite different across individuals 
with similar goals. Goal frames may thus be (1) stable individual differ-
ences that influence goal choice (e.g., approach vs. avoid); (2) an attribute 
of the goal chosen along with its level, specificity, temporality, etc. (e.g., 
normative vs. individual; hope for vs. try for); or (3) ascribed to the goal 
after it has been chosen (e.g., autonomous vs. controlled). One approach to 
examining goal frames and the impact of framing on goal choice would 
be to elicit representations from verbal protocols obtained from micro-
worlds, computer simulations of real-world situations (e.g., DiFonzo, Han-
tula, & Bordia, 1998). Other research questions concerning frames center 
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around self-observer congruence and whether a supervisor or team mem-
bers share frames or can correctly identify the frame being used by a sub-
ordinate or team member.

goals, Plans, and Hierarchies

In explaining the organization of goals, the notion of goal hierarchies 
ranging from abstract toward the concrete has pervaded a wide range 
of disciplines within psychology (e.g., Carver & Scheier, 1998; Ford, 1987; 
Kruglanski, 1996; Miller, Galanter, & Pribram, 1960; Pervin, 1989), includ-
ing I/O (Campion & Lord, 1982; Cropanzano, James, & Citera, 1993; Klein, 
1989). Goal choice occurs at multiple levels within goal hierarchies, flow-
ing from broad overarching goals to middle-level “working goals” and 
down to lower-level subgoals and behavior sequences. From cognitive 
psychology it appears that conscious attention to goal choice typically 
occurs at the middle level, with “pop-ups” to higher levels to answer why 
probes, and “look-downs” to lower levels to answer how probes and to 
instigate actions (Mervis & Rosch, 1981). Goal hierarchies situate a con-
text for goal choice and can prime consideration of goal conflict. Consider 
the personal project of obtaining a doctoral degree. This personal proj-
ect fits into a goal hierarchy at a relatively high level of abstraction, but 
once this goal is chosen, it activates an entire tree and string of subgoals 
and behaviors. Discipline choice, selection of an institution, application, 
securing funding if accepted, managing coursework, matriculating, gain-
ing experience through research and practicum experiences, and moving 
on following degree completion are enacted over time as elements of this 
personal project.

Goal system theory (Kruglanski, 1996) is one of the more articulated 
hierarchical models, and we will use it as an exemplar. Kruglanski (1996) 
proposed that goals are a form of knowledge structure and could be 
treated as semantic concepts. Selected key features of the goal systems 
theory presented by Shah and Kruglanski (2000) include the hierarchical 
organization of goal networks from abstract ends to lower-level ends to 
means. Equifinality is defined as variance in the extent to which multiple 
means can be used to attain the goal, and multifinality defined as vari-
ance in the extent to which a lower-order mean can be used to attain 
multiple goals. Lateral associations provide a third way to conceptualize 
organization and navigation within goal networks. Subsequent research 
summarized by Shah (2005) identifies systematic effects of activation and 
priming. There is thus considerable support from a social cognitive per-
spective for the goal hierarchy navigation routes suggested by Little (1989) 
in his discussion of laddering as a method for investigating and interven-
ing by counseling psychologists.
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In the organizational domain, studies of goal hierarchies date back to 
research on management by objectives and multiple criteria decision mak-
ing (Barton, 1981). More recently, efforts have been made to inductively 
identify goal structures (e.g., Bateman, O’Neill, & Kenworthy-U’Ren, 2002; 
Roberson, 1989). Such taxonomies could be useful in studying goal choice 
through manipulating goal choice options within field studies or simula-
tions. Another area of research concerns investigating the goal congruence 
between organizational and individual levels of analysis (e.g., Vancouver, 
Millsap, & Peters, 1994). The effects of varied goal congruence might be 
hypothesized in individual or strategic organizational goal choice situa-
tions. A case study by de Haas, Algera, and van Tuijl (2000) showed that 
strategic dialogue can help to achieve organizational goal congruence, 
defined as a consensus among constituencies on goal priorities. Diefen-
dorff and Lord (2003) concluded that in addition to goals influencing task 
strategies, the processing of strategies may also influence goals, possibly 
through clarifying the path to goal attainment.

Antecedents of Conscious/Symbolic Goal-Level Choice

Goals can operate at the symbolic or subsymbolic level. We will first 
review what is known about conscious goal choice, followed by noncon-
scious goal processes. Nearly every theoretical perspective attempting to 
explain conscious goal choice (e.g., Ajzen, 1985; Atkinson, 1964; Bandura, 
1997; Gollwitzer & Bayer, 1999; Klinger & Cox, 2004; Locke & Latham, 
1990) uses an expectancy-value framework (e.g., Vroom, 1964). Individuals 
are more likely to choose a goal level with a high expectancy and high 
attractiveness (Klein, 1991), and while the probability of attainment may 
be lower for difficult goals, this is usually offset by the higher attractive-
ness of attaining such goals (Campbell, 1982). Numerous studies have sub-
stantiated the relationships between expectancy or efficacy and valence 
on goal-level choice (Klein, 1991; Locke & Latham, 1990), although valence 
has received less attention in the literature. In addition, in many cases, the 
expectancy-value theory framework is used as a heuristic with no assump-
tions made about the multiplicative combination of expectancy and value 
or the careful calculation of all possible alternatives and rationality of the 
decision. When discussing conscious goal choice, it is therefore important 
to recognize that conscious choice occurs in varying degrees in terms of 
the extent to which time and attentional resources are devoted to making 
that choice. Surface versus deep processing (e.g., Rozendaal, Minnaert, & 
Boekaerts, 2003) is one distinction that has been made to reflect this dif-
ference in goal choice decision making. One exception to the reliance on 
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the expectancy-value framework is fantasy realization theory (e.g., Oettin-
gen, Pak, & Schnetter, 2001), which differentiates free fantasies (thoughts 
and images of future events or behaviors) from expectations in explaining 
routes to goal setting.

In the following sections the documented antecedents of conscious goal-
level choice are reviewed. As noted above, the choice of a particular quan-
titative goal difficulty level is just one aspect of goal choice. It is, however, 
the only aspect of conscious goal choice to receive substantial empirical 
investigation. In presenting the influences on conscious goal-level choice, 
we differentiate among those that impact the expectation of goal success 
(expectancy or efficacy evaluations), those that impact the attractiveness 
of goal success (valence or instrumentality evaluations), and those that 
impact both. Consistent with the framework provided by Kanfer (1990), 
within each of these categories, antecedents are further organized, start-
ing with more distal and moving through more proximal antecedents of 
goal choice.

Factors influencing efficacy/expectations of goal Success

Ability, Knowledge, and Skills

Distal abilities and the more proximal task-relevant knowledge and skills 
are important antecedents of expectations of goal success, and in turn 
goal-level choice. An individual’s self-assessed abilities and the extent to 
which one believes he or she possesses the knowledge and skills needed to 
perform the required tasks are strong determinants of self-efficacy (Ban-
dura, 1997) and influence expectancy beliefs. It is important to note that 
one’s self-perceptions of abilities, knowledge, and skills can diverge from 
reality, but such inaccuracies impact goal attainability, not the choice of 
goal level. The relationship between ability (actual or perceived) and goal 
choice is well established (see Locke & Latham, 1990). Empirical research 
has also demonstrated that cognitive ability influences goals directly and 
indirectly through self-efficacy (e.g., Chen et al., 2000). The same presum-
ably holds for other noncognitive abilities.

Skills and knowledge are more proximal and can change with addi-
tional training and task experience, although the effects of practice on 
expectations of goal success depend in part on the information process-
ing demands of the task (Kanfer, 1987). In addition, there are reciprocal 
relationships, as goals can either impede or facilitate knowledge and skill 
acquisition. Ackerman and Kanfer (1993) provided accounts of how moti-
vation and ability interact over stages of performance acquisition and 
maintenance. Kozlowski and Bell (2006) note that as one gains knowledge 
and skill, distal goals that were initially impossible become more attain-
able. Consistent with prior work (e.g., Bandura & Schunk, 1981; Bandura & 
Simon, 1977; Stock & Cervone, 1990), the Kozlowski and Bell study dem-
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onstrates the value of subdividing complex tasks into a series of proxi-
mal subgoals to facilitate higher expectations of success, and thus support 
learning by building self-efficacy, avoiding frustration and anxiety, and 
preventing withdrawal at early stages of task performance.

Experience

Prior success or failure is a strong influence on goal choice and was a 
major focus of the earliest studies of goal choice in the level of aspiration 
literature (e.g., Lewin et al., 1944). The general finding from that litera-
ture, as well as in subsequent studies, is that goals are raised following 
success and lowered following failure. There are exceptions, however, as 
goals may be raised following failure or lowered following success for a 
variety of reasons, discussed in a later section. Numerous studies have 
demonstrated the relationship between past performance and subsequent 
goal choice (see Locke & Latham, 1990), and it is clear that individuals 
are sensitive to their past performance and use that information in select-
ing or revising their goals. Research on the role of feedback (e.g., Erez, 
1977; Ilies & Judge, 2005; Kluger & DeNisi, 1996) is also relevant here as a 
key mechanism for providing information about past experiences. Along 
these lines, it would be interesting to examine the differences, if any, that 
the provision of multisource feedback (Smither, London, & Reilly, 2005) 
has on goal choice as compared to traditional single-source feedback. 
With experience, misconceptions regarding one’s capabilities are often 
corrected, resulting in more accurate expectations of goal success. Direct 
task experience is the strongest determinant of self-efficacy (Bandura, 
1997) and, as such, will influence expectations of success and goal level. 
Prior success in related areas will also have an influence, albeit less direct, 
while broader life experiences will have an even more indirect and distal 
role as evidenced by the effects of generalized self-efficacy on goal choice 
through task-specific efficacy (e.g., Chen et al., 2000). It also appears that 
visualization can serve as a surrogate for direct experience as repeated, 
self-relevant mental rehearsal has been shown to positively impact atti-
tudes and selected goals (e.g., Anderson, Bothell, Byrne, Douglass, Lebri-
ere, & Qin, 2004; Taylor & Pham, 1996). In fact, it has been suggested that 
mental simulation be used as a heuristic for estimating probabilities of 
success (Kahneman & Tversky, 1982).

Attributions and Perceived Barriers/Enablers

Two additional factors that also influence expectations of success and sub-
sequent goal choice are the causal attributions made for past performance 
and perceptions of the environment, particularly perceived barriers and 
enablers of performance. Research has shown stability attributions to 
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moderate the effects of past performance on subsequent goals (Chacko & 
McElroy, 1983; Donovan & Williams, 2003), and stability attributions have 
been shown to directly influence expectations of success (e.g., Weiner, 
1985). When attributions are made to stable causes, similar outcomes are 
expected in the future, and past performance can be expected to impact 
expectations. When unstable attributions are made, however, past success 
or failure is essentially discounted as something that will not necessarily 
occur again. Interestingly, research has also shown that trait goal orienta-
tions can influence the types of performance attributions that are made 
(e.g., Ames & Archer, 1988).

The perceptions that individuals hold regarding barriers and enablers 
also impact their expectations of success and subsequent goal choice. 
Perceived barriers and enablers are environmental conditions that are 
believed to impede (barriers) or facilitate (enablers) progress. When bar-
riers are perceived, individuals do not believe that additional effort will 
translate into improved performance (Mathieu, Tannenbaum, & Salas, 
1992). Perceived enablers have the opposite effect (Noe & Wilk, 1993), 
as individuals believe that their efforts will be facilitated, rather than 
hindered. Perceived barriers and enablers have primarily been exam-
ined in learning and career development contexts. Gottfredson’s (1981) 
developmental theory of occupational aspirations proposed that when 
individuals perceive specific career barriers, those perceptions compro-
mise their vocational goals. The role of expectations has also been exam-
ined. Luzzo (1996) found a significant, negative relationship between the 
perception of career barriers and career decision-making self-efficacy. 
Interestingly, it was only anticipated future barriers and not previously 
encountered barriers that were significantly related to self-efficacy. Sim-
ilarly, Heckhausen and Kuhl (1985) described a rational process of cog-
nitive comparisons that imply the consideration of barriers and enablers 
in goal choice.

Factors influencing attractiveness of goal Success

Having reviewed the general categories of influences on goal choice 
operating through efficacy/expectancy, we next turn to factors that influ-
ence goal choice through attractiveness, the anticipated satisfaction from 
attaining the goal. Again here, these antecedents are reviewed starting 
with the most distal and moving toward more proximal antecedents of 
goal choice. A very proximal antecedent not included here, because it was 
addressed earlier, is superordinate goals. That is, a goal will generally be 
viewed as more attractive to the extent that it is instrumental to the attain-
ment of a higher-level selected goal.
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Needs/Values

George and Jones (1997) suggest that an individual’s values determine 
which types of actions and events are desirable and undesirable by pro-
viding criteria that are used in evaluating and defining actions and events. 
As such, the attractiveness of attaining a goal is judged in part by one’s 
values. According to the self-concordance model, enduring interests and 
values are central as individuals select and commit to goals in order to 
attain outcomes that meet their needs (Emmons, 1989). The self-concor-
dance model begins with a selected goal, however, and as such does not 
address goal choice. Deci and Ryan (2000) argue that needs give goals 
their psychological potency. Within self-determination theory, needs are 
defined as innate necessities, and the theory holds that three needs—com-
petence, relatedness, and autonomy—are essential for understanding the 
what (content) and why (process) of goal pursuit (Gagne & Deci, 2005). A 
relatively unexplored area is how changes in needs and values as a result 
of adult development (e.g., Kanfer & Ackerman, 2004) or major work or life 
events impact goal choice. Hershey, Jacobs-Lawson, and Neukam (2002), 
for example, investigated the influence of age and gender, factors that are 
likely related to differing needs and values, on workers’ financial goals 
for retirement.

Rewards

The rewards associated with goal attainment can take several forms and 
be either monetary or nonmonetary (e.g., praise, recognition), although 
much of the empirical research within I/O psychology has focused on 
monetary incentives. While initially quite divergent, more recent studies 
have consistently demonstrated that different reward systems will influ-
ence goal choices depending on the type of incentive and the extent to 
which incentives are tied to performance or goal attainment (e.g., Moussa, 
1996; Wright & Kacmar, 1995). It has also been demonstrated that personal 
goals, along with self-efficacy, can fully mediate the effects of assigned 
goal level and pay system on task performance (Lee, Locke, & Phan, 1997), 
and that under conditions of low efficacy, rewards have little impact, as 
they are not viewed as attainable (Moussa, 2000). The effects of rewards 
on goal choice have also been demonstrated at the group level, where the 
prospect of group incentives led to more spontaneous goal setting and 
different incentive systems led to differences in the difficulty of selected 
goals (Guthrie & Hollensbe, 2004). Street et al. (2004) interestingly noted 
that while anticipated satisfaction is typically included in goal-setting 
models as a major determinant of goal choice (with goal attainment 
providing experienced satisfaction), dysfunctional patterns of goal set-
ting and a vulnerability to depression can develop if individuals begin 
to view happiness as only attainable through goal achievement. Addi-
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tional research is needed examining the relative impact of nonmonetary 
rewards, the role of affect in the relationship between rewards and goal 
choice, and the longer-term consequences of different incentive systems 
on both performance and employee well-being.

Organizational Identification and Commitment

Schlenker and Weigold (1989) define self-identification as a goal-directed 
activity and discuss how the desirability of a given self-identification is 
associated with valued goals. Here, however, our interest is in how iden-
tification, particularly social identities within organizational contexts (e.g., 
organizational identification), influences goal choice. Conceptually, both 
commitment and identification should influence goal choice through attrac-
tiveness. In fact, organizational commitment has sometimes been defined 
in part as an acceptance of the organization’s goals (e.g., Porter, Steers, 
Mowday, & Boulian, 1974). Unfortunately, our review of the literature did 
not reveal a single study examining either organizational identification or 
organizational commitment as antecedents of goal choice. There have been 
studies showing the effects of commitment and identification on motiva-
tion (e.g., Roe, Zinovieva, Dienes, & Ten Horn, 2000; van Knippenberg & 
van Schie, 2000), but those studies did not specifically examine goals.

Wegge (2000) found that setting group goals influenced group identifi-
cation but did not look at the possible reciprocal effects of identification on 
goal choice. Similarly, Maier and Brunstein (2001) found individuals who 
were committed to their goals and perceived the organizational environ-
ment to be favorable for attaining those goals had higher organizational 
commitment but did not examine the influence of organizational commit-
ment on goal choice. In Meyer, Becker, and Vandenberghe’s (2005) con-
ceptual integration of commitment and motivation, commitment to the 
organization and other social foci (team, supervisor) influence goal level 
indirectly through goal regulation, a concept based on self-determina-
tion theory (Ryan & Deci, 2000) and regulatory focus theory (Higgins, 
1998). Examining the impact of identification and commitment on goal 
choice is thus an area of needed research, and cross-level research would 
be particularly useful in this area. Furthermore, in addition to examining 
the effects of commitment and identification on goal level, these variables 
should be examined as likely key determinants of the alignment between 
individual and organizational goals.

Factors influencing both expectancy and Valence

Personality

With the resurgence of interest in personality, considerable research has 
examined the effects of personality on behavior, motivation in general 
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and goals in particular. This research has avoided many of the criticisms 
leveled at earlier efforts to link personality with goal setting (e.g., Locke, 
Shaw, Saari, & Latham, 1981) and has yielded a more consistent set of find-
ings. As with the rest of this section, the focus is on the difficulty level of 
the selected goal. Personality may, however, have a stronger influence on 
the content of personal goals (e.g., Brett & VandeWalle, 1999) or the man-
ner in which goals are framed than on goal level. For example, Barrick, 
Stewart, and Piortrowski (2002) found conscientiousness to be associated 
with the setting of accomplishment striving goals.

FFM Traits

The Five-Factor Model (FFM) is a taxonomy of broad personality traits—
conscientiousness, extraversion, openness to experience, agreeableness, 
and neuroticism—that has emerged as a common conceptual scheme 
for describing personality (Tokar, Fischer, & Subich, 1998). Kalnbach and 
Hinsz (1999) suggested that conscientiousness might be the most appro-
priate variable to examine in studying the role of individual differences in 
goal setting. In a meta-analysis, Judge and Ilies (2002) found all five traits to 
display significant relationships with goal setting (goal level or difficulty). 
The estimated true score correlations reported by Judge and Ilies (2002) 
were –.29 for neuroticism and agreeableness, .28 for conscientiousness, 
.18 for openness to experience, and .15 for extroversion. With the excep-
tion of conscientiousness and neuroticism, however, these estimates are 
based on a small number of studies (four or five). More recently, Klein and 
Lee (2006) found openness to relate to the selected goal level in a learning 
context. In that study, conscientiousness was not significantly related to 
goal level but did predict goal commitment. While the FFM taxonomy has 
proved useful, it has been argued that only using the higher-order fac-
tors of the FFM ignores, confounds, and obscures facet-level personality 
variables that may be better predictors of motivational processes (Hough, 
1998; Kanfer & Heggestad, 1997).

Trait Goal Propensity

In an effort to identify a more relevant set of traits, Kanfer and Hegges-
tad (1997) identified traits thought to have motivational significance and 
clustered those traits to arrive at a motivational trait taxonomy. Heggestad 
and Kanfer (2000) tested the Motivational Trait Questionnaire, a measure 
developed to assess that taxonomy, and arrived at a three-dimensional 
solution consisting of personal mastery, competitive excellence, and anxi-
ety. Kanfer and Ackerman (2000) suggested that these traits influence 
goal choice but did not examine those relationships. This approach also 
encompasses the work on individual differences in approach and avoid-
ance tendencies. Klinger and Cox (2004), for example, concluded that the 
values placed on various objective incentives affecting goal choice are 
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reflective of individual differences in the strength of the approach versus 
avoidance goal systems. Rather than starting with traits thought to have 
motivational significance, Klein and Fein (2005) called for identifying a 
multidimensional, compound personality trait, termed goal propensity. 
Compound personality traits are developed by identifying a specific cri-
terion to be predicted, in this case the cognitions and behaviors associated 
with all phases of self-regulation, and then identifying the set of basic 
personality traits that best predict those criteria.

Trait Goal Orientations

Somewhat paralleling the motivational traits identified by Heggestad and 
Kanfer (2000), trait mastery, performance-prove, and performance-avoid 
goal orientations have also been examined as they relate to goal choice. 
The evidence regarding these relationships is somewhat unclear because 
of the confusion in the literature regarding the stability and dimension-
ality of goal orientations (see DeShon & Gillespie, 2005). It appears that 
there is a positive relationship between a mastery trait goal orientation 
and goal choice (e.g., Klein & Lee, 2006; Phillips & Gully, 1997), but such 
effects appear to be mediated by domain or state mastery orientations 
(Breland & Donovan, 2005). There has been less research on trait-level 
performance-prove and performance-avoid trait orientations, but assum-
ing a similar pattern of trait goal orientations operating through state 
orientations and the findings regarding domain-level performance orien-
tations (e.g., VandeWalle et al., 2001), a trait performance-avoid orientation 
should be negatively related to selected goal level, while a performance-
prove orientation should be positively related to selected goal level.

Other Traits

A number of other personality traits have also been examined as they 
relate to goal choice. Lee et al. (2003) found that global personality differ-
ences in self-determination (autonomy orientation, control orientation, and 
amotivated orientation) predicted selected goal level. Trait competitiveness 
was found to be related to selected goal level by Brown, Cron, and Slocum 
(1998), with individuals low on trait competitiveness consistently choos-
ing relatively lower goals. Individuals high on trait competitiveness chose 
relatively higher goals, but only when they perceived a highly competitive 
organizational climate. Individual differences in future time perspective 
may also be important in understanding goal choice, as several studies 
have provided support for a connection among future time perspective, 
motivation, and goal setting (DeVolder & Lens, 1982; Nuttin & Lens, 1985). 
Individuals high in future time perspective more readily envision future 
states where goals are obtained. As such, those individuals should be more 
proficient at considering alternative future goals and do so with a longer 
time horizon (Zaleski, 1994). A final trait to note is core self-evaluations, a 
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multifaceted, higher-order trait composed of four lower-level personality 
traits: self-esteem, generalized self-efficacy, neuroticism, and locus of con-
trol. Together, these traits amount to a fundamental appraisal of one’s “wor-
thiness and capability as a person” and reflect one’s bottom-line appraisal 
of people, events, and things in relation to oneself (Judge, Locke, & Dur-
ham, 1997). Erez and Judge (2001) demonstrated that core self-evaluations 
related to spontaneous goal setting and goal commitment but did not look 
at selected goal level. Additional work is needed on how all of these traits 
impact the goal choice process and the content and level of selected goals.

Culture

Both national and organizational culture can be expected to influence 
goal choice. There have been studies looking at the effects of cultural 
value differences (Hofstede, 1991) on goal commitment (Erez & Earley, 
1993; Sue-Chan & Ong, 2002), but we did not locate any studies examining 
the effects of cultural values on goal choice. Within educational research, 
the extent to which the classroom environment is competitive, collabora-
tive, or individualistic has been examined, with the use of mutual learn-
ing goals being one of the cooperative learning interventions studied (e.g., 
Johnson & Johnson, 1974). There are clear parallels in terms of organiza-
tional and national cultures (i.e., individualism-collectivism) that could 
similarly be examined. An area needing future research is therefore how 
culture influences both the types of goals that are set (frame and content) 
and the goal levels.

Social Influences

Social influence can take the form of knowledge of how others have per-
formed (e.g., Lewin et al., 1944; Garland, 1983; Meyer & Gellatly, 1988), 
normatively framed feedback (e.g., Podsakoff & Farh, 1989), knowledge of 
others’ goals (Bandura, 1977), group norms (e.g., Festinger, 1942), observ-
ing others (e.g., Weiss, Suckow, & Rakestraw, 1999), competition (e.g., 
Wistead & Hand, 1974), persuasion and encouragement (e.g., Moussa, 
2000), and group goals (e.g., Weingart & Weldon, 1991). Goal assignment 
methods, discussed in a later section, are also a form of social influ-
ence. Normative information affects goal choice by providing standards 
of performance that are both appropriate and achievable (Bandura, 1997; 
Earley & Erez, 1991; Locke & Latham, 1990). Social influences appear 
to be particularly strong in the absence of direct personal experience, 
as the relative influence of normative information appears to diminish 
with increased task experience (e.g., Weiss et al., 1999). Similarly, Sheeran 
and Abraham (2003) concluded that more temporally stable goals tend 
to be based on one’s self-definition and personal beliefs rather than 
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social pressure or contextual demands. Leonard, Beauvais, and Scholl 
(1999) also discuss how choices regarding behavioral alternatives and 
goals are based on self-concept, but recognize that one’s self-definition 
is tied to social identities. As such, while the impact of social influences 
on expectancy/efficacy may diminish with increased task experience, 
social influences likely remain a strong determinant of the attractive-
ness of alternative goals in the form of selecting goals consistent with 
one’s self-definition based on desired social feedback relative to one’s 
role-specific identity.

Emotion/Affect

Klinger and Cox (2004) point out that emotion is important in under-
standing goal choice because emotions serve both an informational and 
a motivational role. From an informational perspective, attitudes are 
knowledge structures, stored in memory and containing thoughts and 
feelings about goals (and other targets). As such, attitudes can be evoked 
to aid in the perception and evaluation of stimuli, decision making, and 
choosing how to act (George & Jones, 1997). Affect can also influence 
the scope of the goal set, as positive affect enhances cognitive flexibil-
ity, leading to greater open-mindedness, creativity, and the consider-
ation of a broader set of options, while negative emotional states narrow 
one’s attentional focus (e.g., Ashby, Isen, & Turken, 1999; Derryberry & 
Tucker, 1994). Emotions also play a role in the rational evaluation of pos-
sible goals, as expected emotional gains have been identified as a reliable 
determinant of goal choice (Klinger & Cox, 2004). Bagozzi, Baumgart-
ner, and Pieters (1998) present a model in which individuals assess the 
consequences of achieving or not achieving a goal, with those assess-
ments eliciting anticipatory emotions. Those anticipatory emotions, in 
turn, contribute to volitions regarding intentions, plans, and the deci-
sion to exert effort. This model also recognizes the motivational role of 
emotions, as the intensity of anticipatory emotions is proposed as the 
crucial element giving goals their motivational potential. Bagozzi and 
colleagues (e.g., Bagozzi et al., 1998; Perugini & Bagozzi, 2001), using stud-
ies of weight loss, demonstrated that individuals react to the possibility 
of achieving or not achieving their goals with well-defined positive and 
negative anticipatory emotions, and that those anticipated emotions are 
predictive of selected goals.

While affect and emotion play a role in the rational evaluation of goals, 
emotions can also introduce an irrational element into goal choice. Hom 
and Arbuckle (1986) found that a positive mood induction led to select-
ing higher goals, while a negative mood induction resulted in selecting 
lower goals. Finally, affective reactions to feedback have been found to 
mediate the relationship between feedback on past performance and 
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subsequently selected goals (e.g., Ilies & Judge, 2005). Other studies have 
found personality factors to interact with emotions in influencing subse-
quent goal choice. Cron, Slocum, VandeWalle, and Fu (2005), for example, 
found that individuals with a high-performance-avoid goal orientation 
tended to have the most intense negative emotional reactions to negative 
performance feedback and, in turn, selected lower subsequent goals. In 
addition, for those individuals that did have negative emotional reactions 
to the feedback, a high learning goal orientation served to mitigate the 
relationship between those negative emotions and the difficulty of subse-
quently selected goals.

Conscious goal Choice Strategies

Decision Making

Classical decision theory holds that individuals identify a set of alterna-
tive actions, evaluate the utility of each of those options, and then ratio-
nally select the option that maximizes utility. This view makes several 
problematic assumptions, including that (1) the set of alternatives is fixed 
and known, (2) a utility function can represent a known initial set of pref-
erences, (3) a probability distribution can represent an initial set of beliefs, 
and (4) current decisions are independent from past decisions (Dastani, 
Hulstijn, & van der Torre, 2005). As a result, the expected utility frame-
work is incomplete and does not provide a valid description of the details 
of the human decision-making process (Hastie, 2001). Current models of 
decision making relax those assumptions and recognize that the process 
is not fully rational. Beach and Mitchell’s (1990) image theory, for exam-
ple, emphasizes a simplified decision-making process by which a particu-
lar course of action is either accepted or rejected rather than weighing 
and evaluating all possible alternatives. That model also distinguishes 
between adoption decisions—choosing among a set of possible courses 
of action—and progress decisions. In prospect theory (Tversky & Kahne-
man, 1992) outcomes are evaluated in terms of gains and losses, with loss 
aversion and risk-averse attitudes recognized, such that different individ-
uals with alternative frames can make predictably different choices given 
essentially the same decision problem. This model would fit nicely with 
research examining approach versus avoid goals.

Interestingly, while theories of self-regulation and goal setting have not 
given great attention to the decision-making processes involved in choos-
ing a goal (or choosing to retain a goal), goals are receiving increased 
attention within the decision-making literature. Simon (1955) introduced 
the notion of utility aspirations levels, which led to goal concepts becom-
ing central in knowledge-based systems and belief-desire-intention mod-
els of decision making (Dastani et al., 2003). Schneider and Barnes (2003), 
for example, identified eight categories of goals that motivate people’s 
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decisions: relationship, career, personal, leisure, financial, instrumental, 
health, and education. Schneider and Barnes (2003) further suggested that 
decisions may be more realistically viewed as satisfying constraints rather 
than maximizing utility, and that framing effects may not be irrational 
but rather reflect different temporal and situational contexts providing 
appropriate goal-based reference points. In incorporating recent advances 
in decision making to explore and help understand goal choice, care will 
be needed to avoid introducing circularity when using goal-based deci-
sion models to predict the very goals that are influencing the decision-
making process.

Consistent with the less rational views of decision making, the role of 
affect in decision making in general, and goal choice decisions in par-
ticular, is increasingly being recognized. Finucane, Peters, and Slovic 
(2003), for example, recognizing that people base judgments on what they 
feel in addition to what they think, presented a model of decision mak-
ing in which affect influences judgment directly. The work by Bagozzi et 
al. (1998) discussed earlier highlights the role of anticipatory emotions in 
decision making among possible goals. Research on the effects of mood 
on decision making suggests that mood states influence the perception, 
organization, and recall of information (e.g., Broadbent & Broadbent, 
1988). Mood has also been shown to influence self-efficacy and persistence 
(Kavanagh & Bower, 1985). Finally, a common decision bias, the tension 
between what an individual wants to do and what he or she ought to 
do, would be interesting to study in the context of the operation of short-
term and long-term goals in goal hierarchies, as research in decision mak-
ing shows that transient concerns often override long-term self-interests 
(Bazerman, 2001). Donovan and Williams (2003), looking at proximal and 
distal goals for athletes running track, similarly concluded that perfor-
mance was driven more by immediate than long-term goals, and those 
goals were not conflicting.

Choosing Among Multiple Goals

Karoly (1998) identified “intergoal conflict” as one of the “twin demons” of 
action regulation. Multiple goals can be compatible (i.e., the same actions 
facilitating the attainment of multiple goals), complementary (requiring 
different actions at different times), or in conflict. People can pursue more 
than one goal effectively when goals are prioritized. Goal conflict occurs 
when more than one goal cannot be simultaneously attained (Carver & 
Scheier, 1998). One issue that to our knowledge has not been examined is 
the degree to which potential conflicts are even considered during the goal 
choice process. That is, to what extent and under what circumstances are 
potential constraints concerning the allocation of time, effort, and atten-
tion salient when selecting a goal from the goal set versus only after a goal 

RT7451X.indb   122 5/28/08   12:43:40 PM



Goal	Choice	and	Decision	Processes	 1��

becomes a current concern. When goals are in direct conflict, it appears that 
needs, prior choices, and situational cues influence the relative saliency of 
competing goals, leading to one being chosen over the others. Deci and 
Ryan (2000) state that without needs, all desires are equal in importance, 
and suggest that goals that fulfill one or more innate needs are more likely 
to be chosen. The situational context has been shown to alter the salience 
of particular goals (e.g., Vallacher & Wegner, 1985), and it has been argued 
that previous goal choices constrain the subsequent goal set and serve to 
stabilize decision-making behavior through time (Dastani et al., 2003). Van 
Eerde (2000) suggests that impulsiveness can play a role when an individ-
ual is faced with multiple goals and must decide what to do now versus 
what to do later. In terms of assessing an individual’s priorities regarding 
potentially competing goals, Abraham and Sheeran (2003) suggest assess-
ing relative goal importance rather than asking about single goal intentions 
to capture goal structures and recommend making multiple goals salient 
at the point of measurement to facilitate accurate predications of in situ 
goal choice. Issues relating to when goals conflict and, more precisely, how 
individuals resolve such conflict remain a key area for future research. In 
exploring these issues, the role of affect should be considered along with 
cognitions. Issues relating to striving toward multiple assigned goals are 
discussed at length by Mitchell et al. in Chapter 7.

Goal Choice at the Team and Organizational Levels

At the organizational level, research has shown that selected goals for 
organizational performance based on historical performance are adjusted 
at different speeds depending on the time perspective of the decision 
maker (Greve, 2002). Rapid adjustments suggest a focus on current condi-
tions, while slow adjustments suggest greater deference to the past. Using 
simulations, Greve (2002) found that slower adjustments to goals lead to 
a more adaptive pattern of change than rapid adjustments. At the team 
level, commitment to shared goals is sometimes part of the definition of a 
team. Biggers and Ioerger (2001) suggest that effective teamwork requires 
a shared mind-set that includes commitment to the goals of the larger col-
lective that go beyond what each member can or will do on his or her own. 
Biggers and Ioerger (2001) also note that in leaderless or distributed team 
structures, goals must be decided on by the team, along with who will do 
what and when, in order to achieve those goals. Research on team goal 
choice has examined both processes parallel to individual goal choice and 
processes unique to teams. Guthrie and Hollensbe (2004), for example, 
found that groups working under group incentive conditions engaged in 
more spontaneous goal setting than did groups in a fixed-pay condition, 
and that the group’s selected goal level mediated the relationship between 
group incentives and group performance. Other research has shown the 
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difficulty of goals selected by groups to be influenced by team processes, 
including cohesion, perceived loafing, and collective efficacy (e.g., Mulvey 
& Klein, 1998).

Nonconscious/Subsymbolic Goal Choice

The preceding sections assumed that goal choice was a conscious process. 
In this section we focus on the implications of nonconscious processes 
on goal choice. Most of the work on nonconscious goal processes has 
appeared in social cognitive and cognitive psychology. This research has 
almost exclusively focused on the automatic activation of goals without 
considering whether those goals were themselves chosen consciously or 
nonconsciously. Whether goal choice can occur at the subsymbolic level 
remains unclear. The definitions presented earlier in Table 4.1 clearly 
imply conscious and mindful processes, though they likely depend on and 
are influenced by nonconscious processes. One position is thus to define 
goal choice as a conscious process, with goal activation possibly occurring 
automatically only if a goal has previously been consciously selected. Evi-
dence supporting such a view is provided through work in neurorehabili-
tation (e.g., Gauggel & Hoop, 2004), in which goals are typically assigned 
to brain-damaged patients because of the difficulty they have in choosing 
goals. Yet, strategic automaticity clearly conveys benefits (e.g., Hassin, Ule-
man, & Bargh, 2005), and these benefits have been advocated in psychol-
ogy since James’s (1890) discussion of habits. As translated from cognitive 
to I/O psychology by Lord and Maher (1991), automation frees resources 
for executive and strategic functions (cf. Bargh, 1994). An alternative posi-
tion to the above view that goal choice is conscious by definition is that 
if a choice process is repeated often enough, it will become habitualized 
and begin occurring nonconsciously. While we were unable to locate any 
prior research directly examining this issue, we believe it is reasonable to 
assume that goal choice, once practiced and overlearned through repeated 
applications and trials, can become partially or fully automatic.

goal activation research

The work of Bargh, Gollwitzer, and colleagues (e.g., Bargh, Gollwitzer, 
Lee-Chai, Barndollar, & Trotschel, 2001) is central in the study of goal 
activation. Bargh (1990) discussed the possible efficiency of automaticity 
in social behavior, and Bargh and Gollwitzer (1994) specifically extended 
that work to goal-directed action, emphasizing that environmental condi-
tions may “prime” or activate goal pathways. Using the terminology of 
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this chapter, a previously selected goal can nonconsciously become a cur-
rent concern. Bargh and Barndollar (1996) defined the early “auto-motive” 
model as the explicit assertion that goals and motives can be co-activated 
with environmental features (specific achievement situations across 
applied domains of work, community, and family) through repeated pair-
ings. Ferguson and Bargh (2004) extended the long-standing “automatic 
evaluation” paradigm by finding that goal-relevant objects were evalu-
ated positively (approach) and that participants had little awareness or 
access to subsymbolic processes. Finally, work by Aarts and colleagues 
(e.g., Aarts & Dijksterhuis, 2000) has examined how implementation inten-
tions (in a given situation, I will do this) serve to automatically protect cur-
rent goal striving. As noted above, however, none of this research directly 
examines goal choice as the existence of a goal is presumed.

A second, related stream of research, well summarized by Shah (2005), 
fits within the goal systems theory framework (Kruglanski, 1996; Shah & 
Kruglanski, 2000). Whereas Bargh and his associates demonstrated prim-
ing of goals with semantically similar words, Shah (2005) observed that 
priming can also flow from links to means (subgoal and behavioral strate-
gies) and from other persons. One feature of this work is the examination 
of the effects of “goal pull,” defined as the automatic priming of one goal in 
the middle of the ongoing pursuit of another goal. This research has also 
demonstrated that goal activation can become nonconscious with lengthy 
task experience (Fishbach, Friedman, & Kruglanski, 2003). An important 
factor preventing or disrupting automaticity may be the requirement to 
“juggle” across multiple-goal systems, although this too could potentially 
become habitualized with sufficient practice. Both goal pull and juggling 
might be evaluated using microworld simulations that can support and 
record many trials to track automaticity (Elg, 2005). While again focusing 
on activation rather than choice, an example of research in this area from 
cognitive psychology is the model presented by Altmann and Trafton 
(2002), which postulates two determinants of goal activation: the history 
of recent retrievals and the relationship between the goal and the proxi-
mal set of cues. First, goals that are more frequently retrieved from mem-
ory will have a higher level of activation than those that are infrequently 
retrieved, which will suffer activation decay. Second, stronger cues are 
more likely to facilitate goal activation than weaker cues. Of note, sub-
symbolic goal processes are being studied at various levels of abstraction. 
Altmann and Trafton (2002), for example, illustrate a micro-level approach 
in contrast to Bargh and associates, who invoke broad goals such as “per-
forming well.”

One issue in the above research concerns the difference between 
Kruglanski et al.’s (2002) assertion that motivation is cognition and 
Kuhl’s (1986) perspective that goals are more than cognition. The Krug-
lanski position is that goals are knowledge structures, cognition and 
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motivation are integral rather than separate constructs and, as such, 
motivation should not be separated and studied statically. Kuhl’s posi-
tion is that motivation is encoded differently than other knowledge 
structures. Although both camps draw on much of the same cognitive 
research, Kuhl adds dynamic processes (i.e., the persistence of activa-
tion) to the representation structures and attention processes. Addi-
tional clarification of this issue would be helpful, although the evidence 
suggests that goals are not just cognition. For example, emotion also 
likely influences nonconscious goal processes. Even though much of the 
above reviewed work emphasizes cognition, the mood-memory rela-
tionship is well established (Forgas & Bower, 1987). We did not find any 
empirical research on emotions and unconscious goal processes, but 
Seo, Barrett, and Bartunek (2004) presented a model linking the study 
of emotion (specifically core affect) with expectancy and goal-setting 
theory and proposed that core affect influences behavioral outcomes in 
ways that are unmediated by conscious processes.

The Nonconscious-Conscious Boundary

It is also important to understand how symbolic and subsymbolic goal 
processes are related. Multiple goals must compete for expression and 
cooperate by communicating information across conscious and auto-
matic processes (Karoly, 1993). It is possible that navigation within a goal 
hierarchy (laddering up or down from the current concern) or switch-
ing between goal hierarchies (work to nonwork) may invoke executive 
control to switch the focus of attention consistent with the task envi-
ronment, and according to social cognition researchers, those environ-
mental cues can activate the engagement of relevant goals. Kuhl’s (1986) 
model of action control indicates that action structures from long-term 
memory are activated when a match between a current situation and 
the context component of the knowledge structure is indicated. Trans-
fer to working memory is automatic if intentional or controlled if non-
intentional. In that model, there are two preconditions for automatic 
transfer, with perceived ability (i.e., self-efficacy) and enactment diffi-
culty needing to exceed certain thresholds. Diefendorff and Lord, in the 
next chapter, give further attention to the conscious and nonconscious 
aspects of self-regulation, as well as the neurocognitive underpinnings 
of those processes.

One vehicle for studying nonconscious-conscious boundaries is 
through consistent-inconsistent manipulations of goal prompts, plan-
ning prompts, and behavior prompts, because one principle that has 
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emerged from cognitive psychology is that it is often possible to observe 
and track the submergence of a process from conscious to nonconscious 
over a very long sequence of trials. Carver and Scheier’s (1998) work 
on how interruptions shift the focus of attention may also be relevant 
here. While that research centered on self- versus environmental focus 
rather than conscious-nonconscious processes, some of the triggers that 
shift attention (e.g., novelty) appear to be similar. Surprises or shocks 
are likely to focus conscious attention on goals that typically operate 
at the subconscious level. Major life events such as job loss or the death 
of a loved one, or even perceived threats such as an announced acquisi-
tion or closely avoiding an automobile accident, can be expected to lead 
one to reexamine his or her goals and, as a result of that evaluation, 
possibly make changes in his or her goal structure, or at least the priori-
ties assigned to the goals within the structure. A better understanding 
of when and why goal processes cross from nonconscious to conscious 
processes (and back) is needed to fully comprehend how subsymbolic 
goal processes impact goal choice.

implications of Subsymbolic goal Processes

Almost all of the studies examining nonconscious goal processes have 
studied goal pursuit rather than choice, assuming or assuring a goal and 
then priming consistently or inconsistently. In addition, nearly all of these 
studies are conducted in laboratory settings. The results from this research 
are both critically important and powerful. However, it remains to be seen 
whether these results can be extended to goal choice or to organizational 
contexts outside of laboratory settings. Some implications can still be 
drawn for goal choice, particularly with regard to the operation of goal 
hierarchies. For example, Gollwitzer and Schaal (2001) integrated strategic 
automaticity into meta-cognition using a three-level planning hierarchy. 
This work focuses on the exercise or delegation of control from a strategic 
level downstream to a middle operational level and then down to a tacti-
cal level. The effects appear to be as persistent as they are veiled from the 
research participants, as demonstrated by the lack of participant insight 
into these processes. A clear implication of chronically accessible goals is 
that they might activate linkages to goals at adjoining hierarchical levels, 
levels that usually do not receive conscious attention. The Gollwitzer and 
Schaal (2001) framework and findings also suggest that multilevel models 
can be constructed to address navigation and trade-off mechanisms. The 
concept of laddering, proposed by Little (1989), may be useful in exploring 
the boundaries between conscious and nonconscious goal processes, both 
within and across goal hierarchies.
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Goal Choice Decisions in Goal 
Assignment and Reassessment

goal Commitment

In committing to a goal, a person chooses to allocate resources toward 
goal-relevant activities and away from goal-irrelevant activities. Goal 
commitment refers to the determination to achieve a selected goal. Locke 
and Latham (1990) indicated that choosing a goal and committing to a 
goal are related yet distinct. However, using the terminology proposed 
here, choosing a selected goal from the goal set implies a minimal degree 
of commitment. In the education literature, Dornyei (2000) makes a simi-
lar claim using different terms, arguing that converting a goal into an 
intention requires commitment. Heckhausen, Kuhl, Gollwitzer, and col-
leagues (e.g., Heckhausen & Kuhl, 1985) discuss the shielding of goals, 
protecting current concerns from competing goals or other distractions 
or interruptions. While not previously examined, commitment should be 
strongly related to and could possibly be inferred from such shielding. 
Locke (1968) suggested that goal commitment was necessary for goal set-
ting to work. Hollenbeck and Klein (1987) reiterated that point and called 
for research focusing on goal commitment as a moderator of the relation-
ship between goal difficulty and performance. Klein, Wesson, Hollenbeck, 
and Alge (1999) further demonstrated that moderating role, illustrating 
that goal commitment is necessary for a selected difficult goal to result in 
high task performance.

The antecedents of the difficulty level of selected goals and goal com-
mitment are similar. In fact, in articulating the antecedents of goal 
commitment, Hollenbeck and Klein (1987) relied heavily on findings con-
cerning the determinants of goal choice as indirect evidence that those 
same variables would influence goal commitment. The Klein et al. (1999) 
meta-analysis examining the antecedents of goal commitment confirmed 
that assumption. Klein et al. found that attractiveness of goal attainment, 
expectancy of goal attainment, and motivational force (the product of 
expectancy and attractiveness) were all significant proximal antecedents 
of goal commitment. Among the more distal potential antecedents, abil-
ity, volition, affect, goal specificity, task experience, and the provision and 
type of feedback were all found to have significant positive relationships 
with goal commitment.

While the evaluation of the goal set prior to selecting a goal is often 
deliberative and impartial, once a goal has been chosen, perceptions of 
the goal’s desirability and feasibility become biased (Gollwitzer & Bayer, 
1999). After a person has selected a goal, its positive aspects become more 
salient than its negative aspects (Brandstätter et al., 2003; Taylor & Goll-
witzer, 1995). Selecting a goal thus both indicates a degree of commitment 
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and results in an increase in that commitment. Although commitments 
are difficult to forsake, individuals do shift commitments and recon-
sider goals under conditions such as goal-directed effort being thwarted, 
realizing that the initial expectancy or attractiveness of goal attainment 
had been overstated, or recognizing that the initial goal is unobtainable 
(Corno, 2004).

impact of assignment Method on goal Choice

Goal assignment by a supervisor in organizational contexts is a key deter-
minant of goal choice that falls within the “social influences” category 
discussed earlier. That influence can be directive, with goals assigned, or 
more suggestive, with goals mutually agreed upon through a participa-
tive process. Task goal theory recognizes that assigned goals influence 
performance through personal goals (Locke & Latham, 1990). In addition, 
how goals are assigned makes a difference in terms of the extent to which 
assigned goals impact personal goals. Latham, Erez, and Locke (1988) 
demonstrated that assigned goals can result in the same high level of com-
mitment and performance as participatively set goals, depending on how 
they are assigned. Specifically, when assigned goals are accompanied by 
a rationale (e.g., tell and sell) rather than just assigned in a curt manner, 
subjects’ commitment and, in turn, their task performance are just as high 
as those found in the participative goal setting. Personal goals were not 
assessed, however, in those studies.

Participative goal setting is often discussed as a singular phenomenon, 
but participation can take on many different forms, with differing amounts 
of shared influence. Operationalizations of participation include group 
discussions to arrive at consensus, presenting individuals with a range of 
acceptable options to choose from, directing individuals to an appropri-
ate goal through discussion, and other participative decision-making tech-
niques. In addition to the social pressure to select personal goals aligned 
with what was agreed upon, participation is believed to influence personal 
goal choice through several additional means, including facilitating the 
discovery and dissemination of task-relevant knowledge (e.g., Latham, 
Winters, & Locke, 1994) and enhancing perceptions of supervisor support 
(e.g., Latham & Saari, 1979). The sharing of influence, in the form of voice 
and choice, can also affect the degree to which the goal assignment process 
is viewed as procedurally just (Colquitt, Conlon, Wesson, Porter, & Ng, 
2001). There has been relatively little research on participative goal setting 
since the Latham et al. (1988) studies, which concluded that assigning goals 
can be just as effective. Advances in justice theory and self-determination 
theory, however, suggest that alternative participative goal-setting meth-
ods should have an impact. New research in this area should systematically 
vary the degree of influence individuals have in terms of voice and choice 
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relating to the decision, examine the impact of the agreed-upon goals on 
subsequent personal goals, and examine that influence over a longer time 
frame than most prior studies examining participatively set goals.

reassessment Following Feedback

This chapter has focused on the forethought phase of the self-regula-
tory cycle, but processes and events during the other phases influence 
choices made during the forethought phase. Using the model provided 
by Zimmerman (2000), these additional phases are volitional control and 
self-reflection. The volitional control phase is concerned with focusing 
attention on a chosen goal, executing strategies to attain the goal, and 
monitoring performance, including soliciting and attending to external 
feedback. Relating to feedback seeking, VandeWalle (2003) suggested that 
goal orientation influences multiple dimensions of feedback seeking, but 
the implications of this for subsequent goal choice have not been explored. 
The self-reflection phase involves comparing performance to chosen 
goals, making attributions regarding the causes of performance, and rec-
ognizing any needed changes in goals or goal attainment strategies. It is 
the conclusions reached during the self-reflection phase that cycle back 
to influence forethought processes and thereby affect subsequent goal 
choice. As a result of that self-reflection, if the goal has not been attained, 
an individual may choose to keep the goal, revise the goal, or disengage 
from pursuing the goal. Using our terminology, disengagement would 
involve a goal either permanently or temporarily ceasing to be a current 
concern. The disengagement choice is particularly understudied, with a 
few notable exceptions (e.g., Klinger, 1975; Wrosch, Scheier, Miller, Schulz, 
& Carver, 2003).

As noted earlier, numerous studies have demonstrated the relation-
ship between past performance and subsequent goal choice. The level of 
aspiration literature (Lewin et al., 1944) documented the influence of prior 
success or failure on goal choice, and more sophisticated studies have 
confirmed the cyclical relationship between goal level and subsequent 
performance, and between performance and subsequent goal level (e.g., 
Vancouver, Thompson, & Williams, 2001). In general, goals are raised fol-
lowing success and lowered following failure. However, there are a number 
of factors that can alter that general pattern. The discrepancy magnitude 
(e.g., Donovan & Williams, 2003), the history and pattern of prior success 
and failure (e.g., Novensky & Dhar, 2005), self-efficacy (e.g., Vancouver & 
Day, 2005), the instrumentality of the goal to a selected higher-level goal 
(e.g., Novensky & Dhar, 2005), and personality traits, including goal and 
uncertainty orientations (e.g., Cron et al., 2005; Roney & Sorrentino, 1995), 
have all been shown to impact the effects of a goal-performance discrep-
ancy on goal revision. In addition, the expected role of causal attributions 
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was confirmed by Williams, Donovan, and Dodge (2000), who found that 
when athletes attributed performance to causes outside of their control, 
they set easier goals than when they felt in control of their performance, 
and by Donovan and Williams (2003), who found that athletes who attrib-
uted performance to stable factors were more likely to engage in goal revi-
sion than those with similar discrepancies who attributed performance to 
unstable causes. Temporal compression was also evident in the Donovan 
and Williams (2003) study as individuals, when faced with similar dis-
crepancies, were more likely to engage in goal revision (proximal and dis-
tal) in the second half of the season than in the first half of the season.

Most self-regulation models recognize the role of affect in goal reas-
sessment, and recent empirical research has begun to explore those rela-
tionships (e.g., Cron et al., 2005; Ilies & Judge 2005). An unresolved issue 
concerning the goal revision process is the extent of and mechanisms 
underlying positive discrepancy creation, the revision of goals upward to 
a level that exceeds past performance. As summarized by Kanfer (2005), 
this is a key difference between control theory and social cognitive theory, 
approaches that otherwise make very similar predictions. The research 
data are inconclusive as to whether positive discrepancy creation is a con-
sistent norm (e.g., Bandura & Jourden, 1991; Williams et al., 2000), as sug-
gested by social cognitive theory, or is occasional, occurring only when 
instrumental in achieving higher-order goals (e.g., Phillips, Hollenbeck, 
& Ilgen, 1996), as suggested by control theory. Donovan and Williams 
(2003) found that initial distal goals were set higher than previous per-
formance, while initial proximal goals tended to be set below previous 
performance. Most of the research on goal revision has been conducted 
using students in academic, athletic, or laboratory settings. Donovan and 
colleagues, for example, capitalized on the cyclicality of the college track 
and field season, consisting of multiple performance episodes with ample 
time between events, for receiving feedback, assessing performance, and 
updating goals and goal strategies. Studies employing similar designs 
are needed to examine goal choice and goal revision processes over the 
course of multiple performance cycles in work settings.

Conclusions

In this chapter we have reviewed the extant literature on goal choice, 
examining the nature of goal choice, the antecedents of and decision-
making processes associated with conscious goal choice, the emerging 
research on nonconscious goal activation, and goal choice in the context 
of goal assignment and reassessment during and following goal striving. 
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Based on that review, we have identified five key conclusions and a num-
ber of areas requiring further attention. The first conclusion is that goal 
choice is almost exclusively treated as a conscious process, particularly in 
the I/O literature. There is growing evidence that goal activation and goal 
striving often occur nonconsciously, but this research is occurring largely 
in social and cognitive psychology and has not extended back to examine 
goal choice. Second, a remarkable convergence has occurred around mod-
els of self-regulation. Some have lamented the absence of new theoreti-
cal developments in the area of work motivation (e.g., Steers, Mowday, & 
Shapiro, 2004), but the agreement among scholars from diverse fields and 
perspectives on a core set of motivational constructs and processes may 
be just as field redefining, albeit less visible to outside scholars.

The third conclusion is that for conscious goal choice, expectancy-value 
models remain the primary frameworks for organizing the antecedents 
of goal choice. The specific variation of the theory may differ as may the 
extent to which the theory is provided as a decision-making model or just 
an organizing heuristic, but across all domains we examined, goal choice 
is always described in terms of attainability (expectancy or efficacy) and 
attractiveness (valence or instrumentality). The fourth conclusion is that, 
consistent with the field of psychology as a whole, the role of affect is 
increasingly being considered. Paralleling the findings in many other 
areas, it appears that a better understanding and better prediction occurs 
when considering both affect and cognition instead of cognition alone. 
The final conclusion is that goal choice remains a relatively understudied 
motivational process, which is surprising given that this is a critical initial 
step in self-regulation. Far greater attention has been given to goal striv-
ing and the operation of assigned goals than to how individuals select 
their goals.

What remains to be Known about goal Choice

Dimensions of Goal Choice

The vast majority of research on goal choice has focused solely on the 
choice of the specific level of quantitative task goals. Topographic studies 
of goal content and inductively identified goal taxonomies (e.g., Bateman 
et al., 2002; Ford, 1992; Roberson, 1989; Schneider & Barnes, 2003; Wentzel, 
2000) provide both evidence that many goals are not specific quantitative 
task goals and alternatives to guide the examination of other dimensions 
of goal choice. Researchers have elaborated goal content with popula-
tions ranging from students (Dowson & McInerney, 2003; Wentzel, 2000) 
to working adults (Winell, 1987) to top executives (Bateman et al., 2000). 
Research aimed at integrating the various goal typologies and identifying 
a parsimonious set of goal content dimensions would be valuable. While 
task performance goals are of interest in organizational contexts, as noted 
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earlier, other dimensions are also highly relevant, including relationships, 
learning, and well-being. For example, given the growing concerns in 
organizations regarding health care costs, health and wellness goals are 
becoming increasingly salient, and the increasing prevalence of organi-
zational wellness programs provides ample opportunities to study goal 
choice in this domain.

Goal Hierarchies and Goal Choice

While it is widely recognized that goals are hierarchically arranged and 
that the choice of a single goal cannot be fully understood in isolation, 
most investigations of goal choice examine single goals in isolation. As 
a result, the impact that the organization and operation of goal hier-
archies has on goal choice is not well understood. An exception, from 
the education literature, is a qualitative study of student goals presented 
by Dowson and McInerney (2003). Through interviews and structured 
observation they were able to identify a set of both social and academic 
goals that were hierarchically arranged and complexly interrelated in 
competing, converging, and complementary manners. That study also 
illustrated the affective, behavioral, and cognitive antecedents of goal 
choice. Research strategies in the organizational domain need to better 
accommodate and account for the effects of goal hierarchies by measur-
ing and manipulating goal systems rather than single goals. Static and 
dynamic probe items (e.g., through laddering) could be used by observ-
ers or participants to study the unfolding of goal choice. Examining 
directionality and process tracing through goal choice would also be 
informative in the examination of goal hierarchies. Another research 
need is to confirm and extend the operation of hierarchies within pro-
posed self-regulation frameworks (e.g., Carver & Scheier, 1998; Karoly, 
1993). In doing so, longitudinal and multilevel studies, along the lines of 
Harackiewicz, Barron, Tauer, and Elliot (2002) are needed, and as sug-
gested by Kanfer (2005), those studies should investigate goal choices 
as a function of individuals, settings, and time. It would similarly be 
helpful to translate Kruglanski and colleagues’ goal systems theory into 
organizationally relevant terms for further study, which could be done 
in the context of laboratory or field studies, as well as in simulations and 
computational models. A final issue involves determining whether the 
various models of goal organization (hierarchies, networks, arrays) are 
compatible or reflect meaningfully different representations. We treated 
them as equivalent for the purposes of this chapter, but that assumption 
may not be warranted.
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Conscious Goal Choice Decision Making

Value-expectancy models remain a useful heuristic for thinking about 
the antecedents of goal choice, but such rational models do not ade-
quately explain the goal choice decision process. Furthermore, with a few 
exceptions, research on goal choice has not examined the actual decision-
making process. In addressing this issue, researchers would be wise to 
monitor advances in decision theory, cognitive psychology, and cogni-
tive science. The work using action-relevant episodes by Barab, Hay, and 
Yamagata-Lynch (2001) is one example of a methodology from cognitive 
science that may prove useful for studying goal choice. A second issue 
concerning goal choice decision making is the role of affect. While affect 
is increasingly being examined as it relates to goal choice, the actual deci-
sion process is still treated as largely cognitive. Kanfer (1992) called for 
research examining the effects of affective states on goal commitment and 
other self-regulatory processes, and that need remains. Finally, additional 
attention needs to be given to the issues surrounding competing goals, 
both within the workplace and between work and nonwork roles. The 
literatures on social cognition, role conflict, and work/life balance, among 
others, may provide useful frameworks for examining how priorities are 
determined among competing goals based on value judgments and fac-
tors that influence the relative salience of goals.

Nonconscious Goal Choice/Activation

A reliable nonconscious goal activation effect has been demonstrated by 
social cognition researchers across a wide range of studies (e.g., Bargh 
& Barndollar, 1996), but this research assumes a goal has already been 
chosen and goal choice has typically been articulated as a conscious pro-
cess. A key future research issue is thus examining whether goal choice 
itself, if repeated often enough, can become habitualized to the point that 
it begins occurring subsymbolically. A second issue is whether noncon-
scious goal processes can be examined outside of the laboratory setting. 
Prior research in this area has exclusively used laboratory experiments 
because of the need to sequence manipulations and take precise measure-
ments of reaction time. Some ambiguity and deception in the instructional 
sets and subsequent priming are also common. This research has been 
varied and creative. Aarts and Dijksterhuis (2000), for example, studied 
the real-world phenomena of cycling to classes in examining habits as 
knowledge structures. Altmann and Trafton’s (2002) model suggests that 
computational simulations with respect to goal choice may also be valu-
able, but it remains to be seen if this research can be conducted outside of 
the laboratory.

Several future research issues can be identified concerning noncon-
scious goal processes and the operation of goal hierarchies; for example, 
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more fully understanding how an individual’s focus of attention switches 
from goals to means to evaluation at multiple levels of a hierarchy, and 
the extent to which those switches occur consciously or unconsciously, 
as well as the determinants of when the boundary is crossed between 
automaticity and conscious processing. One possible function of automa-
ticity is the delegation role that Gollwitzer and Schaal (2001) proposed 
for their strategic to operational to tactical cascade. This suggests, how-
ever, that automaticity may only work when moving downward in a goal 
hierarchy. Finally, it may be useful to examine the role of automaticity in 
more social contexts. Much of the current research examines goals as they 
relate to a focal individual performing tasks in isolation. In work contexts, 
goals are often shared, intertwined, or jointly set, suggesting the need 
to examine subsymbolic goal processes with a more interpersonal focus. 
One such option would be to study goal origin within the sequence-con-
trol framework developed by Erez and Kanfer (1983).

Role of Temporality

As with many I/O topics, greater attention needs to be given to temporal 
effects in the study of goal choice, and the findings from the few stud-
ies that have considered the role of time support this need. For example, 
Donovan and Williams (2003) demonstrated that the time left to attain 
a goal influences goal revision decisions when they found that athletes 
faced with similar goal-performance discrepancies were more likely to 
engage in proximal and distal goal revision in the second half of the sea-
son than in the first half. Individual differences in future time perspec-
tive have been shown to influence the consideration of alternative future 
goals and the time horizon of selected goals (Nuttin & Lens, 1985; Zaleski, 
1994). Time may also impact the choice to remain committed to a goal. In 
the escalation to commitment literature, Garland and Conlon (1998) con-
cluded that escalation of commitment occurs in part because the desire 
to complete a project increases as its completion nears. In other words, 
project completion (i.e., goal attainment) becomes the new goal replacing 
whatever other goals were salient when the project was begun.

Another issue with respect to temporality is the need to examine goal 
choice, and the entire self-regulation process, over longer periods of time. 
While there have been exceptions, studies of goal choice have tended to be 
very short term in duration (ranging from a few minutes to a few months) 
and include only a handful of performance cycles. It is assumed that the 
results from such studies will be consistent and maintained over longer 
periods of time, but there is limited evidence to support such assump-
tions. Taking an even longer-term perspective, research is needed look-
ing at how goal choice changes over the course of adult development 
(e.g., Kanfer & Ackerman, 2004), where many of the noted antecedents of 
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conscious goal choice, often viewed as relatively stable (e.g., personality, 
self-concept, interests, and values), have been shown to change. Future 
research is needed on exactly how developmental changes in factors such 
as time orientation, social interaction motives, and achievement versus 
esteem needs influence goal choice. In addition to examining these effects 
on isolated goal choices, changes in goal hierarchies over time, both within 
and across role domains, should be examined as a function of both adult 
development and shifts in career or family status.

Goal Revision

A final area requiring further attention from researchers is the goal revi-
sion and disengagement process. Feedback loops are included in all self-
regulation models, but the exact processes through which goal striving 
cycles back through the self-reflection phase (e.g., Zimmerman, 2000) or 
self-reaction subfunction (Bandura, 1997) to influence goal reassessment 
is relatively understudied. Reactions to feedback have been well studied, 
but the exact processes involved and the full set of possible responses 
are rarely examined. Specifically, goal revision presents a spectrum of 
choices, including changing strategy, effort, commitment, attributes of 
the goal itself, and disengagement—either temporarily setting it aside or 
abandoning the goal completely. Escalation of commitment with respect 
to goals, for example, has not been examined. An issue that has received 
some attention but is still unresolved is the extent to which individuals 
seek to create versus reduce discrepancies, and under what conditions 
each is most likely to occur (e.g., Phillips et al., 1996; Williams et al., 
2000).

Past research has also largely assumed that a goal is either retained or 
abandoned. Little attention has been given to understanding the condi-
tions under which individuals temporarily disengage from goal pursuit, 
without abandoning that goal, and the subsequent conditions under 
which that goal is reengaged. Heckhausen and Kuhl’s (1985) pathway 
model suggests that disengagement can occur when a goal is not attained 
over several cycles, but the specific conditions leading to such disengage-
ment have not been fully specified. Using a control theory framework, 
Wrosch et al. (2003) conducted one of the few studies to examine these 
issues. Focusing on the pursuit of unattainable goals in a series of three 
studies across diverse populations, they found goal disengagement and 
reengagement to have both main and interactive effects on subjective 
well-being. The concept of adaptiveness appears to be crucial in self-regu-
lation, and future research is also needed examining the conditions under 
which an individual will repeatedly reengage a goal before abandoning 
it completely.
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Methodological issues

A number of methodological issues are also apparent from this exami-
nation of the goal choice literature, in terms of both measurement and 
design. Beginning with measurement, one issue is how to best assess 
selected goals, without influencing that goal choice or priming the indi-
vidual to choose a goal. Klinger, Barta, and Maxeiner (1980) reported one 
of the few multimethod assessments of goals using thought sampling, 
retrospective self-report, and experimental manipulations. Similar atten-
tion needs to be given to the assessment of goal hierarchies, goal sets, 
and current concerns. Boekaerts et al. (2005) called for the development 
of new measurement instruments that indicate the actual self-regulation 
processes employed by individuals and for studies using multiple levels of 
analysis. Qualitative methods from education and counseling (e.g., Dow-
son & McInerney, 2003) provide some insights into procedures for asking 
about goal content in academic, social, work, and nonwork domains, as 
does Little’s (1989) personal projects analysis. Assessing the subsymbolic 
activation of goals creates a separate set of methodological issues, and 
adapting methods from social cognition (e.g., Shah, 2005) may help facil-
itate the examination of nonconscious goal processes in work contexts. 
An issue relating to both measurement and design concerns the assess-
ment of goal choice within versus between persons. Choice processes are 
a within-person phenomenon and need to be examined as such. This has 
been long recognized, and while there are exceptions (e.g., Ilies & Judge, 
2005), the majority of studies still tend to use measures and design studies 
that look across persons. Because of the discrepant results that have been 
observed in studies directly comparing within- versus between-person 
analyses (e.g., Klein, 1991; Vancouver et al., 2001), this is a critical issue, as 
conclusions based largely on choices measured between subjects may not 
accurately reflect the choice process.

A design issue, related to both the above-mentioned within-person and 
temporal issues, is the need for research that examines goal choice over a 
longer time frame. Wood (2005) noted that self-regulation research tends 
to focus on the pursuit of single, short-term performance goals within 
well-defined task contexts. A subsequent chapter in this volume by Mitch-
ell et al. focuses on multiple assigned goals, and greater attention needs to 
be given to how best to study the impact of multiple goals on goal choice 
and decision making. While goal-setting researchers have gotten much 
better about using more complex tasks, field studies are rare and the set-
tings are often quite novel for participants. Harackiewicz et al. (2002), who 
examined the self-regulation of college students for up to seven years, 
provides an excellent example of the type of longitudinal field research 
that is needed in the work domain. In addition, all of the work examining 
subsymbolic choice has been conducted in laboratory settings, and it is 
unclear whether such processes or the differences and boundaries between 
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symbolic and subsymbolic choice can be examined outside the lab. If not, 
a key issue will be the extent to which social cognitive lab experiments can 
be given greater ecological validity to have sufficient external validity for 
the work domain. A final design issue is the need for qualitative research 
to generate a richer understanding of goal hierarchies, goal sets, and the 
goal decision process. That work can then be used to generate models for 
empirical testing and incorporation into simulations.

Summary

There is robust empirical support for goals as a proximal determinant 
of behavior and performance. As such, understanding and predicting 
the goals that individuals choose to pursue—the examination of goals 
as a dependent as well as an independent variable—is important across 
a range of behavioral and organizational sciences. Goal choice directly 
impacts goal striving (e.g., the behaviors in which employees engage) 
and goal attainment (e.g., the outcomes achieved by employees). Yet the 
study of goal choice has been largely neglected relative to the study of 
goal assignment and goal striving. This review has identified a number 
of needed research streams, including the examination of choice rela-
tive to a broader range of goals and goal attributes (beyond the difficulty 
level of quantitative task goals); choice in the context of hierarchically 
arranged goals that are complexly interrelated; goal choice decision pro-
cesses accounting for emotion and nonrationality; the habitualization of 
goal choice; and the choices relating to goal revision and disengagement 
over extended periods of time. We hope this review inspires the selection 
of goals and the activation of those goals into current concerns to address 
these identified gaps.
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Over the past decade, research interest in work motivation has shifted 
from emphasizing goal setting toward trying to understand the broader, 
self-regulatory processes in which goals represent one component. This 
trend is illustrated by a comparison of the search results for the terms self-
regulation and goal setting in PsychINFO for the last 10 years (1995–2004). 
The term self-regulation yielded 9,859 hits compared to 3,231 hits for the 
term goal setting, and these values reflect 607% and 348% increases for 
self-regulation and goal setting, respectively, over the previous 10 years. 
Consistent with this surge of research interest, two handbooks of self-
regulation have been published (Baumeister & Vohs, 2004; Boekaerts, Pin-
trich, & Zeidner, 2000), and a recent special issue of Applied Psychology: 
An International Review was dedicated to the topic in work settings (e.g., 
Kanfer, 2005; Vancouver & Day, 2005; Wood, 2005).

This burgeoning interest in self-regulation has many sources. In 
the clinical literatures, early behavioral conceptions of self-regulation 
emphasized the psychological processes by which an individual medi-
ates his or her own functioning (Karoly & Kanfer, 1982). Organizational 
research on goal setting provided support for this view and suggested 
the utility of understanding the effectiveness goal setting from a self-
regulation systems perspective (Locke & Latham, 1990). Applied theory 
also has incorporated developments in understanding self structures and 
dynamic systems in general (Carver & Scheier, 1998), according a promi-
nent role to emotions (see Lord, Klimoski, & Kanfer, 2002) and cognitions 
in self-regulatory processes. In the current chapter, we review theory 
and research on self-regulation and identify areas for future research. In 
doing this, we depart from traditional ideas on self-regulation, showing 
how recent advances in research on brain structures and neuropsychol-
ogy might provide a unifying structure for future research. Although 
our review focuses primarily on self-regulation as it pertains to work 
contexts, we borrow from other areas of psychology in an attempt to 
advance our theory.
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Definition of Self-Regulation

Self-regulation pertains to the capacity to guide ones activities over time 
and across changing circumstances (Kanfer, 1990). Karoly (1993) defined 
self-regulation as “those processes, internal and/or transactional, that 
enable an individual to guide his/her goal-directed activities over time 
and across changing circumstances (contexts). Regulation implies the 
modulation of thought, affect, behavior, or attention via deliberate or 
automated use of specific mechanisms and supportive metaskills” (p. 25). 
According to Vohs and Baumeister (2004), self-regulation “refers to the 
exercise of control over oneself, especially with regard to bringing the self 
into line with preferred (thus, regular) standards” (p. 2). Vancouver and 
Day (2005) defined self-regulation as “processes involved in attaining and 
maintaining (i.e., keeping regular) goals, where goals are internally repre-
sented (i.e., within the self) desired states” (p. 158). Based on these defini-
tions, it is clear that self-regulation is central to understanding the self and 
relates to many different aspects of human functioning (Vohs & Baumeis-
ter, 2004). However, it is also clear from these definitions that self-regula-
tion typically is considered a conscious, willful processes. In contrast to 
this perspective, there is growing evidence that much of self-regulation 
may occur without awareness in an automatic fashion (e.g., Bargh, 2005; 
Lord & Levy, 1994). We develop this idea more fully in a later section of 
this chapter.

The concept of self-regulation is appealing because it is relevant to a 
wide range of human phenomenon, including thought, attention, emotion, 
behavior, impulses, desires, physiological processes, and task performance 
(Vohs & Baumeister, 2004). Furthermore, self-regulation involves conscious, 
deliberate processes (e.g., Bandura & Locke, 2003) as well as unconscious, 
automatic processes (e.g., Baumann, Kaschel, & Kuhl, 2005; Fitzsimons & 
Bargh, 2004). In addition, self-regulatory activities are relevant for private, 
intrapersonal processes (Carver, 2004) as well as public, interpersonal pro-
cesses (Vohs & Ciarocco, 2004). As a result, research on self-regulation can 
help explain human problems in many domains and has clear relevance 
for understanding behavior in numerous work contexts.

In regards to work motivation, self-regulation has been most commonly 
used to try to understand how goals are set, the processes by which goals 
influence behavior, the reasons for goal attainment or nonattainment, and 
how goals are revised or new goals are set (see Vancouver, 2000, for an 
excellent review of the history of self-regulation research in organizational 
contexts). The importance of effective self-regulation at work has grown in 
recent years (e.g., Wood, 2005) as a result of organizational changes that 
place more responsibility on individual employees. For instance, flatter 
organizational structures (e.g., due to the reduction of middle management), 
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greater use of participation and empowerment programs, and the move 
toward virtual and remote working arrangements all place more burden on 
individuals to self-manage their work behaviors. Research can help identify 
specific self-regulation strategies that can be taught to individuals so as to 
help them better manage their work activities (e.g., Frayne & Geringer, 2000; 
Keith & Frese, 2005). Of particular importance in teaching regulatory strate-
gies is understanding how individuals can effectively allocate attentional 
resources to learn new material while striving to reach their goals (Kanfer, 
1996). Research can also identify ways to structure situations for individu-
als with different self-regulatory capabilities. For instance, individuals with 
effective self-regulatory skills can be given autonomy and control over work 
activities, whereas individuals with less effective self-regulatory skills can 
be given more structure and support in their work activities (Diefendorff, 
Richard, & Gosserand, 2006).

It also is worth noting that self-regulation reflects not only using one’s 
willpower to reach goals, but also flexibly using a variety of means to attain 
goals (Fitzsimons & Bargh, 2004; Kanfer, 1996; Kuhl, 1994). For instance, 
effective self-regulation can involve persisting on a task until completion 
or disengaging from a course of action that is doomed for failure. It can 
involve initiating action so as to take advantage of environmental oppor-
tunities or being cautious and delaying action until conditions are right 
or more critical goals are achieved. It can involve flexibly allocating atten-
tion between multiple goals or focusing on only one goal and ignoring all 
others. The key to effective self-regulation is the ability to act in multiple 
goal environments while responding to internal conditions in a flexible 
and context-sensitive manner (Mitchell, Harman, Lee, & Lee, this volume; 
Kuhl, 1994).

In the following sections, we describe a taxonomy of self-regulation the-
ories that distinguishes among structure, phase, and content approaches. 
Following this material, we review findings from neuroscience that are 
relevant to self-regulation (e.g., Dehaene, & Naccache, 2001) and use these 
ideas to develop a set of principles that can help integrate structure, phase, 
and content theories. Finally, from the vantage point of these new princi-
ples, we discuss self-regulatory failures, ways to improve self-regulation, 
and future research directions.

A Taxonomy of Self-Regulation Theories

Theories of self-regulation can be described as focusing to a greater 
or lesser extent on the structure, phases, or content of self-regulation. 
Although most theories have something to say about each aspect of self-
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regulation, they tend to emphasize one of these approaches over the oth-
ers. According to Grant and Dweck (1999), structural theories formulate 
general principles that apply to all domains of goal-directed behavior. 
That is, structural theories describe self-regulatory constructs and their 
interrelationship over time, without addressing the contents of what is 
regulated. These theories almost universally include (among other con-
structs) goals, behavior, and a cyclical comparison between the two over 
time (Bandura, 1991; Carver & Scheier, 1998). Phase theories of self-regula-
tion focus on the sequence of activities involved in goal pursuit, starting 
with goal selection and ending at goal attainment or goal revision (e.g., 
Gollwitzer, 1990). These theories break self-regulation into discrete steps 
and describe the tasks to be accomplished and the cognitive, emotional, 
and behavioral resources individuals bring to bear at each step. Accord-
ing to Grant and Dweck (1999), content theories of self-regulation describe 
the types of activities that individuals pursue and the ways in which the 
nature of one’s goals affect self-regulation. Thus, these theories do not 
emphasize the mechanisms involved in self-regulation, or the separate 
activities that individuals must tackle along the way, but rather how the 
types of activities pursued by individuals impact self-regulatory processes 
and outcomes. Each category of theories, along with some exemplars of 
the categories, is described in more detail in the following sections.

Structural Theories

Structural theories, including control theory (CT; Powers, 1973) and social 
cognitive theory (SCT; Bandura, 1997; Locke & Latham, 1990), have been 
the most commonly investigated self-regulatory theories in organizational 
research (Kanfer, 2005). There has been much debate about the relative 
merits of CT and SCT (Bandura & Locke, 2003; Vancouver, 2005). However, 
we believe that the differences between the two theories have been exag-
gerated and that they essentially use different terminology to describe the 
same phenomena. Thus, rather than revisit the debate over the merits of 
the two theories, we combine the two approaches and describe their basic 
tenets below.

Control theory provides a dynamic view of behavior based on the recip-
rocal interdependence of a person interacting with the environment over 
time. It is useful for explaining how the value of a “controlled” variable 
(i.e., the goal) can be kept within specific limits despite variability in the 
environment (Lord & Hanges, 1987; Vancouver & Putka, 2000). At the core 
of CT is the negative feedback loop, which consists of four components 
(see Figure 5.1): an input function, a reference value, a comparator, and an 
output function (Carver & Scheier, 1998). The input function senses infor-
mation from the environment and brings it into the loop. This input is 
equivalent to perception (Carver & Scheier, 1998) and often takes the form 
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of performance feedback. The comparator matches the input value with a 
goal or standard (i.e., what an individual is trying to attain). The compara-
tor reveals whether the input and reference values are different, and if 
they are, the output function is activated so as to bring subsequent input 
into line with the reference value. Thus, the change in output is behavior 
for the sake of creating a perception that no discrepancy is present (Miller, 
Galanter, & Pribram, 1960). The form of this behavior can be to increase 
effort (for a negative discrepancy) or to decrease effort (for a positive dis-
crepancy). If the comparison fails to find a difference, the person contin-
ues to do whatever it is he or she has been doing.

Control theory assumes a hierarchical structuring of goals with short-
term, concrete goals lower in the hierarchy, and long-term, abstract goals 
higher in the hierarchy. Furthermore, lower-level goals can be thought of 
as strategies for attaining higher-level goals (Lord & Levy, 1994). That is, 
lower-level action goals exist as a result of the need to reduce goal-per-
formance discrepancies that exist at levels higher in the goal hierarchy. A 
high-level work-related goal for many individuals may be to meet perfor-
mance expectations set for them by the organization. To do this, several 
subgoals must be accomplished (Austin & Vancouver, 1996; Vallacher & 
Wegner, 1987). For example, a car salesperson with the goal of performing 
well may have to sell a specific number of cars, greet a certain number of 
customers, and make follow-up calls on all recent sales.

+

Comparator

Standard
(Goal)

Output
(Change in
Behavior)

External
Influences 

Behavior
(Performance)

Input
(Perception of
Performance)

Person
Environment

Figure 5.1 
A negative feedback loop. 
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Social cognitive theory (SCT) is very similar to CT, viewing self-regula-
tion as a cyclical process with feedback about goal progress being used 
by individuals to make adjustments to current actions so as to reduce 
discrepancies between behavior and goals (Zimmerman, 2000). SCT also 
assumes a hierarchical structuring of goals (Bandura & Locke, 2003). Ban-
dura and Locke (2003) argued that a difference between SCT and CT is 
that SCT emphasizes discrepancy production (i.e., setting new goals that 
are higher than one’s last performance), whereas CT emphasizes discrep-
ancy reduction (i.e., striving to reach one’s goals). Their basic argument is 
that motivation resides in the desire to achieve challenging goals (which 
is a result of discrepancy production), rather than in the desire to reduce 
discrepancies. Indeed, they argue that discrepancy reduction is only a 
by-product of the motivation to achieve challenging goals, rather than a 
source of motivation. However, we contend that this difference is one of 
semantics, as achieving a goal and reducing a discrepancy involve identi-
cal processes.

A related criticism of CT by Bandura and Locke (2003) is that CT is indif-
ferent to whether discrepancies are eliminated by lowering one’s goal (i.e., 
not attaining the original goal) or by working hard to reach one’s goal. 
However, this is not the case. Lowering one’s goal to meet a standard would 
create discrepancies for more important goals higher in the goal hierarchy 
and, as a result, is not an adaptive long-term response for individuals. For 
example, lowering goals for some work tasks may be an effective way to 
resolve competing short-term time demands, but it may eventually lead to 
increased goal conflict on subsequent days or productivity levels that are 
unsatisfying in comparison to internal (or external standards). Thus, it is 
not generally an effective self-regulatory response. However, we should 
also note that there are exceptions to this general statement. Maintaining 
goals that cannot be met may become a chronic source of dissatisfaction 
and eventual depression (Pyszcynski & Greenberg, 1987). Consequently, 
there may be instances where temporarily lowering task goals is an adap-
tive way to maintain motivation or reduce dissatisfaction, as explained 
by Kernan and Lord (1991). Yet for such a strategy to have beneficial long-
run consequences, higher-level goals may also need to be readjusted. 
For example, one may need to accept an identity as a “good” rather than 
“exceptional” worker if lowering work goals becomes a chronic way to 
reduce discrepancies.

We do agree with Bandura and Locke’s (2003) assessment that the more 
interesting question may be why individuals create discrepancies (i.e., set 
difficult goals) that require hard work and increase stress, rather than why 
individuals try to achieve goals they have set (i.e., reduce discrepancies). 
The process of how individuals strive for goals has received a great deal of 
attention in organizational research and, as a result, is better understood 
(e.g., Locke & Latham, 1990). However, the question of why a person sets 
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a goal to begin with is less well understood (see Klein, Austin, & Cooper, 
this volume). SCT explains discrepancy production as being a result of 
individuals trying to motivate themselves. However, this position is not 
all that different from CT’s explanation. Specifically, CT argues that indi-
viduals may raise their goals as part of their efforts to reduce discrepan-
cies for goals higher in the goal hierarchy, which reflect important goals 
that the person is motivated to attain. Both of these explanations for why 
individuals raise their goals probably reflect links between task goals and 
core personality attributes (see Mischel & Aduk’s (2004) CAPS theory).

Vancouver (2005) argued that the primary difference between CT and 
SCT is that SCT represents a system-level conceptualization of self-regu-
lation and CT represents a sub-system-level conceptualization. Although 
we agree with Vancouver to a point, we also believe that CT is just as 
equipped as SCT at representing system-level concepts (Lord & Levy, 1994). 
Thus, we see the level of analysis and structure described by SCT as being 
subsumed within CT. As a result, we concur with Kanfer’s (2005) idea 
that future tests of variables that are common to the two approaches are 
unlikely to yield much new knowledge in the self-regulation literature.

Phase Theories

Phase theories of self-regulation describe the distinct steps individuals 
go through when pursuing goals and can be traced back to the work of 
Lewin, Dembo, Festinger, and Sears (1944), who described the motiva-
tion process as consisting of two phases: goal setting and goal striving. 
Goal setting involves weighing the reasons for pursuing activities to deter-
mine what goal will “emerge or become dominant” (p. 376). Goal striving 
involves performing behaviors in the service of goal attainment, such as 
initiating action, putting forth effort, trying different task strategies, and 
persisting in the face of obstacles or setbacks. Thus, goal setting refers to 
the process of selecting a goal, whereas goal striving refers to behaviors 
directed toward an existing goal (Lewin et al., 1944).

Other researchers have adopted this basic distinction, adding more 
steps to further explicate the process. For instance, Zimmerman (2000) 
described three phases: (1) forethought, (2) performance, and (3) self-reflec-
tion. Forethought and performance are roughly equivalent to Lewin et 
al.’s (1944) goal-setting and goal-striving phases, whereas self-reflection is 
identified as a distinct phase pertaining to the evaluative self-reaction (i.e., 
satisfaction, self-efficacy) to one’s performance. Karoly (1993) described 
five phases of self-regulation: (1) goal selection, (2) goal cognition, (3) 
directional maintenance, (4) directional change or reprioritization, and (5) 
goal termination. This approach adds a planning and strategy develop-
ment phase (phase 2) and divides the self-reflection phase into goal revi-
sion (phase 4) and goal attainment (phase 5). Probably the most common 
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approach to describing the phases of self-regulation (e.g., Austin & Van-
couver, 1996; Gollwitzer, 1990; Heckhausen, 1991; Vancouver & Day, 2005) 
is to use four phases: (1) goal establishment, (2) planning, (3) goal striv-
ing, and (4) goal revision. Unlike Karoly’s (1993) phases, this approach 
does not separate goal revision from goal attainment. Gollwitzer’s (1990) 
version of the four-phase approach is particularly well articulated and 
has received the most research attention, so we describe it in more detail 
below (see Figure 5.2).

Gollwitzer (1990) argued that each of the four phases has a distinct task 
to be accomplished and that the phases are separated by distinct boundary 
events (i.e., choosing a goal, initiating action, and concluding the action). 
The tasks of each phase lead to particular mind-sets that prepare a per-
son to act in a way that maximally benefits performance. These mind-sets 
influence what individuals attend to and the contents of their thoughts, 
which facilitates accomplishment of the phase-specific task (Gollwitzer & 
Brandstätter, 1997; Gollwitzer, Heckhausen, & Ratajczak, 1990; Gollwitzer, 
Heckhausen, & Steller, 1990; Gollwitzer & Kinney, 1989; Heckhausen & 
Gollwitzer, 1987).

The goal establishment phase is accompanied by a deliberative mind-set 
whereby individuals have a general openness to information and attempt 
to accurately evaluate the feasibility and desirability of competing goals 
(Gollwitzer & Kinney, 1989). This phase ends when a goal has been 
selected and individuals enter the planning phase. The planning phase 
is accompanied by an implemental mind-set (Diefendorff & Lord, 2003; 
Heckhausen & Gollwitzer, 1987), which is characterized by cognitive tun-
ing toward action-related information and an incomplete and optimistic 
analysis of the desirability and feasibility of the chosen goal. This phase 
ends when action begins, at which point individuals enter the striving 
phase. This phase is accompanied by an actional mind-set whereby indi-
viduals become immersed in performing the task and experience a close-
mindedness to information unrelated to action. Once action is complete, 
individuals enter the evaluative phase, which is characterized by an evalu-
ative mind-set where individuals once again examine the feasibility and 
desirability of the goal. These evaluations feed into goal selection for the 
next sequence of self-regulatory phases.

Goal Choice Action Initiation Action Conclusion 

Self-Regulatory
Phases

(Mind-Set)

Goal
Establishment
(Deliberative) 

Planning
(Implemental)

Goal Striving
(Actional)

Goal
Evaluation/Revision

(Evaluative)

Figure 5.2
Self-regulatory phases and associated mind-sets.
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Although phase models of self-regulation give a detailed description of 
the sequence of tasks individuals must perform and how their cognitions 
and thought contents change over time, they do not describe how regula-
tory constructs interact over time (structural theories) or what individuals 
are pursuing (content theories).

Content Theories

Content theories focus precisely on specifying the nature and origin of 
goals and how differences in goals impact self-regulation (Ryan & Deci, 
2000). These theories often appeal to basic needs or personality constructs 
as determinants of chronic goals or how goals are framed to reflect dif-
ferent content. As Grant and Dweck (1999) noted, goal content should not 
be confused with the “domain specificity” of goals, which reflects unique 
contexts (e.g., at work, at the gym, at a restaurant), resulting in an infi-
nite number of possible goals. Goal content theories span across domains, 
reflecting ways in which individuals view goal-directed activities in a 
wide array of situations. Several theories may be included in this category, 
but we focus on those that have been most closely tied to self-regulation: 
Ryan and Deci’s (2000) self-determination theory, Higgins’ (1997) regula-
tory focus theory, and Dweck’s (1986) goal orientation theory.

Self-Determination Theory

Ryan and Deci’s (2000) self-determination theory focuses on the role of 
basic human needs in driving behavior and distinguishes among intrinsic 
motivation (i.e., behaviors that are enjoyable and inherently interesting), 
extrinsic motivation (i.e., behaviors linked to some external reward), and 
amotivation (i.e., behaviors that lack intention and motivation). A contri-
bution of their theory is that it further distinguishes between types of 
extrinsic motivation, arguing that some types are more internalized than 
others. External motivation reflects no internalization of an activity; rather, 
the behavior is performed only because of external rewards and punish-
ments. Introjected motivation refers to behaviors that are not internalized, 
but that are performed because individuals have learned to self-admin-
ister the external contingencies. Identified motivation reflects a more inter-
nalized form of extrinsic motivation whereby individuals understand the 
value of the behavior but have not completely accepted it. Integrated moti-
vation reflects the most complete assimilation of extrinsic goals whereby 
individuals identify with the value of the behavior and have merged it 
with the self.

Deci and Ryan (2000) proposed that the level of intrinsic versus extrin-
sic motivation for a behavior depends on the extent to which the behavior 
satisfies one or more of three fundamental psychological needs: auton-
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omy, competence, and relatedness. For instance, the behavior of working 
with team members may be intrinsically motivating because it helps a 
person feel competent and develop a sense of relatedness. An implication 
of linking goals with fundamental needs is that not all goal attainment 
is inherently positive. Rather, attaining an intrinsically motivating goal 
should lead to well-being, whereas attaining an introjected goal (or simi-
larly poorly integrated goal) may lead to ill-being because the person will 
not feel autonomous in his or her actions. As such, the quality of one’s self-
regulation will depend on the person’s level of intrinsic versus extrinsic 
motivation for the task, which reflects the strength of the link between the 
task and the individual’s basic needs.

Regulatory Focus Theory

Higgins (1997) developed regulatory focus theory, which argues that goals 
can be framed as promotion focused or prevention focused. Individuals 
with a promotion focus seek to minimize differences between their actual 
and ideal selves (e.g., hopes, aspirations), and individuals with a preven-
tion focus seek to minimize differences between their actual and ought 
selves (e.g., duties, responsibilities). Individuals with a promotion focus 
tend to be high in approach motivation and are concerned with nurtur-
ance needs and identifying opportunities for personal growth. As a result, 
these individuals experience eagerness when striving for goals, joy when 
goals are attained, and sadness when goals are not attained (Brockner 
& Higgins, 2001). Individuals with a prevention focus tend to be high in 
avoidance motivation and emphasize security needs and avoiding losses. 
These individuals see goals as obligations, rather than as desired stan-
dards. As a result, individuals with a prevention focus tend to be cautious 
when striving for goals, feel relaxed when goals are attained, and experi-
ence nervousness when goals are not attained (Brockner & Higgins, 2001). 
Regulatory focus theory describes how framing tasks as either prevention 
or promotion focused can impact the goals individuals select, the way in 
which they regulate their behaviors during goal pursuit, and the self-reac-
tions and emotions experienced during self-regulation. A contribution of 
this theory is that it can link goals and self-regulation with emotions at 
various steps in the goal-striving process (Brockner & Higgins, 2001).

Goal Orientation Theory

Goal orientation refers to the types of goals that individuals have in 
achievement situations (Dweck, 1986). Thus, it is more contextualized 
than the two content theories already described. According to the the-
ory, individuals can adopt a learning-goal orientation (LGO) or a perfor-
mance-goal orientation (PGO). Individuals with a LGO wish to develop 
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their knowledge, skills, and competence on tasks and believe that ability 
is changeable. Individuals with a PGO seek to demonstrate their compe-
tence and ability in comparison to others and tend to believe that ability 
is fixed. PGO has been divided into approach and avoidance subtraits 
(VandeWalle, Cron, & Slocum, 2001). Individuals with an approach PGO 
seek to prove their competence and ability in comparison to others, 
whereas individuals with an avoidance PGO seek to avoid displays of 
incompetence and negative judgments from others. Similar to regulatory 
focus theory, goal orientation theory describes how the framing of goals 
(i.e., focusing on learning versus performing) can influence the contents 
of one’s task-level goals, the strategies used during goal striving, and 
how performance is evaluated at the end of goal pursuit (Kozlowski & 
Bell, 2006).

Summary of Main Theories

Structural theories emphasize how individuals set, pursue, and revise 
goals over time, without describing what it is that they are pursuing. These 
theories provide links among abstract concepts that are practically useful 
to managers (e.g., direction, effort, persistence, and strategy development; 
Vancouver & Day, 2005) and are independent of goal content. Tests of 
structural theories have focused on research questions pertaining to goal 
attainment (i.e., discrepancy reduction) and goal revision (i.e., downward 
or upward revision) (Donovan & Williams, 2003; Phillips, Hollenbeck, 
& Ilgen, 1996; Thomas & Mathieu, 1994). Phase models (e.g., Gollwitzer, 
1990) break down the self-regulation process into discrete, sequenced 
steps, each with unique tasks to be accomplished and distinct cognitive 
processes. Research on the phases of self-regulation has demonstrated 
differences in a variety of cognitive processes across the different phases 
(e.g., Gollwitzer, 1990). Content theories describe the types of goals that 
individuals pursue and how goal content and goal framing can impact the 
quality of self-regulation. Research on content theories tends to measure 
or manipulate the types of goals individuals pursue and examines the 
effects of this goal content on performance, affect, and well-being, among 
other dependent variables.

The Need for Integrative Models of Self-Regulation

Although each category of theories described above provides insight into 
the nature of self-regulation, there have been relatively few attempts at 
integrating the structure, phase, and content approaches. We believe that 
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the most important future developments in self-regulation research will 
involve integrating these approaches so as to develop a more comprehen-
sive understanding of goal-directed behavior. For instance, the structural 
properties described by CT are likely affected by whether a goal is intrin-
sically or extrinsically motivating (e.g., Deci & Ryan, 2000). Compared to 
an introjected goal, an intrinsic goal may result in greater sensitivity to 
goal-performance discrepancies, greater effort and persistence at discrep-
ancy reduction, and less downward goal revision in the face of failure. 
Work by VandeWalle et al. (2001) provides a rare test of the influence of 
goal content (i.e., goal orientation) on structural relations among goal con-
structs. They found that personal goals and the extent of goal revision 
in response to feedback were predicted by learning, performance-prove, 
and performance-avoid goal orientations. Although studies like those of 
VandeWalle et al. are encouraging, they are not without problems, as the 
data are typically analyzed at the between-person level (focusing on goal 
orientation effects) rather than at the within-person level, which is consis-
tent with structural models of self-regulation (Vancouver, Thompson, & 
Williams, 2001).

The phase and content models of self-regulation also could be exam-
ined in conjunction. For instance, the cognitive processes involved in 
goal selection or planning (e.g., Gollwitzer, 1996) are likely affected by 
whether individuals emphasize learning or performance goals (Dweck, 
1986) and by whether the goal is focused on promotion or prevention 
(Higgins, 1997). Recent work by Kozlowski and Bell (2006) sheds light on 
the possible effects of such a merger. Using a complex training simula-
tion, they found that performance and learning frames (i.e., task cues 
that orient a person toward learning or performance) and goals (i.e., per-
form or learn at specific levels) that were developed early in the goal-
striving process (i.e., deliberative phase) impacted several self-regulation 
variables, with the most beneficial effects occurring when frames and 
goals both emphasized learning, and the most negative effects occur-
ring when frames and goals both emphasized performance (incongru-
ence in frames had effects in between these extremes). When frames and 
goals were consistent, it is likely that stronger learning or performance 
orientations were created and thereby had more extreme effects on task 
performance. This interpretation is consistent with Seijts, Latham, Tasa, 
and Latham (2004), who found that the effects of experimentally manip-
ulated learning goals on performance on a complex task were further 
enhanced when individuals had a chronic learning-goal orientation. 
They explained these effects by suggesting that congruence between 
chronic goal orientation and goal-setting manipulations increased goal 
commitment.

Analogous results have been found in research on regulatory fit, or 
the degree to which one’s goal matches the means used to achieve it 
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(Higgins, Idson, Grietas, Spiegal, & Molden, 2003). Higgins et al. found 
that consistency between strategic frames (i.e., acquire gains vs. avoid 
losses) manipulated prior to performance (in an implemental mind-set) 
and participants’ chronic regulatory focus (i.e., promotion vs. preven-
tion) increased the extent to which individuals valued the task they 
were performing. That is, when individuals’ chronically accessible 
goals matched the strategies developed early in self-regulation, they felt 
more positive about the task. Such research illustrates that the contents 
of deliberative (i.e., goal selection or assignment) and implemental (i.e., 
strategy selection or development) processes can carry over to other 
self-regulatory phases, affecting how tasks are performed (Koslowski & 
Bell, 2006; Seijts et al., 2004), the value placed on task performance pro-
cesses (Higgins et al., 2003), and the evaluation of outcomes (Schwartz 
et al., 2001).

In terms of integrating the structure and phase models of self-regula-
tion, it could be argued that the phases of self-regulation (see Figure 5.2) 
exist within a single negative feedback loop (see Figure 5.1) operating at 
a slower time frame and a higher level in the goal hierarchy. However, as 
argued by Johnson, Chang, and Lord (2006), negative feedback loops can 
exist at many different levels of analyses. Thus, it is quite reasonable to 
think of multiple, lower-level feedback loops existing within each phase 
of self-regulation. For instance, the planning phase could be conceptual-
ized as an iterative process of comparing current states (i.e., strategies) to a 
standard (i.e., strategy most likely to lead to goal attainment) until no dis-
crepancy is sensed. A test of the effects of structure and process theories 
could examine the functioning of these micro-level discrepancy detection 
and reduction processes at each phase (e.g., goal selection vs. performing). 
Finally, all three approaches to self-regulation could be integrated and 
examined in the same study. For instance, one could examine whether the 
ability to detect and reduce discrepancies at different phases of self-regu-
lation is influenced by the content of goals that individuals are pursuing.

Ideas like those in the preceding paragraphs may be a good starting 
point for integrating the three main approaches to self-regulation. How-
ever, we suspect that as one develops more complex integrative theories 
of self-regulation, conventional ways of thinking about motivation and 
self-regulation will prove to be inadequate. For instance, DeShon and 
Gillespie’s (2005) motivated action theory (MAT) deviated from previous 
conceptualizations of goal orientation theory by incorporating neu-
ral network explanations. Similarly, we believe the complexity needed 
to integrate structure, phase, and content theories in a dynamic self-
regulatory model may require a new approach. Our solution, which is 
described in the following section, is to look for simplifying mechanisms 
in the actual physical system (i.e., the brain) that implements self-regula-
tory processes.
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A Neurocognitive Approach to 
Understanding Self-Regulation

In developing an integrated approach to understanding self-regulation, we 
rely heavily on contemporary developments in neuroscience. We do this 
because the synthesis of neuroscience and cognitive psychology, which 
has developed over the past decade, describes a set of underlying physical 
mechanisms that can account for constructs in and linkages among the 
structure, phase, and content models of self-regulation.

Prior to describing this integrated approach, we first discuss three con-
cepts that are central to our thinking. First, we review recent ideas on the 
nature of conscious and unconscious processing (Dahaene & Naccache, 
2001), which we adapt to describe how individuals flexibly select and inte-
grate information needed to self-regulate. Because the description of con-
sciousness relies in part on connectionist theory, we provide an overview 
of cognitive architectures (i.e., neural network) in this section. Second, we 
describe the role of the prefrontal cortex in focusing attention and access-
ing memory (Banfield, Wyland, Macrae, Munte, & Heatherton, 2004; Fus-
ter, 2002; O’Reilly, Braver, & Cohen, 1999; Rougier, Noelle, Braver, Cohen, 
& O’Reilly, 2005) because these processes are important for managing 
goal-directed behaviors in complex, dynamic environments. Third, we 
review research suggesting that emotions play a key role in influencing 
the contents and accessibility of information to consciousness. Starting 
with these three concepts, we then examine how structure, phase, and 
content theories of self-regulation can be integrated. Because the distinc-
tion between conscious and unconscious processing is central to our dis-
cussion, we begin by examining this point.

Conscious and unconscious Processing

Dehaene and Naccache (2001) provide a neurologically grounded per-
spective on the distinction between consciousness and unconsciousness, 
maintaining that consciousness operates like a general switchboard that 
can connect various brain regions to produce a global, coherent pattern that 
momentarily integrates distant areas to form a single, brain-scale workspace that 
is subjectively interpreted as consciousness. These global consciousness pat-
terns are heavily constrained by the immediate behavioral context, goals, 
and rewards or punishments that a person is facing. This reliance on cur-
rent context ensures that the dynamic creation of successive conscious 
states has an underlying coherence.

Dehaene and Naccache (2001) argued that the brain is highly modular 
with many dedicated processors that perform specific functions. Actions 
can be unconscious, but only when all the required mental operations 
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can be performed by a set of interconnected modular systems that do not 
require access to the general switchboard. For example, motor movements 
associated with walking are coordinated in motor areas, and generally 
do not require conscious attention. Unconscious operations can be very 
sophisticated, involving adjustments in response to environmental condi-
tions and the bottom-up information that emerges without the awareness 
of the individual. For example, when walking on a road and the slope 
changes, we automatically adjust our gait without consciously intending 
to do so.

However, at times, tasks like walking may require more information 
than is available in modules dedicated to specific activities. For exam-
ple, if it were winter and we noticed an icy patch of sidewalk, we would 
devote more attention to how we walked, slowing the process and delib-
erately changing our posture and gait. Access to such general information 
requires conscious processing, which occurs when we use what Dehaene 
and Naccache (2001) called a global neuronal workspace (GNW), which is 
the switchboard alluded to in the previous paragraph. Not all modules 
are connected to the GNW, and hence some types of processing can never 
become conscious (e.g., brainstem systems for blood pressure control). 
However, five main types of brain systems have connections to the GNW 
(perceptual, motor, long-term memory, evaluation, and attention-manag-
ing circuits), and when information in these systems is sufficiently acti-
vated, it gains access to the GNW. A key point is that information in a 
module that is activated in the GNW becomes available to other modules 
that are also activated at a given moment. Thus, consciousness allows one 
to share and integrate information from multiple modules so as to flexibly 
guide behavior. In contrast, behavior that is a product of unconscious-
ness is less well integrated and more rigid, relying on input from isolated 
modules that are not interconnected in the GNW. Habitual or automatic 
behaviors are examples of these activities. Some theorists might also 
include implicit motives in this category, which reflect basic wishes and 
desires that are not generally accessible to consciousness (e.g., Baumann et 
al., 2005; McClelland, Koestner, & Weinberger, 1989).

To conceptualize self-regulation as involving the interaction of conscious 
and unconscious systems, we need to be more specific on how informa-
tion is processed. Consciously processed information is typically thought 
to involve sequential operations performed on symbol structures using 
rules that can be flexibly applied (Newell, 1990; Newell & Simon, 1972; 
Smith & DeCoster, 2000). These symbol structures are actively maintained 
in memory along with intermediate products needed for computations. 
This process is guided by intentions, and it also allows for novel processes 
to be created as needs arise. The sequential nature of processes is directly 
related to the need to maintain needed information in an active state until 
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needed operations are completed, while simultaneously excluding com-
peting information from consciousness.

The GNW as well as nonconscious processing also rely on neural net-
works, which are collections of interconnected units that pass activation 
and inhibition among each other as a means to construct meaningful pat-
terns of global activation that are similar to Gestalts (Simon & Holyoak, 
2002). Neural networks process information in parallel, with many opera-
tions occurring at the same time. Such systems have the potential to self-
organize in a bottom-up manner, allowing mental structures to emerge 
as they are needed through the dynamic interaction of neural network 
components (Vallacher, Read, & Nowak, 2002). Further, rather than being 
rule-based systems, neural networks are guided by weighted connections 
among units, and they recreate structures (i.e., thoughts, knowledge) spon-
taneously as they are activated (Cilliers, 1998). The idea that information 
access relevant to self-regulation is dependent upon symbolic and connec-
tionist cognitive architectures is reminiscent of Kuhl’s (2000) personality 
systems interaction theory, which describes explicit and implicit memory 
systems that operate through symbolic and connectionist cognitive archi-
tectures, respectively.

Hopfield (1982) argued that neural networks can create what are called 
attractors from the local interaction of highly interconnected units. Attrac-
tors represent regions of stability in which many different paths tend to 
converge, or in the language of neural networks research, attractors are 
“constraint satisfying systems” (Simon & Holyoak, 2002; Thagard, 2000). 
Thus, conscious goal structures can represent attractors that emerge 
spontaneously from the interaction of lower-level (i.e., unconscious) units. 
When emergent goals become conscious, they gain access to the GNW 
and, as a result, other systems, such as language, that are connected to 
the GNW. These emergent processes in neural networks may also cre-
ate other attractors that do not become conscious but will still have an 
effect on mental activity or behavior (i.e., like an unconscious motive or 
goal). This unconscious influence may occur because the time frame for 
consciously processing neural network activity is too fast (e.g., less than 
about 200 ms) or because the emergent goal does not need GNW access to 
be attained (e.g., it may be satisfied by habitual responses). These qualities 
of neural networks are essential to developing an understanding of how 
self-regulatory structures and content interact as one moves through the 
self-regulatory phases that were discussed earlier in this chapter.

The self-organizing capacity of neural networks also is relevant to under-
standing the emergence of consciousness. Consciousness involves a spon-
taneous mobilization of a portion of the GNW modules and circuits into 
a collective, coherent, self-amplifying, brain-scale pattern that is heavily 
constrained by surrounding processors. It is an emergent property of the 
GNW and does not require a central executive. Thus, consciousness could 
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also be thought of as a momentary, meta-attractor created by the integra-
tion of more modular systems through the GNW in the same way that 
complexity theorists (Cilliers, 1998; Marion, 1999) describe the creation of 
aggregates and meta-aggregates in organizations, albeit on a very different 
timescale. Emotions also may contribute to this process by amplifying and 
preserving the early (<300 ms), preconscious reactions to emotion-relevant 
cues, and by providing a rich system of connections that allows further 
elaborations of reactions (Klinger, 1996).

Dehaene and Naccache speculate that some types of mental operations 
seem to require consciousness, such as (1) maintaining activation of a rep-
resentation when the conditions that generated it are no longer salient, (2) 
novelly combining mental operations such as when we integrate percep-
tual or long-term memory information with active goals to form plans, 
and (3) guiding behavior with specific intentions (e.g., setting specific 
goals). These are the sorts of self-regulatory activities ascribed to overt 
goal-setting interventions and are involved in the direction, intensity, and 
persistence of activities, as well as conscious strategy development.

The importance of the Prefrontal Cortex

The prefrontal cortex (PFC) is the area of the brain thought by many 
researchers to be highly involved in controlling thoughts and behav-
ior (Fuster, 2002). The frontal lobes contain three main PFC circuits that 
help produce this executive control (dorsolateral PFC), regulate emotions 
and rewards (ventromedial PFC), and integrate emotions and cognitions 
(anterior cingulate cortex) (Banfield et al., 2004). Although consciousness 
is not associated with activation in a specific location in the brain (as sug-
gested by the ability of the GNW to incorporate information from a vari-
ety of modules), the PFC is densely populated with neurons of the type 
that comprise the GNW (i.e., long-distance neurons with widespread con-
nectivity). However, information can be held in the PFC without entering 
the GNW. Further, the PFC acts as a gating mechanism that influences 
the types of information that enter and are maintained in the GNW. For 
instance, research shows that the PFC is largely responsible for the height-
ened accessibility of goal-relevant information in the GNW (Banfield et 
al., 2004).

O’Reilly and colleagues (O’Reilly et al., 1999; Rougier et al., 2005) have 
extensively investigated this gaiting process, finding considerable sup-
port for a flexible control process involving three components. First, 
the PFC actively maintains information in the GNW over time because 
of recurrent excitatory connections of PFC neurons. Activation of this 
information is relatively immune from interference because it is self-sus-
taining through excitatory reciprocal connections. Second, the PFC can 
modulate activation in other brain areas through a biasing function that 
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primes some structures while inhibiting others, and thereby makes par-
ticular neural structures easier to activate and others harder to activate. 
For example, when goals are maintained in the PFC, goal-relevant infor-
mation automatically becomes more accessible, while information that 
conflicts with active goals is suppressed (Johnson et al, 2006). As a result, 
the PFC influences the accessibility of information from long-term mem-
ory and perceptual systems to the GNW. Third, the active maintenance of 
information in the PFC (which then remains available to the entire GNW) 
is modulated by emotional processes (described below). It also is worth 
noting that information in the GNW can influence what is in the PFC. 
Indeed, as Fuster (2002) carefully notes, the executive functions of the PFC 
can only be properly understood within the context of the complex array 
of interacting networks in the neocortex that produce temporary integra-
tions of sensory and motor hierarchies with long-term memory or, in our 
terms, within the functioning of the GNW. The modulating role of emo-
tions is addressed next.

The Modulating effects of emotions

The PFC can quickly switch between active maintenance of existing 
information and rapid updating of new information through a gating 
mechanism tied to the midbrain dopaminergic system that reflects rein-
forcement experience (Rougier et al., 2005). This gating mechanism not 
only affects the PFC contents that are available to the GNW, but because of 
the PFC’s biasing effect on other parts of the brain, it indirectly influences 
the information that is accessible in many GNW areas. Basically, when 
the gating system encounters a potential reward, pleasant emotions occur 
and dopamine is released by circuits connected to the midbrain, which 
then stabilizes active representations in the PFC and indirectly modulates 
other GNW areas. However, when expected rewards are not obtained, 
negative emotions occur and dopamine is not released, which destabi-
lizes the pattern activated in the PFC, allowing new representations to 
emerge. As a consequence, new types of information can be automati-
cally accessed throughout the GNW. GNW structures may then collec-
tively construct new goals that are then actively maintained in the PFC 
and bias the GNW toward information processing relevant to these new 
goals. This point illustrates the reciprocal influence of the GNW and PFC 
and also highlights how the contents of consciousness (GNW) arise from 
diffuse sources and influence the executive control functions of the PFC, 
which in turn influences what is in consciousness.

In short, this very rapid reward- and non-reward-based process modu-
lates the maintenance of goals in the PFC and indirectly modulates GNW 
processing. This, in turn, influences processes that make goal-relevant 
information more accessible than information pertaining to competing 
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goals. Thus, if goal pursuit is going well, the goal maintained in the PFC 
as well as the entire GNW system is protected from competing information, 
which allows complex goal-relevant information processing to occur. If 
goal pursuit is disappointing, however, other information can more eas-
ily gain access to the contents of the GNW and potentially displace goals 
in the PFC. Many models also suggest that information in the GNW 
spreads automatically to activate other information without conscious 
intent (Anderson, 1987; DeShon & Gillespie, 2005; Johnson et al., 2006; Lord 
& Levy, 1994). Thus, both directly and indirectly, the PFC exerts control 
over both conscious and unconscious processes, but this control is also 
ultimately dependent on fulfilling reward-related expectations and expe-
riencing positive or negative emotions. These ideas are reminiscent of 
Klinger’s (1996) construct of “current concerns,” which pertains to an inte-
grated motivational, cognitive, and emotional system that both amplifies 
and increases the accessibility of stimuli related to current goals.

One practical insight provided by our discussion of this dopamine-
based gaiting system pertains to the value of proximal goals, when distal 
goals are difficult to attain. Specifically, by emphasizing proximal goals, 
one can reorient the dopamine gaiting system toward activities likely to 
lead to rewards, and thereby facilitate the maintenance of the proximal 
goal in the PFC and indirectly enhance the control by that goal on percep-
tual or long-term memory circuits. Consequently, as Kluger and DeNisi 
(1996) argued, feedback systems that emphasize proximal (task-relevant) 
rather than distal (self-relevant) processes may be less likely to have nega-
tive effects on motivation, in part because task-relevant discrepancies may 
be seen as more malleable than self-relevant discrepancies. Partitioning 
a complex task into subtasks or lowering goals when large discrepancies 
are encountered may have similar effects (Bandura & Schunk, 1981; Ker-
nan & Lord, 1991). Such strategies may serve to keep goal attainment pos-
sible, thereby enabling positive affect to be high, which in turn helps to 
maintain the contents of the PFC and GNW through the dopamine-based 
gaiting system.

integrated, emergent Quality of Self-regulation

The joint functioning of the GNW, PFC, and emotional modulation can 
be seen in the following example. Consider a hypothetical person driv-
ing a car on a highway. Seeing a car passing on the opposite lane might 
elicit a conscious categorization if the input pattern matches a schema in 
long-term memory (Grossberg, 1999), producing a conscious recognition 
(“That’s a Maserati”), which then becomes available to the GNW. This rec-
ognition occurs because the matching of perceptual input to long-term 
memory structures sufficiently activates this information to engage the 
GNW. The GNW then allows activation to spread through connected cir-
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cuits, activating additional thoughts or memories (“I’ve always wanted 
to drive a Maserati”) that are durably maintained through the collective 
dynamics of the GNW, while images of other cars that were not recog-
nized are quickly lost (typically in less than 200 ms) as they move out of 
view. Because images of other cars were not consciously encoded (they 
received no top-down, conscious attention amplification, and their acti-
vation was restricted to isolated visual perception modules rather than 
spreading through the GNW), they had very limited capacities to activate 
other information. However, as the wish to drive a Maserati becomes trans-
lated into a tentative goal that is represented in the PFC, it not only can be 
integrated with other GNW information from long-term memory mod-
ules, but can begin to exert greater control over GNW processes that may 
produce conscious assessments (“Could I go for a test drive?”), additional 
calculations (“Could I afford to buy one?”), or a search for social informa-
tion (“Honey, what did you think of that yellow Maserati?”). A favorable 
response (“It was cool”) would help maintain this line of thought (and 
tentative goals in the PFC) by creating positive emotions and the release of 
dopamine, but a less favorable response (“Grow-up”) would lead to nega-
tive emotions and no release of dopamine, which would destabilize the 
Maserati representation and associated goals, allowing other goal-related 
representations to take its place.

As this example illustrates, the contents of consciousness are dynamic, 
responsive to context, and highly dependent on perceptual and emotional 
processes. These contents also are intimately involved with attentional 
and memory systems, and depend on goal formation, goal maintenance, 
and goal revision in the PFC. Further, because of consciousness’ reliance 
on perceptual and emotional processes, it generally happens in an emer-
gent manner without explicit intent or guidance from a central structure. 
Dehaene and Naccache’s (2001) model of consciousness helps us see how 
the brain can regulate goal-directed activities in a fluid and dynamic way, 
while at the same time allowing more modular, unconscious processes to 
automatically direct behavior: Our potential Maserati driver is also simul-
taneously using his visual perception and motor systems to drive his cur-
rent car, and he is using his auditory perception system to listen to the 
radio while carrying on an intermittent conversation with his wife. And 
he uses the emotional cues provided by social interaction to modulate this 
self-regulatory process. Thus, self-regulation involves the interaction of 
multiple brain systems that are operating at the same time on conscious 
and unconscious levels. Applied to an organizational context, this way of 
conceptualizing self-regulation can explain how employees strive for dif-
ficult, specific goals held in PFC, while still enabling a responsiveness to 
environmental cues and emotional stimuli. It describes how individuals 
can flexibly allocate resources and can be opportunistic in adapting their 
resources to tasks in a dynamic way.
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Toward an Integrated Model of Self-Regulation

Having discussed consciousness and the GNW, the role of the PFC in 
determining which information enters the GNW, and modulation of this 
information by emotions, we can now address the question of how to inte-
grate the structure, content, and phase theories of self-regulation. As we 
do this, we develop four principles and then use these principles to pro-
vide a more detailed discussion of what this new approach means for the 
four phases of self-regulation (e.g., Gollwitzer, 1990). To foreshadow this 
coverage, an overview of this approach is provided in Table 5.1.

Principle 1: Structure and Content result From the Same Mechanisms

As mentioned above, one key aspect of the structure of self-regulation 
is the hierarchical organization of goals. Hierarchical structure has been 
used to link values and personality to goals (Cropanzano, James, & Citera, 
1993) and to show the importance of self-identities in guiding regulation 
(Markus & Wurf, 1987). However, rather than operating in a linear way 
in which each higher-level feedback loop completely specifies the goal at 
the next lowest level, Johnson et al. (2006) maintained that higher-level 
systems only act as constraints on the generation of lower-level goals, 
arguing that several alternative lower-level goals can be used to achieve 
a higher-level objective. This possibility enables goals to emerge in a bot-
tom-up manner, as long as they are within the constraints set by higher-
level goals. DeShon and Gillespie (2005) go even further, proposing that 
a hierarchical relation among goals can explain goal orientation, and that 
goal orientation emerges from spreading activation among massively 
interconnected goals “both within goal levels and between adjacent 
goal levels” (p. 1107). As a consequence, the contents of self-regulation, 
whether someone adopts a learning or performance goal in a particular 
context, would depend on the flow of activation through the person’s goal 
hierarchy. Thus, in the short run, the activation of neural networks will 
influence the content of what individuals pursue. However, in the long 
run, with repeated activation of particular types of goals, the structure 
of self-regulation will be influenced as the nature of the goal hierarchy 
will change through the learning mechanisms in neural networks, which 
change the nature of interconnections (e.g., weights) among units. As a 
result, new, stable attractors (i.e., goals) will emerge and can automatically 
guide behavior. This process may be largely automatic, or it may involve 
constraints that operate through the GNW.

DeShon and Gillespie’s (2005) motivated action theory (MAT) addresses 
another important issue that pertains to learning and the development 
of chronic differences in goal content. Although the massively intercon-
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nected goal hierarchies they discuss can construct momentary goal orien-
tations, paths that are repeatedly activated develop stronger connection 
weights and become emphasized over paths that do not develop strong 
connection weights. As a consequence, chronic individual differences in 
the types of goals that individuals pursue develop. Dragoni (2005) noted 
that goal orientation can also be influenced by leadership processes and 
organizational climates. These external sources of influence could easily 
be incorporated into the networks of MAT that generate chronic individ-
ual differences in goal content.

The underlying point of this literature, though, is really that goal orien-
tation (and goal content in general) should be viewed as reflecting both 
the cumulative effects of an individual’s innate temperament, learning 
history, and work experience, and the dynamic inputs into goal hierar-
chies created by social and situational factors. This view of the origin of 
goal content can not only incorporate the effects of social context, as we 
noted above in referring to Dragoni’s (2005) work, but also incorporate 
other internal and external sources of influence. Thus, it reflects both the 
internal goals structure (i.e., goal hierarchy) an individual brings to a 
work situation and the external structure inherent in that situation as he 
or she jointly participates in the activation of specific goal content in his or 
her neural networks.

Interestingly, the process of spreading activation in goal hierarchies can 
produce flexible adjustments in self-regulatory content across situations for 
a specific individual in response to situation-specific input. That is, some 
contexts will prime learning goals and others performance goals, produc-
ing context-specific differences in goal content. At the same time, chronic 
differences in the weights attached to learning versus performance-related 
processing structures will produce cross-situation consistencies in the 
relative ordering of individuals on a learning versus performance-goal 
dimension. For example, individuals with a chronic learning orientation 
will be more responsive to contextual learning primes than individu-
als with chronic performance orientations and vice versa. Consequently, 
many studies of self-regulatory content demonstrate both situational and 
individual difference effects (e.g., Forster, Higgins, & Bianco, 2003; Lock-
wood, Jordan, & Kunda, 2002). There may also be interactions of chronic 
tendencies and situational input that cause individuals to see more value in 
activities when situational input patterns fit with chronic regulatory struc-
tures (Higgins et al., 2003). Similarly, as noted previously, the goal orienta-
tion elicited by situational cues may have a greater motivational impact if it 
is consistent with chronic individual differences (Seijts et al., 2004).

Our proposition that structure and content result from the same mecha-
nism could be extended to help understand the value of process-oriented 
approaches to personality (Mischel & Shoda, 1998) for understanding 
self-regulation. For example, the cognitive-affective-processing systems 
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(CAPS) described by Mischel and Shoda may have direct analogs in terms 
of motivational content. Consistent with the argument we have developed, 
Mischel and Shoda argue that individual differences result in part from 
differences in the chronic accessibility of processing structures and the 
dynamic application of these structures in processing situational infor-
mation. Extending this idea, we would expect that motivationally relevant 
processing structures produce chronic differences in the accessibility of 
particular types of motivational content that may be assessed by moti-
vationally relevant trait measures (e.g., Carver & White, 1994; Kanfer & 
Heggestad, 1997).

Principle 2: goal importance Modulates PFC bias

We previously noted that when goals are maintained in the PFC, they bias 
access of other information in other systems, making goal-relevant infor-
mation more accessible and competing information less accessible. This 
process is quite general, as shown by recent meta-analyses (Johnson et al., 
2006). Shah, Friedman, and Kruglanski (2002) call this process goal shield-
ing, and they note that there are both important within- and between-
individual differences in the ability to shield goals. Contextual factors 
related to goal commitment and goal importance enhance goal shielding 
as demonstrated by Shah et al. (2002) and Diefendorff et al. (1998).

Goal importance, in turn, may depend on how closely a goal is related 
to goals higher in the hierarchy (DeShon & Gillespie, 2005). We have 
already discussed how goals can emerge in a way that is consistent 
with constraints from higher-level goals. In addition, Lord, Hanges, and 
Godfrey (2003) have shown that neural networks can automatically com-
pute the attractiveness of goals in a manner consistent with expectancy 
theory, and these computations can automatically adjust to reflect situ-
ational constraints. The point is simply that important goals are central 
to higher-level structures, and consequently will receive more activa-
tion and be less susceptible to interference from other goals. Thus, not 
only are important goals easier to establish because they fit with rich 
constraint systems, but they will also likely show less interference and 
greater durability.

One possible synthesis of the literatures on goal shielding with cogni-
tive neuroscience would be to suggest that outcomes for important tasks 
with higher reinforcement value may have their relatively strong effects 
by activating the dopaminergic gating system described by Rougier et al. 
(1998). It also may be that temperament differences make some individuals 
more sensitive to positive or negative reinforcement than others (Carver 
& White, 1994; Gray & McNaughton, 2000). Such possibilities could have 
important applied implications for job design or employee selection. Addi-
tionally, as we have already noted, Higgins et al. (2003) found that when 
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tasks fit one’s regulatory focus, they are seen as producing more value 
(i.e., they are more important). Thus, these value-from-fit processes may 
impact goal importance, which results in more effective goal shielding 
and engagement of the dopaminergic gating system.

Principle 3: alignment of goals and Feedback Perceptions

One fundamental aspect of structural theories of self-regulation is the 
negative feedback loop in which perceived feedback is compared to stan-
dards. Typical experiments investigating such mechanisms use simple 
tasks with quantitative performance feedback so that goals and perfor-
mance reflect the same dimensions, but in many situations, goals emerge 
from complex sets of constraints, and feedback is actively constructed 
by perceptual systems. Consequently, goal content and feedback may 
not match in content or specificity, making self-regulation more difficult. 
For instance, an individual may be pursuing a learning goal but be given 
feedback about how one is performing relative to others (Kozlowski & 
Bell, 2006). This mismatch may be especially likely when one is pursuing 
introjected goals (Deci & Ryan, 2000).

However, we suspect that in instances where goals are internally 
derived (intrinsically motivating goals; Ryan & Deci, 2000), the same 
factors that constrain goal emergence or selection also guide perceptual 
systems that construct feedback. That is, the structural factors that influ-
ence goal content produce a heightened receptivity to certain types of 
information in the environment, and the goals maintained in the PFC 
bias processing in the GNW and other brain circuits. Consequently, indi-
viduals who tend to develop a prevention orientation will be sensitive to 
feedback sources suggesting potential failure to perform as they “ought” 
to, whereas individuals with a predominant promotion focus will look 
for signs of success in achieving “ideals” (Higgins, 1997). However, when 
either goals or feedback come from external sources, such as supervi-
sors or organizational systems, their natural alignment may be absent, 
making feedback less useful. For instance, an individual with a promo-
tion focus who is given feedback related to prevention may actively sup-
press this information, or if noticed, may be distracted by it, preventing 
efficient goal striving. The same principles apply to the distal-proximal 
goal distinction (Kanfer, 1990). Some individuals may chronically define 
activities in terms of higher-level distal processes, while others emphasize 
more proximal, task-related definitions of activities (Vallacher & Wegner, 
1987). These chronic action identification differences may match or mis-
match the nature of feedback provided by the environment, enhancing or 
reducing self-regulatory effectiveness.
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Principle 4: gaiting of PFC Contents by emotions

We described earlier how the dopaminergic midbrain systems could func-
tion as a gating mechanism that can quickly switch between active main-
tenance of existing information and rapid updating of new information in 
the PFC (i.e., positive emotions lead to maintenance and negative emotions 
lead to updating). Carver and Scheier’s (1998) structural theory of self-reg-
ulation suggests that the type of affect individuals experience is a result 
of feedback occurring in a meta-monitoring system that tracks the veloc-
ity of discrepancy reduction; feedback suggesting that one is proceeding 
faster than expected leads to positive emotions, and feedback suggesting 
one is proceeding slower than expected leads to negative emotions. These 
emotions may then modulate PFC functioning in a relatively automatic 
manner, or they may capture attention leading to conscious evaluation 
using information in the GNW. We suspect that when discrepancy and 
velocity information are interpreted in self-relevant terms, as when one is 
self- rather than task focused (Fenigstein, Scheier, & Buss, 1975), the corre-
sponding emotional reactions are particularly likely to lead to PFC updat-
ing (i.e., due to negative emotions) or maintenance (i.e., due to positive 
emotions). Also, the combination of high goal discrepancies and negative 
velocity discrepancies may be particularly debilitating. Johnson and Lord 
(2005) reported that discrepancies and velocity interact in influencing 
affect, expectancies, and goal commitment, with the combination of low 
velocity and high discrepancy being particularly debilitating.

We should stress that these dynamic adjustments, which are cued by 
emotions, also indirectly depend on the structure and contents of self-
regulation. Goal discrepancies and velocity discrepancies are created 
by comparing feedback to standards, and the standards (goals or rate of 
progress standards) reflect the effects of stable individual differences and 
situational factors previously discussed (Principle 1). Further, emotional 
reactions are likely to be greater when goals are important (Principle 2), 
and when goals are important, the biasing effects of goals in the PFC will 
be enhanced (Principle 2), making it particularly important that feedback 
is aligned with goal content (Principle 3). In short, these principles operate 
in an integrated manner to produce self-regulation, as we illustrate in the 
following section, which applies these principles to understanding self-
regulatory phases.

Application of Neurocognitively Based 
Principles to Self-Regulatory Phases

As discussed previously, the self-regulatory phases include goal estab-
lishment, planning, striving, and evaluation (e.g., Gollwitzer, 1990). These 
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phases are described next with a focus on how they can be better under-
stood by incorporating neurocognitive principles.

goal establishment

Goal establishment has been described as the process of converting a 
need, or other aspect of one’s personality, into a concrete activity to pur-
sue (Austin & Vancouver, 1996; Klein et al., this volume). Zimmerman 
(2000) argued that this phase of self-regulation includes analysis of the 
task and an assessment of one’s self-motivational beliefs, including self-
efficacy, outcome expectations, intrinsic interest, and goal orientation. 
Other researchers consider these influences on goal choice to be captured 
by judgments of the feasibility (e.g., whether it can be realized) and desir-
ability (i.e., expected value) of goals (Gollwitzer, 1990). This feasibility 
and desirability information is conceptually equivalent to expectancy 
and valence, respectively (Van Eerde & Theirry, 1996; Vroom, 1964). This 
description of goal establishment, which dominates the motivation litera-
ture, can be characterized as being very deliberate and rational.

Although we believe goal selection is often thoughtful (see Klein et al., this 
volume), we argue that this only represents part of the picture. Specifically, 
goals also may be selected or created unconsciously. Our example of the 
would-be Maserati driver illustrates how goals can emerge from visual 
perception and bottom-up processes to gain access to consciousness (i.e., 
the GNW) through the PFC. In such situations, goal establishment relies 
on more casual and spontaneous processing of information.

We argue that deliberative, conscious goal establishment only occurs 
when there is extensive GNW activity. Goals can enter consciousness 
because many sources of activation (both cognitive and emotional) con-
verge to activate goal structures. Alternatively, new goals may be spon-
taneously established as coherent “solutions” to sets of constraints that 
are constructed in an unconscious fashion by neural networks (Gross-
berg, 1999; Lord et al., 2003; Simon & Holyoak, 2002; Thagard, 1989, 2000). 
Such goals reflect top-down constraints of goal hierarchies as well as bot-
tom-up contextual influences, as suggested by Principle 1 (see Table 5.1). 
Because bottom-up influences can reflect both internal and external con-
ditions, these more automatic processes are capable of infusing goals with 
information that is most relevant for the particular context (DeShon & 
Gillespie, 2005; Johnson et al., 2006). A goal that only reflects top-down 
influences tied to personality would not take into account context and, 
as a result, would not be as well suited to current conditions. Lord et al. 
(2003) recently described how this conscious, choice-related process might 
be constructed in neural networks, suggesting the potential for influences 
deriving from both top-down and bottom-up mechanisms.
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It is helpful to recognize that however goals are established, their con-
tent can differ in systematic ways that are important to understanding self-
regulation, as our Principle 1 illustrated. For example, internally derived 
goals have a clear advantage in leading to intrinsic motivation (Ryan & 
Deci, 2000). Merging this idea with Powers’s (1978) goal hierarchy concept 
suggests that intrinsically derived goals are the outputs of higher-level 
goals in a person’s goal hierarchy. Internally derived goals at the action 
level are, at least partially, a result of the individual’s core dispositional 
traits and values existing at higher levels in the hierarchy (Austin & Van-
couver, 1996). Individuals activate action-level goals in the goal hierarchy 
to meet these higher-level goals in an opportunistic and flexible manner. 
That is, goals that are at a relatively inactive state can become active when 
environmental conditions are right (i.e., bottom-up influences).

The relative emphasis on internal constraints associated with personal-
ity versus external constraints reflecting environmental demands can thus 
create a continuum from purely internal to purely external goals (Ryan & 
Deci, 2000). As noted by Ryan and Deci (2000), the quality of goal pursuit 
is influenced by the extent to which a goal is intrinsically or extrinsically 
motivating. External goals, which are very common in organizational set-
tings, are most effective when individuals can internalize them (i.e., inte-
grated motivation), rather than keep them external and comply with them 
because of external rewards or punishments (i.e., introjected motivation). 
When individuals feel intrinsically motivated to pursue an extrinsically 
derived objective, their commitment will be high and they will put forth 
effort and persist longer in the pursuit of the goal, which is consistent 
with the mechanisms underlying Principle 2.

Planning

Planning involves determining when, where, how, and how long to act. 
The amount of planning required varies on a continuum from the selec-
tion of an existing strategy to the development of a completely new strat-
egy (Campbell, 1988; Earley, 1985; Earley & Perry, 1987; Wood & Locke, 
1990). Rarely does an entirely new strategy need to be developed, and 
only for very repetitive, or “automatized,” tasks can a strategy be adopted 
without modification. Most research on planning pertains to developing 
strategies for addressing a single goal. However, Mitchell et al. (this vol-
ume) discusses plan development and implementation for multiple goals, 
as well as the roles of spacing (allocating resources across tasks), pacing 
(allocating resources to a particular task), and interruptions.

There are at least three different views regarding the construction of 
plans. Some researchers take the position that planning is a sequential, 
top-down process (Newell & Simon, 1972; Sacerdoti, 1975) with high-level 
goals constraining subgoals, which then determine further subgoals, 
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until a suitable plan is identified. This would likely involve conscious 
processing in the GNW and may even involve the application of formal 
rules to symbol structures held in memory. Conscious strategy devel-
opment requires that individuals maintain an active goal in the GNW, 
which involves the biasing function of the PFC. A second view suggests 
that plans (i.e., goal hierarchies) are more emergent (i.e., bottom-up), being 
created by environmental opportunities or threats that are represented as 
patterns in neural networks. That is, plans may be activated by features of 
the situation (e.g., task constraints, social cues, visual information) with-
out the intent or awareness of the individual, which may involve bottom-
up goal emergence as previously discussed. These plans may be enacted 
in an automatic fashion, without much explicit forethought or awareness. 
As Bargh (2005) notes, we may only need to correctly classify a situation to 
automatically initiate appropriate responses. Experts in a particular task 
domain can do this to a much higher degree than novices (Ross, 2006). 
Third, Hayes-Roth and Hayes-Roth (1978) argued that top-down infor-
mation (high-level goals) and more opportunistic, bottom-up informa-
tion (low-level goals) both contribute to the development of a plan. The 
top-down information derives from internal states tied to long-term per-
sonal goals, whereas the bottom-up information comes from perceived 
“opportunities” in the environment that may enable efficient goal-related 
action, but also subsequently constrain other actions at both higher and 
lower levels in the hierarchy. This process would depend heavily on the 
GNW as well as contextual information maintained in the hippocampal 
memory system. It is likely that individuals relying more on bottom-up 
information are selecting existing strategies, whereas greater use of top-
down information involves the development of new strategies.

In sum, although planning is often thought to reflect conscious, rational 
processes, we have stressed the complementary role of more automatic 
processes driven by both environmental circumstances and chronic indi-
vidual differences that may bias one toward specific types of goal con-
tent. This is because goals held in the PFC bias information accessibility 
(O’Reilly et al., 1999; Johnson et al., 2006), affecting both what is retrieved 
from long-term memory and what is noticed in external environments, as 
illustrated by Principle 2. As we will see in the next section, the strength 
of those biases also affects goal-striving activities, stringently maintain-
ing a task focus for some individuals, and allowing easy interruption of 
goal striving for others.

Striving

Goal striving involves executing the action plan developed in the plan-
ning phase. This phase requires self-control (e.g., focused attention, task 
strategies, self-instruction) and self-observation (e.g., tracking one’s own 
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performance). In its purest form, goal striving can take on characteristics 
of what Csikszentmihalyi (1975) describes as a “flow experience,” where 
one loses the sense of self and becomes completely immersed in the task. 
Although much motivation theory implies that goal striving is supported 
by rational, conscious processing, the presence of “flow” during goal 
striving suggests conscious processing is not always necessary and that 
emotions play a role. We discuss each of these ideas below.

DeShon, Brown, and Greenis (1996) demonstrated that complete con-
scious control of goal striving is not necessary in some situations. Indeed, 
limitations of human information processing suggest that deliberate 
control of the information needed for goal striving may not be possible. 
For instance, Newell (1990) estimates that elementary mental operations 
reflecting deliberate control require at least 100 ms, yet Dehaene and Nac-
cache (2001) suggest that information must be maintained for about 50 ms 
to become conscious. These time parameters suggest that individuals can-
not deliberately control everything that enters consciousness. Although 
individuals may use strategies that indirectly impact the contents of con-
sciousness (e.g., structuring situations to remove distractions, creating 
self-rewards, or creating proximal goals so as to stay focused), what enters 
consciousness within those modified situations cannot be directly con-
trolled. Consequently, automatic inhibition and activation of information 
that is consistent with goals maintained in the PFC is likely the critical 
process, as was suggested by Lord and Levy (1994) and is illustrated by 
Principle 2.

We have already explained that the biasing function of the PFC is 
enhanced by the positive emotions felt from performing rewarding task 
activities (Principles 2 and 4). Thus, if one is making adequate progress 
during goal striving, positive emotions will further facilitate the access 
of goal-relevant information to the GNW. However, it is useful to elabo-
rate on the role of negative emotions (as might occur when obstacles are 
encountered) in regulating attention. Simon (1967) suggested that affect 
serves as an interrupt mechanism that can signal danger or new oppor-
tunities in an environment. Evolutionary views of the role of emotions 
(Cosmides & Tooby, 2000) also suggest that emotions can protect humans 
against harmful stimuli that have consistently occurred in the past by 
automatically reorienting cognitive processes. In relation to goal striving, 
these ideas suggest that negative emotions while performing a task may 
trigger a search for new ways to work on the task. Work on regulatory 
focus illustrates this point. Individuals who are promotion focused tend to 
experience positive emotions as they approach goal completion, and as a 
result, they speed up and become more active (Forster, Higgins, & Bianco, 
2003). Thus, these individuals experience a close-mindedness to new 
information, as suggested in Gollwitzer’s (1990) work. In contrast, indi-
viduals who are prevention focused tend to experience negative emotions 

RT7451X.indb   181 5/28/08   12:43:54 PM



1��	 Work	Motivation:	Past,	Present,	and	Future

such as anxiety as they approach goal completion, and as a result, they 
slow down (Forster et al., 2003). This slowing down may reflect attempts 
to reevaluate the feasibility or value of the goal, as well as the plan being 
used to achieve it. Thus, the contents of self-regulation (i.e., promotion or 
prevention) can influence goal striving through the emotions experienced. 
Applied psychology needs to better understand the effects of positive and 
negative emotions on goal striving (Schwarz & Bohner, 1996).

goal attainment and revision

The final phase involves evaluating whether one’s goal striving has been 
successful. This phase is related to work on feedback processes (e.g., 
Kluger & DeNisi, 1996) but has not received substantial attention in the 
self-regulation literature. Effectively functioning negative feedback loops, 
which align the content of goals and perceived input (Principle 3), allow 
one to periodically reevaluate a goal’s feasibility and desirability (Austin 
& Vancouver, 1996). Depending on the amount of discrepancy and the rate 
of discrepancy reduction (compared to the velocity standard), one may 
change the goal level (upward revision, downward revision) or consider 
a different goal. Austin and Vancouver (1996) argued that many of the 
evaluation processes that occur during goal selection occur again at the 
evaluation phase. Goal revisions that occur are likely focused at the lowest 
levels possible, and move up the goal hierarchy as the severity of the goal 
blockage increases (i.e., one first revises strategies before revising goals).

Austin and Vancouver (1996) argued that most goals are continuous 
(as opposed to finite), suggesting that the process of testing and evaluat-
ing a goal never ends. This is especially true for goals higher in the goal 
hierarchy that are never accomplished but rather are in a constant state 
of pursuit. Zimmerman (2000) argued that the evaluation phase involves 
self-reflection, which is comprised of self-judgment and self-reaction. Part 
of this self-evaluation involves making causal attributions about the rea-
sons for performance-goal discrepancies (e.g., effort, luck, ability). Self-
reaction includes the level of satisfaction one experiences as well as the 
conclusions one makes about how subsequent goal-directed behaviors 
should be altered. These self-reactions also are critical influences on self-
efficacy beliefs.

As with the goal establishment phase, it is tempting to assume that con-
scious processes predominate in goal evaluation. Conscious evaluation 
may be most likely when individuals are trying to determine the cause of 
performance in novel situations. However, there also are chronic differ-
ences in the causal attributions individuals make for successes and fail-
ures. One well-studied chronic individual difference is the tendency to 
use pessimistic versus optimistic explanatory styles. Pessimistic explana-
tory styles tend to attribute bad events to internal, stable, and uncontrol-
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lable factors (e.g., “I did poorly on the exam because I’m not very smart”), 
whereas optimistic explanatory styles tend to emphasize external, unsta-
ble, and controllable factors (e.g., “I did poorly on the exam because I was in 
the wrong study group”). These attributional patterns have been shown to 
predict risk for depression (Peterson & Seligman, 1984) as well as remain-
ing in occupations with persistent disappointments (Seligman & Schul-
man, 1986). Because pessimistic styles tend to emphasize internal and 
stable causes for failures, they likely have more negative emotional reac-
tions and lower expectations for future success than optimistic styles. Our 
prior discussion of the dopaminergic gating system (Rougier et al., 2005) 
and Principle 4 suggests that such reactions will make it difficult to main-
tain goal structures and related information in the PFC. Consequently, 
failure may automatically lead to goal displacement for pessimistic, but 
not for optimistic, attributional styles. Consideration of such aspects of 
goal evaluation is required as applied theorists develop an understanding 
of more flexible and dynamic goal setting and goal evaluation systems.

Self-Regulatory Failures

It is surprising how well individuals can simultaneously regulate their 
behavior in relation to multiple goals in complex, dynamic environments. 
Indeed, self-regulatory processes primarily enter consciousness when a 
goal is new, very important, or difficulties in enactment occur. Karoly 
(1993) argued that self-regulatory failures can be categorized into three 
main types: (1) failing to start action in a timely fashion, (2) stopping activ-
ities prematurely, and (3) failing to stop goal striving when one should. 
We argue that each of these self-regulatory failures can be a result of con-
scious or unconscious processes.

Difficulties in initiating action can take the form of lacking the behav-
ioral capacity to start tasks (e.g., Kuhl, 1994) or missing opportunities to 
act. Problems stemming from an inability to start action may be the result 
of poorly formed goals (Baumeister & Heatherton, 1996), goals that are 
not fully accepted because they are either too difficult or too easy (Locke 
& Latham, 1990), goals that have not been adequately integrated with the 
self (e.g., Ryan & Deci, 2000), or conflict among multiple goals. Each of 
these explanations suggests problems in the conscious consideration of 
goal attributes. We expect that these problems will be compounded when 
the content of goals suggested by task or environmental cues is inconsis-
tent with chronic goal orientations or higher-level personality structures 
(e.g., Kozlowski & Bell, 2006). Such incongruities will make it difficult 
to sufficiently activate goals so that they become conscious (gain access 
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to the GNW) and active in the PFC. Unconscious difficulties in starting 
action also may be the result of conflicting patterns of activation among 
competing goal networks. There may also be situations where individu-
als find goals to be clear and compelling and fully internalize the goals 
as their own, yet miss opportunities to act. This problem may reflect an 
inability to process perceptual cues from the environment that suggest it 
is time to act. As a result, bottom-up information does not gain access to 
the GNW, preventing the associated goal from becoming activated at the 
appropriate time. Finally, problems of action initiation may be a result of 
ineffective emotion regulation, as suggested by Kuhl and Kazén (1999). In 
particular, they argued that difficulties in action initiation may stem from 
the inability to self-generate positive affect when needed and escape nega-
tive affect when it occurs. Both of these problems reflect state-oriented 
processing, whereby individuals cannot move forward activities.

The self-regulatory problem of prematurely stopping activities reflects 
an inability to persist or overcome obstacles that impede goal pursuit 
(Heckhausen, 1991). This problem can stem from difficulties in the top-
down control of attention, motivation, and emotion, or an inability to 
ignore irrelevant distractors from the environment. Thus, individuals 
may give up on goals because they lack the ability to implement conscious 
strategies aimed at focusing their attention (i.e., removing distractions), 
self-motivating (i.e., create incentives for oneself), or ignoring negative 
emotions. For instance, individuals may quit tasks because they can-
not control the negative emotions that result from a mistake or setback. 
Such negative reactions to task problems have been associated with the 
contents of what is regulated, the way in which tasks are framed (e.g., 
goal orientation, regulatory focus), and the nature of causal attributions 
for setbacks. The problem of goal abandonment might also be the result 
of individuals prematurely starting new tasks before completing current 
tasks. This effect may be the result of difficulties in ignoring distractions 
that present themselves in the environment, leading to the emergence of 
new goals that “hijack” the GNW (MacCoon, Wallace, & Newman, 2004). 
In other words, the biasing function of the PFC is not working effectively 
either because goals are not sufficiently important, because expected rein-
forcement is not being provided by goal pursuit, or, perhaps, because it is 
difficult to properly interpret feedback (e.g., Principles 2 to 4 in Table 5.1).

The third main problem of self-regulation identified by Karoly (1993), 
is that of not stopping action when one should. Here individuals persist 
with a task beyond its useful life, such as after goal attainment or when 
there is clear information that goal attainment is no longer feasible. This 
maladaptive persistence can be either behavioral (i.e., physically work-
ing on a task) or cognitive (i.e., ruminating about a task). This problem 
of self-regulation may be the result of failures of conscious control, such 
as setting goals that are unrealistically high and making important self-
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evaluations contingent upon their attainment, or being unable to clear the 
GNW of information related to past goals. This problem may also reflect 
failures in unconscious mechanisms, such as not noticing feedback in the 
environment, whether it be in the form of negative information that indi-
cates failure is imminent or in the form of positive information suggest-
ing that goals have been attained. That is, individuals may not effectively 
monitor existing states, thereby failing to register a discrepancy between 
standards and performance.

Improving Self-Regulation

Of central concern to managers and practitioners is how self-regulation 
can be improved (Kuhl, Kazén, & Koole, 2006). Generally, interventions 
can focus on changing the person (i.e., training self-regulation strategies), 
changing the work environment (i.e., removing distractions or barriers to 
performance), or both. As outlined above, self-regulation is a function of 
conscious control, unconscious influences (internal and environmental), 
and emotions. We argue that attempts to improve self-regulation, whether 
they focus on changing the person or the situation, can operate through 
these mechanisms.

In terms of changing the person, individuals can be taught strategies 
of emotion control, attention control, and motivation control (e.g., Kan-
fer, 1996; Kanfer & Heggestad, 1999; Kuhl, 1985), as well as ways in which 
they can structure their work activities to accomplish desired objectives 
(Kanfer & Heggestad, 1999). For instance, individuals can be taught to 
reframe errors as opportunities for learning (e.g., Keith & Frese, 2005) so 
as to change their emotional impact. Individuals can be taught to develop 
personal goals for tasks or how to self-reward and self-punish as ways to 
maintain motivation when it may lag (Frayne & Geringer, 2000). We sug-
gest that such approaches change the nature of emotion-based modulation 
of PFC structures (Principle 4). Individuals can learn new ways to structure 
their time and workspace so as to prevent interruptions and distractions 
and enhance their attentional focus. Individuals can be taught specific self-
regulatory content (i.e., types of goals and ways to regulate them) from 
leadership practices and organizational climates (Dragoni, 2005). It also 
may be possible to change chronic ways to evaluate discrepancies (e.g., 
optimistic vs. pessimistic attributional styles) through interventions.

We argue that such attempts at changing the person to improve self-regu-
lation will likely start out operating through top-down, consciously con-
trolled mechanisms aimed at influencing the contents of individuals’ goals 
(e.g., focus on learning instead of performance) and the ways in which those 
goals are regulated (e.g., how closely discrepancies are monitored). Further, 
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these newly acquired regulation strategies may be tailored for specific 
action phases during goal pursuit (e.g., how to plan, perform, or evaluate). 
However, over time, as these strategies become more assimilated into indi-
vidual behavior, they will begin to affect behavior in a less conscious, more 
bottom-up fashion (Bargh, 2005). For instance, individuals will regulate 
their behavior by automatically putting themselves in situations that are 
without distractions or that are maximally rewarding. Or they may auto-
matically interpret certain types of errors as opportunities to learn rather 
than as indicators of incompetence.

Interventions aimed at enhancing self-regulation also can involve mod-
ifying the environment (Karoly, 1993). Such changes are potentially quite 
numerous and would need to be tailored to the particular work process, 
tasks, culture, and physical layout of an organization. As an example, one 
change might involve redesigning the work process so as to eliminate the 
need for individuals to leave their work stations, thereby avoiding poten-
tial distractions or interruption. Another example involves modifying the 
office layout so as to make impromptu interpersonal interactions between 
employees and supervisors more likely, resulting in more opportunities to 
communicate and develop cohesion. These kinds of changes may impact 
self-regulation primarily through bottom-up mechanisms because they 
affect the likelihood of encountering either distracting information (in 
the case of the work process redesign) or useful information (in the case 
of modifying the office layout), which can have bottom-up effects on the 
goals individuals pursue and the plans they make.

Another change to the situation that may have more of a top-down 
influence on behavior would be to implement a formal performance man-
agement system aimed at setting clear standards that are aligned with 
organizational goals and creating opportunities to receive explicit feed-
back in quarterly meetings with one’s supervisor (Murphy & Cleveland, 
1995). Such a change to the environment may lead to more consciously 
directed attempts by employees to monitor their goals and develop strate-
gies for reaching the goal. The effectiveness of such an intervention would 
depend in part on the match between individuals’ internal goal repre-
sentations and the perceptual information they attend to in acquiring 
feedback about their performance (Principle 3). Of course, such a strategy 
is not new, but it can be contrasted with the other strategies that target 
bottom-up mechanisms whose roles in self-regulation are not as widely 
recognized in the literature.

Areas for Future Research

The ideas presented in this chapter suggest several areas for future 
research. Perhaps the most general suggestion is that future research 
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attempt to integrate the process, structure, and content approaches to self-
regulation. We provide several ideas in this regard in the section above 
entitled “The Need for Integrative Models of Self-Regulation.” However, 
most of the ideas in that section involve testing research questions that 
combine ideas from two approaches into a single study (e.g., testing the 
influence of goal content on goal revision; VandeWalle et al., 2001). As 
argued by Kanfer (2005) and discussed in the present chapter, a more 
important objective may be to search for new paradigms that can move 
self-regulation research beyond existing models. We think neuroscience 
and information processing research (e.g., Dehaene & Naccache, 2001) 
can inform the development of such a new paradigm. A key advantage 
of focusing on the physical mechanisms in the brain is that such mecha-
nisms provide a common set of concepts and terms that can be used to 
integrate different perspectives on self-regulation. For instance, the logic 
of neural networks can describe self-regulation concepts as varied as the 
operation of discrepancy detection and reduction processes, how differ-
ent goal contents become and remain active in consciousness, and how 
information is brought to bear at different phases of self-regulation. Of 
course, a challenge in this regard is taking findings from studies measur-
ing EEG activity and functional magnetic resonance imaging (fMRI) map-
ping and applying them to employees working in dynamic, real-world 
contexts. We think overcoming this challenge can reap great benefits to 
our understanding of self-regulation. However, we also think the first step 
in the application of neuroscience to the study of self-regulation should be 
theoretical, rather than methodological. Finally, adopting a model based 
on neuroscience does not mean that the rich theories of content, structure, 
and phases should be abandoned, but rather that they can be augmented 
by a set of unifying principles. DeShon and Gillespie’s (2005) theoretical 
work is an excellent example of how neural network concepts can be used 
to merge the content theory of goal orientation with the structural proper-
ties of control theory. Below, we highlight a few examples of how future 
research might benefit from incorporating neuroscience theory.

The ideas described in this chapter suggest that future research should 
attend more to unconscious, bottom-up influences (Banfield et al., 2004; 
Fitzsimons & Bargh, 2004; Rueda, Posner, & Rothbart, 2004). Indeed, the 
idea that we may not have access to all of the information impacting our 
goal-directed activities is quite old, being traced back to McClelland’s 
work (McClelland et al., 1989). This idea has seen a recent resurgence of 
interest, as exhibited in the works of Kehr (2004) and Locke and Latham 
(2004), who reference unconscious motivational drives and processes. For 
instance, Baumann et al. (2005) demonstrated that discrepancies between 
explicit and implicit motives (i.e., having an explicit motivation that is dif-
ferent from one’s implicit motivation) were associated with lower subjec-
tive well-being and more psychosomatic symptoms in three studies. Such 
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a research paradigm could be examined in an organizational context to 
determine whether congruence between conscious and unconscious goals 
is associated with satisfaction, burnout, and performance. However, rather 
than relying on projective techniques, researchers could utilize cognitive 
science methodology to operationalize implicit motives with reaction time 
measures. In addition, the application of neuroscience principles provides 
a theoretical mechanism for understanding how implicit motives might 
exist and impact conscious processes without awareness. For instance, the 
spread of activation in neural networks determines what is available in 
consciousness and what remains unconscious. Essentially what is in con-
sciousness must cross a threshold of activation. However, information can 
be activated and not enter consciousness, and such information can have 
subtle, but detectable effects on conscious processes. Reaction time assess-
ments could be used to measure these effects on goal choice, discrepancy 
detection, and evaluation processes.

Another area for future research is to explore the role of goal impor-
tance as an influence on the contents of consciousness. Specifically, the 
idea that importance modulates the biasing function of the prefrontal cor-
tex suggests a mechanism for explaining goal commitment effects, dis-
crepancy detection differences for intrinsic and extrinsic goals, and how 
rewards and punishments can influence goal choice, strategy develop-
ment, performance, and evaluation.

Finally, our ideas suggest that future research should examine the role 
of affect in self-regulatory processes. Work by Ilies and Judge (2005) has 
begun to explore the role of emotions in self-regulation, but the mecha-
nisms by which affect has its effects are not clear. Our discussion in this 
chapter suggests that affect has its effects on self-regulation by influenc-
ing the types of information that gain access to conscious processing 
during the formation of goals, development of strategies, and decision to 
persist or abandon a goal. Future research could examine whether posi-
tive emotions have their effects on self-regulation by perpetuating infor-
mation related to current goals, and whether negative emotions have their 
effects by allowing new goal contents to gain access to conscious process-
ing. Such tests would provide evidence of the efficacy of the modulation 
hypothesis of affect. Further, affective reactions could be linked to goal 
content (e.g., intrinsic vs. extrinsic, promotion vs. prevention) as well as 
the phases of self-regulation (see Schwarz & Bohner, 1996). Clearly moti-
vation and emotion are related, but the links between the two have not 
been the focus of much applied research. Appealing to mechanisms in the 
brain can help elucidate these theoretical links and guide future research 
on this important issue.
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Goals and their motivational properties have been studied extensively 
for decades. Until recently, however, the process of goal striving has been 
largely ignored (Austin & Vancouver, 1996; Frese & Zapf, 1994). Further, 
little theory or research is reported on the context in which multiple tasks 
occur (e.g., Kerman & Lord, 1990). Most goal-setting studies, for example, 
focus on a single task goal. In 2004, Mitchell, Lee, Lee, and Harman pro-
posed their theory of spacing and pacing. In this chapter, we extend Mitch-
ell and colleagues’ original focus on the resources (time and effort) that 
people allocate to a single task (which we call pacing) and the resources 
they allocate across tasks (which we call spacing). Further, we add to their 
theory with ideas on potential obstacles in the pursuit of goal attainment, 
namely, the negative psychological and behavioral effects of interruptions 
and procrastination on goal-striving activities.

While many of our ideas and propositions come from existing theory, 
our focus is on three topics infrequently discussed or tested. First, we are 
interested in assigned deadline goals. These goals are externally imposed 
and contain a time criterion for success. Second, we focus on a multiple 
goal context. People often work on several tasks at once. Third, our cri-
teria are behaviors that involve goal striving, not goal accomplishment. 
We are interested in the psychological processes and behaviors that occur 
between setting a goal and accomplishing it (or failing to accomplish it).

We recognize that this focus is fairly narrow. However, in our judgment, 
the original theory and our extensions are relevant for millions of people 
at work. Secretaries are a good example. They have multiple tasks with 
assigned deadlines; they work independently and have considerable con-
trol over their resource allocations, making volitional pacing and spacing 
decisions throughout the day; and interruptions are a constant threat to 
goal attainment. In addition, personal attributes such as procrastination 
can limit one’s ability to reach a deadline goal.

Theoretical Foundations for Spacing and 
Pacing Behaviors and Performance

There is a massive amount of research that has been conducted on goal 
constructs (Austin & Vancouver, 1996). Motivation, learning, personality, 
and performance have all been included in much of the goals literature. 
More recently, the research has diverged into two main areas, goal setting 
and goal striving. Goal setting refers to the antecedents to action such as 
goal choice and goal acceptance (Klein, Austin, & Cooper, this volume). 
Goal striving refers to striving to meet the goal (Kanfer & Kanfer, 1991; 
Lord & Levy, 1994). The foundation for goal choice research in the area 
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of organizational studies has been Locke and Latham’s (1990) theory of 
goal setting. The research in this area mainly focuses on the content of 
particular goals and how those goals are chosen. For example, extensive 
discussions in the goal-setting literature exist on the topics of (1) whether 
participating in the goal-setting process is motivational (e.g., Latham, Erez, 
& Locke, 1988), (2) how goals and goal hierarchies represent personality 
attributes (e.g., Cropanzano, James, & Citera, 1993), and (3) what individual 
and contextual variables regulate goal choice (Klein et al., this volume).

Motivational processes are seen as initiated by goals. Locke (1994) sees 
goals as the basic force for life itself. Kruglanski states, “Goals energize our 
behavior and guide our choices; they occupy our thoughts and dominate 
our reveries” (1996, p. 599). When there is a discrepancy between the goal 
and our final performance on a task, we are motivated to close that gap on 
subsequent attempts on that task (Locke & Latham, 1990). Discrepancies 
result in emotional reactions as well as cognitive evaluations of compe-
tence (Latham & Locke, 1991). Performance feedback (which provides dis-
crepancy information) is necessary for goals to have a motivational impact 
(Erez, 1977). Goals that are difficult to reach (once accepted) and clear and 
specific are more motivational than vague or easy goals (Locke & Latham, 
1990), and commitment to a goal increases the resources allocated to it 
(Diefendorff & Lord, 2000). So, while most of goal-setting research mostly 
involves antecedents to action, such as the plans or strategies constructed 
to reach a goal, some research discusses subsequent goal revisions (Klein 
& Dineen, 2002) as a result of the success or failure of reaching this goal. 
We focus on what happens between goal setting and goal attainment, 
what we call goal striving. However, the above components of goals and 
goal setting play an important part in spacing and pacing, and we will 
discuss them in more detail later in the chapter.

There is a considerable body of theory that is relevant for goal striving. 
This overall process is often referred to as self-regulation. Deifendorff & 
Lord (this volume) provide a review of definitions by Karoly (1993), Vohs 
and Baumeister (2004), and Vancouver and Day (2005). It is very complex, 
includes many psychological processes unfolding over time, and involves 
“striving towards multiple independent goals that compete for attention 
and other resources” (Wood, 2005, p. 196). We will briefly discuss three 
general approaches with ideas that were helpful for our analysis: the work 
of Kanfer and colleagues, control theory, and action theory.

Ruth Kanfer and her colleagues (Kanfer & Ackerman, 1989; Kanfer & 
Heggestad, 1997; Kanfer, 1996), using self-regulation (people actively con-
trol their cognitive and emotional psychological processes for the purpose 
of attaining goals; Gollwitzer & Bargh, 1996; Diefendorff & Lord, 2000), 
have researched how people learn new skills over time, with particular 
attention paid to how individual differences in personality and ability 
influence how they allocate resources over the learning curve. The recent 
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work by Chen and Kanfer (2006) elaborates on these processes both at the 
individual level and within groups, describing the parallels at the two 
conceptual levels.

Emerging from work on control systems and cybernetics, control theory 
(Klein, 1989; Campion & Lord, 1982; Lord & Hanges, 1987; Lord & Levy, 
1994) focuses on goal discrepancies and how behavior may change as one 
approaches a goal (Markham & Brendl, 2000; Miller, Galanter, & Pribram, 
1960). Goal striving is a dynamic process that occurs over time (Kline, 
1989). Lord’s research has extended these ideas to multiple tasks (Kernan 
& Lord, 1990) and includes planning as an important piece of the self-
regulatory process that enables successful responses to discrepancies. 
More recently, Vancouver (2005) has described how goal-setting theory 
and control theory can be integrated conceptually, overcoming many of 
the conflicts that have emerged in this literature, especially pertaining to 
the role of self-efficacy (Bandura & Locke, 2003).

Action theory (Kuhl, 1984; Frese & Zapf, 1994; Gollwitzer, 1990, 1996) 
breaks down goal striving into part of an “action cycle” that includes 
both a preaction and an action phase. Diefendorff and Lord (this volume) 
describe these approaches as phase theories and use Gollwitzer’s (1990) 
description of the action process divided into four phases. There is a goal-
setting phase and a planning phase, an actual goal pursuit phase, and 
a goal attainment phase (or lack of attainment and goal revision). The 
action phase includes changes in thought and action that occur when an 
individual pursues the goal. Kuhl (1984, 1986) suggests that emotions and 
thoughts that occur during the planning phase can differ substantially 
from those that occur in response to actual goal pursuit, and one of the 
main functions of the planning phase is to prepare individuals to guard 
against disruptive thoughts and emotions that may happen during the 
pursuit phase (goal shielding). Action theory approaches share common 
elements, such as viewing the goal attainment process as cyclical and 
dynamic with multiple phases: goal choice, plans/strategies, striving to 
reach the goal, and task performance/goal attainment.

Spacing and pacing focuses on the second and third phases, which 
include planning, goal striving, and goal revision prior to actual goal 
attainment (or goal failure). In the planning phase, the individual worker 
makes judgments regarding his or her anticipated allocation of resources, 
such as time and effort. The striving phase involves the actual expendi-
ture of these resources. The individual exerts effort as allocated in the 
plan, gets progress feedback, changes his or her effort exertion, and may 
change the plan or the goal prior to finishing the task. We should add that 
a number of papers are currently just published or are in press that cover 
similar but slightly different topics. We have mentioned the Chen and 
Kanfer (2006) paper already, which focuses on integrating self-regulation 
ideas at the individual and group levels. Vancouver and Scherbaum (2005) 
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have presented a mathematical representation of self-regulation in an 
attempt to describe an encompassing view of this process. Vancouver uses 
the ideas of Lewin (1951) as the foundation for the idea that discrepancy 
producing tension leads to action in a dynamic, changing environment. 
Fried and Slowik (2004) present a general theory of goal setting over time 
and how the cycles of success, failure, and reoccurring goal choice influ-
ence time allocation across tasks. Finally, the Klein, Austin, and Cooper 
(this volume) chapter presents a thorough analysis of the goal selection 
phase, and the Diefendorff and Lord (this volume) chapter introduces a 
neurocognitive model of self-regulation.

These approaches are all broader than ours. They deal with multiple 
levels of goals, goals that are self-set and assigned, and goals that have no 
specific deadlines and may or may not be work related. Our focus is on 
a much narrower slice of the self-regulation phenomena: multiple lower-
level deadline goals that are assigned.

We made this choice for a variety of reasons. First, as Diefendorff and 
Lord (this volume) have pointed out, different processes may occur at 
different goal levels. In addition, the assessment of self-set goals poses a 
number of methodological problems (Vancouver & Day, 2005). We believe 
that the overall process, including multiple stages, multiple goals, multi-
ple goal levels, and multiple goal types (e.g. assigned, self-set), may not be 
easily specifiable in a single theory. As Wood (2005, p. 195) says, “Current 
research in I/O psychology has not yet captured these complexities.” Our 
response was a more detailed analysis of a narrower topic.

Pacing and Spacing Overview

So, goal striving refers to emotional, cognitive, and behavioral processes 
involved in attaining one or multiple goals once established (Pervin, 1989). 
In turn, spacing and pacing are major activities in the goal-striving process. 
Spacing and pacing concern how people allocate the resources they have at 
hand (time and effort) to accomplish assigned deadline goals. As mentioned 
above, the allocation of resources to an assigned goal (or task) is called pac-
ing and concerns the amount of time and effort expended in the pursuit 
of that goal/task. Allocating resources across multiple tasks is called spac-
ing and concerns the amount of time and effort expended in the pursuit 
of accomplishing several tasks (or goals) with assigned deadlines (for a 
detailed discussion of spacing and pacing behavior (SPB), see Mitchell et 
al., 2004). This focus on multiple goals addresses the recent call for such 
work made by Karoly (1993), Fried and Slowik (2004), and Wood (2005) and 
the empirical work testing the PROMES model developed by Pritchard 
and his colleagues (Pritchard, Holling, Lammers, and Clark, 2002).

Also note that by focusing on the assigned deadlines as goals we avoid 
some of the conceptual ambiguity of what constitutes a goal. So, “I want 
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to finish this report” could be seen as an intention and a vague goal. “I 
plan to finish this report tomorrow” is a somewhat more specific goal, 
and “My boss wants the report on her desk by 2 p.m. tomorrow” is even 
more precise and clear. As an assigned deadline goal it avoids most of the 
definitorial problems associated with intentions and self-set goals (Klein 
et al., this volume).

Two separate phases exist when dealing with multiple assigned dead-
lines. First, a planning phase refers to the preparatory thoughts and 
actions before beginning actual goal striving. In other words, tasks with 
deadlines are assigned, and then employees plan (or strategize) when and 
how they will work toward attainment on their goals (e.g., a secretary 
may plan, “I’ll type the letter first, and then after my morning break, I’ll 
start the filing”). Second, an action phase refers to the actual goal (or task) 
striving. This phase involves the time between starting to work on the 
task and its final accomplishment (or failure). The relationship between 
the two phases may, however, not be linear. Instead, it can be cyclical. 
After the action phase has begun, planning activity may be reenacted. 
For example, goal-performance discrepancies may be detected after the 
striving phase begins (“I thought I’d be finished by now”) or internal psy-
chological states (e.g., boredom, fatigue) become salient as new tasks are 
assigned. As a result, employees may change their effort levels or even 
return to the original plan and revise it.

Accurate planning to obtain an optimal combination of spacing and pac-
ing is difficult to achieve. For instance, the number of tasks may increase 
and other factors (e.g., interruptions, boredom, fatigue, etc.) that were not 
considered in the planning phase may unfold during the action phase. Less 
ideal combinations of spacing and pacing are likely in many situations. 
New or revised deadlines can substantially change the appropriateness of 
the initial plan as well as the ongoing actions on current tasks. These types 
of mid-stream changes can be disruptive and lead to ineffective action. If 
done well, however, these adjustments can also enhance effectiveness.

An employee’s revision to a plan (or different spacing and pacing behav-
iors) may be due to two factors. First, unexpected external factors such as 
inflow of new tasks and various interruptions often occur. As the number 
of tasks or available resources changes due to these factors, employees 
may develop new sets of spacing and pacing behaviors. Second, a failure in 
self-regulatory processes such as volitional changes in ongoing spacing and 
pacing behavior can occur. Procrastination, for instance, can be regarded 
as an extreme case of malfunctioning spacing and pacing behavior.

initial Time allocations in Spacing and Pacing

A hypothetical worker often confronts multiple tasks and assigned dead-
lines. A secretary provides a nice model for our analysis. The secretary 
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has a number of pieces of work (tasks) that have assigned deadline goals. 
Some of the goals may be proximal, others more distal. In addition, the 
number of tasks to be completed will vary from day to day. Furthermore, 
the tasks will be assigned by different people, and most probably some 
will be seen as more crucial than others. While it hardly qualifies as an 
empirical inquiry, we did some focus groups about how and when secre-
taries form their plans to handle their work assignments. Most, but not all, 
suggested that either before they left for the day or when they first arrived 
at work they looked at what they had to do and made some sort of plan. 
Note that on any given day, part of the plan may already be formed due to 
previous plans. In other words, the plan development does not require a 
completely new plan for all the tasks to be done.

Figure 6.1 presents the activities involved in forming the plan that pre-
cedes actual goal striving (much of what follows is discussed in substan-
tially more detail in Mitchell et al., 2004). Initially, the plan involves an 
estimate of task importance for each task (and the things that comprise this 
judgment, like personal outcomes, organizational priority, or intrinsic 
interest in the task) and the difficulty and specificity levels of the deadline 
goal for each task to be completed. These deadlines also create two psy-
chological states: urgency and felt accountability. These task and personal 
factors combine to produce an overall commitment to meet the deadline for a 
specific task. Next, the person considers the array of tasks, deadlines, and 
his or her overall commitment to the deadlines, and the time available to 
reach them. Finally, he or she makes fairly specific allocation judgments 
for the coming day (or parts of the day) and more vague, less precise judg-
ments for following days. These judgments constitute the plan.

Beginning of
Work Day 

Multiple Tasks 
Task importance 
Priority 
Liking of task 
Outcomes 
Urgency (State) 
Accountability

Multiple Deadlines
Deadline specificity
Deadline difficulty 

�e Plan
Initial 
commitment to
deadlines

Moderators
Interruptions 
Procrastination 

Moderators
Urgency (Trait)
Monitoring 

Begin Striving

Moderators 
Interruptions  
Procrastination

Figure 6.1
Plan creation: initial allocations.
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We believe that particular attributes of assigned deadlines (e.g., prox-
imity and specificity) contribute to their importance and commitment in 
specific ways. First, a number of authors argue that the proximity of the 
deadline produces a motivational pull. Karniol and Ross (1996) and Ker-
nan and Lord (1990) suggest that this pull occurs because long-term or 
distal rewards are discounted; that is, they are perceived to have a lower 
expected value. Latham and Locke (1991) suggest that a close deadline 
increases goal difficulty, which increases challenge and subsequent moti-
vation. Markman and Brendl (2000) argue that proximal deadlines are 
more vivid and make us clarify intentions, plans, and strategies, while 
distal goals call up more vague and ideal intentions. To these three pos-
sibilities, we would add a fourth. We believe that proximity triggers the 
feeling of urgency mentioned earlier (Heckhausen & Kuhl, 1985). Thus, a 
proximal goal suggests that a task needs immediate attention, and that the 
deadline (because it is soon) increases commitment to it (Waller, Conte, 
Gibson, & Carpenter, 2001). This line of reasoning suggests that adding 
a proximal deadline goal to a task increases the motivation to reach that 
goal independent of the tasks’ importance.

The argument for the impact of deadline specificity is a little differ-
ent. Because these are assigned deadlines, specificity is likely to prompt 
feelings of evaluation apprehension and accountability. It is, for instance, 
much easier to make excuses or avoid responsibility when a deadline is 
vague. Thus, adding a specific deadline goal increases the motivation to 
reach the goal.

The same motivational process also occurs across tasks. If there are two 
tasks with equal task importance (and other attributes like time to com-
plete it, challenge, etc., are equal) but one task has a specific or proximal 
deadline and the other does not, the task with the specific or proximal 
deadline will have more urgency and felt accountability.

If indeed assigned deadlines have motivational properties independent 
of the importance of the task, a more interesting hypothesis is suggested 
such that the “pull” to work on a task with a clear or proximal deadline 
(but a low task importance) will be allocated more resources and com-
pleted before a task with a vague or distal deadline (with a high task 
importance). The question is whether the simple declaration of a clear, 
close deadline changes the commitment to that deadline independent of 
the importance of the task. Since both felt urgency and evaluation appre-
hension are feelings that appear to be relatively independent of task 
importance, these reactions may influence commitment to the deadline 
goal over and above task importance.

Under what conditions will the motivational impact of time urgency 
and evaluation apprehension be stronger than the motivational effect 
of task importance? Two ideas come to mind. First, Landy, Rastegary, 
Thayer, and Colvin (1991) and Waller et al. (2001) suggest that time 
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urgency is not only a state, but also a trait. Some people are more focused 
on time, make schedules, conduct more progress checks, and are gen-
erally more sensitive to deadlines. People high on this trait should 
respond to proximal and specific deadlines. Greenberg (2002), for exam-
ple, found that people who were high on time urgency performed better 
than those who were low on the dimension in a job containing many 
time-urgent activities. It turns out that elements of that urgency are also 
related to how one fits with his or her group. Jensen and Kristof-Brown 
(2005) demonstrate that people’s pacing behavior (their pacing style, if 
you like) is related to this sense of urgency. If that pacing style does 
not fit with their team members’, their performance will suffer and this 
effect may overrule the impact of task performance. Second, one system 
for increasing evaluation apprehension is through systems of monitor-
ing. The more frequently or easily an individual supervisor or company 
can check on whether work is accomplished on time, the more evalu-
ation apprehension should occur for this task. These factors combine 
to determine the time and resources allocated initially to the tasks as 
represented by the plan.

Time and effort expended During the action Cycle (Pacing)

Once work commences, an employee’s plan serves as an initial guide 
and predictor of actual effort expended. Figure 6.2 depicts this process. 
Over time, the key variable is one’s judgments about whether he or she 
is actually meeting deadlines as anticipated (Waller et al., 2001), which 
we call the goal discrepancy judgment. With multiple tasks and dead-
lines, the goal discrepancy or progress judgment is fairly complex. It is 
not simply how much time is left combined with how much work has 
already been completed on a task. Instead, information is compared to 
how much time was allocated in the plan. This latter judgment is based 
on the allocations to all the other tasks, and the complexity comes from 
having multiple deadline goals. We suggest that the person assesses if 
he or she is on track, given everything else that needs to be done. Pacing, 
as a change in the allocation of resources to a particular task, occurs in 
response to this judgment (Fried & Slowik, 2004). The goal discrepancy 
drives the process; it is fundamental for action. As DeShon and Gillespie 
(2005) say, “Sensitivity to discrepancies is so fundamental to human 
information processes that it appears to be a hard-wired function of the 
brain” (p. 1110).

On Track

An on-track judgment suggests that the initial allocation was appro-
priate as one gauges his or her progress on a particular task. However, 
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some authors suggest that as we get close to the goal we increase our 
effort (Karniol & Ross, 1996; Smith & Lem, 1955; Waller et al., 2001). 
The explanations for this pull effect seem applicable for deadline goals 
and include the following. First, getting close to reaching a goal makes 
the outcomes of goal attainment more salient and vivid (Nuttin, 1985). 
Second, Markman and Brendl, discussing goal gradients (motivational 
changes as one approaches a goal), suggest, “Goals become more active 
the closer in time an outcome draws” (2000, p. 114). Third, some authors 
suggest there is a sort of rumination effect for lack of closure (Martin, 
Tesser, & McIntosh, 1993) that produces a “close to completion” moti-
vational pull. “Work indicates that individuals are likely to increase 
task activity before the deadline arrives” (Waller et al., 2001, p. 588). It 
is unclear whether this rate change is self-regulatory or not. Kanfer and 
Ackerman (1989) suggest that self-regulation is engaged when we are 
interrupted, and disengaged when we are on track. It seems to us, how-
ever, that people may consciously (self-regulate) make the decision to 
hurry up and finish. It is also likely that people who are high on the time 
urgency dimension will be more prone to these salience and rumination 
effects. What happens is that as we approach the deadline goal, it by 
definition becomes more proximal.

Progress on Plan 
Contextual Influences: 

Number of new tasks 
Interruptions 

Goal
Discrepancy 

On track 
Positive 
discrepancy 

Negative 
discrepancy 

Pull Effect: Increase Pace

Allow activity to fill the
time remaining: Slow down

Maintain Original Commitment to Goal:  
Increase pace 
Allocate discretionary time 
Get help 
Change plan (use time originally
allocated to other tasks)

Moderator 
Urgency(Trait)

Abandon Original Commitment to Goal: 
Be late 
Give up 
Procrastinate

Moderators
Task importance 
Attributions 
Self-efficacy 
Emotional reactions 

Figure 6.2
Pacing: changes in allocation.
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Negative Goal Discrepancy

Frequently, our estimate is that we are behind in our progress to reach the 
deadline, given our planned allocation of resources. This negative goal 
discrepancy (NGD) derives from a general tendency to underestimate how 
long it will take us to accomplish a task (Buehler, Griffin, & Ross, 1994). 
Initially, a NGD draws our attention to that task (Cropanzano et al., 1993) 
and our reactions are to try to reach, or to give up on, the deadline (Blount 
& Janicek, 2001; Campion & Lord, 1982). People differ in their reactions to a 
NGD, and such differences are moderators of the NGD-allocation relation-
ship. With a given NGD, the decision about whether to allocate more or less 
resources to meet the deadline depends on the importance of the task. For 
example, Emmons and Diener (1986), Donovan and Swander (2001), and 
Cropanzano et al. (1993) suggest that when the task is important, a person 
is more likely to allocate more time and effort than to give up when faced 
with a discrepancy. Hollenbeck and Williams (1987) empirically demon-
strate that more effort is exerted in the face of a NGD under conditions of 
high goal importance than low goal importance.

Another important moderator is our perceived efficacy for successfully 
meeting the deadline (Kuhl, 1984). If this estimate is over some thresh-
old, people should increase their resource allocation (Bandura & Cervone, 
1986; Donovan & Swander, 2001; Kanfer & Ackerman, 1989). This increase 
can occur in a number of ways. We can speed up (e.g., increase our rate), 
allocate more time but leave the initial plan unchanged for other tasks 
(e.g., have a shorter lunch hour, stay late), or revisit the plan and redis-
tribute our time allocation to this task. When efficacy is judged to be low, 
however, the person may abandon the deadline goal (Bandura, 1997). In 
this case, he or she can decide to be late (and take the consequences), try 
to change the goal by talking to the person who set the deadline, get help 
(get someone else to meet the deadline), or abandon the task and move on 
to some other task (Klein, 1989).

There are also some emotional reactions to NGDs (Diefendorff & Lord, 
this volume). “Non-attainment in the expected time should be experi-
enced as undesirable, giving rise to negative affect” (Kruglanski, 1996, p. 
610). Some authors see these reactions as a result of the cognitive activ-
ity described above (probability of success, task importance, efficacy and 
attributions), while others suggest there is a direct NGD—emotional reac-
tion (Bargh & Chartrand, 1999; Vancouver & Scherbaum, 2005). Klinger 
(1996), for example, argues that emotions happen quickly as a reaction to 
a physical or psychological event (within 300 ms) and that the cognitions-
emotions causal arrow goes both ways. Regardless of the cause, emotional 
reactions to a NGD are usually negative, including guilt, shame, anxiety, 
anger, negative mood, and depression (Carver & Scheier, 1981; Cropan-
zano et al., 1996; Ford, 1992). Guilt, shame, and anxiety are suggested to be 
more likely to lead to positive allocations and trying harder, while anger, 
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negative mood, or depression may lead to lower allocations (Ford, 1992; 
Cropanzano et al., 1993).

The explanations for these effects vary. Some authors believe that 
guilt leads to attempts to remedy the situation (Cropanzano et al., 1993), 
and anxiety (perhaps due to evaluation apprehension) initially leads to 
increases in activity (Blount & Janicek, 2001). These states may also be 
associated with internal attributions for the NGD. The negative states like 
anger and depression appear to decrease rational thought and deflect task 
strategies (Ford, 1992) and may also be associated with external attribu-
tions. Kernan and Lord (1990) suggest that a crucial adaptive response to 
this negative affect is to move to another task. Thus, emotions may influ-
ence both pacing and spacing behavior.

Positive Goal Discrepancy

Sometimes, we are way ahead of schedule and determine we have allo-
cated more resources than we need to finish a task. This is a positive 
goal discrepancy (PGD). We could finish up and allocate the extra time 
to another task, but most authors suggest that we will lower our sights 
(Campion & Lord, 1982), let the time expand to meet the allocation (Lim 
& Murnighan, 1994), or adjust our behavior to fit the time (McGrath & 
Rotchford, 1983). Waller, Zellmer-Bruhn, and Giambatista (2002) show that 
when groups perceive “a deadline change as meaning an increase in time 
resources, creating a situation of ‘time abundance,’ the group may be less 
motivated to increase task performance activity” (p. 1048).

Work context variables also influence the amount of pacing by making 
it more difficult to follow the time estimates in the initial plan allocation. 
Receiving new tasks and experiencing interruptions should increase the 
goal discrepancies, reassessment, and reallocation that occur during pac-
ing (Kanfer & Kanfer, 1991).

One final point should be mentioned before we turn to an analysis of 
spacing. As indicated above, the responses to a NGD are complex and 
may involve multiple psychological mechanisms. However, we believe 
that these processes are probably associated with one another. If some-
one is behind because he or she took too long a lunch, he or she is likely 
to make an internal attribution, feel some guilt or responsibility, retain 
self-efficacy, and probably increase his or her efforts (e.g., rate of effort) or 
time (e.g., stay late) to complete the task. If, however, the NGD is due to a 
computer failure, he or she may make an external attribution, feel angry 
or discouraged, and decrease his or her effort or move on to another task. 
In short, many of these moderators may be interrelated. A more refined 
discussion of attributional processes during goal striving is available in 
Mitchell et al. (2004).
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Spacing While Striving to reach Deadlines

Spacing is the allocation of resources across tasks. (Four causal paths for 
switching are presented in Figure 6.3.) The most extreme form of spac-
ing is called switching. We stop working on task A and start working on 
task B. Thus, switching involves a marked qualitative shift in attention 
and a shift of resources. The most prominent and well-accepted psycho-
logical mechanism for why people change from one activity to another 
is an expected value formulation (Atkinson & Birch, 1970). When a set of 
behaviors (designed to meet a particular deadline) is thought to result in 
more positive outcomes than what one is currently doing, there is a shift 
in the dominant tendency (Atkinson & Birch, 1970; Nuttin, 1985). Naylor, 
Pritchard, and Ilgen (1980) use a similar, utility type analysis, which “is 
intended to explain choices among acts as competing options for resource 
allocation” (Naylor & Ilgen, 1984, p. 110). More recent work in action the-
ory (Heckhausen, 1991; Sorrentino, 1996), control theory (Kernan & Lord, 
1990), and goal setting (Philips, Hollenbeck, & Ilgen, 1996) suggests a 
similar mechanism (DeShon & Gillespie, 2005). Obviously, switching will 
occur when we finish a task. But it can also occur when we determine 
through a PGD or NGD that we are way ahead or way behind and we 
have time to do something different from task A or we give up trying to 
complete task A. Causal Chain 3 in Figure 6.3 represents this expected 
value-like process.

Work Context 
Number of new tasks 
Interruptions 

Spacing 

Task Properties
Boredom 
Fatigue 
Dislike Task

Spacing

Moderator 
Procrastination

Original Plan Pacing
(see figure 2)

Results of Goal Striving 
Finish task 
Abandon deadline 

Spacing

Original Plan Spacing

Moderator
External event cue
(e.g., lunch time) 

Causal
Chain #1

Causal
Chain #2

Causal
Chain #3

Causal
Chain #4

Figure 6.3
Multiple causes of spacing.
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There are other reasons for switching that use an expected value type 
analysis. For example, a task may become boring or fatiguing (Cantor & 
Blanton, 1996; Locke & Kristof, 1996; Sorrentino, 1996). It is Causal Chain 
2 in Figure 6.3. Because boredom and fatigue are negative experiences, 
another task may become more positively valent, leading to switching 
(Kernan & Lord, 1990). Because they are unanticipated, they are good 
examples of things that happen during goal striving that would predict 
task behavior and performance better than initial goals or plans that are 
more frequently used as predictors in goal-setting research.

Interruptions or disruptive events like new tasks, phone calls, or visi-
tors may also cause one to reassess the expected value of reaching a goal 
(Kanfer & Kanfer, 1991). These interruptions often break individuals out 
of a script, take up time, and cause them to reassess their progress on 
their deadlines (Atkinson & Birch, 1970; Ford, 1992; Waller et al., 2002). 
The more assessments one makes (and time used), the more obvious and 
salient goal discrepancies will be, not only on the current task, but other 
tasks as well. Causal Chain 1 depicts this process.

Note that switching can also occur because one gives up on completing 
a task and reaching a goal (a response to a NGD). This switching can occur 
for multiple reasons. But two additional factors should be mentioned. 
First, switching, especially if one is giving up, is costly. One must reorga-
nize his or her cognitive resources and endure the negative emotions that 
may accompany failure. Boekaerts and Corno (2005) suggest it is easier to 
change one’s pace than his or her plan, and easier to change the plan than 
it is to give up or try to change the goal (especially one that is assigned by 
someone else). Second, plans include interdependent tasks (Wood, 2005). 
The more one is invested in the specifics of his or her plan, the harder it is 
to rearrange things. In this sense plans, especially well-articulated ones, 
will lead to more resistance to change, what Klein et al. (this volume) and 
Diefendorff and Lord (this volume) describe as goal shielding.

One last reason for switching has its roots in a very different psy-
chological mechanism than expected value. A number of authors have 
recently suggested that task shifts can be built into a daily plan (Bargh 
& Chartrand, 1999; Lawrence, Winn, & Jennings, 2001). Bargh and Goll-
witzer (1994) describe implementation intentions, which are plans that 
build in an environmental trigger for a shift in behavior (Causal Chain 4). 
“Action initiation becomes swift, efficient and does not require conscious 
thought” (Gollwitzer, 1999, p. 495). In many cases, the task to be started is 
difficult or negatively valent, and thus the “event” (e.g., the 10:30 break, 
lunch) helps the person get started (Diefendorff & Lord, 2000; Gollwitzer 
& Schaal, 1998) on a task he or she might overlook or neglect. Before we 
turn to a discussion of factors that can disrupt or degrade the self-regula-
tory process, we should mention that issues of time enter into both the 
pacing and spacing judgments and reactions to positive and negative goal 
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discrepancies. There appears to be a sort of break point depending on 
whether one is far ahead or far behind versus just a little ahead or a little 
behind. When the distances are large, one will be more inclined to switch 
tasks. However, when the distances are small, he or she is more likely to 
change pace or make minor changes in the plan. Again, minor changes 
are probably preferred to major ones, but determining that threshold will 
probably prove to be hard to measure or predict.

Task Procrastination

Karoly (1991) discusses a number of self-regulatory failures (e.g., starting 
late, persisting too long). Procrastination is also seen as a mechanism that 
can negatively influence spacing and pacing, as well as subsequent task 
performance. When looking at Gollwitzer’s phase model (1990), it becomes 
apparent that procrastination can occur at any time in the process. A per-
son may procrastinate when creating a plan for the day, may waste time 
beginning any task, or may be reluctant to switch to a new task once one 
is complete or following an interruption. Surprisingly, little theory and 
research on procrastination exists in work settings, though procrasti-
nation seems to be a prevalent phenomenon in our daily work life (e.g., 
Harriott & Ferrari, 1996). Procrastination is most often defined as a per-
sonality trait or a behavioral disposition to delay performing a required 
task (Ferrari, Johnson, & McCown, 1995; Milgram, Mey-Tal, & Levison, 
1998). However, procrastination can be treated as both a trait and a state as 
various contextual factors also influence the likelihood of procrastination 
occurrence. As such, our focus here is on state procrastination rather than 
trait procrastination (e.g., Harris & Sutton, 1983).

When procrastination is defined as a state, it can be viewed as a special 
class of self-regulatory failure (Baumeister & Heatherton, 1996). From this 
perspective, procrastination refers to “the avoidance of the implementa-
tion of an intention” in the pursuit of task goals (Van Eerde, 2000). The 
avoided intention is usually important in the long run (i.e., you will keep 
your job) but undesirable in the short run. The task goals in spacing and 
pacing are assigned, which lends some credence to the idea that these 
are important tasks, yet they may also be emotionally unattractive in the 
short run. This unattractive nature of the assigned tasks combined with 
self-regulation failure (i.e., choosing a more interesting task that has a pos-
itively valanced immediate outcome) sets the person up for problems with 
goal striving, and most likely with spacing and pacing behaviors. Low-
man (1993) provides a comprehensive definition from which we can infer 
the relationship with spacing and pacing. Work-related procrastination 
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is defined as “a persistent and/or cyclical pattern in which an individual 
who is otherwise capable of doing the work repetitively avoids timely 
initiation and completion of work assignments or activities that must be 
completed by a particular deadline, real or perceived, with dysfunctional 
consequences for failing to do so” (p. 83). Although debate about the dys-
functional nature of procrastination (e.g., Harris & Sutton, 1983) exists in 
this definition, the concept of “timely initiation and completion” shows 
the conceptual relationship between procrastination and spacing and 
pacing behaviors in action.

Task procrastination may result from either a motivational problem or 
a volitional problem or both. Motivationally, task procrastination can rep-
resent an avoidance-approach conflict or impulsiveness (Baumeister et al., 
1994; Van Eerde, 2000). That is, people try to avoid tasks that are perceived 
as uncomfortable, boring, and taxing, and instead choose to perform tasks 
that are expected to be fun, interesting, and pleasurable. Impulsiveness 
refers to the tendency to prefer short-term rewards to long-term rewards 
even though the latter may have higher value (i.e., inability to delay grati-
fication; Mischel, 1973; Mischel, Shoda, & Rodriguez, 1989), and also plays 
an important role in the occurrence of task procrastination. When people 
face multiple tasks, they want to perform tasks that lead to immediate 
rewards over tasks whose rewards are available in the future, though this 
approach to performing tasks may not be an effective strategy.

Even with enough motivational force (e.g., challenging goals with high 
valence), people sometimes do not initiate actions that are required to per-
form the task successfully. In this case, procrastination occurs due to a 
volitional problem. Two volitional issues that are relevant to task procras-
tination as malfunctioning spacing and pacing are how to (1) begin the 
goal-striving process and (2) persist once the striving process has been 
initiated. Procrastination is the case of failing to enact intentions in time 
and at the right occasion because volitional control over the goal-striv-
ing process is not exerted properly (Heckhausen & Kuhl, 1985). That is, 
procrastination is almost inevitable if the inappropriate mind-set is used 
in the wrong phase because volitional phases (planning and action) and 
motivational phases (goal setting and monitoring) require different types 
of information processing (implementation mind-set vs. deliberative 
mind-set) (Gollwitzer, 1996). The motivational process requires a delib-
erative mind-set that is open to all the available information, whereas 
the volitional process requires a closed mind-set that blocks information 
irrelevant to the implementation of the goal. When people fail to change 
their mind-set from deliberative mode to closed mode, self-regulatory fail-
ure occurs. Furthermore, implementation intentions, defined as the asso-
ciations between situational cues and appropriate behavioral responses, 
are formed during the planning phase, and they play an important role 
in the goal-striving process. When implementation intentions are well 
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developed in the planning phase, task procrastination is less likely to 
occur in the action phase.

Task procrastination leads to a variety of emotional, cognitive, and 
behavioral consequences. First, it provides both negative and positive 
emotional experiences. Short-term emotional well-being is achieved by 
initiating other activities that may provide pleasure while avoiding pain-
ful tasks. However, negative self-referenced emotions such as regret, 
guilt, and disappointment with oneself will be experienced in the end. 
In addition, people experience increased emotional strain and stress due 
to increased time pressure and thinking of what will happen if tasks 
are not finished or deadlines missed (Boice, 1996; Ferrari et al., 1995; 
Van Eerde, 2000). These negative emotions are expected to result in the 
reduced effectiveness of both planning and execution of spacing and pac-
ing. With respect to cognition, people continue to stay in their delibera-
tive, motivational mind-set while consuming cognitive resources revising 
plans as task procrastination continues. If these cognitive resources are 
used for performing the actual tasks instead, then task performance may 
be enhanced (e.g., cognitive resource allocation model; Kanfer and col-
leagues, 1989, 1994). Finally, procrastination influences task performance 
(i.e., behavioral consequence) in negative ways such as missing deadlines 
and low-quality work on the task that is procrastinated. The reason for the 
negative impact on performance is that enough resources (especially time) 
are not devoted to the task that has been procrastinated. As people usu-
ally procrastinate on cognitively important but emotionally unpleasant 
experiences, these tasks tend to be seen as negative rather than positive.

Interruptions

Interruptions or disruptive events, like phone calls or visitors, may cause 
one to reassess the expected value of reaching a goal (Kanfer & Kanfer, 
1991). These interruptions often break individuals out of a script, take up 
time, and cause them to reassess their progress on their deadlines (Atkin-
son & Birch, 1970; Ford, 1992). The more assessments one makes (and time 
used), the more obvious and salient goal discrepancies will be, not only on 
the current task, but on other tasks as well.

Interruptions have become an increasing reality in the workplace (Jett 
& George, 2003; Speier, Valacich, & Vessey, 1999). We now have several 
means through which one person can be contacted (or interrupted) during 
the workday. Possible interruptions include phone calls, e-mail, instanta-
neous messages (that pop up on your screen while you are working), man-
agers stopping by to assign additional work or to “check up” on progress, 
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co-workers coming in for a chat or to ask for assistance, and scheduled 
breaks such as lunchtime. Any or all of the above could be responsible for 
interrupting ongoing work.

Recently, Jett and George (2003) outlined several different types of inter-
ruptions that can occur during the workday: intrusions, breaks, distrac-
tions, and discrepancies. Intrusions are what most people would refer to 
as an interruption. They emanate from others and they temporarily block 
task completion. They lead to a pause in goal striving while the content 
of the interruption is dealt with. Breaks are a second type of interrup-
tion that may temporarily block task completion. Breaks consist of coffee 
breaks and lunches, predetermined times when a rest period will occur, 
and spontaneous pauses during work time such as when one part of a 
larger task is completed.

Distractions draw one’s attention away from the task at hand by intro-
ducing incompatible stimuli. “Distractions are psychological reactions 
triggered by external stimuli or secondary activities that interrupt focused 
concentration on a primary task” (Jett & George, 2003, p. 500). These dis-
tractions are typically unrelated to the interrupted task (e.g., co-workers 
arguing in the hall or a plane passing overhead), and they result in divert-
ing cognitive energy away from the task at hand and toward the dis-
tracting stimuli. Finally, discrepancies are inconsistencies between one’s 
expectations and immediate observations that are relevant to the task at 
hand as well as to the person’s well-being. Jett and George (2003) argue 
that discrepancies as interruptions disrupt automatic processing such 
that one will lose his or her sense of flow or move from a state of mind-
lessness into a state of conscious cognitive processing. This approach to 
discrepancies is somewhat different from ours. We agree that discrepan-
cies are disruptive, but we believe they begin after the interruption has 
occurred—when the person notices the discrepancy. For example, when 
an individual is working and experiencing flow, the catalyst that disrupts 
that flow could be an external source such as an intrusion or a distraction. 
Regardless of what the interruption is, the discrepancy attribution may 
lead to a need to space and pace, as mentioned above.

The nature of the interruption is suspected to have an impact on an 
employee’s spacing and pacing activity. Interruptions, especially those 
that include new work, should lead an employee to reevaluate the original 
plan. Spacing and pacing are a result. In addition, the affective reactions 
to the interruption influence spacing and pacing as well as subsequent 
performance. Interruptions theory (Mandler, 1964, 1990), affective events 
theory (Weiss & Cropanzano, 1996), and affect in the workplace (George 
and Brief, 1996) all agree that the emotions resulting from interruptions (or 
events) are disruptive and block, at least momentarily, goal attainment.

Individual differences are expected to influence the employee’s reac-
tion to interruptions and impact spacing and pacing performance. An 
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almost limitless list of individual differences can be applied here and 
should interact with the context of the interruption as well as the con-
tent. For example, should a boring task be interrupted with information 
that is helpful to its completion and includes chat between the two parties 
that is unrelated to work, the introvert may respond differently than the 
extravert. It is expected that the extravert would return to the original 
plan, invigorated by the preceding exchange, and either get straight back 
to the day’s tasks or, should he or she wish to capitalize on the PGD, go in 
search of other individuals with whom he or she could chat and continue 
the good mood. The introvert, on the other hand, would probably appre-
ciate the information though not appreciate the chat. Following the inter-
ruption, the introvert would most likely get immediately back to work in 
an effort to appear too busy for any others who might wish to interrupt. 
Other individual differences such as self-monitoring; high need for affili-
ation, achievement, or power; external or internal locus of control; and the 
remainder of the Big 5 should provide predictions with respect to inter-
ruptions and spacing and pacing. Also, differences based on demographic 
variables such as gender or age, experience with multiple goal environ-
ments or multitasking, intelligence, or the person’s individualistic versus 
collectivistic orientation should all influence reactions to interruptions 
when the strength of the situation is held constant.

Interruptions in the process of goal attainment produce an immediate 
visceral response. The autonomic nervous system becomes activated, and 
we then make cognitive interpretations of the interruption and surround-
ing context that determines our affective response (Mandler, 1990; Weiss 
& Cropanzano, 1996). As stated above, based on the cognitive interpreta-
tion of arousal, interruptions can result in positive or negative emotions. 
Any interruption can block goal attainment (reaching an assigned dead-
line) and may therefore result in a greater need to pace or space. Resultant 
positive emotions are most likely when the interruption is a pleasant sur-
prise, takes up little time (thus has little impact on ongoing work), includes 
information that is helpful to task completion, or the person experiencing 
the interruption is one who enjoys the novel (such as extraverts). Nega-
tive effects of interruptions are more prevalent, as not only the content 
of the interruption but the interruption itself can be viewed as blocking 
our progress toward goal attainment. As such, even the pleasant surprise 
could result in negative emotions if the interruption delays the attainment 
of an extremely important goal. Either emotion, positive or negative, can 
impede goal progress (George & Brief, 1996). Owing to the power of nega-
tive emotions, we expect that they will make it more difficult to return to 
work (get back on track with the initial plan) than positive emotions. It is 
possible that interruptions could also lead to goal abandonment. This is 
most likely when the resultant NGD for a given task is over some thresh-
old or the content of the interruption tells the interrupted person to stop 
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working on the current task (e.g., “We no longer need that letter. Type this 
one instead”).

The content and context of the interruptions (e.g., the interpersonal 
interaction during the interruption or competing temporal demands on 
the interrupted person) play an important role in the cognitive evalua-
tion of the interruption. Contextual influences include not only the fac-
tors that influence spacing and pacing behaviors, but also such factors as 
the number of interruptions (being repeatedly interrupted vs. interrupted 
just once), the timing of the interruption (five minutes before quitting time 
should be more emotionally disruptive than one that occurs earlier), the 
duration of the occurrence (a two-minute interruption should be less prob-
lematic than a thirty-minute one), and the nature of the interruption itself 
(an urgent assignment may be less irritating than a co-worker stopping 
by for a chat). The context could also alleviate some of the problems of 
interruptions. For example, an interruption that happens just before lunch 
could enable the person to work through lunch to complete the original 
task. Interruptions interact with the competing temporal demands on 
the interrupted person. For example, a co-worker stopping by for a chat 
would not be as intrusive when one has little work to do, and an urgent 
assignment may result in increased stress if several urgent tasks need to 
be completed. The content and the contextual and temporal influences are 
all expected to result in changes to one’s original plan and spacing and 
pacing activity following the interruption.

Cognitive evaluation leads to affect, which includes both felt emotion 
and, more distally, moods. Emotions are instantaneous and directed at 
some causal agent or event (such as an interruption), whereas moods are 
more long term, are influenced by situational factors (such as repeated 
interruptions), but are not in response to any one cause (George & Brief, 
1996; Weiss & Cropanzano, 1996). Emotions and moods influence one’s 
post-interruption performance in several ways. First, interruptions result 
in people consciously returning their attention back to the original task 
once the interruption is over (Damrad-Frye & Laird, 1989). Because deal-
ing with the emotions takes precedence over other behaviors (Frijda, 
1993), the interrupted person may not be able to immediately return his 
or her attention back to the original task because of emotions, which uses 
up time, results in a need to space and pace, and, in turn, results in lower 
subsequent performance. Second, the felt emotions and moods, especially 
negative, may be incompatible with emotional requirements of one’s job 
(as the expression of negative emotions is not typically tolerated in the 
workplace) and may hinder effective goal-pursuing activities (George 
& Brief, 1996). Affect, therefore, is expected to mediate the relationship 
between the event (interruption) and behavior (spacing and pacing), and 
impact subsequent performance. Returning one’s attention back to the 
original task is often difficult. While turning back to the computer screen 
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and continuing typing immediately after an interruption is not necessar-
ily a goal-directed task, more prolonged time delays, such as when coping 
with emotions, could lead one to abandon a task and lead to switching to 
another task (see Table 6.1 for an example of interruption types and their 
expected emotional and behavioral reactions).

The impact of interruptions on spacing and pacing, emotions and 
moods, and work performance is complex. At the most superficial level, 
interruptions can lead to a need for “on line” spacing and pacing (adjust-
ments of effort and perhaps task focus). The emotional reactions to the 
interruption and to the interpersonal nature of the interaction lead to vis-
ceral arousal as well as an appraisal of the situation. One can, for exam-
ple, revisit the plan, continue working on the task that was interrupted, 
rework the original plan, or attend to one’s reactions to the content of the 
interruption. The immediate experience of emotion, positive or negative, 
should lead the interrupted person to perform less effectively, as pace may 
be slowed or stopped altogether. Thus, removing some temporal resource 
from other tasks and more spacing may occur as the person attempts to 
cope by searching for an activity that takes his or her mind off of the 
affect-invoking event. Should these initial attempts be unsuccessful, more 
resources will be expended in spacing and pacing activity, such as time 
and emotional energy. It is this resource depletion that is expected to have 
a detrimental impact on one’s productivity.

Discussion

In this chapter, we discuss and extend recently proposed concepts in 
the goal-striving process, namely, spacing and pacing (Mitchell et al., 
2004), and we explore potential relationships between these goal-striv-
ing behaviors and subsequent task performance on multiple tasks. In 
the next three sections we will discuss the theoretical contributions and 
limitations of our approach and discuss some research ideas and methods 
needed to test them. Further, we focus on two obstacles in the goal-striv-
ing process that potentially lead to malfunctioning patterns of spacing 
and pacing and render goal attainment difficult, namely, interruptions 
and procrastination.

Theoretical Contributions

The theory of spacing and pacing extends our understanding of goal 
striving to the multiple-task context. In particular, goal theory has been 
studied mostly in a single-task context. Spacing is also important because 
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Table 6.1

Interruption types and their expected emotional and behavioral reactions

Interruption type Emotion Behavior

Break General positive affect
Relief from a particularly 
trying or boring task

General negative affect
Frustration with taking a 
mandatory break when 
other work needs to be 
done

Take break
Revisit plan before 
commencing return to 
work

Distraction General negative affect
Frustration 
Anxiety 
Anger 
Stress
General positive affect
Relief from boring or trying 
task

Try to work through the 
distraction

Try to end the distraction
Switch to an easier (less 
cognitively taxing or one 
that uses complementary 
cognitive resources) task 
while distraction is 
occurring

Intrusion General negative affect
Frustration 
Anxiety
 Anger 
Stress
General positive affect
Relief from boring or trying 
task

Increase pace to make up 
lost time

Switch to other tasks that 
can be completed more 
quickly

Rework plan to make up for 
lost time due to 
interruption

Find time from other 
sources, e.g., breaks

Discrepancy General negative affect
(NGD)
Frustration 
Anxiety 
Anger 
Stress
General positive affect
(PGD) 
Rejuvenation 
Relief 
Happiness

NGD 
Find time from other 
sources 

Increase pace 
Switch to other tasks that 
can be completed more 
quickly 

Renegotiate deadline 
Slow down progress 
(external attribution)

PGD 
Switch tasks 
Take a break 
Rework plan 
Begin working on an 
extended deadline task

RT7451X.indb   218 5/28/08   12:44:03 PM



Self-Regulation	and	Multiple	Deadline	Goals	 �1�

performing multiple tasks rather than a single task is a more realistic 
reflection of our daily work behaviors. When we begin, when we stop, and 
when we switch to other tasks are important for the optimal use of limited 
resources. Clear understanding of the role played by spacing and pacing 
behaviors in pursuing multiple task goals helps us to develop functional 
goal-striving strategies.

We should point out that no one has studied this specific topic. Frese 
and Zapf (1994) state that goal striving is not well tested. Kernan and Lord 
(1990) argue that little work has been done with multiple tasks. Fried and 
Slowik (2004) and Wood (2005) both call for a better understanding of this 
issue. Few empirical studies look at deadlines (Waller et al., 2001, 2002). 
Some empirical research, however, is directly relevant for our work (Cam-
pion & Lord, 1982; Donovan & Swander, 2001; Earley, Wojnaroski, & Prest, 
1987; Frost & Mahoney, 1976; Horvath, Scheu, & DeShon, 2001; Kanfer & 
Ackerman, 1989; Kanfer & Heggestat, 1996; Kernan & Lord, 1990; Klein & 
Dineen, 2002; Phillips et al., 1996; Pritchard et al., 2002; Thomas & Mathiew, 
1994; Williams, Donovan, & Dodge, 2000). Upon closer examination, one 
finds that these authors are studying only one task or goals that are not 
assigned or are not deadlines. Nor do they look at changes in behavior 
as a result of changes in plans or goals while still striving to reach the 
goal or issues like interruptions, which can disrupt the process. Thus, no 
one has empirically investigated the intersection of multiple tasks with 
assigned deadline goals, predicting the goal-striving activities of pacing 
and spacing.

We generated new theory with respect to each of the three components 
of this intersection (assigned deadlines, multiple tasks, goal striving). 
First, with respect to assigned deadlines we have examined the ideas of 
felt urgency and evaluation apprehension. Our theory suggests that these 
reactions to deadlines will contribute to goal commitment over and above 
the usual components of task importance, goal difficulty, and goal speci-
ficity. Second, by focusing on multiple tasks, we have attempted to capture 
the interdependence of resource allocation issues. Choosing to spend time 
and effort on one task has implications for what one does on other tasks. 
Third, the goal-striving behaviors of pacing and spacing focus on both 
planning and action. They are behaviors that occur over time. Our theory 
focuses on the rate of behavior (speeding up, slowing down), behavior 
change, and switching from one activity to another.

In addition, we have included in our theory the potential derailing influ-
ence of interruptions and procrastination. Either can occur at any time 
during the striving process, from procrastinating on creating the day’s 
plan to being repeatedly interrupted with urgent new work while striv-
ing to meet deadlines. Our figures show the multiple places where these 
two factors can influence pacing and spacing. Regardless of where the 
interruption or procrastination occurs in the striving process, spacing and 
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pacing activities will most likely need to be enacted to reduce any nega-
tive goal discrepancies that arise.

This is the type of theory called for by a number of scholars of work 
motivation. First, it is dynamic. How time and behavior are associated 
over time is of current interest (see Academy of Management Review, October 
2001). Second, it is integrative. It takes ideas from numerous approaches 
and applies them to this particular issue. Recent reviews of the field of 
motivation have called for such approaches (Mitchell, 1997; Mitchell and 
Daniels, 2003; Pinder, 1998). Third, its predictions are fairly specific. Kuhl 
(1996, 2000) has argued that simply studying these phenomena in isola-
tion or in general is inadequate for understanding what people actually 
do while they are striving to reach a goal.

limitations

One major criticism of our approach is its narrow focus: assigned deadline 
goals for multiple tasks. We chose this topic by necessity and by design, 
believing that having this narrow focus was the best way to learn about 
the behaviors involved in goal striving. For example, we chose to look at 
multiple tasks (rather than a single task) not only because they have been 
studied so infrequently (Austin & Bobko, 1985; Kanfer & Kanfer, 1991), 
but also because the processes involved “provide qualitatively different 
explanations of behavior” (Kernan & Lord, 1990, p. 194).

Also, when multiple goals are discussed in the literature, they are 
almost always described as goals within a goal hierarchy (Carver & 
Scheier, 1981; Lord & Levy, 1987; Cropenzano et al, 1993; Vancouver, 2005; 
DeShon & Gillespie, 2005). In nested goal hierarchies, the attainment of 
one goal is helpful or instrumental for the attainment of a higher-level 
goal. In our approach, using multiple lower-level task goals, it is possible 
that the attainment of one goal will interfere with reaching another goal 
(Emmons, King, & Sheldon, 1993). In addition, some goal-setting research 
has looked at multiple goals in different domains (home, work). Besides 
the fact that the attainment of these goals may or may not be positively 
associated, the problem from our perspective would be that one can draw 
from substantially different resources in different domains. Finally, our 
focus is on assigned goals rather than self-set or participatively set goals. 
In the few studies where goal setting has not worked, one of the primary 
explanations is that the person changed a self-set or participatively set goal 
(Locke & Latham, 1990). Assigned deadlines are infrequently changed, 
and when they are, it usually requires an explicit request to do so. Thus, 
we believe by having a relatively narrow focus, we have avoided many 
of the alternative explanations that could confound the interpretations of 
empirical research on this topic. However, the relationship between our 
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lower-level goals and goals higher up in the hierarchy is omitted from our 
analysis but still could be important.

Two other limitations with respect to our narrow focus should be men-
tioned. First, our work is on individuals, not groups. Research on dyads 
(Lim & Murnighan, 1994) and groups (Ancona, 1987; Gersick, 1989; Karau 
& Kelly, 1992; Waller, 1999, Waller et al., 2002) has focused on pacing as well 
as deadlines (see Waller et al., 2001, for a review). Also, the recent paper 
by Chen and Kanfer (2006) integrates the main individual constructs with 
group constructs. Similar to our work, some processes like goal discrep-
ancies and changes in task activity have been studied and some similar 
dynamics suggested. However, our analysis for individuals and on goal 
striving is more detailed psychologically and relatively independent of 
some variables that are important in groups, such as interdependence, 
social influence, and interpersonal dynamics. Blount and Janicek (2002), 
for example, describe how individuals’ perceptions of time and prefer-
ences for pacing need to be “aligned” with other group members’ (in or 
out of sync) and how the environment and social processes can influence 
these preferences.

The second limitation pertains to our restricted inclusion of individual 
differences. Deadlines make salient two broad categories of individual 
differences: those that deal with time and those that are motivational in 
nature. We choose to look at time urgency as the variable we believed to be 
most important for our analysis with respect to time. Other individual dif-
ferences pertaining to time such as monochromatic versus polychromatic 
perspectives (Bluedorn, Kaufman, & Lane, 1992), future time perspective 
(Nuttin, 1985), and future consequences (Strathman, Gleicher, Boninger, 
& Edwards, 1994) may also be important. We also feel that self-efficacy is 
the most important motivational attribute to investigate relative to dead-
lines (Vancouver, 2005). However, we recognize that other attributes such 
as goal orientation (Dweck, 1996; DeShon & Gillespie, 2005) and action 
orientation may also be relevant (Kuhl, 1999). Future research can expand 
our analysis to investigate these variables.

Part of our rationale for our choices is based on a distinction we think 
is important but has not been highlighted in previous literature. More 
specifically, we believe that different individual differences will have 
more impact on behavior at different stages of the self-regulation cycle. 
For example, personality variables like conscientiousness or goal orien-
tation may be more important during the goal-setting phases (Wood, 
2005; Klein et al., this volume), while attributes such as self-monitoring 
or time orientation will be more salient during goal striving (Fried & 
Slowik; 2004, Wood, 2005). There is clearly substantial work needed in 
this area.
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Research Questions and Research Design

Owing to the narrow focus of our theory, a number of research ques-
tions were left mostly unresolved. For example, Ferris, Mitchell, Canavan, 
Frink, and Hopper (1995) suggest that assigning goals and monitoring 
performance may cause reactance and resentment. We did not consider 
the possible negative effects of assigned deadlines. We also need to exam-
ine the planning process in more detail. Ancona, Okhuysen, and Perlow 
(2001) describe how multiple activity mapping could be related to the ini-
tial allocation stage of pacing and spacing. And while we presented them 
separately, our moderators of the NGD-pacing relationship (e.g., efficacy, 
attributions, emotions) may be sequentially ordered in time and related to 
one another in complex ways.

A few other research questions captured our immediate attention. For 
example, there were competing hypotheses about whether speeding up 
to meet a proximal deadline is a thoughtful process or not. It was also not 
completely clear how task importance and the deadline (goal specificity 
and difficulty) are combined to form overall judgments of commitment to 
the deadline, especially with our additions of urgency and accountability. 
Also, while we suggested multiple ways one could try to reach or aban-
don a goal in response to a NGD, we said nothing about what causes the 
different responses within these two categories. For example, one could 
speed up, allocate more time, or get help if he or she decides to strive for a 
goal in the face of a NGD. Additional theoretical tests and refinements are 
needed to determine why a particular alternative is chosen.

A second issue relevant to future research concerns our dependent 
variables of pacing and spacing. We have described an action cycle that 
includes four stages: (1) goal assignment, (2) plan formation, (3) actual goal 
striving (includes effort plus revisions of plans and goals), and (4) goal 
attainment or failure. Traditional goal research typically looks at only 
Stages 1 and 4, while we are focusing on Stages 2 and 3. We believe such a 
focus is necessary for obvious reasons. First, as Kuhl (1984) and Markman 
and Brendl (2000) point out, it is very difficult for people to predict their 
actual motivational states while working from their initial goals. Second, 
it is the self-reactions that “account for a substantial portion of the varia-
tion in motivation” (Bandura & Cervone, 1986, p. 108). Third, it is these 
reactions and adjustments that are the best predictors of how one will 
actually perform (Kanfer, 1996).

What will be needed eventually is a theory that integrates all four 
stages. We know that better plans lead to better action control (Gollwitzer, 
1996) and better performance (Diefendorff & Lord, 2001). Latham and Sei-
jts (1999) have suggested that using subgoals may help. For example, if one 
has a four-hour task due in four days, a plan to do one hour a day for four 
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days might be effective against the discounting of a distal goal. We believe 
that we need to first understand Stages 2 and 3, but that eventually more 
complex theory will evolve that looks at the whole action cycle.

Finally, this theory, along with most of the theories concerned with self-
regulation, presents major challenges with respect to research methodolo-
gies. Obtaining data while people are actually working is infrequently 
done. Various self-report tracking strategies like using tape recorders or 
beepers can be used, but these techniques all present challenges of reli-
ability and validity. A paper by Boekaerts and Corno (2005) discusses the 
use of behavioral observations, protocols, interviews, process traces, and 
diaries as methods for gathering data. Maes and Karoly (2005) describe 
two self-report questionnaires for investigating self-regulation, while Van-
couver and Day (2005) point out the limitations of using such self-reports. 
In addition, providing multiple tasks and multiple deadlines along with 
analyzing waves of data presents complex statistical problems. The Octo-
ber 2001 issue of the Academy of Management Review presents a number 
of articles that discuss research issues related to the passage of time (e.g., 
Ancona, Goodman, Lawrence, & Tushman, 2001; Mitchell & James, 2001) 
and the analysis of such data.

The process we describe is complex and would therefore need to be 
tested in a fairly controlled manner. One promising procedure would be 
a methodology that simulates a work setting. Other authors have used 
simulations. Kanfer and Ackerman (1989) used an aircraft controller task, 
Blount and Janecik (2002) used a negotiation simulation, and Vancouver 
and Putka (2000) developed a work scheduling simulation that looks at the 
dynamic aspects of resource allocation. Good work is available as a guide.

For example, if we wanted to test some of the ideas embedded in our 
pacing and spacing approach, we could simulate an office work environ-
ment. Temporary typists could be hired to prepare documents for a four-
day meeting that they believe will start the next day. Some documents 
could have a high priority (needed for sure), some a low priority (may 
be needed as a support document), some proximal deadlines (Day 1) or 
distal deadlines (Day 3), and some a specific deadline (a precise time on 
the agenda) or a vague deadline (anytime that day). Participants could 
be asked to form a plan by indicating the time they would allocate to 
each task and then to commence work. Evaluation apprehension could be 
manipulated through direct observation or computer monitoring. Manip-
ulation checks, task importance, task commitment, and time urgency (as 
a state and as a trait) could also be assessed. We could manipulate vari-
ables such as whether one was ahead or behind his or her plan by giving 
estimated completion times that were inaccurate for a few key tasks. New 
tasks could be brought to the employee and interruptions caused (e.g., a 
maintenance check on equipment). Attributions could be manipulated by 
causing a computer to malfunction. Participants could be asked to make 

RT7451X.indb   223 5/28/08   12:44:04 PM



���	 Work	Motivation:	Past,	Present,	and	Future

progress checks once an hour. Efficacy, attributions, and emotions could 
be assessed in response to a NGD and related to actual time and effort 
(rate of typing) exerted on the task (computer monitoring software can 
assess both time and rate). Finally, it would be easy to manipulate the 
boredom or repetition in a task relative to other tasks and to increase or 
decrease interruptions, new tasks, or naturally occurring breaks or events. 
Computer tracking software could record whether the manipulations 
increased switching as predicted.

To develop such simulations and conduct such investigations may 
require considerable investments in both time and money. However, it is 
our belief that such complex procedures are needed to study these pro-
cesses appropriately.

Conclusion

We have presented an approach to self-regulation that focuses on a fairly 
narrow topic: goal striving when working on assigned deadline goals. 
While this limited view inhibits the generalizability of our theory, we 
believe it is still an important addition to this body of literature. In addi-
tion, we have discussed how interruptions and procrastination can influ-
ence this process. This more precise analysis will allow fairly specific tests 
of propositions and multiple assigned deadline goals are faced by mil-
lions of people every day. Pacing and spacing may only be a small part of 
the self-regulation puzzle, but we believe it is an important piece.
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Introduction

Work design—the structure, content, and configuration of people’s work 
tasks and roles—remains a fundamentally important issue in contempo-
rary workplaces. With dramatic changes occurring in the workplace, such 
as the widespread introduction of flexible working and the prevalence 
of new and transforming information technologies, theories that help 
to understand work design and its impact on employees and organiza-
tions are highly relevant. New issues need to be attended to if one is to 
achieve motivating work within this changing context, such as how to 
design effective virtual work. At the same time, traditional concerns in 
the field of job design, such as levels of job autonomy, remain important. 
Call centers, for example, are often characterized by forms of work organi-
zation that de-skill and disempower the workforce. The relevance of work 
design as a critical issue, for individuals as well as organizations, there-
fore continues. We focus here on the design of motivating work, thereby 
connecting macro-aspects such as organizational design and change with 
the micro-processes of motivation.

Our main aim in the current chapter is to integrate existing work 
design theory with advances in our understanding of work motiva-
tion, thereby increasing its usefulness for addressing contemporary 
issues. In particular, we argue that the concept of motivation within 
work design theory has thus far been treated in rather vague terms. 
We draw on Kanfer’s (1990) work motivation framework, as well as 
other theoretical advances (e.g., self-determination theory, regulatory 
focus theory), to derive more specific propositions about how work 
design relates to an expanded array of motivational states (including, 
for example, different types of extrinsic motivation), as well as spe-
cific pathways by which work characteristics affect the kinds of goals 
employee choose (goal generation) and their persistence in achieving 
them (goal striving).

To set the scene for this discussion, we first briefly recap classic theories 
of work design and their implications for motivation. We then identify 
some existing elaborations of these core theories. We keep both of these 
sections relatively brief in the light of existing in-depth reviews (Morge-
son & Campion, 2003; Parker & Wall, 2001). Next, we propose further 
extensions to work design theory and research, drawing particularly on 
advances in motivation theory. Finally, we synthesize the ideas raised in 
the chapter and provide a forward-looking agenda for advancing under-
standing of the design of motivating work.
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Classic Theories

The way that work is designed, such as the degree of variety and chal-
lenge in the job or the level of work demands, has long been recognized 
as a critical influence on employees’ work motivation. Work motivation 
is essentially a driving force for behavior. A classic definition is that by 
Pinder, who referred to work motivation as “a set of energetic forces…
to initiate work-related behavior, and to determine its form, direction, 
intensity, and duration” (Pinder, 1984, p. 8). Another way of understand-
ing work motivation (e.g., Campbell & Pritchard, 1976; Kanfer, 1987) is in 
terms of where the attentional effort is allocated (direction), the propor-
tion of total attentional effort directed toward the task (intensity), and 
the extent to which attentional effort toward the task is maintained over 
time (persistence). Work motivation has sometimes been divided into two 
types: intrinsic, which involves people doing something because they find 
it interesting and derive spontaneous satisfaction from it, and extrinsic, 
which involves obtaining satisfaction from the extrinsic consequences of 
an activity (Porter & Lawler, 1968).

For the most part, classic job design theories propose that particular 
work characteristics lead to intrinsic motivational states, which in turn 
enhance performance. An early theory of work design was Herzberg and 
colleagues’ motivation-hygiene theory (Herzberg, 1974; Herzberg, Maus-
ner, & Snyderman, 1959), which proposed that intrinsic factors (e.g., the 
level of recognition, the nature of the work itself) lead to job satisfaction, 
whereas extrinsic factors (e.g., supervision, salary, and working condi-
tions) lead to job dissatisfaction. Although the idea of separate motivators 
of job satisfaction and dissatisfaction has not been upheld (Hulin & Smith, 
1967; Locke, 1973; Wernimont, 1966; however, see also Fisher, 2002), this 
early theory sparked much interest in factors other than pay contributing 
to work motivation, and inspired the idea of job enrichment. Job enrich-
ment seeks to improve both performance and job satisfaction by build-
ing into people’s jobs more challenging and responsible tasks, and more 
chance for growth (Paul, Robertson, & Herzberg, 1969, p. 61).

The job characteristics model (JCM; Hackman & Oldham, 1975, 1976) 
reinforced the value of job enrichment. This theory predicts that five core 
work characteristics (skill variety, task identity, task significance, auton-
omy, and feedback) produce critical psychological states (such as a sense 
of responsibility and meaningfulness) that generate positive affect and 
thereby ultimately result in positive work outcomes such as job satisfac-
tion, motivation, and work effectiveness. The positive effects of work 
characteristics are expected to be greater when individuals have a high 
need for personal accomplishment (high “growth need strength”), when 
they have the requisite knowledge and skill, and when satisfaction with 
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the context is high. Meta-analytic results generally support the effect of 
work characteristics on outcomes such as intrinsic work motivation, job 
satisfaction, and affective organizational commitment (e.g., Fried & Ferris, 
1987; Spector, 1986), and also support the proposed moderating impact of 
growth need strength (Fried & Ferris, 1987; Loher, Noe, Moeller, & Fitzger-
ald, 1985; Spector, 1985). The role of the critical psychological states is less 
well supported. For example, results of a meta-analytic model show a bet-
ter model fit for an unmediated model (directly from job characteristics to 
outcomes) than for the job characteristics model with critical psychologi-
cal states as mediators (Behson, Eddy, & Lorenzet, 2000).

An important theoretical assumption underpinning the job characteris-
tics model is that job characteristics like autonomy are intrinsically moti-
vating and satisfying because individuals have a “need” for growth and 
development, and that work content affects the extent to which these needs 
are fulfilled. Additionally, motivation can be enhanced via job enrichment 
because, for example, it establishes clearer connections between perfor-
mance and desired extrinsic outcomes. For example, if one has autonomy, 
the results then depend on one’s own efforts, which means the individual 
feels more personal responsibility for performance, and hence is moti-
vated to perform better (Hackman & Oldham, 1976). These ideas relate 
to a resource allocation perspective (Kanfer & Ackerman, 1989; Naylor, 
Pritchard, & Ilgen, 1980), whereby if an individual is deciding whether 
to engage in a particular task, he or she judges the utility of performing 
this task, and then if positive, makes a decision to engage in the task if 
there are perceived benefits of performance relative to anticipated cost of 
expending effort. From this perspective, work design affects what Kan-
fer (1990) refers to as distal motivation—the choice to allocate resources 
to a particular task or goal—by changing the performance-utility rela-
tion (clearer connections between effort and the result of effort) or the 
perceived effort-utility relation (clearer connections between results and 
valued outcomes).

Another work design theory, this time emerging from research on work-
related stress, is Karasek’s demand-control model. Karasek (1979) argued 
that psychological strain results from the joint effects of the demands of 
a work situation and the level of job control. Jobs characterized by high 
work demands and low job control are likely to result in high strain 
because the arousal created cannot be transformed into action (the strain 
hypothesis). In contrast, active jobs, characterized by high demands and 
high job control, are proposed to lead to new behavior patterns, learning, 
and increased motivation (the active learning hypothesis; Karasek, 1979; 
Karasek & Theorell, 1990). The skills developed in active jobs will also 
help to deal with job strain more effectively. Jobs low in both demands and 
control are called passive jobs, because a decline in activity is expected.
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In relation to motivation and health-related outcomes, such as job sat-
isfaction, the additive effect of demands and control on strain has gener-
ally been supported (van der Doef & Maes, 1998). However, the buffering 
effect of job control, in which job demands do not cause strain so long as 
job control is high, has received less consistent support (Marshall, Bar-
nett, & Sayer, 1997; Van Yperen & Snijders, 2000; Wall, Jackson, Mullarkey, 
& Parker, 1996). Despite the mixed evidence, the possibility of a buffer-
ing effect has attracted much interest because of its practical implication 
that increased demands are not necessarily detrimental to motivation or 
performance (for further reviews and discussions, see de Lange, Taris, 
Kompier, Houtman, & Bongers, 2003; Parker, Turner, & Griffin, 2003; Son-
nentag & Frese, 2003). A further important implication of the demand-
control model (Karasek & Theorell, 1990) that has received more recent 
attention concerns the potential learning-oriented consequences of active 
jobs. For example, active jobs can facilitate outcomes like self-efficacy, 
openness to change, and mastery. We discuss these developments in the 
next section.

There are, of course, other theories and perspectives on work design. 
Perhaps the most well known of these that we have not already discussed 
is that deriving from the sociotechnical systems approach (e.g., Trist & 
Bamforth, 1951). As suggested in the term sociotechnical, this approach is 
based on the proposition that there should be simultaneous design and 
joint optimization of the social and technical subsystems in organizations. 
With regard to work motivation, this approach assumes that employees 
have an intrinsic need for task accomplishment (Rice, 1958; cited in Ulich, 
2001) and are motivated by efficient work organization and by working on 
a whole or complete task (cf. Hackman & Oldham’s (1975) concept of task 
identity). A set of sociotechnical principles has been advocated to guide 
the design of jobs. For example, the minimal critical specification prin-
ciple postulates that work processes should only be minimally specified 
(Cherns, 1976, 1987) so that just enough direction is given to ensure proper 
task performance while at the same time allowing for the contribution of 
the employee (Niepce & Molleman, 1998). Variations from what is planned 
or expected should be controlled as closely to their source as possible, 
which means that employees take on responsibility for indirect tasks such 
as maintenance or quality control (Wall, Corbett, Martin, Clegg, & Jack-
son, 1990). This principle has been one of the few that has been adequately 
tested. In a study on the effects of operator control versus specialist con-
trol in case of machine breakdowns (Wall et al., 1990), operator control led 
to higher machine operation time, especially for those machines that were 
more unreliable.

More generally, application of the principles of sociotechnical systems 
thinking led to the formation of semiautonomous work groups (or self-
managing teams). There is now a vast literature documenting the positive 
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effects of this form of team work design on individual motivation, especially 
job satisfaction and commitment, although rigorous studies of the effects 
on performance show more mixed findings (cf. Parker & Wall, 1998).

The above approaches to work design, with their focus on job enrichment, 
have been collectively referred to by Campion and colleagues (Campion, 
1988, 1989; Campion & Berger, 1990; Campion & McClelland, 1991, 1993; 
Campion, Papper, & Medsker, 1996; Campion & Stevens, 1991; Campion & 
Thayer, 1985, 1987) as representing a motivational approach to work design. 
This approach can be contrasted with three other approaches, each with 
different recommendations for the design of work and different costs and 
benefits: (1) the mechanistic approach of designing simplified jobs, with 
benefits such as faster training times and less chance of error, and costs 
such as lower job satisfaction; (2) the biological approach, from fields such 
as biomechanics and ergonomics, that aims to minimize employee physical 
stress and strain by improving the ergonomic design of work, with costs 
including, for example, those associated with modifying equipment; and (3) 
the perceptual-motor approach, from fields like human factors engineering, 
which is concerned with ensuring cognitive capabilities are not exceeded by 
job demands so as to reduce overload, errors, and accidents, with a potential 
cost of decreased job satisfaction due to a lack of mental demands.

These four broad approaches to work design serve to remind us that 
professionals from different disciplines approach the topic with different 
underlying values. However, the motivational approach as presented in 
this model is somewhat simplistic in its presentation of proposed outcomes 
(Parker & Wall, 1998). For example, the motivational approach is believed 
to conflict with efficiency outcomes (Campion & McClelland, 1993) as well 
as health-related outcomes such as strain. Yet, studies show that as well as 
promoting satisfaction, the motivational approach is also associated with 
comfort (Campion & Thayer, 1985) and efficiency (Campion & McClelland, 
1991, 1993), in addition to a range of other performance-oriented outcomes 
such as quicker response times (Wall & Jackson, 1995) and employee pro-
activity (see later). Also, researchers have shown that the distinction of 
four work design approaches is too coarse (Edwards, Scully, & Brtek, 1999, 
2000) and suggested instead categories of 10 work design dimensions. 
Likewise, it has been demonstrated that one can minimize trade-offs in 
terms of positive motivational effects and negative mechanistic effects 
when redesigning jobs (Morgeson & Campion, 2002).

Existing Theoretical Extensions

The classic theories of work design have been extended and developed in 
relation to motivation in several important ways (Parker, Wall, & Cordery, 
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2001). First, it has been recognized that the five job characteristics identified 
in the JCM are relatively narrow, and that there are other important attri-
butes of work that affect its motivating potential. Second, new mediators 
of the relationship between work characteristics and behavioral outcomes 
have been considered. Third, a broader set of performance outcomes has 
been considered beyond the traditional focus on efficiency and task per-
formance, such as proactivity, creativity, and innovation. Finally, changes 
in the nature of the work context, and in the nature of the workforce, have 
resulted in studies taking account of these contexts. We describe each of 
these developments in greater detail.

expanded Work Characteristics

The main focus of work design research has been on the five core charac-
teristics in the JCM, especially autonomy, as well as job demands (primar-
ily workload, but also role conflict and role clarity). Additional variables 
have been suggested by several researchers (e.g., Oldham, 1996; Parker & 
Wall, 1998, 2001; Roberts & Glick, 1981; Wall & Martin, 1987). In a recent 
analysis of the literature, Morgeson and Humphrey (2006) identified 21 
distinct work characteristics within four broad categories: task motiva-
tion work characteristics (including all those identified in the JCM, with 
three types of autonomy: work scheduling autonomy, decision-making 
autonomy, work methods autonomy); knowledge motivation characteristics 
(including job complexity, information processing, problem solving, skill 
variety, and specialization); social work characteristics (including social 
support, interdependence-initiated, interdependence-received interaction 
outside the organization, and feedback from others); and contextual char-
acteristics (including ergonomics, physical demands, work conditions, and 
equipment use). The task motivation, knowledge motivation, and social 
work characteristics were shown to have consistently positive relation-
ships with job satisfaction. One could also add job demands such as time 
pressure, role conflict, role ambiguity, and workload to this list of work 
characteristics. Nevertheless, even this rather long list of work character-
istics is not exhaustive. Some further attributes of work have become more 
important in recent times.

One such attribute is emotional labor (or emotion work) in service con-
texts (Dollard, Dormann, Boyd, Winefield, & Winefield, 2003; Heuven & 
Bakker, 2003; Zapf, Isic, Bechtoldt, & Blau, 2003; Zapf, Seifert, Schmutte, 
Mertini, & Holz, 2001). Emotion work is the requirement to regulate emo-
tions and to display organizationally desired emotions in work interac-
tions (Zapf, 2002). Emotion work is a salient job characteristic in many 
service jobs that have frequent client interactions (e.g., nurses, flight atten-
dants). For example, one type of emotion work is the requirement to act 
in a friendly manner, even in the face of negative interactions (a situation 
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referred to as emotional dissonance). This aspect of emotion work has been 
shown to be negatively related to well-being (Zapf, 2002), especially when 
work demands are high (Lewig & Dollard, 2003). The effect of emotional 
dissonance cannot solely be explained by the emotions provoked by the 
negative interactions. An event-sampling study showed that emotional 
dissonance related to lower situational well-being, even after controlling 
for felt negative emotion (Tschan, Rochat, & Zapf, 2005).

Emotion work has been shown to contribute to burnout over more tra-
ditional job characteristics (Zapf et al., 2001). In one study, work redesign 
in a hospital led to a decrease in job stressors but, at the same time, an 
increase in burnout (Buessing & Glaser, 1999). This puzzling finding was 
explained by the authors as due to an increase in frequency and intensity 
of interactions with patients, and an accompanying increase in emotion 
work, which was then related to burnout. There is some evidence, how-
ever, that job control can moderate the relationship between emotion work 
and emotional exhaustion (Grandey, Dickter, & Sin, 2004; Grandey, Fisk, 
& Steiner, 2005). The effect of emotion work also appears to be influenced 
by the supervisor (Diefendorff & Richard, 2003; Wilk & Moynihan, 2005). 
Altogether, emotion work is an increasingly important characteristic in 
many jobs, especially given the growth in the service sector.

Electronic performance monitoring has also received attention as an 
important work characteristic in today’s context, in terms of its effects on 
both performance and mental health outcomes. Electronic performance 
monitoring is the use of systems (electronic equipment, e.g., computers, 
video cameras, telephone) to collect, store, analyze, and report the actions 
or performance of individuals or groups (Nebeker & Tatum, 1993). Con-
sistent with social facilitation theory, performance monitoring potentially 
affects task performance in simple/well-learned and complex/new tasks 
differently (Aiello & Kolb, 1995). Performance on a complex task has been 
shown to be negatively affected by monitoring, although this effect was 
offset by giving employees control over the timing of monitoring (Douthitt 
& Aiello, 2001), at least for employees with high baseline performance. 
Giving employees control over the timing of monitoring enhances feeling 
of control, which is in turn related to performance (Stanton & Barnes-Far-
rell, 1996). Interestingly, making participants aware that their performance 
was monitored led to lower perceived control in this study. Relevance of 
the activities monitored (on-task performance or breaks) and participation 
in the implementation of performance monitoring had effects on proce-
dural justice in a simulated office environment (Alge, 2001). These effects 
were mediated by perceived invasion of privacy.

Alder and Ambrose (2005) studied the effects of use of information col-
lected electronically on perceived monitoring fairness, job satisfaction, 
and performance. Constructive feedback and feedback given by supervi-
sors (rather than computers) led to higher perceived monitoring fairness, 
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which was in turn related to higher performance and job satisfaction. 
Control over the timing of performance feedback did not affect fairness 
perceptions, contrary to what was expected; however, other forms of con-
trol might have effects (Alder & Ambrose, 2005). The perceived degree to 
which monitoring was relevant for performance (similar to the relevance 
studied by Alge (2001)) and the perceived purpose of monitoring (devel-
opmental or punitive) were positively related to well-being in customer 
service agents in call centers (Holman, Chissick, & Totterdell, 2002). The 
perceived intensity of monitoring was negatively related to well-being, 
especially when job control or supervisor support was low. Informa-
tion privacy, and the perceived control over and legitimacy of informa-
tion gathering and handling, was related to psychological empowerment 
(see below) and extra-role behavior (Alge, Ballinger, Tangirala, & Oakley, 
2006). Taken together, these studies have implications for how to design 
and implement an electronic performance monitoring system so that 
employees’ attitudes and motivation are not affected negatively. Electronic 
performance monitoring can contribute positively to motivation and per-
formance, if applied correctly. However, further research is needed to 
identify the specific measures that enhance the feelings of control that 
appear to be essential for performance.

The importance of social work characteristics such as social contact and 
social support was highlighted in the analysis by Morgeson and Hum-
phrey (2006) described above, which showed the incremental contribu-
tion of these characteristics to job satisfaction over and above traditional 
work characteristics. In an article that similarly emphasized social and 
relational aspects of work, Grant (2008) showed that designing work to 
enhance contact with beneficiaries enhanced motivation and performance. 
For example, in one study, fundraising callers who had positive interaction 
with a past beneficiary of the fundraising (i.e., students who had received 
the funds) persisted longer at telephone calls and raised more funds than 
individuals who did not have this contact. Further laboratory studies sug-
gested that (1) positive respectful interaction promotes perceived impact, 
which in turn affects persistence at the task, and (2) positive interaction 
is most important under conditions of high task significance. Parker and 
Axtell (2001) similarly focused on relational aspects of work design. They 
showed that enriched work can enhance the extent to which employees 
take the perspective of members of other groups (in this case, their inter-
nal suppliers), which in turn makes employees more likely to help those 
in other groups.

As well as social characteristics having main effects, they might also 
interact with other work characteristics. The job-demand-control-support 
model, for example, is an extension of the demand-control model described 
earlier (Karasek & Theorell, 1990), and it proposes that social support buf-
fers the negative strain effects of high-demand and low-control jobs. As 
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shown in one study, social support can indeed make up for lack of job 
control (Van Yperen & Hagedoorn, 2003), although the authors suggested 
that the kind of support needs to be matched with the kind of demand 
employees face. In another study, social support acted as a buffer in the 
relationship between job demands and burnout in three of eight analy-
ses, and the buffering role of job control was demonstrated consistently 
(Bakker, Demerouti, & Euwema, 2005), although no three-way interaction 
was tested to determine if social support can substitute job control as a 
resource. The buffering effect of social support has also received support 
in some longitudinal studies (Dormann & Zapf, 1999; Frese, 1999; Rau, 
Georgiades, Fredrikson, Lemne, & de Faire, 2001), although these effects 
are relatively weak (Viswesvaran, Sanchez, & Fisher, 1999). High job 
demands and high job control were both associated with intrinsic motiva-
tion among nurses (Van Yperen & Hagedoorn, 2003), but only when social 
support was low.

expanded Motivational States

As well as expanding the array of work characteristics, a further develop-
ment has been to extend the intervening variables between work charac-
teristics and outcomes beyond the critical psychological states proposed 
in the JCM. In particular, the concept of “psychological empowerment” 
(Conger & Kanungo, 1988; Spreitzer, 1995; Thomas & Velthouse, 1990) 
has attracted attention as a critical state of intrinsic task motivation. Psy-
chological empowerment is defined as a motivational state involving an 
assessment of meaning, impact, competence (or self-efficacy), and choice 
(or self-determination). Conceptually, these cognitive-motivational assess-
ments overlap considerably with the critical psychological states in the 
job characteristics model. Thus, meaning is similar to meaningfulness; 
impact is similar to knowledge of results; and self-determination/choice 
is similar to experienced responsibility. Evidence for the mediating role 
of psychological empowerment, however, is stronger than for the critical 
psychological states, perhaps due to improved measures and methodolo-
gies. Thus, there is evidence that the following work characteristics predict 
feelings of empowerment: team production/service responsibilities and 
team autonomy (Kirkman & Rosen, 1999), access to information (Spreitzer, 
1995), working for a boss who has a wide span of control (Spreitzer, 1996), 
and the sum of JCM work characteristics (Chen & Klimoski, 2003; Liden, 
Wayne, & Sparrowe, 2000). In turn, psychological empowerment has been 
linked to outcomes such as job satisfaction (Liden, Wayne, & Sparrowe, 
2000), intrinsic motivation (Gagné, Senecal, & Koestner, 1997), team and 
organizational commitment (Kirkman & Rosen, 1999; Liden, Wayne, & 
Sparrowe, 2000), job performance and productivity (Kirkman & Rosen, 
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1999; Kirkman, Rosen, Tesluk, & Gibson, 2004; Liden, Wayne, & Sparrowe, 
2000), and proactivity and innovation (Spreitzer, 1995).

Where psychological empowerment is conceptually distinct from the 
JCM approach is that it recognizes that the psychological states of empow-
erment can arise from influences over and above traditional work char-
acteristics, such as peer helping and supportive customer relationships 
(Corsun & Enz, 1999). In this respect, it has some parallels with the earlier 
social information processing perspective of work design that highlighted 
social influences on perceptions of work characteristics (Salancik & Pfef-
fer, 1978). The empowerment approach also focuses on self-efficacy, which 
has not been a traditional focus of work design theory (as discussed next). 
Nevertheless, although useful in stimulating research, and in highlight-
ing the role of work factors other than job characteristics, empowerment 
research has tended not to refer or build on previous, and often highly 
related, work design research. Moreover, as discussed later, the focus is 
still very much on intrinsic motivation, rather than other types of motiva-
tion that might arise from work design.

In recent times, research has linked job characteristics with self-effi-
cacy. Bandura (1982) suggested that four categories of experience are used 
in the development of self-efficacy, one of which is enactive mastery, or 
repeated performance success. Parker (1998) argued that autonomy pro-
vides a source of enactive mastery experiences because it gives employees 
the opportunity to acquire new skills and master new responsibilities. In 
addition, social cognitive theory suggests that the level of controllabil-
ity of a situation will influence self-efficacy, with more controllable tasks 
leading to greater self-efficacy (Gist & Mitchell, 1992). Autonomy increases 
the controllability of a task. Thus, job enrichment potentially promotes 
self-efficacy through increasing enactive mastery and through increasing 
the controllability of one’s set of tasks. Consistent with this reasoning, 
several researchers have established a link between job enrichment and 
self-efficacy (Axtell & Parker, 2003; Burr & Cordery, 2001; Parker, 1998; 
Speier & Frese, 1997). As we describe shortly, self-efficacy is likely to be a 
particularly important determinant of proactive behavior.

The focus on self-efficacy as an outcome of work design is consistent 
with Karasek and Theorell’s elaborated demand-control model, which 
proposes learning-oriented outcomes of active jobs. In terms of an inter-
action between demands and control in predicting learning outcomes, 
the picture is not clear, but there is now good evidence for the impor-
tance of main effects of job control and autonomy on outcomes such as 
self-efficacy, mastery, and receptivity to change (Bakker, Demerouti, & 
Euwema, 2005; Cunningham et al., 2002; Dollard, Winefield, Winefield, & 
Jonge, 2000; Kauffeld, Jonas, & Frey, 2004; Mikkelsen, Ogaard, & Lands-
bergis, 2005; Parker & Sprigg, 1999; Taris, Kompier, De Lange, Schaufeli, 
& Schreurs, 2003). These findings of an effect of job control on learning 

RT7451X.indb   243 5/28/08   12:44:08 PM



���	 Work	Motivation:	Past,	Present,	and	Future

outcomes are an important contribution. They match a long tradition in 
work design in German-speaking countries, where widely accepted cri-
teria for well-designed jobs include that tasks are executable (doable), do 
not cause any damage (e.g., accidents), do not impair workers’ well-being, 
and promote employees’ self-development (Rau, 2004; Semmer & Schall-
berger, 1996; Ulich, 2001; Zapf, 2002). These criteria are derived from Ger-
man action theory, which emphasizes the cognitive processes involved in 
regulating work activities (see Frese and Zapf, 1994). From this perspec-
tive, job characteristics like autonomy are important because they allow 
employees to develop and apply appropriate task strategies and meta-cog-
nitive strategies (Frese & Zapf, 1994; Hacker, 2003; cf. Langfred & Moye’s 
(2004) informational mechanism of task autonomy), and in so doing, they 
develop a better understanding of the task and its requirements. This the-
ory characterizes individuals as active rather than passive, to the extent 
that one’s personality is ultimately influenced by work. We return to this 
idea later.

expanded Outcomes

Considering a broader range of cognitive-motivational mechanisms, such 
as self-efficacy, has arisen partly in an effort to better understand whether 
and how work design affects proactive behavior. Proactive behavior 
refers to self-initiated and future-oriented action that aims to change and 
improve the situation or oneself, such as using one’s initiative or taking 
charge to improve work methods (Parker, Williams, & Turner, 2006). For 
example, job autonomy has been identified as an important determinant of 
personal initiative (e.g., Frese, Kring, Soose, & Zempel, 1996; Frese, Garst, 
& Fay, 2007), voice (LePine & Van Dyne, 1998), and suggesting improve-
ments (Axtell et al., 2000). Traditional motivational concepts such as job 
satisfaction and commitment have been criticized for being rather passive 
in their emphasis, and appear relatively unimportant in regard to promot-
ing proactive behavior (Parker et al., 2006).

Proactive behaviors can be relatively risky, involving, for example, 
challenging the status quo and speaking out. As such, it has been sug-
gested that engaging in proactive behaviors involves a decision process in 
which the individual assesses the likely outcomes of these behaviors, both 
whether the actions are likely to be successful and the likely consequences 
of the action, such as whether the risks of being proactive outweigh the 
benefits (Frese & Fay, 2001; Morrison & Phelps, 1999; Parker et al., 2006). 
Individuals with higher self-efficacy, therefore, are more likely to be pro-
active because they believe their actions will be successful (Parker, 1998). 
Consistent with this reasoning, a study by Parker et al. (2006) showed that 
the positive effect of job autonomy on proactive behavior occurred via two 
types of proactive motivation: role-breadth self-efficacy (individual’s con-
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fidence to carry out more proactive, interpersonal, and integrative tasks 
beyond his or her technical ones; Parker, 1998) and flexible role orientation 
(individual’s ownership of broader, longer-term aspects of his or her work 
beyond his or her immediate narrow job; Parker, Wall, & Jackson, 1997). A 
longitudinal study by Frese, Garst, and Molenaar (2000; cited in Frese & 
Fay, 2001) similarly showed that self-efficacy mediated the link between 
job autonomy/complexity and personal initiative.

The above research is part of a broader trend in which researchers are 
investigating how work design might affect types of performance beyond 
the traditional emphasis on core task performance and productivity, such 
as how job characteristics might affect helping behaviors (Grant,  2008; 
Parker & Axtell, 2001), creativity (Amabile & Gryskiewicz, 1989; Oldham 
& Cummings, 1996; Shalley, Zhou, & Oldham, 2004), innovation (Axtell et 
al., 2000), safety (e.g., Parker, Axtell, & Turner, 2001), and voice (LePine & 
Van Dyne, 1998). For example, job complexity (often assessed as sum of job 
characteristics) has been shown to be positively related to creativity (cf. 
Shalley, Zhou, & Oldham, 2004) and innovative work behavior (De Jong 
& Kemp, 2003; Dorenbosch, van Engen, & Verhagen, 2005), and autonomy 
more specifically has been identified as a necessary condition for creative 
performance (Shalley, 1991; Zhou, 1998) and innovation (Axtell et al., 2000; 
De Jong & Kemp, 2003; Ohly, Sonnentag, & Pluntke, 2006).

The relationship between work demands and performance behaviors 
such as creativity and proactivity is more complex. Work demands have 
sometimes been shown to be positively related to creativity (Shalley, Gil-
son, & Blum, 2000), and sometimes negatively (Andrews & Smith, 1996). 
Some research has suggested an inverted U-shape relationship between 
work demands (time pressure) and creativity/innovation (Baer & Old-
ham, 2006; Janssen, 2001; Ohly et al., 2006), but a positive relationship with 
personal initiative, a form of proactive behavior (Fay & Sonnentag, 2002; 
Ohly et al., 2006; Sonnentag, 2003). A recent meta-analysis suggests it is 
important to differentiate between demands that are hindering (such as 
production problems) and demands that are challenging (high workload; 
LePine, Podsakoff, & LePine, 2005). It is likely this differentiation between 
types of demands will be useful in understanding exactly how demands 
affect outcomes like creativity and proactivity.

As we discuss later, expanding the array of performance outcomes will 
generate interest in motivational states and processes that have hitherto 
not been considered in work design research. One further spin-off from 
greater attention to different types of performance is a closer integration 
with stress research. Traditionally, motivation and performance outcomes 
have been examined separately from health-related outcomes, reflecting 
different historical traditions. Yet it makes sense to expect that health 
and well-being can be achieved by the same means as motivation and job 
satisfaction. Indeed, there is a conceptual overlap between occupational 
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stress and job design literatures (Wright & Cordery, 1999): Job satisfac-
tion and intrinsic motivation can be seen as integral to mental health. Per-
sonal accomplishment, for example, can be seen as the opposite pole of 
the burnout dimensions of exhaustion and depersonalization (Cordes & 
Dougherty, 1993; Schaufeli, Maslach, & Marek, 1993). In this vein, Parker 
and colleagues (2003) argued that learning-oriented outcomes (such as 
aspiration, self-efficacy, and proactivity) represent indicators of positive 
or “active” mental health. This latter approach is consistent with Warr’s 
(1987, 1994) identification of five types of active mental health over and 
above affective well-being: positive self-regard (e.g., high self-esteem), 
competence (e.g., effective coping), aspiration (e.g., goal directedness), 
autonomy/independence (e.g., proactivity), and integrated functioning 
(i.e., states involving balance and harmony). From this perspective, work 
design not only can alleviate stress symptoms and cause positive affect, 
but it also affects active mental health. The stress-focused approach to 
work design, therefore, begins to converge with an active learning-ori-
ented approach.

a Changing Work Context and Workforce

Parker, Wall, and Cordery (2001) advocated greater attention to the ante-
cedents of work characteristics, including factors internal to the organiza-
tion (e.g., style of management, technology, nature of the tasks, information 
systems, human resource practices, strategy, history, and culture) and fac-
tors external to the organization (e.g., the uncertainty of the environment, 
customer demands, the available technology, social and cultural norms, 
economic circumstances, the nature of the labor market, and political and 
labor institutions). One consequence of this approach is that it suggests 
an important role for work design in understanding the motivational, 
well-being, and performance consequences of broader organizational 
practices. Thus, as Parker et al. (2001) argued, from this perspective, the 
effects of a particular practice will depend, at least to some degree, on 
how it impinges on work design. For example, in a study of downsizing, 
Parker, Chmiel, and Wall (1997) failed to find the expected negative effects 
on employee well-being, despite increased job demands. They explained 
this finding in terms of the counteracting effect of job enrichment and 
increased role clarity that occurred as a result of a simultaneous empow-
erment intervention. Similar intermediate roles of work design have been 
reported in the context of lean production (Jackson & Mullarkey, 2000; 
Parker, 2003), just-in-time (Jackson & Martin, 1996), performance moni-
toring (Carayon, 1994), temporary employment contracts (Parker, Griffin, 
Sprigg, & Wall, 2002), and team work (Kirkman & Rosen, 1999; Sprigg, 
Jackson, & Parker, 2000).
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Another example comes from telework, that is, using information tech-
nology instead of work-related travel to obtain flexibility. Telework (either 
working in a virtual office or in a home office) has been associated with 
higher work motivation and performance, a finding that can be explained 
by the greater autonomy of teleworking individuals (Hill, Ferris, & Mar-
tinson, 2003). However, at the same time, telework can reduce social con-
tact and teamwork, which tends to influence job motivation negatively 
(Kurland & Bailey, 1999). One implication of this type of research is that 
it suggests that the effects of these types of practices on employees can 
be made more positive by proactively considering work characteristics. 
For example, by explicitly increasing opportunities for social contact and 
teamwork (e.g., through virtual team meetings, regular social events), one 
can design more motivating telework. In a similar vein, team empower-
ment has been shown to be associated with better performance for virtual 
teams, especially for teams that do not meet face-to-face very often (Kirk-
man et al., 2004). Proactive attempts to enhance team empowerment are 
therefore likely to promote better outcomes for teleworking teams.

Greater workforce diversity also has implications for work design. For 
example, it has led to an increase in dual-earner couples, accompanied by 
difficulties integrating work life and family life. Failure to take work-fam-
ily issues into account when designing work is argued to reduce organiza-
tional effectiveness (Bailyn & Harrington, 2004). Indeed, there are spillover 
processes between job satisfaction and marital satisfaction (Heller & 
Watson, 2005), and support from family can contribute to employee cre-
ativity (Madjar, Oldham, & Pratt, 2002). Flexible time arrangements and 
reduced working hours have been discussed as a way to meet work-fam-
ily needs (Bailyn & Harrington, 2004). Supporting this idea, meta-ana-
lytic results show that flexible time arrangements are positively related 
to performance and job satisfaction (Baltes, Briggs, Huff, Wright, & Neu-
man, 1999) and negatively related to absenteeism, suggesting a reduced 
conflict between family demands and work. Flexible work arrangements 
also led to lower absenteeism, less serious mistakes, and fewer customer 
complaints in a quasi-experimental study of service employees (Kauffeld, 
Jonas, & Frey, 2004). Offering flexible work arrangements makes an orga-
nization more attractive to job seekers high in work-family conflict (Rau & 
Hyland, 2002). Furthermore, in a large-scale study with Finnish municipal 
employees, low control over working times (when to start, when to end) 
was associated with medically certified sickness absences (Ala-Mursula, 
Vahtera, Kivimaki, Kevin, & Pentti, 2002). Taken together, flexible work 
time arrangements have potential positive effects for both the employee 
and the organization.

With regard to other job characteristics, the design of work (autonomy, 
coordination requirements, work hours) was relatively unimportant in 
predicting work-family conflict and turnover intentions in one study (Batt 
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& Valcour, 2003), but autonomy was negatively related to work-family con-
flict in another study (Parasuraman & Simmers, 2001). Greater daily job 
demands and less daily job control were associated with work-family con-
flict in U.S. dual-earner couples (Butler, Grzywacz, Bass, & Linney, 2005). 
Demands were also related to marital satisfaction via emotional exhaus-
tion, but autonomy was not (Grzywacz & Butler, 2005). Thus, the role of 
job characteristics such as autonomy in relation to work-family conflict 
needs more investigation.

Summary

In summary, despite claims to the contrary (which tend to be based on rather 
narrow reviews of the literature), there has been considerable theoretical 
development in regard to work design and motivation. One summary of 
these developments is the elaborated job characteristics model proposed 
by Parker et al. (2001; see Figure 7.1). These researchers proposed a theo-
retical framework of work design with five categories of variables that 
span individual, group, and organizational levels of analysis: (1) system-
atic consideration of antecedents of work characteristics (including, for 
example, organizational practices such as telework); (2) expansion of the 
traditional range of work characteristics to include aspects salient to the 
modern context as well as social, emotional, and relational aspects of work; 
(3) extension of the range of outcome variables beyond the existing nar-
row focus; (4) analysis of the mechanisms, or processes, that explain why 
work characteristics lead to particular outcomes; and (5) consideration of 
individual and contextual contingencies that moderate the effects of work 
characteristics. Morgeson and Campion’s (2003) review similarly advo-
cated a broader perspective for work design research, in terms of anteced-
ents (work characteristics), mediating processes (motivation, knowledge), 
outcomes (satisfaction, performance, training demands), and contextual 
influences (social influences such as co-workers’ attitudes and leadership, 
and structural influences of the organization or the environment).

Further Directions

The above expansions are important and helpful, but more is required 
to fully understand how work design affects motivation. Thus far, work 
design theory has treated motivation rather loosely, focusing mostly on 
how job characteristics affect particular intrinsic motivational states. Our 
aim in this section is to extend core work design theory to incorporate 
recent advances in motivation theory, such as by considering how work 
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design might affect extrinsic motivational states as well as how it relates 
to motivational processes.

We use as a basis for our proposed extensions Kanfer’s (1990) postulation 
of three interrelated motivational constructs: motivational states (beliefs 
regarding the work environment and one’s interest in and capacity to oper-
ate effectively in that environment); goal generation processes (the goals 
people choose or generate, as well as plans and strategies for accomplish-
ing the goals); and goal-striving processes (processes involving the regu-
lation of effort during goal pursuit). In regard to motivational states, we 
propose extending research beyond consideration of particular intrinsic 
motivational states to incorporate a more differentiated view of extrinsic 
motivation, as well as including regulatory focus and goal orientation as 
potential motivational states affected by job characteristics. We also pres-
ent ideas about how work design affects the processes of goal generation 
and goal striving, and how it might moderate the effect of these processes 
on performance. To date there has been very little explicit attention given 
to how job characteristics affect either goal generation or goal striving. 
Third, taking a more dynamic approach to job design than is usually the 
case, we consider how motivational states and processes might affect job 
characteristics. Figure 7.2 summarizes these suggested extensions.

effect of Work Design on extrinsic Motivation, 
regulatory Focus, and goal Orientation

Traditionally, work design research has focused on a relatively narrow set 
of motivational states—notably job satisfaction, organizational commit-
ment, and measures of intrinsic motivation. In recent times, as described 
above, attention has been given to psychological empowerment, self-
efficacy, learning-oriented outcomes, and proactive motivation concepts 
such as flexible role orientation. Here we propose further extensions to 
research on motivational states, including how job characteristics might 
affect extrinsic motivation, regulatory focus, and goal orientation (Fig-
ure 7.2, path A).

Extrinsic Motivation

Recent theoretical developments suggest there are important differen-
tiations within the concept of extrinsic motivation that will help to better 
understand when, how, and why work design affects performance. In par-
ticular, self-determination theory (SDT; Ryan & Deci, 2000) distinguishes 
autonomous and controlled motivation. Intrinsic motivation is an example 
of autonomous motivation because it involves acting with volition and a 
sense of choice. At the other end of the continuum, a form of extrinsic moti-
vation referred to as external regulation is the most controlled motivation 
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because it is initiated and maintained by consequences external to the per-
son. The perceived locus of causality is outside the person, and as such, it 
can have negative consequences, including lower task satisfaction, a focus 
on achieving extrinsic rewards, and expending lower effort. Externally 
regulated behavior is very much what one would expect to see arise from 
deskilled jobs. Perceptions of control are low, and individuals often expend 
minimum effort and have a strong focus on achieving extrinsic rewards.

However, unlike most other motivation theories, self-determination 
theory proposes additional types of extrinsic motivation that are more 
autonomous than externally regulated motivation. These types of extrin-
sic motivation arise through a process of internalization, in which people 
take in values, attitudes, and regulatory structures such that behavior is 
internally regulated. Introjected regulation is when regulations are internal-
ized but not accepted as one’s own. Individuals might engage in a behav-
ior that is socially acceptable in order to avoid feelings of guilt or anxiety 
or to gain others’ respect. For example, a nurse might turn up to work 
instead of taking sick days, not because of a high level of commitment to 
the organization, but because he or she does not want to let other team 
members down. Identified regulation is a form of motivation in which the 
individual values the action and its intended consequences, seeing them 
as serving an important purpose. Thus, tasks might not themselves be 
intrinsically motivating, yet they are experienced as internal and relatively 
autonomous because the behavior is congruent with one’s personal goals 
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Framework for research investigating the motivational consequences of work design.
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and identity. An example would be a nurse carrying out some unpleas-
ant tasks, yet recognizing the importance of these tasks for his or her 
patient’s comfort. Integrated regulation is experienced as even more autono-
mous, albeit being a form of extrinsic motivation. It occurs when one fully 
accepts the values guiding the behavior, and integrates them with one’s 
self-concept. Yet again, the tasks and behaviors are not necessarily enjoy-
able, but the objectives they achieve are valued, and the behaviors are seen 
as an integral part of who one is and one’s personal goals. In the case of 
the nurse above, not only would the nurse identify with the importance 
of activities for maintaining his or her patients’ health, but these activities 
would be central to the nurse’s broader self-concept. SDT proposes these 
types of motivation form a continuum from external regulation, the most 
controlled, to introjected, identified, integrated, and finally intrinsic moti-
vation, the most autonomous and self-determined.

The theory further proposes that the satisfaction of three basic psycho-
logical needs—a need for autonomy, competence, and relatedness—is the 
“nutriment” required for both intrinsic motivation and the autonomous 
forms of extrinsic motivation, with satisfaction of the need for autonomy 
being especially important for internalization. It is quite clear that work 
design (as well as other factors, such as the interpersonal style of manag-
ers) can affect the fulfillment of these needs, especially the need for auton-
omy, which means that work enrichment will promote not only intrinsic 
motivation but also the more autonomous forms of extrinsic motivation. 
We believe there are several advantages to extending work design theory 
to consider the different types of extrinsic motivation and how they arise 
through internalization.

First, internalization might represent an important, but rather neglected, 
motivational process underpinning the positive effects of work design. 
For example, increasing the extent to which job incumbents complete a 
whole task gives greater meaning to the task, which might not make the 
activity inherently more enjoyable, but nevertheless gives individuals “a 
greater sense of the importance of their work because they can see how 
the various parts of the jobs fit together in a meaningful unit” (Gagné & 
Deci, 2005, p. 355). Consistent with these ideas, Sagie and Koslowsky sug-
gested that practices like job enrichment operate at least partly through 
enhanced commitment to joint decisions and identification with manage-
ment. Feedback, such as from patients or customers, can also increase the 
perceived impact of one’s work (Grant et al., 2007), and hence beliefs about 
its importance, thereby enhancing extrinsic forms of motivation without 
necessarily changing the intrinsic enjoyment of the tasks.

Although plausible, such processes of internalization have received lit-
tle attention in relation to job characteristics. Gagné and Deci (2005) cited 
Parker and colleagues’ (1997) work as an example of the direction this 
work might take. These researchers showed how the introduction of semi-
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autonomous work groups led employees to develop a more flexible role 
orientation in which they felt ownership for problems and goals beyond 
their immediate job. Ownership for goals beyond one’s immediate job can 
be seen as indicative of internalization. Including such concepts in work 
design research, as well as similar variables like psychological ownership 
and goal congruence, will help us to better understand how and when 
work design affects internalization.

It should not be assumed, however, that the process of internaliza-
tion invariably has positive outcomes. A second advantage of consider-
ing alternative types of extrinsic motivation is that it can help to deepen 
our understanding of some potential negative effects of different types of 
work redesign, as well as how effects change over time. Relevant here is 
Barker’s (1993) research on concertive control. Barker showed, using an in-
depth ethnographic approach, that self-managing teams, accompanied by 
strong vision statements, resulted in workers taking on values that they 
then impose on themselves in an increasingly formalized and rigid way. 
Barker referred to this phenomenon as a “tightening of the iron cage,” and 
described it as a more powerful and insidious form of control of behavior 
than traditional forms. Although the outcomes of concertive control were 
not systematically tracked, Barker (1993) observed that many of the partic-
ipants were becoming increasingly “strained and burdened” (p. 432), with 
initial enthusiasm and overinvolvement giving way to burnout. In this 
case, although systematic evidence is lacking because outcomes were not 
assessed, it appears that internalization had, at least in the longer term, a 
detrimental effect on employee well-being. What the actual effects of self-
managing teams were on the different types of motivation, and in turn 
how these motivational consequences were linked with well-being and 
behavioral outcomes, is unknown. Was it the case, for example, that the 
work redesign only resulted in externally regulated motivation, or did it 
result in more autonomous forms of extrinsic motivation, with the latter 
having negative consequences? Or perhaps it initially resulted in highly 
autonomous forms of extrinsic motivation, but over time, internalization 
declined and only externally regulated motivation remained? Investigat-
ing such questions might help to understand more about the motivational 
effects of initiatives like lean production, which some have argued have 
positive employee consequences, but others have argued the opposite 
effect (Taira, 1996). Considering the different motivational states, their 
interplay, and trade-offs is likely to help resolve this debate.

A third important consequence of considering different types of extrin-
sic motivation is that this might help researchers to better understand 
when and how work design affects a broader array of work attitudes and 
behaviors. Evidence suggests that autonomous motivation predicts differ-
ent behaviors than controlled motivation. Gagné and Deci (2005) summa-
rized laboratory and field studies (e.g., Amabile, 1982; Grolnick & Ryan, 
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1987; McGraw & McCullers, 1979) showing that autonomous motivation 
is associated with better performance on relatively complex tasks involv-
ing flexibility, creativity, and heuristic problem solving, whereas there 
is either no difference or a short-term advantage of controlled motiva-
tion when tasks are mundane and involve the routine application of an 
algorithm.� In addition, Koestner and Losier showed that intrinsic moti-
vation resulted in better performance when tasks were interesting, but 
that autonomous extrinsic motivation yielded better performance when 
the tasks were not so interesting yet were important and required disci-
pline or determination. These ideas are consistent with research showing 
the value of work enrichment for achieving outcomes such as flexibility, 
creativity, and proactivity, but they suggest that a sense of autonomous 
motivation might be a key mechanism by which these outcomes arise. 
It is worth looking more carefully at how work design and its different 
configurations affect the various types of autonomous motivation and 
hence behavior. For example, flexible role orientation (which above we 
suggested might be an indicator of autonomous extrinsic motivation) has 
been shown to be an important predictor of proactive behavior (Parker et 
al., 2006). Meyer and colleagues (Meyer, Becker, & Vandenberghe, 2004, p. 
1004) recently made a similar argument, suggesting that the effect of job 
design on behavior depends on the nature of commitment it produces: 
“According to our model, empowerment practices generate more autono-
mous forms of regulated behavior if they elicit identification and value 
congruence as bases of commitment, hence strengthening affective com-
mitment to relative foci such as management.”

Finally, incorporating ideas from self-determination theory suggests 
ways to enhance the effectiveness of work redesign. For example, work 
redesigns such as enrichment might be particularly powerful in con-
junction with interventions that provide further sources of meaning and 
values linked to the bigger picture. Interestingly, Gagné and Deci (2005) 
suggested that a need for relatedness plays a central role in internaliza-
tion of values and regulations, and therefore that interdependence and 
groups are particularly likely to increase the development of autonomous 
motivation. Team work redesigns, therefore, might be even more likely to 
promote autonomous forms of extrinsic motivation than individual work 
designs. A related implication is that, in cases where the nature of the 
tasks means it is not plausible to make the tasks more enjoyable, one can 
potentially change the meaning attached to the tasks through relational 
types of work redesign (e.g., see Grant, 2007) or work redesign in combi-
nation with other changes (e.g., leadership interventions to increase the 
extent to which leaders create an autonomy supportive climate; see Deci, 

� However, even in these situations, autonomous motivation might still be better because 
it is associated with greater employee job satisfaction and well-being (see Ilardi, Leone, 
Kasser, & Ryan, 1993), which are likely to lead to better retention and attendance.
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Connell, & Ryan, 1989). In essence, a better understanding of different 
ways of motivating individuals might result in work design being better 
tailored for the context.

Regulatory Focus

We propose that work design can affect employees’ regulatory focus and 
goal orientation, motivational states that are increasingly recognized as 
important drivers of behavior.

In terms of regulatory focus, we propose that enriched jobs will promote 
a promotion focus. A promotion focus is concerned with advancements, 
growth, and accomplishment, that is, fulfilling ideals and minimizing 
discrepancies with the “ideal” self (Higgins, 1996). It contrasts with a pre-
vention focus, which is concerned with security, safety, and responsibility, 
or fulfilling obligation, and minimizing discrepancies with the “ought” 
self. In their integrated model of commitment and motivation, Meyer et al. 
(2004) suggested that employees will experience more autonomous regu-
lation and a stronger promotion focus as the relative salience of internal 
forces for behavior (i.e., needs, values, personal disposition) increases, but 
will experience more external regulation and a stronger prevention focus 
as the relative salience of external inducements (rewards, punishments) 
increases. Following from this, narrow job designs with low autonomy 
(often accompanied by tight job descriptions, directive supervisors, and 
other external inducements such as bonus-based reward systems) are 
expected to lead to a sense of external control, and hence a prevention 
focus. In contrast, enriched jobs with high job autonomy are likely to pro-
mote feelings of internal control, which goes hand in hand with a promo-
tion focus (Meyer et al., 2004).

In turn, promotion and prevention focus have been shown to affect 
different types of behaviors. As suggested by Freitas and colleagues, 
“goals within a promotion focus are seen as opportunities to try for opti-
mal outcomes, whereas goals with a prevention focus are seen as basic 
requirements” (Freitas, Liberman, Salovey, & Higgins, 2002, p. 122). For 
example, promotion-focus-eliciting cues have been shown to enhance 
creative processes, compared to prevention-focus-eliciting cues (Fried-
man & Foerster, 2001; Friedman & Foerster, 2005). Meyer et al. (2004) pro-
posed that a prevention focus is likely to be associated with behavior that 
is limited in scope aimed at satisfying minimum response, whereas a 
promotion focus is likely to be associated with more discretionary behav-
ior and higher levels of accomplishment, such as setting and accepting 
more difficult goals (Meyer et al., 2004). Consisent with this idea, Wallace 
and Chen (2006) showed that a promotion focus was an important posi-
tive predictor of productivity (which entails work quantity and speed), 
whereas prevention focus was a negative predictor of this outcome. In 
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contrast, a prevention focus was an important positive predictor of safety 
performance (which entails compliance with rules and regulations) while 
promotion focus was a negative predictor.

Goal Orientation

We propose that job characteristics will, over the long term, affect one’s 
goal orientation. Goal orientation refers to the character of the goals that an 
individual implicitly pursues (Dweck, 1986, 1989; Elliott & Dweck, 1988). 
Goal orientations are important because they create perceptual-cogni-
tive frameworks for how individuals approach, interpret, and respond to 
achievement situations, and have been shown to affect numerous impor-
tant outcomes (e.g., Dweck, 1999; Van Yperen, 2003; for meta-analytic 
results: Payne, Youngcourt, & Beaubien, 2007). Three goal orientations 
have received the most attention in relation to performance: a learning 
goal orientation and two types of performance goal orientation (Elliot & 
Harackiewicz, 1994; VandeWalle, 1997). A learning goal orientation refers 
to an emphasis on the development of knowledge, skills, and competence, 
and mastering new situations. A “prove performance goal orientation” 
is one focused on proving competence and gaining favorable judgments, 
and an “avoid performance goal orientation” is focused on avoiding dis-
proving of one’s competence and negative judgments about it. In addition, 
state and trait versions of goal orientation have been identified and shown 
to operate differently (Payne et al., 2007).

Not surprisingly, such distinctly different orientations toward achieve-
ment predict different patterns of affective, cognitive, and behavioral 
responses when individuals encounter adversity on a challenging task 
(Dweck, 1999). Learning goal orientations tend to lead to more task-focused, 
adaptive, mastery-oriented behaviors in contrast to the more ego-focused, 
instrumental, and defensive behaviors promoted by a performance orien-
tation (Elliott & Dweck, 1988). Learning goal orientation is typically asso-
ciated with positive performance and achievement outcomes (e.g., Button, 
Mathieu, & Zajac, 1996; Payne et al., 2007). Recent evidence also suggests 
that a learning orientation might be particularly important for proactive 
work behavior (Parker & Collins, 2005) and innovative job performance 
(Janssen & Van Yperen, 2004). Evidence is somewhat more mixed for per-
formance goal orientation, with several studies showing this orientation is 
negatively related to performance outcomes (e.g., Ford, Smith, Weissbein, 
Gully, & Salas, 1998) or unrelated (e.g., Button et al., 1996), but at least some 
studies showing positive effects on performance (Tenebaum et al., 2001). 
These mixed findings might occur because the effect of performance goal 
orientation depends on the strength of an individual’s learning orienta-
tion, or other contingencies (for reviews on learning and performance goal 
orientation, see DeShon & Gillespie, 2005; Payne et al., 2007). Also, more 
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recent evidence suggests that the prove and avoid types of goal orienta-
tion differ in their consequences. The avoid performance goal orientation 
appears to be especially dysfunctional (Payne et al., 2007).

Given the well-established evidence of their different consequences, it 
is important to consider how work design might affect goal orientation, 
and particularly state goal orientation. As already discussed, an enriched 
job with, for example, opportunity for skill acquisition and use can lead 
to outcomes such as mastery and self-efficacy, which one might expect 
over time to create a state goal orientation. Payne et al. (2007) reported 
meta-analytic evidence that generalized self-efficacy is positively associ-
ated with learning orientation. In addition, work characteristics can create 
expectations about performance, resulting in a climate that is more or less 
conducive to learning. For example, the level of job autonomy afforded to 
a job incumbent conveys a certain level of trust and, in so doing, helps to 
create a supportive learning climate. Leaders can also shape work char-
acteristics, such as the level of challenge within a job, that consequently 
affect opportunities for learning. Dragoni (2005), for example, theorized 
that leaders who encourage experimentation and assign tasks to stretch 
and develop employees will promote a learning orientation, whereas 
those that focus on comparing work performance with others and assign 
jobs only to those who have proven themselves will convey a performance 
orientation focused on proving one’s ability.

Our proposition, therefore, is that work characteristics, both objective 
and perceived, can affect one’s orientation to achievement situations. This 
idea is an exciting one to explore. As Dragoni (2005, p. 1093) suggested: 
“Ample conceptual space exists to articulate how and why objective task 
characteristics (e.g., number of tasks, change in task demands, diversity of 
tasks) impact state goal orientation.” However, the relationships might be 
complex. For example, Langfred (2004) suggested that job autonomy might 
have performance-debilitating effects in self-managing teams when team 
members do not monitor each other, indicating that job autonomy is not 
sufficient on its own to induce an achievement-enhancing orientation. The 
timing of effects will also be important to consider, as it is unlikely that 
goal orientation will be affected by job characteristics in the short term.

beyond Motivational States: a resource allocation Perspective

Above we have focused on how employees perceive themselves at work. 
Based on these motivational states, employees decide how, when, and 
where to allocate their effort at work. In other words, they engage in goal 
generation and goal striving. These behavioral manifestations of motiva-
tional states, however, have had little attention in relation to work design. 
This neglect reflects the broader situation, which is that influential work 
motivation theories such as goal-setting theory (Locke & Latham, 1990) 
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and Kanfer’s task-specific motivation formulation (1990) have been infre-
quently linked to work design. Textbooks and review articles typically 
treat these topics separately. Yet as we suggest in this chapter, there is 
much to be gained from integrating ideas across these theoretical per-
spectives. We consider work design in relation to goal generation and goal 
striving in turn.

Work Design and Goal Generation

Goal generation processes are those by which an individual allocates 
his or her time or energy across behaviors or tasks, including evaluating 
and selecting goals or actions, and planning activities to achieve these 
goals or actions (Locke & Latham, 1990). Goal generation processes occur 
prior to actual task engagement, essentially creating a road map for action 
(Chen & Kanfer, 2006). At the team level, for example, Chen and Gogus 
(this volume) identified mission analysis, goal specification, and strategy 
formulation (based on Marks, Mathieu, & Zaccaro, 2001) as examples of 
goal generation processes.

As indicated in Figure 7.2, we suggest several ways that work design 
might affect goal generation and its relationship with performance. First, 
work design will affect goal generation through its effect on motivational 
states (Figure 7.2, paths A and B). Evidence shows that motivational states 
affect both the goals employees set and their striving to achieve them (see 
Kanfer, this volume). At both the individual and team levels of analysis, 
goal generation and goal-striving processes have been shown to mediate 
between motivational states (e.g., efficacy and goal commitment) and per-
formance (Aube & Rousseau, 2005; Chen et al., 2005; DeShon, Kozlowski, 
Schmidt, Milner, & Wiechmann, 2004; Durham, Knight, & Locke, 1997). 
Thus, if work characteristics affect motivational states, we can assume they 
also will affect how individuals allocate effort. In broad terms, we are sug-
gesting that work design not only affects the intensity component of moti-
vation (e.g., being more or less satisfied or committed) but also the direction 
of motivation (e.g., toward what goals and what type of behavior).

More specifically, one can consider how work characteristics affect the 
difficulty of goals set by employees. Job enrichment can enhance commit-
ment toward work goals by changing perceptions of performance-utility 
relations or effort-utility relations, or by increasing individual’s participa-
tion or autonomy over goal setting. Goal commitment, in turn, is espe-
cially important in facilitating the achievement of difficult goals (Klein, 
Wesson, Hollenbeck, & Alge, 1999). Work design will also increase goal 
difficulty via building self-efficacy. As already indicated, work charac-
teristics such as job autonomy and job complexity increase self-efficacy, 
which in turn will increase the difficulty of self-set goals (Locke, 1996). 
Thus, although not yet investigated, there is good reason to suggest that 
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job enrichment can result in employees setting and accepting more dif-
ficult goals. Similarly, work enrichment might change the type of goal 
one aims for, from a performance-oriented or prevention-focused goal to 
a learning-oriented or promotion-focused goal. As already discussed, the 
latter motivational states are not only likely to result in individuals setting 
and accepting more challenging goals, but also in them directing their 
effort toward more discretionary and proactive action.

Within organizational settings, it is common to expect individuals to 
commit to goals that have a reasonably long time horizon, that have a 
higher-level focus than one’s immediate job (e.g., focused on the team or 
the broader organization), and that encompass elements that might seem 
contradictory (e.g., goals focused on both cost and quality). We propose 
that job enrichment can expand the content and complexity of goals that 
individuals pursue along these dimensions. Increasing autonomy over 
factors that affect goal achievement can increase the sense of ownership 
one has for a broader range of goals (Parker et al., 1997). For example, if 
an individual has autonomy over budget setting and quality monitoring, 
he or she is likely to develop an increased sense of responsibility for cost 
goals as well as quality goals. Other work characteristics and processes 
can also play a role. For example, a work design that provides feedback 
direct from the customer might promote internalization of longer-term 
and higher-level organizational goals relating to customer satisfaction. 
Job characteristics that have been linked to enthusiasm, such as task sig-
nificance, autonomy, and feedback (Saavedra & Kwun, 2000), might also 
result in an expanded set of goals through the generated positive affect, 
which can result in broadened attitudes and behaviors (Fredrickson, 
2001). On the other hand, work designs that create negative affect (such as 
the feelings of frustration or anger that arise from not being in control of 
factors that cause customer dissatisfaction) might mean more attention is 
required to deal with off-task demands, thereby inhibiting the resources 
available to apply to goal generation. Affective events theory suggests that 
work design is linked to affect by making certain affect-eliciting events 
more likely (Weiss & Cropanzano, 1996). For example, sales clerks with 
little control over planning cannot avoid specific disliked customers and 
are more likely to experience anger-eliciting interactions.

The effect of other work characteristics on goal choice and planning, 
such as job demands, is important to explore. For example, on the one 
hand, excess job demands are likely to result in an individual setting eas-
ier or narrower goals. On the other hand, Sonnentag and others (Fay & 
Sonnentag, 2002; Ohly et al., 2006; Sonnentag, 2003) show job demands 
can increase self-starting proactive behavior. High job demands indicate a 
problem that needs to be addressed, motivating employees to set the goal 
to do something about it (Fay & Sonnentag, 2002).
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A second way that work design might relate to goal generation is through 
nonmotivational processes (Figure 7.2, path C). Thus, evidence suggests 
that job characteristics can affect one’s level of expertise, knowledge, and 
understanding (e.g., Leach, Wall, Rogelberg, & Jackson, 2005; Wall & Jack-
son, 1995; Parker & Wall, 1998), which in turn is likely to influence the 
goals employees aim for, as well as their strategies for achieving them. 
For example, Parker and Axtell (2001) showed that job autonomy led to 
greater integrated understanding (i.e., a better understanding of broader 
aspects of one’s work, such as how one’s job relates to the wider work 
flow). Integrated understanding, in turn, was associated with increased 
capacity to appreciate the viewpoint of internal suppliers, and hence a 
greater propensity to help these colleagues. Thus, in this case, allocat-
ing effort to team-oriented goals flowed from job enrichment, leading to 
a better understanding of the bigger organizational picture. Long-term 
exposure to enriched and complex jobs can also promote more complex 
thinking (Brousseau, 1978; Kohn & Schooler, 1978), which could lead to the 
pursuit of more complex goals that are at higher levels and with longer 
time frames, as well as the development of more effective strategies for 
achieving goals. Thus, we propose job characteristics can affect the con-
tent and type of goals one sets or accepts, and the quality of the strategies 
for achieving them, through increasing knowledge acquisition and cogni-
tive complexity.

Goal generation processes are also potentially affected by work design 
via unconscious mechanisms (Figure 7.2, path C). Thus, some personal 
resource allocation is done fairly automatically, without much apparent 
conscious processing (Gollwitzer, 1999; Bargh & Chartrand, 1999). For 
example, when particular goal-directed behavior is repeated frequently 
and consistently in a similar situation, with positive reinforcement, it 
becomes automatic or habitual (Bargh & Chartrand, 1999). Habitual behav-
ior requires little conscious attention, decision making, or reasoning, and 
it can be automatically elicited by environmental cues without conscious 
guidance. Such processes might apply in the work context. For example, 
one could imagine how low job control and a highly directive supervisor 
might reduce self-efficacy (e.g., because low control signals lower trust 
in one’s capability) and enhance a prevention focus, which ultimately 
results in the individual avoiding difficult goals or setting lower goals. 
With long-term repeated exposure to such a work design, avoiding diffi-
cult goals might become a habitual response by the individual, with little 
conscious processing involved. In essence, work characteristics can create 
situational cues, which people respond to in habitual ways or with auto-
matic routines.

A third way that work characteristics might affect the goal generation 
process is via a moderating impact on the relationships between motiva-
tional states and motivational processes (Figure 7.2, path D) and between 
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motivational processes and performance (Figure 7.2, path E). As we dis-
cuss later (see goal striving), task complexity is likely to moderate the link 
between the allocation of effort and performance (path E). In complex or 
novel tasks, goal striving becomes increasingly important, over and above 
goal generation, for effective performance. Work characteristics can also 
inhibit or enhance the translation of positive motivational states into goal 
generation (path D). For example, high levels of demands, such as con-
flicting task requirements, might mean that feelings of self-efficacy do 
not translate into effective goal generation. Similarly, a strong feeling of 
organizational commitment might not result in the allocation of effort to 
a difficult goal if the individual does not have autonomy over the goals 
he or she sets. Considering work characteristics in this way, as potential 
constraints or opportunities, has parallels with Peters and O’Connor’s 
(1980) proposal that the impact of personal factors (e.g., motivation and 
personality) on performance will be constrained by situational factors in 
the workplace such as the degree of job control. Similarly, the prediction is 
consistent with the view that the impact of personality is less in “strong” 
situations, such as where job control is low, than it is in “weak” situations, 
such as where job control is high (Mischel, 1973). If people have little dis-
cretion over their tasks, then whether they are motivated or not, there is 
not much scope for their behavior to affect performance. We suspect that 
performance development processes that involve goal setting, without 
sufficient attention to the supporting job design, are likely to be derailed 
through such mechanisms.

Work Design and Goal Striving

Goal striving pertains to the psychological mechanisms by which indi-
viduals purposely seek to accomplish goals to which they are committed 
(Kanfer, 1990). Whereas goal generation places a limit on total resource 
availability during task engagement, goal striving involves the regulation 
of effort during goal pursuit, such as keeping focused on the task rather 
than being distracted by off-task demands. Nevertheless, goal generation 
and striving processes are related. The more effective goal generation pro-
cesses are in terms of generating an appropriate and complete road map 
for action, the more effective goal striving is likely to be in terms of the 
execution of task goals and plans (Chen & Gogus, this volume). Therefore 
one way that goal striving will be affected by work characteristics is via 
their (proposed) impact on goal generation, as discussed above.

In addition, through their effect on motivational states (Figure 7.2, path B), 
work characteristics can also affect goal-striving processes more directly, 
including their occurrence, how effectively these processes operate, and 
their overall impact on job performance. Prior research (Kanfer & Acker-
man, 1989) has delineated the basic structure and mechanisms involved in 
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goal striving, including the interdependent processes of self-monitoring 
(monitoring one’s behavior and its consequences), self-evaluation (com-
paring current performance with the desired goal state), and managing 
self-reactions (affective reactions and self-efficacy). One simple way that 
work design might influence the self-monitoring process is by influencing 
how important an outcome is to the incumbent. For example, in deskilled 
jobs, where employees carry out only a small part of the overall task and 
do not receive feedback on how they affect the ultimate outcome, they 
are unlikely to care much about performance beyond meeting minimum 
requirements, which will make them less likely to engage in self-moni-
toring. Work characteristics are also likely to affect self-evaluation. For 
example, Williams, Donovan, and Dodge (2000) found that if there was 
goal-performance discrepancy, athletes tended to maintain or increase 
the goal so long as the perceived factors affecting performance were con-
trollable. Those who lowered their goal tended to perceive factors affect-
ing performance as out of their control. Thus, because work enrichment 
increases the perceived controllability of environment, performance-goal 
discrepancies will have a different and more positive impact on self-regu-
lation than in the case of deskilled work. The third type of self-regulation 
involves self-reactions, both affective judgments (e.g., self-satisfaction) 
and task-specific self-efficacy, which interact with self-monitoring and 
self-regulation to affect decisions about resource allocation. For example, 
a large negative performance discrepancy can result in dissatisfaction. If 
self-efficacy is high, then dissatisfaction is likely to spur a decision to allo-
cate more effort in order to reduce the discrepancy, whereas if self-efficacy 
is low, then there might be little motivation to improve performance (Ban-
dura & Cervone, 1983). We have already discussed the role of job design 
in building self-efficacy, which we suggest here will affect not only goal 
generation but also goal striving.

It is important to remember that these self-regulatory processes them-
selves require attentional effort—effort that can compete with on-task and 
off-task demands. In their model of episodic performance, Beal, Weiss, 
Barros, and MacDermid (2005) proposed two key factors as influencing 
successful self-regulation: regulatory resources and task attentional pull. 
Regulatory resources focus attention and resources on the work task 
rather than being distracted. However, these resources deplete over time, 
making further self-regulation difficult until the resources are renewed 
with time and rest (Muraven & Baumeister, 2000). Evidence suggests, for 
example, that under certain goal-setting conditions, individuals who are 
allowed to take breaks perform better than those who are not allowed to 
take breaks (Doerr, Mitchell, Klastorin, & Brown, 1996; Kanfer et al., 1994). 
Task attentional pull refers to the importance and intrinsic interest of the 
task, and the presence and difficulty of task goals. For example, if the task 
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is intrinsically motivating, then it will be easier for the employees to focus 
on the task rather than be distracted (Beal et al., 2005).

From a work design perspective, jobs can be designed to enhance regu-
latory resources and their replenishment, as well as to enhance task atten-
tional pull. The latter path is quite straightforward since a major thrust 
of work enrichment is making tasks more intrinsically motivating. In 
regard to the former, one way that job characteristics can be important 
is in facilitating replenishment and renewal of regulatory resources. For 
example, jobs with autonomy over work timing allow employees to rest 
when required. Such control over breaks might be especially important 
in situations where high levels of regulatory resources are required, such 
as in complex or emotionally demanding jobs. Job designs that reduce 
off-task distractions, such as interruptions, thoughts about work-family 
issues, negative emotions, stress, or daydreaming due to boredom, will 
also facilitate focus on core tasks, and hence enhance performance.

A further way that job characteristics might affect goal striving is via their 
impact on affect. Affective experiences can create cognitive demand and 
influence resource allocation (Beal et al., 2005). For example, experiencing 
an insult from a customer can result in anger, rumination, and emotion 
regulation strategies such as trying to control one’s anger—all of which 
reduce one’s ability to focus on the core task and deplete regulatory 
resources. Designing jobs that reduce negative affect, such as by allowing 
employees greater control over factors that cause customer complaints, is 
likely to improve employees’ allocation of resources to the core task, and 
to prevent the depletion of regulation resources. Evidence does indeed 
suggest that work design can reduce customer complaints. For example, 
the introduction of semiautonomous work groups in street and pavement 
cleaning increased customer satisfaction (Krause & Dunckel, 2003). Sup-
pressing emotions is a particularly demanding form of emotional regula-
tion (Richards & Gross, 1999, 2000), which further suggests the good sense 
of work designs that reduce sources of negative affect, rather than expect-
ing employees to engage in emotion regulation.

As we proposed in relation to goal generation, it is also likely that work 
characteristics moderate the relationship between motivational states 
and striving (Figure 7.2, moderating path D,), as well as the relationship 
between striving and performance (Figure 7.2, moderating path E). For 
example, in regard to the former, even though one is motivated to do so, one 
might not persist on a task if one has an especially high level of demands. 
In regard to the latter, task complexity is likely to be an important mod-
erating variable. Thus, goal striving is argued to be especially important 
in guiding and sustaining effort when tasks are more complex, novel, and 
require greater attentional resources (Kanfer & Ackerman, 1989). There-
fore, the more complex a job, the greater the relative importance of goal-
striving processes for overall performance. As Beal et al. (2005, p. 1061) 
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suggested, if performance requirements are very complex, requiring more 
cognitive resources, then the cognitive attention required to deal with off-
task demands (such as emotions) draws focus away from the task and 
lowers performance: “People who must engage in multitasking in order 
to successfully perform are perhaps more susceptible to attentionally-
demanding affective experiences.” This means that, when designing jobs, 
one needs to simultaneously consider cognitive and emotional resource 
requirements in order to maximize goal striving.

A final way in which work design might affect goal striving, albeit 
harder to bring about than the processes described above, is through 
changing individuals’ rather more enduring capacities and dispositions 
(Figure 7.2, path F). As already discussed, there is evidence that enriched 
work design, over the long term, can enhance cognitive complexity. Work 
design might similarly affect more stable dispositional attributes of indi-
viduals. For example, work design might fulfill self-determination, com-
petence, and relatedness needs, thereby promoting what Kernis (2000) 
referred to as “secure self-esteem” (e.g., Kernis, Grannemann, & Barclay, 
1992) rather than “fragile self-esteem.” Secure high self-esteem reflects 
positive feelings of self-worth that are well anchored and secure. Indi-
viduals like, value, and accept themselves, “warts and all.” People with a 
fragile high self-esteem are very proud of who they are, feel superior to 
most other people, and are willing and able to defend against threats to 
their positive self-view. They frequently engage in self-promoting activi-
ties, and they constantly seek validation of their worth (one might expect 
to see a stronger performance orientation among such individuals). Kernis 
(2000) argues that fragile self-esteem emerges from “thwarted fundamen-
tal needs,” such as the need for autonomy, competence, and relatedness 
proposed by Ryan and Deci (2000). They therefore suggest fostering the 
emergence of secure high self-esteem by satisfying these fundamental 
psychological needs. As we have already suggested, work characteristics 
like autonomy and skill variety help to fulfill autonomy and competence 
needs, and social work characteristics help to fulfill relatedness needs. 
We propose, therefore, that poor-quality work designs can, in the long 
term, interfere with the development of perceptions of self-worth. This 
perspective relates to the idea in German action theory (summarized in 
Frese & Zapf, 1994) of occupational socialization, in which it is argued that 
a person develops his or her personality through action, and thus that 
work has some influence on the development of personality. It is therefore 
possible that work design affects goal striving via changes in individuals’ 
more enduring traits. However, it is important to note that such a change 
in personality is likely to be more difficult to achieve than changes in 
affect or motivational state, and might only occur when individuals expe-
rience particular job characteristics over the very long term.
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reciprocal influences of Motivation on Work Design

Thus far in this chapter, we have considered employees as relatively pas-
sive recipients of work characteristics. However, the job incumbent can 
influence work characteristics (Ilgen & Hollenbeck, 1991; Parker et al., 
2001). Employees can take a more active role in work design by choosing 
tasks, assigning particular meaning to their tasks or jobs, and negotiating 
different job content, such as greater autonomy or more feedback. Ear-
lier research in this field referred to this process as role innovation (Van 
Maanen & Schein, 1979) and task revision (Staw & Boettger, 1990). Parker 
and colleagues (1997) and Frese and Fay (2001) described this process of 
revising goals and tasks as integral to the display of personal initiative. 
More recently, this process of employees actively shaping their jobs has 
been referred to as job crafting (Wrzensniewski & Dutton, 2001). These 
researchers argued that people craft and shape their jobs to achieve 
meaning and identity in the workplace. This job crafting can be cognitive, 
involving changes in how one sees the job, such as nurses seeing their 
work as being about total patient care, rather than the delivery of high-
quality technical care; and it can be physical, involving changes in task and 
relational boundaries, such as via processes of role and task innovation. 
For example, Morgeson, Delaney-Klinger, and Hemingway (2005) showed 
that secretaries with high cognitive abilities and high job autonomy took 
on more responsibilities, resulting in a broader work role. Employees who 
actively shape their jobs thereby increase their fit to the job, which ben-
efits both the individual and the organization (Latham & Pinder, 2005). In 
addition to shaping their jobs, there is evidence that individuals also self-
select into jobs with characteristics that fit their motivational tendencies 
(Judge, Bono, & Locke, 2000).

However, even though it is well recognized that people can craft and 
shape their jobs, there has been little explicit research on how an individu-
al’s motivational state, goal choices, or striving affect work characteristics 
(Figure 7.2, path Hi, Hii). Latham and Pinder (2005) argued: “As Bandura 
(1997) noted, people are not simply dropped into situations. Research is 
now needed on the ways they choose, create and change job characteris-
tics” (p. 495). For example, as individuals develop greater self-efficacy, or 
as individuals internalize broader organizational goals (identified motiva-
tion), they are likely to seek out greater job autonomy and challenge in their 
work. Positive spirals might arise, such as that proposed by Karasek and 
Theorell (1990) in which an active job promotes learning, which reduces 
perceptions of events as stressful and facilitates more effective coping: 
“Over time, these accumulated learning experiences result in a sense of 
mastery and confidence, which then helps people to cope with strain and 
further frees up their capacity to accept increasingly challenging situations 
that promote more learning and positive personality change, ad infinitum” 
(p. 103). Conversely, excessively narrow and low control jobs will result in 
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negative motivational states (e.g., lowered self-efficacy) and perhaps change 
stable dispositions (e.g., lower one’s aspiration), which in turn mean indi-
viduals are likely to avoid responsibility, set easier goals, and give up in the 
face of obstacles. Karasek and Theorell (1990) proposed a similar negative 
spiral in which jobs with high demands but low control lead to the accu-
mulation of strain that, in turn, means people are less able to take on less 
challenging situations, and learn fewer coping strategies, thereby experi-
encing more strain, ad infinitum. Although there has been recent research 
providing support for some aspects of these spirals (e.g., that work design 
affects self-efficacy and mastery), the pathways in the process from moti-
vation to work characteristics have rarely been investigated.

These dynamic relationships between motivational states, processes, 
and work characteristics are likely to occur over different time spans. For 
example, work design can impact on positive affect, which might have a 
relatively immediate (although perhaps short-lived) effect on job crafting 
consistent with the broaden-and-build theory (Fredrickson, 2001). How-
ever, work design might also affect employees’ level of self-esteem or their 
aspiration (as suggested earlier), which will likely have longer-term and 
more enduring consequences on role innovation and job crafting.

As a final point, it is worth noting that as well as motivation affecting 
actual job characteristics, it may affect the way that work characteristics 
are perceived. Evidence suggests that the same objective situation can be 
perceived differently depending on the motivational structures of differ-
ent people or of individuals at different times. For example, individuals 
with highly activated affiliation goals are particularly sensitive to social 
cues (Pickett, Gardner, & Knowles, 2004). One might expect, therefore, 
motivational states and processes to affect perceptions of jobs, both within 
individuals over time or between individuals. For example, a highly moti-
vated individual with a strong promotion focus and learning orientation 
is perhaps likely to perceive more autonomy in a job than an individual 
with a focus on proving his or her worth by avoiding mistakes.

Summary and a Research Agenda

The main thrust of existing work design research has been to examine 
the effect of job characteristics on motivational states like job satisfac-
tion, intrinsic work motivation, and affective commitment. In this respect, 
there is well-established evidence of the motivating effects of the five core 
job characteristics (autonomy, feedback, skill variety, task identity, and 
task significance), as well as accumulating evidence of the motivating con-
sequences of an extended array of work characteristics, including social 
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work characteristics (e.g., social support) and knowledge work character-
istics (e.g., complexity). Workload demands, at either very low or very high 
levels, are typically associated with lower motivation, and demands such 
as role conflict or role ambiguity also tend to suppress motivation. Emo-
tional demands, such as is present in emotional labor, are increasingly 
prevalent, and there is a need to more routinely include these aspects in 
work design studies so that we better understand their impact on motiva-
tion. We also suggested other work characteristics that are more salient in 
today’s workplaces that can affect employee job satisfaction and motiva-
tion, such as electronic performance monitoring.

Expanding the range of work design variables that are investigated in 
relation to motivational outcomes and other outcomes will enable more 
comprehensive recommendations when it comes to diagnosing and rede-
signing work. Importantly, it will also allow one to more fully understand 
the effects of some of the wider changes occurring in the work context. 
Nevertheless, as well as simply expanding the range of work characteristics 
considered, there is much more scope to consider how they interact with 
each other (e.g., does job control buffer emotional demands in the same 
way as proposed and sometimes demonstrated for workload demands?) 
as well as with individual difference variables. The latter was not a par-
ticular focus in the current chapter (see Parker et al., 2001, for a review and 
extensions relevant here), but it remains important to recognize that the 
effect of work characteristics on motivation is likely to depend on individ-
ual’s personality and ability (path I). Some individual difference variables 
that have been examined in relation to work characteristics include cog-
nitive ability (Morgeson et al., 2005) and proactive personality (Parker & 
Sprigg, 1999). Such individual differences are likely to interact with work 
characteristics not only in their effect on motivational states (path J, as has 
been the focus of traditional research) but also on motivational processes. 
For example, individuals with a proactive personality might set more dif-
ficult goals under conditions of high job autonomy relative to individuals 
with a more passive personality.

Likewise, in the current chapter, we have largely considered work 
design characteristics in isolation from the broader organizational sys-
tems within which they are embedded. It is well known that reward, feed-
back, training, and information systems affect, and are affected by, work 
characteristics (Cordery & Parker, 2007). How these elements interrelate to 
affect motivation needs more attention. Recently, for example, Morgeson 
and colleagues (2006) showed that self-managing teams only increased 
employee ratings of their performance when the contextual conditions 
were poor, suggesting that work enrichment can substitute for context. 
There are therefore many questions surrounding work characteristics in 
relation to the wider organizational systems that warrant attention.
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In recent times, job design research has developed to consider a broader 
array of motivational states, such as psychological empowerment and 
self-efficacy, as mediators of the link between work characteristics and 
outcomes. Although there is quite a large overlap between the states of 
psychological empowerment and the earlier JCM’s critical psychological 
states, the former are proving more tractable. There is now a solid amount 
of evidence that feelings of empowerment arise from work characteris-
tics and in turn affect performance. Importantly, the focus of work design 
research on active, learning-oriented states such as self-efficacy, openness 
to change, and flexible role orientation helps us to understand how work 
characteristics can lead individuals to engage in more proactive and self-
initiated behaviors. We anticipate that as interest in the link between work 
design and an expanded array of outcomes (e.g., creativity, voice, prosocial 
behavior) gains ascendancy, such active learning-oriented motivational 
states will attract even more attention.

Beyond existing developments, we recommend examining how work 
characteristics affect one’s promotion focus, learning orientation, and 
autonomous extrinsic motivation. We believe there is much value to be 
gained by considering these different motivational states and foci because 
of their expected impact on more flexible, creative, and proactive behav-
iors. For example, if it is indeed the case that, at least in the long term, 
enriched work designs promote a stronger learning orientation, this has 
quite profound practical implications. Innovation is important for sur-
vival in today’s increasingly globalized organizations (Miles, Snow, & 
Miles, 2000), and the sorts of behaviors promoted by a strong learning 
orientation—persistence, learning from mistakes, and a willingness to 
experiment—are all likely to be critical in such environments. We also see 
much merit in explicitly thinking about work design in regard to stimu-
lating autonomous extrinsic motivation, in essence, designing work that 
motivates not through changing the intrinsic appeal of tasks but through 
changing its meaning. In general, explicitly considering an expanded set 
of motivational states will allow one to better predict the different behav-
ioral effects of various types of work design; to strengthen the potential 
benefits of work redesign, and the ease of redesign, by attention to pro-
cesses such as internalization; and to make specific design recommenda-
tions to match the desired outcomes.

There are, of course, other potential motivational states that warrant 
attention in relation to job characteristics that we have not discussed 
here. For example, there is evidence that work characteristics can affect 
perceptions of justice. Greater autonomy can result in a stronger sense 
of procedural fairness since employees are given control over the deci-
sion-making process (Elovainio, Kivimaki, & Helkama, 2001). Moreover, 
in our discussion, we have primarily speculated on the potential conse-
quences of job-enriching characteristics for expanded motivational states, 
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but what are the consequences on these states of work characteristics like 
social support or task complexity? We suggested that social work charac-
teristics might be essential for internalization processes, for example, but 
what role do social contact and interdependence play in affecting one’s 
learning orientation and promotion focus?

As well as considering a broader array of motivational states, we fur-
ther recommend closer attention to the behaviors of goal generation and 
goal striving, and how they are affected by work characteristics and their 
interaction. We proposed that, through their impact on motivational states 
as well as nonmotivational states, and through both conscious and uncon-
scious processes, work characteristics affect the extent to which individu-
als pursue goals that are difficult, learning and promotion focused, and 
complex (i.e., higher level, longer term, and more encompassing). Work 
characteristics will also influence the extent to which individuals stay 
focused on goals, rather than being distracted by off-task demands. 
Enriched job content will affect this goal striving through its impact on 
goal generation, as well as more directly. For example, task characteris-
tics like job autonomy will allow workers to remain focused on the task 
without substantial decrements in regulatory resources. We further sug-
gested that work characteristics can play a moderating role, by disrupt-
ing or enhancing the translation of positive motivational states into goal 
generation and striving, or the translation of appropriate goals and goal 
striving into performance.

Inherent within these general propositions are many unanswered ques-
tions. For example: What is the effect on performance of a specific yet 
difficult goal if the job incumbent has little control over the factors that 
allow achievement of the goal? Is the effect of high workload demands on 
self-regulatory processes in the workplace buffered by the level of control, 
as suggested by Karasek’s model? None of these issues, or the broader 
propositions, has had much, if any, attention in the literature. Yet, consid-
ering the relationships between work characteristics and goal generation 
will help to explain when and how work characteristics and job designs 
affect different types of performance. For example, if work designs have 
an affect on goal choice via creating particular self- expectations, it is not 
surprising that the process of work redesign is so difficult and can take 
many years to achieve. An implication would be that work redesign inter-
ventions might need to be coupled with leadership change so that new 
expectations are more readily accepted.

In essence, by incorporating attention to the motivational process of 
goal generation and striving, the challenge of how to design motivating 
work becomes a more focused one—how to design work that motivates 
the setting and acceptance of particular goals as well as persistence and 
striving on these goals. Considering the topic in this way leads to more 
specific questions (and hopefully answers), such as: How does one design 
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work so that individuals stay focused on the core task? Moreover, consid-
ering how work design affects goal generation and goal striving, which 
are relatively proximal behaviors, will lead to a much better understand-
ing of when and how job characteristics ultimately affect more distal per-
formance outcomes, such as efficiency, productivity, and quality. Some of 
the inconsistency in findings linking work design to performance thus far 
(see Parker & Wall, 1998) might be explained by the traditional focus on 
very distal outcomes, which are often influenced by factors outside of an 
individual’s control. In an example of a study adopting our recommended 
focus on more proximal behaviors that are affected by motivation, Morge-
son and colleagues (2006) showed that self-managing teams increased the 
level of team members’ self-reported effort.

How might the research advocated in this chapter develop motivation 
theory? Kanfer’s argument is relevant here: “The most pressing practi-
cal questions associated with these workplace changes do not relate to 
the operation of self-regulatory mechanisms within a single or short-term 
cycle, but rather how personal and contextual factors influence the devel-
opment, use and maintenance of different self regulatory patterns over 
time” (p. 189). Work design is a pertinent contextual factor. Indeed, work 
characteristics such as autonomy, variety, and feedback potentially have 
a dramatic effect on self-regulatory processes because they are sustained 
(and potentially cumulative) influences. In essence, the work characteris-
tics discussed in this chapter are contextual factors that are relevant for the 
motivation of many individuals for most of their work time. We focused 
mostly here on the importance of autonomy (or job control) in relation to 
self-regulation, but other work characteristics (e.g., job demands, social 
support) also need similar attention. Job design is rarely a static interven-
tion. Because individuals adapt, learn, and develop, work redesign initia-
tives such as enrichment typically need to continue to evolve to keep pace 
with enhanced aspirations, skills, and self-efficacy (Parker & Wall, 1998). 
The broader transformation occurring within today’s organizations also 
means that work characteristics are continually open to change. Thus far, 
little is known so far about the self-regulatory processes involved in deal-
ing with change in the workplace, so the type of research advocated in 
this chapter offers a useful framework for such research on the dynamic 
workplace. Indeed, there is as much to be gained for motivation theory by 
considering it in relation to work characteristics as there is to be gained 
for our understanding of work design by drawing on advances in motiva-
tion theory.

RT7451X.indb   270 5/28/08   12:44:15 PM



Designing	Motivating	Jobs	 ��1

References

Aiello, J. R., & Kolb, K. J. (1995). Electronic performance monitoring and social 
context: Impact on productivity and stress. Journal of Applied Psychology, 80, 
339–353.

Ala-Mursula, L., Vahtera, J., Kivimaki, M., Kevin, M. V., & Pentti, J. (2002). Employee 
control over working times: Associations with subjective health and sick-
ness absences. Journal of Epidemiology & Community Health, 56, 272–278.

Alder, G. S., & Ambrose, M. L. (2005). An examination of the effect of comput-
erized performance monitoring feedback on monitoring fairness, perfor-
mance, and satisfaction. Organizational Behavior & Human Decision Processes, 
97, 161–177.

Alge, B. J. (2001). Effects of computer surveillance on perceptions of privacy and 
procedural justice. Journal of Applied Psychology, 86, 797–804.

Alge, B. J., Ballinger, G. A., Tangirala, S., & Oakley, J. L. (2006). Information privacy 
in organizations: Empowering creative and extrarole performance. Journal of 
Applied Psychology, 91, 221–232.

Amabile, T. M. (1982). Children’s artistic creativity: Detrimental effects of compe-
tition in a field setting. Personality and Social Psychology Bulletin, 8, 573–578.

Amabile, T. M., & Gryskiewicz, N. D. (1989). The Creative Environment Scales: 
Work Environment Inventory. Creativity Research Journal, 2, 231–253.

Andrews, J., & Smith, D. C. (1996). In search of the marketing imagination: Factors 
affecting the creativity of marketing programs for mature products. Journal 
of Marketing Research, 33, 174–187.

Aube, C., & Rousseau, V. (2005). Team goal commitment and team effectiveness: 
The role of task interdependence and supportive behaviors. Group Dynamics: 
Theory, Research, and Practice, 9, 189–204.

Axtell, C. M., Holman, D. J., Unsworth, K. L., Wall, T. D., Waterson, P. E., & Har-
rington, E. (2000). Shopfloor innovation: Facilitating the suggestion and 
implementation of ideas. Journal of Occupational and Organizational Psychol-
ogy, 73, 265–285.

Axtell, C. M., & Parker, S. K. (2003). Promoting role breadth self-efficacy through 
involvement, work redesign and training. Human Relations, 56, 112–131.

Baer, M., & Oldham, G. R. (2006). The curvilinear relation between experienced 
creative time pressure and creativity: Moderating effects of support, sup-
port for creativity and openness to experience. Journal of Applied Psychology, 
91, 963–970.

Bailyn, L., & Harrington, M. (2004). Redesigning work for work-family integra-
tion. Community, Work & Family, 7, 197–208.

Bakker, A. B., Demerouti, E., & Euwema, M. C. (2005). Job resources buffer the 
impact of job demands on burnout. Journal of Occupational Health Psychology, 
10, 170–180.

Baltes, B. B., Briggs, T. E., Huff, J. W., Wright, J. A., & Neuman, G. A. (1999). Flexible 
and compressed workweek schedules: A meta-analysis of their effects on 
work-related criteria. Journal of Applied Psychology, 84, 496–513.

Bandura, A. (1982). Self-efficacy mechanism in human agency. American Psycholo-
gist, 37, 122–147.

RT7451X.indb   271 5/28/08   12:44:15 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Bandura, A., & Cervone, D. (1983). Self-evaluative and self-efficacy mechanisms 
governing the motivational effects of goal systems. Journal of Personality and 
Social Psychology, 45, 1017–1028.

Bargh, J. A., & Chartrand, L. C. (1999). The unbearable automaticity of being. 
American Psychologist, 54, 462–479.

Barker, J. R. (1993). Tightening the iron cage: Concertive control in self-managing 
teams. Administrative Science Quarterly, 38, 408–437.

Batt, R., & Valcour, P. (2003). Human resources practices as predictors of work-
family outcomes and employee turnover. Industrial Relations: A Journal of 
Economy & Society, 42, 189–220.

Beal, D. J., Weiss, H. M., Barros, E., & MacDermid, S. M. (2005). An episodic pro-
cess model of affective influences on performance. Journal of Applied Psychol-
ogy, 90, 1054–1068.

Behson, S. J., Eddy, E. R., & Lorenzet, S. J. (2000). The importance of the critical 
psychological states in the job characteristics model: A meta-analytic and 
structural equations modeling examination. Current Research in Social Psy-
chology, 5, 170–189.

Brousseau, K. R. (1978). Personality and job experience. Organizational Behavior & 
Human Performance, 22, 235–252.

Buessing, A., & Glaser, J. (1999). Work stressors in nursing in the course of rede-
sign: Implications for burnout and interactional stress. European Journal of 
Work and Organizational Psychology, vol. 8. 401–426.

Burr, R., & Cordery, J. L. (2001). Self-management efficacy as a mediator of the 
relation between job design and employee motivation. Human Performance, 
14, 27–44.

Butler, A. B., Grzywacz, J. G., Bass, B. L., & Linney, K. D. (2005). Extending the 
demands-control model: A daily diary study of job characteristics, work-
family conflict and work-family facilitation. Journal of Occupational and Orga-
nizational Psychology, 78, 155–169.

Button, S. B., Mathieu, J. E., & Zajac, D. M. (1996). Goal orientation in organiza-
tional research: A conceptual and empirical foundation. Organizational 
Behavior and Human Decision Making Processes, 67, 26–48.

Campbell, D. J., & Pritchard, R. (1976). Motivation theory in industrial and orga-
nizational psychology. In M. D. Dunnette (Ed.), Handbook of industrial and 
organizational psychology (pp. 63–130). Chicago: Rand McNally.

Campion, M. A. (1988). Interdisciplinary approaches to job design: A constructive 
replication with extensions. Journal of Applied Psychology, 73, 467–481.

Campion, M. A. (1989). Ability requirement implications of job design: An inter-
disciplinary perspective. Personnel Psychology, 42, 1–24.

Campion, M. A., & Berger, C. J. (1990). Conceptual integration and empirical 
test of job design and compensation relationships. Personnel Psychology, 43, 
525–553.

Campion, M. A., & McClelland, C. L. (1991). Interdisciplinary examination of the 
costs and benefits of enlarged jobs: A job design quasi-experiment. Journal of 
Applied Psychology, 76, 186–198.

Campion, M. A., & McClelland, C. L. (1993). Follow-up and extension of the inter-
disciplinary costs and benefits of enlarged jobs. Journal of Applied Psychology, 
78, 339–351.

RT7451X.indb   272 5/28/08   12:44:16 PM



Designing	Motivating	Jobs	 ���

Campion, M. A., Papper, E. M., & Medsker, G. J. (1996). Relations between work 
team characteristics and effectiveness: A replication and extension. Person-
nel Psychology, 49, 429–452.

Campion, M. A., & Stevens, M. J. (1991). Neglected questions in job design: How 
people design jobs, task job predictability, and influence of training. Journal 
of Business & Psychology, 6, 169–191.

Campion, M. A., & Thayer, P. W. (1985). Development and field evaluation of an 
interdisciplinary measure of job design. Journal of Applied Psychology, 70, 
29–43.

Campion, M. A., & Thayer, P. W. (1987). Job design: Approaches, outcomes, and 
trade-offs. Organizational Dynamics, 15, 66–79.

Carayon, P. (1994). Effects of electronic performance monitoring on job design and 
worker stress: Results of two studies. International Journal of Human-Com-
puter Interaction, 6, 177–190.

Chen, G., & Kanfer, R. (2006). Toward a systems theory of motivated behavior in 
work teams. Research in Organizational Behavior, 27, 223–267.

Chen, G., & Klimoski, R. J. (2003). The impact of expectations on newcomer perfor-
mance in teams as mediated by work characteristics, social exchanges, and 
empowerment. Academy of Management Journal, 46, 591–607.

Chen, G., Thomas, B., & Wallace, J. (2005). A multilevel examination of the rela-
tionships among training outcomes, mediating regulatory processes, and 
adaptive performance. Journal of Applied Psychology, 90, 827–841.

Cherns, A. (1976). The principles of sociotechnical design. Human Relations, 29, 
783–792.

Cherns, A. (1987). Principles of sociotechnical design revisted. Human Relations, 
40, 153–162.

Conger, J. A., & Kanungo, R. N. (1988). The empowerment process: Integrating 
theory and practice. Academy of Management Review, 13, 471–482.

Cordery, J. & Parker, S. K. (2007). Work organization. In P. Boxall, J. Purcell, & P. 
Wright (Eds.), Oxford handbook of human resource management. Oxford: Oxford 
University Press.

Cordes, C. L., & Dougherty, T. W. (1993). A review and an integration of research 
on job burnout. Academy of Management Review, 18, 621–656.

Corsun, D. L., & Enz, C. A. (1999). Predicting psychological empowerment among 
service workers: The effect of support-based relationships. Human Relations, 
52, 205–224.

Cunningham, C. E., Woodward, C. A., Shannon, H. S., MacIntosh, J., Lendrum, B., 
Rosenbloom, D., et al. (2002). Readiness for organizational change: A longi-
tudinal study of workplace, psychological and behavioural correlates. Jour-
nal of Occupational & Organizational Psychology, 75, 377–392.

Deci, E. L., Connell, J. P., & Ryan, R. M. (1989). Self-determination in a work orga-
nization. Journal of Applied Psychology, 74, 580–590.

De Jong, J. P. J., & Kemp, R. (2003). Determinants of co-workers innovative behav-
iour: An investigation into knowledge intensive services. International Jour-
nal of Innovation Management, 7, 189–212.

de Lange, A. H., Taris, T. W., Kompier, M. A. J., Houtman, I. L. D., & Bongers, P. 
M. (2003). “The very best of the millennium”: Longitudinal research and the 
demand-control-(support) model. Journal of Occupational Health Psychology, 
8, 282–305.

RT7451X.indb   273 5/28/08   12:44:16 PM



���	 Work	Motivation:	Past,	Present,	and	Future

DeShon, R. P., & Gillespie, J. Z. (2005). A motivated action theory account of goal 
orientation. Journal of Applied Psychology, 90, 1096–1127.

DeShon, R. P., Kozlowski, S. W., Schmidt, A. M., Milner, K. R., & Wiechmann, D. 
(2004). A multiple-goal, multilevel model of feedback effects on the regula-
tion of individual and team performance. Journal of Applied Psychology, 89, 
1035–1056.

Diefendorff, J. M., & Richard, E. M. (2003). Antecedents and consequences of emo-
tional display rule perceptions. Journal of Applied Psychology, 88, 284–294.

Doerr, K. H., Mitchell, T. R., Klastorin, T. D., & Brown, K. A. (1996). Impact of mate-
rial flow policies and goals on job outcomes. Journal of Applied Psychology, 81, 
142–152.

Dollard, M. F., Dormann, C., Boyd, C. M., Winefield, H. R., & Winefield, A. H. 
(2003). Unique aspects of stress in human service work. Australian Psycholo-
gist, 38, 84–91.

Dollard, M. F., Winefield, H. R., Winefield, A. H., & Jonge, J. D. (2000). Psychosocial 
job strain and productivity in human service workers: A test of the demand-
control-support model. Journal of Occupational & Organizational Psychology, 
73, 501–510.

Dorenbosch, L., van Engen, M. L., & Verhagen, M. (2005). On-the-job innovation: 
The impact of job design and human resource management through pro-
duction ownership. Creativity & Innovation Management, 14, 129–141.

Dormann, C., & Zapf, D. (1999). Social support, social stressors at work, and 
depressive symptoms: Testing for main and moderating effects with struc-
tural equations in a three-wave longitudinal study. Journal of Applied Psy-
chology, 84, 874–884.

Douthitt, E. A., & Aiello, J. R. (2001). The role of participation and control in the 
effects of computer monitoring on fairness perceptions, task satisfaction, 
and performance. Journal of Applied Psychology, 86, 867–874.

Dragoni, L. (2005). Understanding the emergence of state goal orientation in orga-
nizational work groups: The role of leadership and multilevel climate per-
ceptions. Journal of Applied Psychology, 90, 1084–1095.

Durham, C. C., Knight, D., & Locke, E. A. (1997). Effects of leader role, team-set 
goal difficulty, efficacy, and tactics on team effectiveness. Organizational 
Behavior and Human Decision Processes, 72, 203–231.

Dweck, C. S. (1986). Motivational processes affecting learning. American Psycholo-
gist, 41, 1040–1048.

Dweck, C. S. (1989). Motivation. In A. Lesgold & R. Glaser (Eds.), Foundations for a 
psychology of education (pp. 87–136). Hillsdale, NJ: Erlbaum.

Dweck, C. S. (1999). Self-theories: Their role in motivation, personality, and development. 
New York: Psychology Press.

Edwards, J. R., Scully, J. A., & Brtek, M. D. (1999). The measurement of work: Hier-
achical representation of the Multimethod Job Design Questionnaire. Per-
sonnel Psychology, 52, 305–334.

Edwards, J. R., Scully, J. A., & Brtek, M. D. (2000). The nature and outcomes of 
work: A replication and extension of interdisciplinary work-design research. 
Journal of Applied Psychology, 85, 860–868.

Elliot, A. J., & Harackiewicz, J. M. (1994). Goal setting, achievement orientation, 
and intrinsic motivation: A mediational analysis. Journal of Personality and 
Social Psychology, 66, 968–980.

RT7451X.indb   274 5/28/08   12:44:16 PM



Designing	Motivating	Jobs	 ���

Elliott, E. S., & Dweck, C. S. (1988). Goals: An approach to motivation and achieve-
ment. Journal of Personality and Social Psychology, 54, 5–12.

Elovainio, M., Kivimaki, M., & Helkama, K. (2001). Organizational justice evalu-
ations, job control, and occupational strain. Journal of Applied Psychology, 86, 
418–424.

Fay, D., & Sonnentag, S. (2002). Rethinking the effects of stressors: A longitudi-
nal study on personal initiative. Journal of Occupational Health Psychology, 7, 
221–234.

Fisher, C. D. (2002). Antecedents and consequences of real-time affective reactions 
at work. Motivation and Emotion, 26, 3–30.

Ford, J. K., Smith, E. M., Weissbein, D. A., Gully, S. M., & Salas, E. (1998). Relation-
ships of goal orientation, metacognitive activity, and practice strategies with 
learning outcomes and transfer. Journal of Applied Psychology, 83, 218–233.

Fredrickson, B. L. (2001). The role of positive emotions in positive psychology: 
The broaden-and-build theory of positive emotions. American Psychologist, 
56, 218–226.

Freitas, A. L., Liberman, N., Salovey, P., & Higgins, E. (2002). When to begin? Reg-
ulatory focus and initiating goal pursuit. Personality and Social Psychology 
Bulletin, 28, 121–130.

Frese, M. (1999). Social support as a moderator of the relationship between work 
stressors and psychological dysfunctioning: A longitudinal study with 
objective measures. Journal of Occupational Health Psychology, 4, 179–192.

Frese, M., & Fay, D. (2001). Personal initiative: An active performance concept for 
work in the 21st century. Research in Organizational Behavior, 23, 133–187.

Frese, M., Garst, H., & Fay, D. (2007). Making things happen: Reciprocal relation-
ships between work characteristics and personal initiative (PI) in a four-
wave longitudinal structural equation mode. Journal of Applied Psychology, 
92, 1084–1102. .

Frese, M., Kring, W., Soose, A., & Zemple, J. (1996). Personal initiative at work: Dif-
ferences between East and West Germany. Academy of Management Journal, 
39, 37–63.

Frese, M., & Zapf, D. (1994). Action as the core of work psychology: A German 
approach. In H. C. Triandis, M. D. Dunnette & L. M. Hough (Eds.), Handbook 
of industrial and organizational psychology (2nd ed., Vol. 4, pp. 271–340). Palo 
Alto, CA: Consulting Psychologist Press.

Fried, Y., & Ferris, G. R. (1987). The validity of the job characteristics model: A 
review and meta-analysis. Personnel Psychology, 40, 287–322.

Friedman, R. S., & Foerster, J. (2001). The effects of promotion and prevention cues 
on creativity. Journal of Personality and Social Psychology, 81, 1001–1013.

Friedman, R. S., & Foerster, J. (2005). Effects of motivational cues on perceptual 
asymmetry: Implications for creativity and analytical problem solving. Jour-
nal of Personality and Social Psychology, 88, 263–275.

Gagné, M., & Deci, E. L. (2005). Self-determination theory and work motivation. 
Journal of Organizational Behavior, 26, 331–362.

Gagné, M., Senecal, C. B., & Koestner, R. (1997). Proximal job characteristics, feel-
ings of empowerment, and intrinsic motivation: A multidimensional model. 
Journal of Applied Social Psychology, 27, 1222–1240.

Gist, M. E., & Mitchell, T. R. (1992). Self-efficacy: A theoretical analysis of its deter-
minants and malleability. Academy of Management Review, 17, 183–211.

RT7451X.indb   275 5/28/08   12:44:17 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Gollwitzer, P. M. (1999). Implementation intentions: Strong effects of simple plans. 
American Psychologist, 54, 493–503.

Grandey, A. A., Dickter, D. N., & Sin, H.-P. (2004). The customer is not always right: 
Customer aggression and emotion regulation of service employees. Journal 
of Organizational Behavior, 25, 397–418.

Grandey, A. A., Fisk, G. M., & Steiner, D. D. (2005). Must ‘service with smile’ be 
stressful? The moderating role of personal control for American and French 
employees. Journal of Applied Psychology, 90, 893–904.

Grant, A. M. (2008). The significance of task significance: Job performance efforts, 
relational mechanisms, and boundary conditions. Journal of Applied Psychol-
ogy, 93, 108–129.

Grant, A. M. (2007). Relational job design and the motivation to make a prosocial 
difference. Academy of Management Review, 32, 393–417.

Grant, A. M., Campbell, E. M., Chen, G., Cottone, K., Lapedis, D., & Lee, K. (2007). 
Impact and the art of motivation maintenance: The effects of contact with 
beneficiaries on persistence behavior. Organizational Behavior and Human 
Decision Processes, 103, 53–67.

Grolnick, W. S., & Ryan, R. M. (1987). Autonomy in children’s learning: An experi-
mental and individual difference investigation. Journal of Personality & Social 
Psychology, 52, 890–898.

Grzywacz, J. G., & Butler, A. B. (2005). The impact of job characteristics on work-
to-family facilitation: Testing a theory and distinguishing a construct. Jour-
nal of Occupational Health Psychology, 10, 97–109.

Hacker, W. (2003). Action regulation theory: A practical tool for the design of 
modern work processes? European Journal of Work & Organizational Psychol-
ogy, 12, 105–130.

Hackman, J. R., & Oldham, G. R. (1975). Development of the Job Diagnostic Sur-
vey. Journal of Applied Psychology, 60, 159–170.

Hackman, J. R., & Oldham, G. R. (1976). Motivation through the design of work: 
Test of a theory. Organizational Behavior & Human Performance, 16, 250–279.

Heller, D., & Watson, D. (2005). The dynamic spillover of satisfaction between 
work and marriage: The role of time and mood. Journal of Applied Psychology, 
90, 1273–1279.

Herzberg, F. (1974). Work and the nature of man. London: Crosby Lockwood Staples.
Herzberg, F., Mausner, B., & Snyderman, B. (1959). The motivation to work. New 

York: Wiley.
Heuven, E., & Bakker, A. B. (2003). Emotional dissonance and burnout among 

cabin attendants. European Journal of Work & Organizational Psychology, 12, 
81–100.

Higgins, E. T. (1996). Ideals, oughts, and regulatory focus. In P. M. Gollwitzer & 
J. A. Bargh (Eds.), The psychology of action: Linking motivation to behavior (pp. 
91–114). New York: Guilford Press.

Hill, E. J., Ferris, M., & Martinson, V. (2003). Does it matter where you work? A 
comparison of how three work venues (traditional office, virtual office, and 
home office) influence aspects of work and personal/family life. Journal of 
Vocational Behavior, 63, 220–241.

Holman, D., Chissick, C., & Totterdell, P. (2002). The effects of performance moni-
toring on emotional labor and well-being in call centers. Motivation and Emo-
tion, 26, 57–81.

RT7451X.indb   276 5/28/08   12:44:17 PM



Designing	Motivating	Jobs	 ���

Hulin, C. L., & Smith, P. A. (1967). An empirical investigation of two implications 
of the two-factor theory of job satisfaction. Journal of Applied Psychology, 51, 
396–402.

Ilardi, B. C., Leone, D., Kasser, R., & Ryan, R. M. (1993). Employee and supervi-
sor ratings of motivation: Main effects and discrepancies associated with 
job satisfaction and adjustment in a factory setting. Journal of Applied Social 
Psychology, 23, 1789–1805.

Ilgen, D. R., & Hollenbeck, J. R. (1991). The structure of work: Job design and roles. 
In M. D. Dunnette & L. M. Hough (Eds.), Handbook of industrial and organi-
zational psychology (2nd ed., Vol. 2, pp. 16–207). Palo Alto, CA: Consulting 
Psychologists Press.

Jackson, P. R., & Martin, R. (1996). Impact of just-in-time on job content, employee 
attitudes and well-being: A longitudinal study. Ergonomics, 39, 1–16.

Jackson, P. R., & Mullarkey, S. (2000). Lean production teams and health in gar-
ment manufacture. Journal of Occupational Health Psychology, 5, 231–245.

Janssen, O. (2001). Fairness perceptions as a moderator in the curvilinear rela-
tionships between job demands, and job performance and job satisfaction. 
Academy of Management Journal, 44, 1039–1050.

Janssen, O., & Van Yperen, N. W. (2004). Employees’ goal orientations, the quality 
of leader-member exchange, and the outcomes of job performance and job 
satisfaction. Academy of Management Journal, 47, 368–384.

Judge, T. A., Bono, J. E., & Locke, E. A. (2000). Personality and job satisfaction: 
The mediating role of job characteristics. Journal of Applied Psychology, 85, 
237–249.

Kanfer, R. (1987). Task-specific motivation: An integrative approach to issues of 
measurement, mechanisms, processes, and determinants. Journal of Social & 
Clinical Psychology, 5, 237–264.

Kanfer, R. (1990). Motivation theory and industrial and organizational psychol-
ogy. In M. D. Dunnette & L. M. Hough (Eds.), Handbook of industrial and 
organizational psychology (2nd ed., pp. 75–170). Palo Alto, CA: Consulting Psy-
chologists Press.

Kanfer, R. (2005). Self-regulation research in work and I/O psychology. Applied 
Psychology: An International Review, 54, 186–191.

Kanfer, R., & Ackerman, P. L. (1989). Motivation and cognitive abilities: An inte-
grative/aptitude-treatment interaction approach to skill acquisition. Journal 
of Applied Psychology, 74, 657–690.

Kanfer, R., Ackerman, P. L., Murtha, T. C., Dugdale, B., et al. (1994). Goal setting, 
conditions of practice, and task performance: A resource allocation perspec-
tive. Journal of Applied Psychology, 79, 826–835.

Karasek, R. (1979). Job demands, job decision latitude, and mental strain: Implica-
tions for job redesign. Administrative Science Quarterly, 24, 285–306.

Karasek, R., & Theorell, T. (1990). Healthy work: Stress, productivity, and the recon-
struction of working life. New York: Basic Books.

Kauffeld, S., Jonas, E., & Frey, D. (2004). Effects of a flexible work-time design on 
employee- and company-related aims. European Journal of Work & Organiza-
tional Psychology, 13, 79–100.

Kernis, M. H. (2000). Substitute needs and the distinction between fragile and 
secure high self-esteem. Psychological Inquiry, 11, 298–300.

RT7451X.indb   277 5/28/08   12:44:17 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Kernis, M. H., Grannemann, B. D., & Barclay, L. C. (1992). Stability of self-esteem: 
Assessment, correlates, and excuse making. Journal of Personality, 60, 
621–644.

Kirkman, B. L., & Rosen, B. (1999). Beyond self-management: Antecedents and 
consequences of team empowerment. Academy of Management Journal, 42, 
58–74.

Kirkman, B. L., Rosen, B., Tesluk, P. E., & Gibson, C. B. (2004). The impact of team 
empowerment on virtual team performance: The moderating role of face-to-
face interaction. Academy of Management Journal, 47, 175–192.

Klein, H. J., Wesson, M. J., Hollenbeck, J. R., & Alge, B. J. (1999). Goal commitment 
and the goal-setting process: Conceptual clarification and empirical synthe-
sis. Journal of Applied Psychology, 84, 885–896.

Koestner, R., & Losier, G. F. (2002). Distinguishing three ways of being highly 
motivated: A closer look at introjection, identification, and intrinsic moti-
vation. In E. L. Deci and R. M. Ryan (Eds.), Handbook of self-determination 
research (pp. 101–121). New York: University of Rochester Press.

Kohn, M. L., & Schooler, C. (1978). The reciprocal effects of the substantive com-
plexity of work and intellectual flexibility: A longitudinal assessment. 
American Journal of Sociology, 84, 24–52.

Krause, A., & Dunckel, H. (2003). Work design and customer satisfaction—Effects 
of the implementation of semi-autonomous group work on customer satis-
faction considering employee satisfaction and group performance. Zeitschrift 
fur Arbeits- und Organisationspsychologie, 47, 182–193.

Kurland, N. B., & Bailey, D. E. (1999). Telework: The advantages and challenges of 
working here, there, anywhere, and anytime. Organizational Dynamics, 28, 
53–68.

Langfred, C. W. (2004). Too much of a good thing? Negative effects of high trust 
and individual autonomy in self-managing teams. Academy of Management 
Journal, 47, 385–399.

Langfred, C. W., & Moye, N. A. (2004). Effects of task autonomy on performance: 
An extended model considering motivational, informational, and structural 
mechanisms. Journal of Applied Psychology, 89, 934–945.

Latham, G. P., & Pinder, C. C. (2005). Work motivation theory and research at the 
dawn of the twenty-first century. Annual Review of Psychology, 56, 485–516.

Leach, D. J., Wall, T. D., Rogelberg, S. G., & Jackson, P. R. (2005). Team autonomy, 
performance, and member job strain: Uncovering the Teamwork KSA Link. 
Applied Psychology: An International Review, 54, 1–24.

LePine, J. A., Podsakoff, N. P., & LePine, M. A. (2005). A meta-analytic test of the 
challenge stress-hindrance stress framework: An explanation for inconsis-
tent relationships between stressors and performance. Academy of Manage-
ment Journal, 48, 764–775.

LePine, J. A., & Van Dyne, L. (1998). Predicting voice behavior in work groups. 
Journal of Applied Psychology, 83, 853–868.

Lewig, K. A., & Dollard, M. F. (2003). Emotional dissonance, emotional exhaus-
tion and job satisfaction in call centre workers. European Journal of Work and 
Organizational Psychology, 12, 366–392.

RT7451X.indb   278 5/28/08   12:44:17 PM



Designing	Motivating	Jobs	 ���

Liden, R. C., Wayne, S. J., & Sparrowe, R. T. (2000). An examination of the mediat-
ing role of psychological empowerment on the relations between the job, 
interpersonal relationships, and work outcomes. Journal of Applied Psychol-
ogy, 85, 407–416.

Locke, E. A. (1973). Satisfiers and dissatisfiers among white-collar and blue-collar 
employees. Journal of Applied Psychology, 58, 67–76.

Locke, E. A. (1996). Motivation through conscious goal setting. Applied & Preven-
tive Psychology, 5, 117–124.

Locke, E. A., & Latham, G. P. (1990). A theory of goal setting & task performance. NJ: 
Prentice-Hall.

Loher, B. T., Noe, R. A., Moeller, N. L., & Fitzgerald, M. P. (1985). A meta-analysis 
of the relation of job characteristics to job satisfaction. Journal of Applied Psy-
chology, 70, 280–289.

Madjar, N., Oldham, G. R., & Pratt, M. G. (2002). There’s no place like home? The 
contributions of work and nonwork creativity support to employees’ cre-
ative performance. Academy of Management Journal, 45, 757–767.

Marks, M. A., Mathieu, J. E., & Zaccaro, S. J. (2001). A temporally based frame-
work and taxonomy of team processes. Academy of Management Review, 26, 
356–376.

Marshall, N. L., Barnett, R. C., & Sayer, A. (1997). The changing workforce, job 
stress, and psychological distress. Journal of Occupational Health Psychology, 
2, 99–107.

McGraw, K. O., & McCullers, J. C. (1979). Evidence of a detrimental effect of extrin-
sic incentives on breaking a mental set. Journal of Experimental Social Psychol-
ogy, 15, 285–294.

Meyer, J. P., Becker, T. E., & Vandenberghe, C. (2004). Employee commitment and 
motivation: A conceptual analysis and integrative model. Journal of Applied 
Psychology, 89, 991–1007.

Mikkelsen, A., Ogaard, T., & Landsbergis, P. (2005). The effects of new dimensions 
of psychological job demands and job control on active learning and occupa-
tional health. Work & Stress, 19, 153–175.

Miles, R. E., Snow, C. C., & Miles, G. (2000). The future.org. Long Range Planning: 
International Journal of Strategic Management, 33, 300–321.

Mischel, W. (1973). Toward a cognitive social learning reconceptualization of per-
sonality. Psychological Review, 80, 252–283.

Morgeson, F. P., & Campion, M. A. (2002). Minimizing tradeoffs when redesigning 
work: Evidence from a longitudinal quasi-experiment. Personnel Psychology, 
55, 589–612.

Morgeson, F. P., & Campion, M. A. (2003). Work design. In W. C. Borman, D. R. 
Ilgen & R. J. Klimoski (Eds.), Handbook of psychology: Industrial and organiza-
tional psychology (Vol. 12, pp. 423–452). New York: John Wiley & Sons.

Morgeson, F. P., Delaney-Klinger, K., & Hemingway, M. A. (2005). The importance 
of job autonomy, cognitive ability, and job-related skill for predicting role 
breadth and job performance. Journal of Applied Psychology, 90, 399–406.

Morgeson, F. P., & Humphrey, S. E. (2006). The Work Design Questionnaire (WDQ): 
Developing and validating a comprehensive measure for assessing job 
design and the nature of work. Journal of Applied Psychology, 91, 1321–1339.

RT7451X.indb   279 5/28/08   12:44:18 PM



��0	 Work	Motivation:	Past,	Present,	and	Future

Morgeson, F. P., Johnson, M. D., Campion, M. A., Medsker, G. J., & Mumford, T. 
V. (2006). Understanding reactions to job redesign: A quasi-experimental 
investigation of the moderating effects of organizational context on percep-
tions of performance behavior. Personnel Psychology, 59, 333–363.

Morrison, E. W., & Phelps, C. C. (1999). Taking charge at work: Extrarole efforts to 
initiate workplace change. Academy of Management Journal, 42, 403–419.

Muraven, M., & Baumeister, R. F. (2000). Self-regulation and depletion of limited 
resources: Does self-control resemble a muscle? Psychological Bulletin, 126, 
247–259.

Naylor, J. C., Pritchard, R. D., & Ilgen, D. R. (1980). A theory of behavior in organiza-
tions. New York: Academic Press. 

Nebeker, D. M., & Tatum, B. C. (1993). The effects of computer monitoring, stan-
dards, and rewards on work performance, job satisfaction, and stress. Jour-
nal of Applied Social Psychology, 23, 508–536.

Niepce, W., & Molleman, E. (1998). Work design issues in lean production from a 
sociotechnical systems perspective: Neo-Taylorism or the next step in socio-
technical design? Human Relations, 51, 259–287.

Ohly, S., Sonnentag, S., & Pluntke, F. (2006). Routinization, work characteristics, 
and their relationships with creative and proactive behaviors. Journal of 
Organizational Behavior, 27, 257–279.

Oldham, G. R. (1996). Job design. In C. L. Cooper & I. T. Robertson (Eds.), International 
review of industrial and organizational psychology (pp. 33–60). Chichester: Wiley.

Oldham, G. R., & Cummings, A. (1996). Employee creativity: Personal and contex-
tual factors at work. Academy of Management Journal, 39, 607–634.

Parasuraman, S., & Simmers, C. (2001). Type of employment, work-family conflict 
and well-being: A comparative study. Journal of Organizational Behavior, 22, 
551–568.

Parker, S. K. (1998). Enhancing role breadth self-efficacy: The roles of job enrich-
ment and other organizational interventions. Journal of Applied Psychology, 
83, 835–852.

Parker, S. K. (2003). Longitudinal effects of lean production on employee outcomes 
and the mediating role of work characteristics. Journal of Applied Psychology, 
88, 620–634.

Parker, S. K., & Axtell, C. M. (2001). Seeing another viewpoint: Antecedents and 
outcomes of employee perspective taking. Academy of Management Journal, 
44, 1085–1100.

Parker, S. K., Axtell, C. M., & Turner, N. (2001). Designing a safer workplace: 
Importance of job autonomy, communication quality, and supportive super-
visors. Journal of Occupational Health Psychology, 6, 211–228.

Parker, S. K., Chmiel, N., & Wall, T. D. (1997). Work characteristics and employee 
well-being within a context of strategic downsizing. Journal of Occupational 
Health Psychology, 2, 289–303.

Parker, S. K., & Collins, C. (2005). Proving oneself or developing oneself? How goal 
orientations relate to proactive behavior at work. Paper presented at the 6th Aus-
tralian Industrial and Organizational Psychology Conference, Gold Coast.

Parker, S. K., Griffin, M. A., Sprigg, C. A., & Wall, T. D. (2002). Effect of temporary 
contracts on perceived work characteristics and job strain: A longitudinal 
study. Personnel Psychology, 55, 689–719.

RT7451X.indb   280 5/28/08   12:44:18 PM



Designing	Motivating	Jobs	 ��1

Parker, S. K., & Sprigg, C. A. (1999). Minimizing strain and maximizing learning: 
The role of job demands, job control, and proactive personality. Journal of 
Applied Psychology, 84, 925–939.

Parker, S. K., Turner, N., & Griffin, M. A. (2003). Designing healthy work. In D. A. 
Hofmann & L. E. Tetrick (Eds.), Health and safety in organizations: A multilevel 
perspective. San Francisco: Jossey-Bass.

Parker, S. K., & Wall, T. D. (1998). Job and work design. London: Sage.
Parker, S. K., & Wall, T. D. (2001). Work design: Learning from the past and mapping 

a new terrain. In N. Anderson, D. Ones, H. K. Sinangil, & C. Viswesvaran 
(Eds.), Handbook of industrial, work and organizational psychology. Thousand 
Oaks, CA: Sage Publications.

Parker, S. K., Wall, T. D., & Cordery, J. L. (2001). Future work design research and 
practice: Towards an elaborated model of work design. Journal of Occupa-
tional & Organizational Psychology, 74, 413–440.

Parker, S. K., Wall, T. D., & Jackson, P. R. (1997). “That’s not my job”: Develop-
ing flexible employee work orientations. Academy of Management Journal, 40, 
899–929.

Parker, S. K., Williams, H. M., & Turner, N. (2006). Modeling the antecedents of 
proactive behavior at work. Journal of Applied Psychology, vol. 91, 636–652.

Paul, J. P., Robertson, K. B., & Herzberg, F. (1969). Job enrichment pays off. Harvard 
Business Review, 47, 61–78.

Payne, S. C., Youngcourt, S. S., & Beaubien, J. M. (2007). A meta-analytic 
examination of the goal-orientation nomological net. Journal of Applied 
Psychology, 92, 128–150.

Peters, L. H., & O’Connor, E. J. (1980). Situational constraints and work outcomes: 
The influence of a frequently overlooked construct. Academy of Management 
Review, 5, 391–397.

Pickett, C. L., Gardner, W. L., & Knowles, M. (2004). Getting a cue: The need to 
belong and enhanced sensitivity to social cues. Personality and Social Psychol-
ogy Bulletin, 30, 1095–1107.

Pinder, C. C. (1984). Work motivation. Theory, issues and applications. Glenview, IL: 
Scott, Foresman & Co.

Porter, L. W., & Lawler, E. E. (1968). Managerial attitudes and performance. Home-
wood, IL: Irwin.

Rau, B. L., & Hyland, M. M. (2002). Role conflict and flexible work arrangements: 
The effects on applicant attraction. Personnel Psychology, 55, 111–136.

Rau, R. (2004). Job design promoting personal development and health. Zeitschrift 
fur Arbeits- und Organisationspsychologie, 48, 181–192.

Rau, R., Georgiades, A., Fredrikson, M., Lemne, C., & de Faire, U. (2001). Psychoso-
cial work characteristics and perceived control in relation to cardiovascular 
rewind at night. Journal of Occupational Health Psychology, 6, 171–181.

Richards, J. M., & Gross, J. J. (1999). Composure at any cost? The cognitive conse-
quences of emotion suppression. Personality and Social Psychology Bulletin, 25, 
1033–1044.

Richards, J. M., & Gross, J. J. (2000). Emotion regulation and memory: The cogni-
tive costs of keeping one’s cool. Journal of Personality and Social Psychology, 
79, 410–424.

Roberts, K. H., & Glick, W. (1981). The job characteristics approach to task design: 
A critical review. Journal of Applied Psychology, 66, 193–217.

RT7451X.indb   281 5/28/08   12:44:18 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Ryan, R. M., & Deci, E. L. (2000). Self-determination theory and the facilitation of 
intrinsic motivation, social development, and well-being. American Psycholo-
gist, 55, 68–78.

Saavedra, R., & Kwun, S. K. (2000). Affective states in job characteristic theory. 
Journal of Organizational Behavior, 21, 131–146.

Sagie, A., & Koslowsky, M. (1998). Extra- and intra-organizational work values and 
behavior: A multiple-level model. In C. L. Cooper & D. M. Rousseau (Eds.), 
Trends in organizational behavior (Vol. 5, pp. 155–174). New York: Wiley.

Salancik, G. R., & Pfeffer, J. (1978). A social information processing approach to job 
attitudes and task design. Administrative Science Quarterly, 23, 224–253.

Schaufeli, W. B., Maslach, C., & Marek, T. (1993). Professional burnout: Recent devel-
opments in theory and research. Philadephia, PA: Taylor & Francis.

Semmer, N. K., & Schallberger, U. (1996). Selection, socialisation, and mutual 
adaptation: Resolving discrepancies between people and work. Applied Psy-
chology: An International Review, 45, 263–288.

Shalley, C. E. (1991). Effects of productivity goals, creativity goals, and personal 
discretion on individual creativity. Journal of Applied Psychology, 76, 179–185.

Shalley, C. E., Gilson, L. L., & Blum, T. C. (2000). Matching creativity requirements 
and the work environment: Effects on satisfaction and intentions to leave. 
Academy of Management Journal, 43, 215–223.

Shalley, C. E., Zhou, J., & Oldham, G. R. (2004). The effects of personal and contex-
tual characteristics on creativity: Where should we go from here? Journal of 
Management, 30, 933–958.

Sonnentag, S. (2003). Recovery, work engagement, and proactive behavior: A new 
look at the interface between nonwork and work. Journal of Applied Psychol-
ogy, 88, 518–528.

Sonnentag, S., & Frese, M. (2003). Stress in organizations. In W. C. Borman & D. 
R. Ilgen (Eds.), Handbook of psychology: Industrial and organizational psychology 
(Vol. 12, pp. 453–491). New York: Wiley.

Spector, P. E. (1985). Higher-order need strength as a moderator of the job scope-
employee outcome relationship: A meta-analysis. Journal of Occupational Psy-
chology, 58, 119–127.

Spector, P. E. (1986). Perceived control by employees: A meta-analysis of stud-
ies concerning autonomy and participation at work. Human Relations, 39, 
1005–1016.

Speier, C., & Frese, M. (1997). Generalized self-efficacy as a mediator and modera-
tor between control and complexity at work and personal initiative: A longi-
tudinal field study in East Germany. Human Performance, 10, 171–192.

Spreitzer, G. M. (1995). Psychological empowerment in the workplace: Dimen-
sions, measurement, and validation. Academy of Management Journal, 38, 
1442–1465.

Spreitzer, G. M. (1996). Social structural characteristics of psychological empower-
ment. Academy of Management Journal, 39, 483–504.

Sprigg, C. A., Jackson, P. R., & Parker, S. K. (2000). Production teamworking: The 
importance of interdependence and autonomy for employee strain and sat-
isfaction. Human Relations, 53, 1519–1543.

Stanton, J. M., & Barnes-Farrell, J. L. (1996). Effects of electronic performance mon-
itoring on personal control, task satisfaction, and task performance. Journal 
of Applied Psychology, 81, 738–745.

RT7451X.indb   282 5/28/08   12:44:19 PM



Designing	Motivating	Jobs	 ���

Staw, B. M., & Boettger, R. D. (1990). Task revision: A neglected form of work per-
formance. Academy of Management Journal, 33, 534–559.

Taira, K. (1996). Compatibility of human resource management, industrial rela-
tions, and engineering under mass production and lean production: An 
exploration. Applied Psychology: An International Review, 45, 97–117.

Taris, T. W., Kompier, M. A. J., De Lange, A. H., Schaufeli, W. B., & Schreurs, P. J. 
G. (2003). Learning new behaviour patterns: A longitudinal test of Karasek’s 
active learning hypothesis among Dutch teachers. Work & Stress, 17, 1–20.

Tenebaum, G., Hall, H. K., Calcagnini, N., Lange, R., Freeman, G., & Lloyd, M. 
(2001). Coping with physical exertion and negative feedback under com-
petitive and self-standard conditions. Journal of Applied Social Psychology, 31, 
1582–1626.

Thomas, K. W., & Velthouse, B. A. (1990). Cognitive elements of empowerment: 
An ‘interpretive’ model of intrinsic task motivation. Academy of Management 
Review, 15, 666–681.

Trist, E. L., & Bamforth, K. W. (1951). Some social and psychological consequences 
of the long-wall method of coal-getting. Human Relations, 4, 3–38.

Tschan, F., Rochat, S., & Zapf, D. (2005). It’s not only clients: Studying emotion 
work with clients and co-workers with an event-sampling approach. Journal 
of Occupational and Organizational Psychology, 78, 195–220.

Ulich, E. (2001). Arbeitspsychologie. Zürich: Schaeffer-Poeschel.
van der Doef, M., & Maes, S. (1998). The job demand-control(-support) model and 

physical health outcomes: A review of the strain and buffer hypotheses. Psy-
chology & Health, 13, 909–936.

VandeWalle, D. (1997). Development and validation of a work domain goal orien-
tation instrument. Educational and Psychological Measurement, 8, 995–1015.

Van Maanen, J., & Schein, E. H. (1979). Toward a theory of organizational sociali-
sation. Research in Organizational Behavior, 1, 209–264.

Van Yperen, N. W. (2003). The perceived profile of goal orientation within firms: 
Differences between employees working for successful and unsuccessful 
firms employing either performance-based pay or job-based pay. European 
Journal of Work and Organizational Psychology, 12, 229–243.

Van Yperen, N. W., & Hagedoorn, M. (2003). Do high job demands increase intrin-
sic motivation or fatigue or both? The role of job control and job social sup-
port. Academy of Management Journal, 46, 339–348.

Van Yperen, N. W., & Snijders, T. A. B. (2000). A multilevel analysis of the demands-
control model: Is stress at work determined by factors at the group level or 
the individual level? Journal of Occupational Health Psychology, 5, 182–190.

Viswesvaran, C., Sanchez, J. I., & Fisher, J. (1999). The role of social support in 
the process of work stress: A meta-analysis. Journal of Vocational Behavior, 54, 
314–334.

Wall, T. D., Corbett, J. M., Martin, R., Clegg, C. W., & Jackson, P. R. (1990). Advanced 
manufacturing technology, work design, and performance: A change study. 
Journal of Applied Psychology, 75, 691–697.

Wall, T. D., Jackson, P. R., Mullarkey, S., & Parker, S. K. (1996). The demands-con-
trol model of job strain: A more specific test. Journal of Occupational & Orga-
nizational Psychology, 69, 153–166.

RT7451X.indb   283 5/28/08   12:44:19 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Wall, T. D., & Jackson, P. R. (1995). New manufacturing initiatives and shopfloor 
job design. In A. Howard (Ed.), The changing nature of work (pp. 139–174). San 
Francisco: Jossey-Bass.

Wall, T. D., & Martin, R. (1987). Job and work design. In C. L. Cooper & I. T. Robert-
son (Eds.), International review of industrial and organizational psychology (pp. 
61–91). Oxford: Wiley.

Wallace, J. C., & Chen, G. (2006). A multilevel integration of personality, climate, 
self-regulation, and performance. Personnel Psychology, 59, 529–557.

Warr, P. (1987). Work, unemployment, and mental health. New York: Oxford Uni-
versity Press.

Warr, P. (1994). A conceptual framework for the study of work and mental health. 
Work & Stress, 8, 84–97.

Weiss, H. M., & Cropanzano, R. (1996). Affective events theory: A theoretical dis-
cussion of the structure, causes and consequences of affective experiences at 
work. Reseach in Organizational Behavior, 18, 1–74.

Wernimont, P. F. (1966). Intrinsic and extrinisic factors in job satisfaction. Journal 
of Applied Psychology, 50, 41–50.

Wilk, S. L., & Moynihan, L. M. (2005). Display rule ‘regulators’: The relationship 
between supervisors and worker emotional exhaustion. Journal of Applied 
Psychology, 90, 917–927.

Williams, K. J., Donovan, J. J., & Dodge, T. L. (2000). Self-regulation of perfor-
mance: Goal establishment and goal revision processes in athletes. Human 
Performance, 13, 159–180.

Wright, B. M., & Cordery, J. L. (1999). Production uncertainty as a contextual mod-
erator of employee reactions to job design. Journal of Applied Psychology, 84, 
456–463.

Wrzensniewski, A., & Dutton, J. E. (2001). Crafting a job: Revisioning employees 
as active crafters of their work. Academy of Management Review, 26, 179–201.

Zapf, D. (2002). Emotion work and psychological well-being: A review of the lit-
erature and some conceptual considerations. Human Resource Management 
Review, 12, 237–268.

Zapf, D., Isic, A., Bechtoldt, M., & Blau, P. (2003). What is typical for call centre 
jobs? Job characteristics, and service interactions in different call centres. 
European Journal of Work & Organizational Psychology, 12, 311–340.

Zapf, D., Seifert, C., Schmutte, B., Mertini, H., & Holz, M. (2001). Emotion work and 
job stressors and their effects on burnout. Psychology & Health, 16, 527–545.

Zhou, J. (1998). Feedback valence, feedback style, task autonomy, and achievement 
orientation: Interactive effects on creative performance. Journal of Applied 

Psychology, 83, 261–276. 

RT7451X.indb   284 5/28/08   12:44:19 PM



285

8
Motivation	in	and	of	Work	
Teams:	 A	Multilevel	Perspective

Gilad Chen
University	of	Maryland

Celile Itir Gogus
Bilkent	University

CONTENTS

Motivation in and of Teams: A Framework ................................................ 288
Generalizability of Motivational Concepts to the Team Level ................ 291

Motivational Processes: Goal Generation and Goal-Striving 
Processes .................................................................................... 291

Motivational States ............................................................................... 293
Research Needs ..................................................................................... 296

Cross-Level Interplay Between Individual and Team Motivation ......... 298
Research Needs ..................................................................................... 300

Multilevel Antecedence and Outcomes of Motivation in and of Teams 301
Research Needs ..................................................................................... 303

Boundary Conditions Affecting Motivational Phenomena in and  
of Teams ................................................................................................. 305
Team Type .............................................................................................. 305
Team Interdependence ......................................................................... 306
Team Developmental Stages................................................................ 307
Cultural Differences ............................................................................. 308

Conclusion ........................................................................................................310
References ........................................................................................................311

RT7451X.indb   285 5/28/08   12:44:19 PM



���	 Work	Motivation:	Past,	Present,	and	Future

A major theme of this book is that contextual factors exact nontrivial influ-
ences on employee motivation. Contributing to this theme, the present 
chapter examines employee motivation in the context of work groups 
and teams. Following others (e.g., Kozlowski & Bell, 2003), we use the 
terms work groups and work teams interchangeably, and define them as 
“a distinguishable set of two or more people who interact, dynamically, 
interdependently, and adaptively toward a common and valued goal/
objective/mission, who have each been assigned specific roles or func-
tions to perform, and who have a limited life-span of membership” (Salas, 
Dickinson, Converse, & Tannenbaum, 1992, p. 4).

The popularity of teams in work organizations has steadily increased 
over the past several decades (Cohen & Bailey, 1997; Sundstrom, 1999). 
In particular, the vast majority of organizations are now using teams in 
response to rapid technological changes, increased reliance on customer-
driven work projects, and the emerging global market, which combine to 
require more cooperation and collaboration among employees and within 
and between organizations (Ilgen & Pulakos, 1999). While there are many 
forms of teams in organizations (e.g., management, project, service, pro-
duction; see Sundstrom, 1999), what is common to all work teams is that 
their members are highly interdependent in terms of (1) work-related 
inputs, (2) the processes they use to transform inputs to outcomes, and 
(3) performance feedback and rewards (Campion, Medsker, & Higgs, 
1993). For instance, both project teams in the high-tech sector and military 
Special Forces teams include members with different functional exper-
tise and interdependent roles, who must collaborate and work together to 
accomplish common goals (e.g., developing new products for customers 
and disabling an anti-aircraft artillery station, respectively).

As implied above, the nature of work in teams poses unique challenges 
to understanding work motivation. First, the interdependent nature 
of work in teams makes individual members especially susceptible to 
contextual influences of team processes. Such influences may include, 
for instance, the need to align goals among members and ensure the 
coordinated allocation of effort across members, as well as the poten-
tially detrimental consequences of misaligned goals and effort alloca-
tion in teams. Given that teams, like individuals, are also goal driven, 
another important implication is that we need to understand how teams 
as collectives may differ in their motivation to accomplish goals. In that 
regard, we need to understand how motivational principles may gener-
alize from the individual to the team level. Thus, studying motivation in 
the context of teams is important, as teams constitute a proximal social 
environment influencing individuals at work (Hackman, 1992). Accord-
ingly, the overarching goal of this chapter is to energize and direct more 
research that explicitly integrates between the work teams and motiva-
tion literatures.
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The study of groups and teams has emerged from classic social-psy-
chological research on social influences in small groups. As reviewed 
by Hackman (1992), the small group literature has mounted ample evi-
dence that groups can affect the motivation and functioning of their indi-
vidual members. For instance, research on social loafing and free-riding 
suggests that individuals can sometimes exert less personal effort when 
working with others on collective tasks (Latané, Williams, & Harkins, 
1979). In addition, there is often explicit pressure on group members to 
behave in a manner that is congruent with group norms (Feldman, 1984). 
Furthermore, work on group cohesion (Festinger, 1950; Gross & Martin, 
1952) suggests that individuals are attracted to join groups and motivated 
to work on behalf of groups due to both task-related and social-related 
reasons. Although this basic small group research has provided evidence 
for social and interpersonal processes that affect individual motivation 
and behavior, it has been criticized as lacking external validity, given the 
bulk of this research has been conducted in contrived settings that rarely 
consider the complex nature of work in organizational settings (Cohen 
& Bailey, 1997; Gully, 2000; Ilgen, 1999; Ilgen, Major, Hollenbeck, & Sego, 
1993; Kozlowski & Bell, 2003).

Over the past three decades, there has been a decline in more basic 
social psychological research on teams, in tandem with a sharp increase 
in more applied research on groups and teams that emphasizes predict-
ing and explaining team effectiveness in work organizations (for reviews, 
see Ilgen et al., 2005; Kozlowski & Bell, 2003; Salas, Stagl, & Burke, 2004). 
More applied team research in industrial-organizational psychology and 
related fields has followed an input-process-outcome (IPO) framework 
(McGrath, 1964; Hackman, 1987), according to which team outcomes (e.g., 
performance, viability, and members’ attitudes) are largely driven by vari-
ous team processes (e.g., communication, coordination, strategy formula-
tion), which in turn are influenced by various input factors (e.g., members’ 
characteristics, team design, training, leadership). In general, research has 
been supportive of the mediating role of team processes in the relation-
ships between input and outcome variables (Cohen & Bailey, 1997; Marks, 
Mathieu, & Zaccaro, 2001). For example, studies have shown that train-
ing and leadership interventions positively promote team performance 
through their influences on subsequent shared knowledge and team com-
munication and coordination processes (Mathieu, Heffner, Goodwin, 
Salas, & Cannon-Bowers, 2000; Marks, Zaccaro, & Mathieu, 2000).

Collectively, the basic small group and applied work team literatures 
have generated a wealth of knowledge regarding the various factors that 
affect individual and collective behavior in teams. However, neither litera-
ture has explicitly examined how the nature of work motivation differs in 
teams. Indeed, in their review of the work team literature, Kozlowski and 
Bell (2003) concluded that “relatively little work has directly considered 

RT7451X.indb   287 5/28/08   12:44:20 PM



���	 Work	Motivation:	Past,	Present,	and	Future

the issue of motivation in teams…[and] there are no well-developed theo-
ries that explicitly incorporate the team level” (p. 360). In part, the lack of 
integration between the teams and motivation literatures could be attrib-
utable to the distinct levels of analysis they have focused on. In particular, 
the work team literature has yet to sufficiently consider individual-level 
outcomes and processes, while the motivation literature has yet to suf-
ficiently consider team-level outcomes and influences (Ambrose & Kulik, 
1999; Chen & Bliese, 2002; Chen & Kanfer, 2006). Given motivating teams 
may require different strategies than those used to motivate individuals 
(Chen & Bliese, 2002; Weaver, Bowers, Salas, & Cannon-Bowers, 1997), a 
more explicit integration of the work team and work motivation litera-
tures is both warranted and needed.

With recent advances in and proliferation of multilevel theory and 
methodology (see Kozlowski & Klein, 2000), the time is now ripe to more 
explicitly integrate the motivation and team literatures. Accordingly, the 
present chapter provides a general, multilevel framework and road map for 
theorizing about and studying motivation in the context of work teams. 
We build this framework on recent theoretical work by Chen and Kan-
fer (2006), which delineated a multilevel theoretical model of motivated 
behavior in teams. Although the framework we provide in this chapter is 
largely based on Chen and Kanfer’s work, we also extend their work by 
more comprehensively reviewing motivation-related research in teams, 
and explicitly considering various boundary conditions that could affect 
multilevel models of motivation in and of teams. Furthermore, we build 
on Chen and Kanfer’s work by providing a detailed road map for future 
multilevel motivation research in teams.

Motivation in and of Teams: A Framework

Given the increased popularity of and reliance on interdependent work 
teams, an explicit integration of the work teams and motivation literatures 
can yield several important benefits for work-related theory, research, and 
practice. Such integration would enhance our understanding of individ-
ual-level motivation in team contexts (i.e., motivation in teams), as well as 
motivation at the team level of analysis (i.e., motivation of teams). From 
a theoretical standpoint, such explicit integration can help build a more 
general theory of work motivation and behavior that transcends levels 
of analysis. In particular, it can help uncover similarity and differences 
in how motivated behavior is manifested at different levels, the potential 
cross-level interplay or relationships between individual and team moti-
vation, as well as the multilevel antecedents and outcomes of individual 
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and team motivation (cf. Chen, Bliese, & Mathieu, 2005a; Chen, Mathieu, 
& Bliese, 2004). Practically speaking, richer understanding of motivation 
in and of teams would potentially help account for additional “variance 
explained” in motivational and performance outcomes, and help develop 
more effective interventions directed at motivating team members per-
sonally (i.e., individually) and collectively (i.e., as a team).

In an explicit effort to integrate between individual motivation theory 
and work teams, Chen and Kanfer (2006) have recently developed a mul-
tilevel theory of motivated behavior in teams. Building on basic general 
systems theories (e.g., Camazine et al., 2001; Katz & Kahn, 1978; Berta-
lanffy, 1968) and recent advancements in multilevel theory and research 
(e.g., Chan, 1998; Chen et al., 2004, 2005a; Kozlowski & Klein, 2000; Morge-
son & Hofmann, 1999), Chen and Kanfer have delineated three general 
sets of propositions, pertaining to (1) the generalizability of motivational 
constructs and processes across levels, (2) the cross-level relationships 
between individual and team motivation, and (3) antecedents of individ-
ual and team motivation. First, they argued that motivational constructs 
and processes, including motivational states and goal processes, are 
homologous (cf. Chen et al., 2005a), in that they share similar meanings 
and functions, as well as relate similarly to each other, across the individ-
ual and team levels. Second, they proposed that motivational processes 
positively promote performance at their respective levels of analysis, and 
further, the influences of team-level motivational processes on individual 
performance are stronger and more direct than the influences of indi-
vidual motivational processes on team performance. Finally, extending 
Hackman’s (1992) classification of ambient (i.e., team-oriented) and discre-
tionary (i.e., individual-oriented) inputs, Chen and Kanfer proposed that 
ambient inputs (e.g., leadership climate, team performance feedback) are 
more likely to directly promote team motivational processes, whereas dis-
cretionary inputs (e.g., leader-member exchange, individual feedback) are 
more likely to directly influence individual-level motivational processes; 
however, they proposed further that ambient and discretionary inputs 
interact to influence individual-level motivation.

Building on Chen and Kanfer’s (2006) theoretical framework, the sec-
tions that follow review relevant literature on motivation in and of teams. 
In reviewing this literature, we also identify remaining gaps in the study 
of motivation in and of teams. We organize our review and discussion 
around a multilevel framework (see Figure 8.1) that considers five key 
linkages: the extent to which key motivational concepts and processes 
generalize from the individual level to the team level (Linkage 1); the 
cross-level relationships between individual-level and team-level moti-
vational concepts and processes (Linkage 2); potential motivators, or 
antecedents, of individual and team motivation (Linkage 3); multilevel 
outcomes of motivation in and of teams (Linkage 4); and potential bound-
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ary conditions affecting the nature and function of motivation in and of 
teams (Linkage 5). To help stimulate and guide research derived from this 
framework, we review relevant prior research and identify specific gaps 
that remain to be addressed in future research.

We organize the discussion by building on basic concepts and processes 
delineated in motivation theories. Employee motivation is often defined in 
terms of the internal forces that direct, energize, and sustain work-related 
effort (Kanfer, 1990). More specifically, work motivation consists of three 
core components: (1) goal generation (i.e., choosing where and how to allo-
cate one’s effort), (2) goal striving (i.e., regulating one’s effort during goal 
pursuit), and (3) motivational states (i.e., beliefs regarding the work environ-
ment and one’s interest in and capacity to operate effectively in that envi-
ronment) (see Kanfer, 1990). According to Klein, Austin, and Cooper (this 
volume), there are positive relationships among these set of core motiva-
tional constructs, such that more positive motivational states act as direct 
(i.e., proximal or immediate) drivers of the manner in which individuals 
generate goals and strive to accomplish their goals. For instance, research 
has shown that self-efficacy positively predicts the choice of more difficult 
goals, planning activities, and persistence in effort directed at goal accom-
plishment (Bandura, 1997; Locke & Latham, 1990; Latham & Pinder, 2005). 
Thus, the common thread between theories of work motivation is that 
employees are goal driven. That is, based largely on how they perceive 
themselves vis-à-vis their work environment (captured by motivational 
states), employees decide how, when, and where to allocate their effort at 
work (captured by goal generation and goal-striving processes). We next 
discuss how these basic motivational concepts and theories might gener-
alize to the team level of analysis.

Motivators 

Team
Motivation 

Individual
Motivation 

3 

1

4
Outcomes 

Boundary
Conditions

5

2

Figure 8.1
A multilevel framework for studying motivation in and of teams.
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Generalizability of Motivational Concepts to the Team Level

Chen et al. (2004) have discussed the notion of “multilevel constructs,” or 
constructs that maintain similar conceptual meaning at multiple levels of 
analysis. For instance, researchers have used various personality traits, 
such as conscientiousness and agreeableness, to describe individual and 
team characteristics (Barrick et al., 1998; Hofmann & Jones, 2005). Multi-
level constructs are powerful in that they allow for more parsimonious 
explanation of phenomena that transcend levels of analysis. In the moti-
vation domain, researchers have begun to generalize motivational states, 
such as efficacy beliefs and sense of empowerment, to the team level. Fur-
ther, research on small groups and teams has delineated various team 
processes that share similar meanings and functions to goal generation 
and goal-striving processes (Chen, Thomas, & Wallace, 2005b; Marks et 
al., 2001). Building on this work, Chen and Kanfer (2006) proposed that 
the three key aspects of motivation—goal generation, goal striving, and 
motivational states—can generalize well to the team level of analysis.

However, it is important to note that generalizing motivational con-
structs, or any other constructs, across levels is challenging. From a concep-
tual standpoint, it is often difficult to identify how or whether a construct 
maintains its validity (i.e., meaning and function) when moving from one 
level to another (see Morgeson & Hofmann, 1999). From a methodologi-
cal or measurement perspective, simple aggregation of average levels of 
individual motivation in teams may not suffice when trying to capture the 
same motivation phenomena at higher levels of analysis, and alternative, 
more direct team-level measures may need to be developed and validated 
(Chan, 1998; Chen et al., 2004; Kozlowski & Klein, 2000). Chapters by Ploy-
hart (this volume) and Dalal and Hulin (this volume) discuss these issues 
in the context of motivation theory. In this section, we focus on research in 
the motivation and team literatures that supports the generalizability and 
applicability of key individual-level motivational constructs to the team 
level, but we also identify areas for additional research needs on this topic 
of generalizability.

Motivational Processes: goal generation and goal-Striving Processes

Motivational processes capture actual behavioral manifestations of the 
direction, intensity, and persistence of effort. These aspects of motivation 
can be mapped onto two interrelated sets of processes: goal generation and 
goal striving. Goal generation processes involve activities undertaken for 
the purpose of evaluating and selecting among possible goals or courses of 
action, as well as planning activities undertaken for the purpose of guid-
ing goal accomplishment (e.g., Locke & Latham, 1990). The team literature 
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has identified team processes similar to goal generation, which Marks et 
al. (2001) referred to as transitional processes. Team transition processes 
include various interdependent team activities directed at generating 
goals, such as mission analysis (i.e., interpretation and evaluation of the 
team’s mission or task), goal specification (i.e., identification and prioritiza-
tion of team goals and subgoals), and strategy formulation and planning (i.e., 
development of particular courses of action for goal accomplishment). 
For example, project teams charged with designing a new car might first 
study industry and market trends, then specify design objectives, and 
then generate a specific timeline and plans for accomplishing the objec-
tives. These transition activities are highly consistent with the individual-
level goal generation processes, both in their function and in their timing 
during performance episodes. In particular, at both the individual and 
team levels, goal generation processes occur prior to actual task engage-
ment, with the main purpose being generation of a clear “road map for 
action” (Chen & Kanfer, 2006; Marks et al., 2001).

In contrast to goal generation processes, goal-striving processes involve 
the regulation of effort during actual goal pursuit. At the team level, Marks 
et al. (2001) delineated a set of interdependent team action processes, 
which are functionally similar to goal-striving processes (Chen & Kan-
fer, 2006). Team action processes include monitoring progress toward goals 
(i.e., assessing how the team does relative to its mission/task goals), sys-
tem monitoring (i.e., tracking material resources and environmental condi-
tions as they relate to mission accomplishment), team monitoring and backup 
behaviors (i.e., assisting team members in performing their task roles), and 
coordination (i.e., orchestrating the sequence and timing of interdependent 
actions). The many scenes from the popular show ER involving emergency 
operation teams in action provide a good illustration of how these team 
action processes manifest. Although these action/goal-striving processes 
are distinct from transition/goal generation processes (in both their func-
tion and timing), the two sets of processes are interrelated. In particular, 
goal generation processes set the stage, or guide, goal-striving processes. 
Therefore, the more positive or effective goal generation processes are (in 
terms of providing an appropriate and sufficiently complete road map for 
action), the more positive or effective goal-striving processes are likely to 
be (in terms of effective execution of task goals and plans).

Clearly, a key difference between individual- and team-level goal pro-
cesses is that team processes are manifested through coordinated action 
and collective exchanges among members. That is, individual-level goal 
processes are mostly cognitive in nature, whereas team-level goal pro-
cesses, while also involving shared cognition, have a much greater under-
lying social component (Chen & Kanfer, 2006). Nonetheless, two recent 
studies have supported the generalizability of goal generation and goal-
striving processes from the individual to the team level of analysis. In a 
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laboratory study of simulated radar teams, DeShon et al. (2004) differen-
tiated between strategy and effort directed at individual tasks or roles 
within the team (individual-level goal generation and striving) and strat-
egy and effort directed at collective team tasks (team-level goal generation 
and striving). Effort and strategy were operationalized using computer-
generated data regarding actual strategy-related and effort allocation 
behaviors directed at individual or team tasks. These authors found that 
strategy and effort positively and similarly promoted task performance at 
both the individual and team levels.

In a study of simulated helicopter flight teams, Chen et al. (2005b) opera-
tionalized individual and team motivational processes somewhat differ-
ently than DeShon et al. (2004). In particular, Chen et al. captured individual 
goal generation and goal-striving processes by asking individuals to 
report the extent to which they personally engaged in transition and action 
behaviors delineated by Marks et al. (2001). Team goal generation, in con-
trast, was measured using subject-matter experts’ behaviorally anchored 
ratings of Marks et al.’s team-level transition and action processes. Another 
distinction between the operationalizations in the two studies was that 
DeShon et al. measured both effort and strategy at the same task engage-
ment stage, whereas Chen et al. measured goal generation processes at 
different task engagement stages (prior to and during a simulated flight). 
Despite differences in measurement approaches, Chen et al.’s study rep-
licated DeShon et al.’s finding that goal-striving processes positively 
predicted performance at both the individual and team levels. However, 
unlike DeShon et al.’s study, goal generation processes only indirectly 
predicted performance at both levels, through their positive influence 
on goal-striving processes. These differences in findings are perhaps not 
surprising, given Chen et al. measured goal generation and goal striving 
at different phases of the performance episode. In sum, there is initial 
empirical evidence that goal generation and goal-striving processes are 
functionally similar across the individual and team levels of analysis.

Motivational States

Unlike motivational processes, motivational states do not involve actual 
behaviors, but instead capture beliefs or attitudes regarding experiences 
within a task environment and perceived capacity to perform tasks within 
the task environment. Given this broad definition, it is not surprising that 
researchers have delineated a plethora of motivational states. However, 
what is common to all motivational states is that they are proximal and 
powerful drivers of the motivational processes of goal generation and 
goal choice (see Kanfer, 1990). For instance, individual-level research has 
shown that self-efficacy (beliefs regarding task-specific capabilities) posi-
tively relate to the level and type of goals individuals choose to pursue 
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(e.g., Chen, Gully, Whiteman, & Kilcullen, 2000; Phillips & Gully, 1997). 
Rather than providing a comprehensive review of all possible motiva-
tional states, in this section we discuss a set of motivational states studied 
at both the individual and team levels of analysis.

As summarized in Table 8.1, the team literature has attempted to gen-
eralize multiple motivational states from the individual level to the team 
level. What is common to all definitions is that they maintain some level of 

Table 8.1

Definitions of multilevel motivational states

Construct Individual-level definition Team-level definition

1. Efficacy Self-efficacy: Belief in 
one’s capabilities to 
organize and execute the 
courses of action required 
to produce given 
attainments (Bandura, 
1997)

Collective/team efficacy: A 
team’s shared belief in its 
conjoint capabilities to 
organize and execute the 
courses of action required 
to produce given levels of 
attainments (Bandura, 
1997)

2. Empowerment Individual empowerment: 
Belief in one’s autonomy 
and capability to perform 
meaningful work that can 
impact his or her 
organization (Thomas & 
Velthouse, 1990)

Team empowerment: A 
team’s shared belief in 
their autonomy and 
capability to perform 
meaningful work that can 
impact their organization 
(Kirkman & Rosen, 1997)

3. Organizational and team 
commitment

Individual commitment: 
The relative strength of 
an individual’s 
identification with and 
involvement in a 
particular collective, such 
as team or organization 
(Mathieu & Zajac, 1990; 
Bishop & Scott, 2000)

Team commitment: A 
team’s shared 
identification with and 
involvement in a 
particular collective, such 
as team or organization 
(Bishop & Scott, 2000)

4. Goal commitment Individual goal 
commitment: One’s 
determination to reach a 
goal (Locke & Latham, 
1990)

Team goal commitment: A 
team’s shared 
determination to reach a 
goal (Durham, Knight, & 
Locke, 1997)

5. Justice Individual justice: Extent 
to which an individual is 
perceived to be treated 
fairly (Colquitt, 2001)

Team justice: Shared 
perceptions of team 
members regarding how 
fairly the team as a whole 
is treated (Roberson & 
Colquitt, 2005)

Note: Some definitions are adapted or paraphrased from, rather than directly quoted from, 
the cited articles.
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similar meaning across levels, albeit the “agent,” or referent, of the defini-
tions differs across levels. For instance, both self-efficacy and team efficacy 
pertain to beliefs regarding task-related capabilities; however, self-efficacy 
focuses on individuals’ capabilities to perform individual tasks, whereas 
team efficacy focuses on the collective capability of a team to perform 
their tasks. Likewise, individual justice involves one’s perceptions of how 
fairly he or she is treated, whereas team justice pertains to a shared per-
ception among team members regarding how fairly their team as a whole 
is treated.

However, despite the similarity in their conceptualization, a key dis-
tinction between individual and team motivational states is that team-
level states assumed shared cognitions among team members regarding 
the focal phenomena. These shared cognitions or beliefs are believed 
to develop over time, as team members share common experiences and 
interactions in their task environment. For instance, members of an adver-
tising team may share positive perceptions of team efficacy following a 
successful launch of an advertising campaign. In this example, however, 
individual members may still differ in their individual perceptions of 
self-efficacy, depending on how well they executed their own sets of tasks 
during the broader campaign undertaken by their team.

Studies have found that various motivational states relate to goal gen-
eration and goal-striving processes, as well as to performance, similarly 
across the individual and team levels. For instance, meta-analyses have 
uncovered similar magnitudes of correlations between self-efficacy and 
individual performance (estimated true score r = .38; Stajkovic & Luthans, 
1998) and between team efficacy and team performance (estimated true 
score r = .39; Gully, Incalcaterra, Joshi, & Beaubien, 2002). Likewise, 
research has detected similar positive relationships between empower-
ment and performance at the individual and team levels of analysis (e.g., 
Chen, Kirkman, Kanfer, Allen, & Rosen, 2007). In addition, studies have 
shown that goal generation and goal-striving processes tend to mediate 
between motivational states such as efficacy beliefs and goal commit-
ment and performance at both the individual and team levels of analysis 
(Aube & Rousseau, 2005; Chen et al., 2005b; DeShon et al., 2004; Durham 
et al., 1997).

Research on organizational and team commitment also shares some 
similarity. At the individual level, the bulk of the research has focused 
on individuals’ attachment to, or identification with, their organization or 
work units, which motivates individuals to work harder on behalf of their 
organization or work unit (Mathieu & Zajac, 1990). Similarly, research 
on social identity has proposed that individuals are more motivated to 
work on behalf of their groups when they identify with the group’s causes 
and goals, or when there is congruence between their self-identity and 
their group’s collective identity (Ellemers, de Gilder, & Haslam, 2004). In 
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support, similar to individual research on organizational commitment, 
research has found that team commitment positively promotes team-
related effort and performance (e.g., Bishop, Scott, & Burroughs, 2000; 
Pearce & Herbik, 2004). Team cohesion, which subsumes team commit-
ment as well as the related states of group pride and interpersonal attrac-
tion, more broadly captures team members’ psychological attachment to 
their team (Festinger, 1950; Gross & Martin, 1952). Like findings involving 
individual organizational commitment, research on cohesion has shown 
that a higher level of cohesion in teams motivates higher levels of collec-
tive effort and performance (Beal et al., 2005).

Likewise, according to Roberson and Colquitt (2005), shared justice in 
teams should promote a higher level of collective effort and performance 
in teams, similarly to the motivational effects of perceptions of justice 
detected at the individual level. Indeed, a study by Colquitt, Noe, and Jack-
son (2002) found initial support for this expectation, in showing that the 
team procedural justice climate positively related to team performance, 
and negatively to team absenteeism. These findings mirror the motiva-
tional and behavioral outcomes of individual perceptions of justice (see 
Colquitt et al., 2001), suggesting that individuals and teams react similarly 
to how fairly (or unfairly) they are treated at work.

Thus, in addition to the development of similar conceptualizations of 
motivational states across levels, research has been supportive of the simi-
lar motivational outcomes (or functions) of motivational states across the 
individual and team levels. Together with multilevel research on motiva-
tional processes, there is now emerging evidence that the key building 
blocks of motivation generalize well to teams. This is perhaps not surpris-
ing, given motivation centers around goal pursuit, and in light of the fact 
both individuals and teams in work organizations pursue goals (see Chen 
& Kanfer, 2006). However, as we discuss next, more research is needed in 
order to ascertain the extent to which motivational concepts generalize to 
the team level.

research Needs

Although initial research has been supportive of the generalizability of 
motivational states and processes to the team level, there remain gaps that 
need to be addressed in future research. First, we have already alluded to 
the fact researchers have used different measurement approaches to cap-
ture motivational processes across levels (cf. Chen et al., 2005b; DeShon et 
al., 2004). What is needed is more systematic investigation of which mea-
surement approaches best capture and maintain the meaning of particular 
motivational constructs across levels. For instance, “referent-shift consen-
sus” measures of team-level constructs, which use the team as opposed to 
the individual as a referent (Chan, 1998), are likely to better maintain the 
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meaning of motivational concepts across levels. In part, this is because 
referent-shift measures are more likely to be shared among team mem-
bers, relative to additive measures that simply average perceptions of the 
individual, as opposed to the collective team agent (Klein, Conn, Smith, 
& Sorra, 2001). Indeed, a meta-analysis by Gully et al. (2001) found that 
relationships between team efficacy beliefs and team performance were 
stronger when using referent-shift consensus measures of team efficacy, 
as opposed to measures of self-efficacy averaged to the team level. Thus, 
aligning the level of measurement and the level of theory is critical to 
ensure the validity of team-level motivation measures (Chan, 1998; Chen 
et al., 2004; Kozlowski & Klein, 2000). For additional discussion of mea-
surement approaches for capturing team-level constructs, see Chan (1998), 
Chen et al. (2004), and Tesluk et al. (1997).

Beyond measurement, more research is needed to establish potential 
similarity in the broader nomological network of motivational constructs 
across levels. To do so, researchers should develop homologous models 
in which parallel relationships among similar individual-level and team-
level motivational variables are delineated and tested (Kozlowski & Klein, 
2000). The studies by Chen et al. (2005b) and DeShon et al. (2004) summa-
rized above provide initial attempts to develop and test multilevel models 
of homology in the motivation domain. Chen et al. (2005a) proposed a 
framework for developing and testing theories and models of multilevel 
homology, which can help facilitate additional research attempting to gen-
eralize motivational models from the individual to the team level of anal-
ysis. Ultimately, multilevel homology research would help uncover the 
extent to which relationships involving similar motivational constructs 
relate similarly or differently to other variables across levels.

Another area future research should consider involves the setting 
within which multilevel studies of motivation are conducted. In particu-
lar, in contrast to the large amount of both field and laboratory research 
on individual and team motivational states, there has been a paucity in 
multilevel field research on motivational processes (see Mathieu et al., 
2006, for notable exception). This may stem in large part on the difficulty 
in capturing real-time process data in the field. Instead, field studies often 
rely on cross-sectional self-reported data, which often lack the sensitiv-
ity needed to capture the iterative, complex, and longitudinal nature of 
team processes (Weingart, 1997). To more fully capture motivational pro-
cesses in field studies, researchers can rely on alternative methods of mea-
surement and collect longitudinal data. For instance, researchers could 
triangulate data collected from multiple sources (team members, leaders, 
customers) over multiple time periods with coding of team communica-
tion data (cf. Tesluk et al., 1997). Of course, these suggestions are easier 
said than done. Obtaining multilevel data in field settings often leads to 
trade-offs between sample size and the richness of data collected.
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Cross-Level Interplay Between Individual 
and Team Motivation

As we alluded to in the beginning of the chapter, traditional theories 
and models of work motivation have tended to focus on individual (and 
intra-individual) processes, and have not sufficiently attended the role 
of contextual influences on individual motivation. According to sys-
tems-based views (e.g., Katz & Kahn, 1978), organizations are composed 
of social systems that are both nested within and mutually influence 
each other. As Boswell et al. (this volume) suggest, firm-level systems, 
policies, and practices likely influence subunits within the firm, but are 
also influenced by factors that originate outside the organization (e.g., 
market competition, labor supply, government regulations). In the same 
vein, there are likely bidirectional, mutual influences between individ-
ual members and their teams (Chen & Kanfer, 2006). In the motivation 
domain, individual-level motivational states and processes are likely 
to feed directly into team-level motivational states and processes, and 
vice versa. Accordingly, this section builds on the previous section by 
considering the potential cross-level interplay between individual and 
team motivational constructs and processes (Linkage 2 in Figure 8.1). In 
particular, what are possible bottom-up influences of individual moti-
vation on team motivation, as well as potential top-down influences of 
individual motivation on individual motivation (cf. Kozlowski & Klein, 
2000)? Addressing these questions can develop a more complete account 
for the contextual factors affecting individual motivation in teams, as 
well as expand the criterion domain of individual motivation to include 
influences on higher-level outcomes.

Top-down, or contextual, effects of team motivational states and 
processes on individual states and processes can take on three forms: 
direct, mediated (or indirect), and moderating effects (Chen & Kanfer, 
2006; see also Kozlowski & Klein, 2000, Mathieu & Taylor, 2007). Direct 
and indirect top-down effects can occur between similar motivational 
constructs across levels (e.g., between team efficacy and self-efficacy, 
or team goal generation processes and individual goal generation pro-
cesses), as well as between different motivational processes across lev-
els (e.g., between team efficacy and individual goal-striving processes). 
For instance, there is evidence that self- and team efficacy beliefs are 
positively related (e.g., Chen & Bliese, 2002; Jex & Bliese, 1999), as are 
individual and team empowerment (Chen et al., 2007) and perceptions 
of justice (Colquitt, 2004). There is also evidence for cross-level relation-
ships between different motivational variables. For example, studies 
have found that a justice climate predicts helping behaviors and job 
attitudes beyond individual perceptions of justice (Mossholder, Bennett, 
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& Martin, 1998; Naumann & Bennett, 2000). Further, Chen and Kanfer 
(2005) found that team efficacy predicted individual motivational pro-
cesses beyond self-efficacy, albeit indirectly, through its impact on team 
motivational processes. Detecting such direct and indirect cross-level 
effects can help explain how individual motivation in teams is shaped 
by team-level motivation.

Cross-level moderating effects concern how relationships between 
individual-level variables might differ or vary, depending on team-level 
variables. A two-sample study by Colquitt (2004), for example, found 
that individual team members’ own justice perceptions more positively 
related to individual performance when such individual perceptions were 
high and consistent with justice perceptions of other team members. In 
another study, Chen et al. (2007) found that the positive influence of indi-
vidual empowerment on individual performance in teams diminished as 
levels of team empowerment increased, such that individual performance 
remained high irrespective of individual empowerment when team 
empowerment was high. These findings suggest that team-level moti-
vation can either facilitate or supplement the effects of individual-level 
motivation on behavior in teams. Thus, capturing team-level motivational 
processes can greatly inform our understanding of individual-level moti-
vational processes in team contexts.

Although several researchers have recently begun to study top-down 
motivational influences, we know far less about bottom-up influences 
of individual motivation on team motivation. In contrast to top-down 
effects, bottom-up effects of individuals on teams are generally less 
immediate and pronounced than top-down effects of teams on individu-
als (Kozlowski & Klein, 2000). Indeed, team members can often compen-
sate for a single de-motivated member (e.g., via backup behavior or norm 
enforcement; cf. Porter, 2005), whereas it may be much more difficult, and 
take substantially more effort, for one motivated member to positively 
motivate a de-motivated team. Yet, bottom-up effects of individual-level 
motivation on team-level motivation are likely to occur. For instance, 
more efficacious individuals are likely to believe in their capability to 
contribute to team success, and hence to also possess higher team effi-
cacy (Chen & Bliese, 2002). In addition, when individuals engage in more 
effective goal generation and goal-striving processes, they help their 
teams generate goals and strive for goals more effectively. The studies 
mentioned in the previous paragraph provide partial support for these 
bottom-up effects, given cross-level relationships between motivational 
variables most likely contain simultaneous top-down and bottom-up 
effects (Chen & Kanfer, 2006). However, how much these cross-level rela-
tionships reflect top-down influences, and how much bottom-up influ-
ences, remains unclear.
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research Needs

The preceding discussion indicates there is likely strong coupling between 
individual and team motivational states and processes. However, more 
research is needed to examine the potential cross-level relationships 
between individual and team motivational states and processes. Several 
research avenues are particularly interesting to pursue at this point. First, 
in addition to establishing relationships between similar constructs across 
level (e.g., between individual and team justice perceptions, or between 
individual and team goal-striving activities), researchers should examine 
whether relationships between different motivational constructs and pro-
cesses exist across levels. For instance, how might individual and team 
motivational states combine to influence subsequent individual-level 
motivational processes?

Another area beseeching additional theory development and empiri-
cal research concerns the relative prevalence of top-down motivational 
effects, relative to bottom-up motivational effects. Given general multi-
level principles suggest that top-down effects are more immediate and 
powerful than bottom-up effects (Kozlowski & Klein, 2000), it is impor-
tant to gain better understanding of when and how individual motivation 
most likely influences team motivation. For instance, it is possible that 
individual motivational states, such as self-efficacy and perceived justice, 
have particularly strong influence on parallel team motivational states 
(i.e., team efficacy and justice) during early stages of team development 
(i.e., during formation and early team interactions). Additionally, goal-
striving behaviors of specific individuals might have particularly strong 
influence on team-striving behavior and performance when individu-
als perform tasks that are more critical to team success. As an example, 
whether a kicker scores a 40-yard field goal matters substantially more 
when it determines the outcome (winning or losing) at the last seconds of 
a football game. Of course, it is also possible for top-down team influences 
on individual motivation to be more powerful in some situations than 
others. Thus, despite initial evidence pertaining to the strong coupling of 
individual and team motivation, much remains to be learned about when, 
how, and why individual-level motivational constructs and processes 
relate to team-level motivational constructs and processes.

From a methodological perspective, it is extremely difficult if not 
impossible to tease out top-down effects from bottom-up effects in cross-
sectional and correlational studies, given bottom-up and top-down 
influences likely occur simultaneously and iteratively over time. Hence, 
multilevel experimental and longitudinal studies are more likely to shed 
light on this question. In experimental settings, researchers can specify a 
priori, and then test empirically, the timing at which individual influences 
versus team influences occur. For instance, simulations of managerial or 
flight teams can create planned crisis situations that require particular 
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individual members to exhibit effective goal generation or goal-striving 
behaviors. Another methodological challenge is that team-level effects on 
individuals are more easily detected when teams are more reliably differ-
ent from each other on key conceptual phenomena (e.g., when there are 
more reliable between-team differences in team empowerment or com-
mitment). As such, sampling strategies can play a major role in increasing 
the likelihood of detecting cross-level effects (for additional discussion of 
this issue, see Bliese, 2000; Chen et al., 2004).

Multilevel Antecedence and Outcomes 
of Motivation in and of Teams

The two preceding sections summarized research that supports the func-
tional similarity of key motivational constructs across the individual and 
team levels (Linkage 1 in Figure 8.1), as well as the interconnectedness of 
motivational constructs across the individual and team levels of analysis 
(Linkage 2 in Figure 8.1). To more fully understand motivation in and of 
teams, however, it important to also understand the multilevel anteced-
ents (Linkage 3 in Figure 8.1) and outcomes (Linkage 4 in Figure 8.1) of 
individual and team motivation.

A key question pertaining to the third linkage is whether the same moti-
vators or input variables affect individual-in-team and team motivation. 
In other words, do organizations, managers, and team leaders need to 
employ different, complementary, or competing strategies for facilitating 
motivational states and processes at each level? As summarized in various 
chapters in this book, there is a plethora of theory and research pertain-
ing to how individual differences, work design, and leadership influence 
individual-level motivational processes, as well as indicators of team 
motivation, such as team efficacy and empowerment. For instance, a pro-
gram of research by Pritchard and colleagues (2002) delineated a sophis-
ticated multilevel system of performance measurement and feedback that 
impacts motivation and behavior across levels of analysis. Moreover, the 
leadership literature has distinguished between average leadership style, 
which likely impacts all individuals in a collective similarly, and dyadic 
leader-member exchanges, which could differentially affect individuals in 
a collective (Zaccaro et al., this volume). Hackman (1992) more broadly 
reviewed classic social psychological research pertaining to group influ-
ences on individuals. This body of work provides a solid foundation on 
which to address the question of whether the same or different antecedents 
influence motivational state processes at the individual and team levels.
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Building on Hackman’s (1992) classification of group influences on indi-
viduals, Chen and Kanfer (2006) proposed that ambient (i.e., team-oriented) 
and discretionary (i.e., individual-oriented) inputs differentially influence 
team and individual motivation, and also interact to influence individual 
motivation. Specifically, ambient inputs (e.g., shared leadership climate, 
feedback regarding prior team performance) pervade the team as a whole, 
and are therefore likely to more directly and strongly influence the team 
relative to individual motivation. In contrast, discretionary inputs (e.g., the 
relationship between a leader and a particular team member, feedback 
pertaining to prior individual performance) are directed at particular 
members and not necessarily the team as a whole, and hence are likely to 
more directly and strongly influence the individual relative to team moti-
vation. Further, team-oriented (ambient) motivators can synergistically 
interact with individual-oriented (discretionary) motivators to influence 
individual motivation, since the alignment of motivating inputs at both 
levels provides a more conducive environment for individual motivation.

Providing initial support for Chen and Kanfer’s (2006) theoretical 
expectations, Chen and Bliese’s (2002) study of military units found that 
leadership climate, a form of ambient input, more directly and strongly 
predicted collective (unit) efficacy than soldiers’ self-efficacy. In another 
study conducted on teams in the service industry, Chen et al. 2007) found 
that empowering leadership climate (an ambient input) more strongly 
promoted team empowerment relative to individual empowerment, 
whereas members’ perceived individual exchanges with their team leader 
(i.e., leader-member exchange, which is a form of discretionary input), 
more strongly promoted individual empowerment than team empower-
ment. Chen et al. further found that an empowering leadership climate 
indirectly related to individual empowerment, through leader-member 
exchange, and interacted with leader-member exchange to influence indi-
vidual empowerment, such that leader-member exchange had a more 
positive influence on individual empowerment when the empowering 
leadership climate was high, rather than low. Additional support for Chen 
and Kanfer’s (2006) propositions was provided in another military study 
conducted by Hofmann et al. (2003), which found that group safety climate 
(another form of ambient input) positively facilitated the individual-level 
relationship between leader-member exchange and motivation to engage 
in safety-related behaviors (measured as the extent to which employees 
considered safety as part of their formal work role).

The key implication from this emerging line of research is that manag-
ers and organizations cannot expect the same practices or behaviors to 
automatically motivate team members both personally and collectively. 
Rather, a more sophisticated understanding and application of the unique 
and complementary means by which individual and team motivation 
can be managed is needed. Particularly, the initial evidence summarized 
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above indicates that ambient motivators that pervade the team as a whole 
are likely to directly promote team motivation, and help facilitate the 
impact of discretionary motivators that target particular members indi-
vidually, which more directly influence individual motivation.

In contrast to the antecedents of motivation, there is strong evidence 
that motivational constructs similarly promote effective performance at 
both the individual and team levels. For instance, individual-level and 
team-level studies have shown that more difficult and challenging goals 
positively promote performance at both the individual and team levels 
(Locke & Latham, 1990; O’Leary-Kelly, Martocchio, & Frink, 1994). Like-
wise, as mentioned earlier, self-efficacy and team efficacy similarly and 
positively relate to task performance at their respective levels (Gully et al., 
2002; Stajkovic & Luthans, 1998). There is also evidence that engagement 
in more effective strategy formulation (i.e., goal generation) and effort 
allocation (i.e., goal striving) similarly promote performance at both the 
individual and team levels (e.g., Chen et al., 2005b; DeShon et al., 2004). 
Thus, from the standpoint of homology, individual-level and team-level 
performance are influenced by similar motivational drivers.

However, as discussed earlier, individual and team motivation do 
not occur in isolation from each other. As such, one would expect that 
motivational processes at one level might affect performance outcomes 
at a different level, and do so directly, indirectly, or in some interactive 
combination with motivational variables at the other level. Indeed, the 
multilevel studies by Colquitt (2004) on justice and by Chen et al. (2007) 
on empowerment we reviewed earlier showed that team-level motiva-
tional states can weaken or strengthen the individual-level relationships 
between motivational states and performance. In addition, a laboratory 
study on simulated flight teams by Chen and Kanfer (2005) found that 
individual-level and team-level goal-striving processes uniquely and 
positively influence individual performance in teams. Furthermore, since 
team performance is at least partially based on the aggregation of indi-
vidual performance of members to the team level (cf. Ployhart, 2004), it 
is perhaps not surprising that research has found that individual-level 
motivational states and processes indirectly promote team performance, 
through their positive impact on individual performance in teams (Chen, 
2005; Chen & Kanfer, 2005; Chen et al., 2007). In sum, there is evidence 
that motivational states and processes at one level (individual or team) do 
in fact play influential roles in shaping performance at a different level 
(individual or team).

research Needs

Additional research is also needed to enhance our understanding of 
the multilevel antecedents and outcomes of motivation in and of teams. 
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A simple yet important extension of the initial research summarized 
above would involve studying additional motivational states, as well as 
more integrative models that include wider range of motivational indi-
ces across levels. For instance, it is important to consider the unique 
influences of various motivational states and different aspects of goal 
generation and goal-striving processes on performance outcomes across 
levels. Further, more work is needed to establish the manner in which 
motivational states and processes at one level influence behavioral and 
attitudinal outcomes at another level. Such research would help develop 
more in-depth understanding of how various aspects of motivation 
combine to affect performance and attitudes across levels. In conduct-
ing such research, it is again important to carefully consider the validity 
and appropriateness of measurement and sampling approaches, which 
we discussed earlier.

Researchers should also expand our understanding of the various 
input factors that combine to affect motivation at the individual and 
team levels. For instance, to help guide team staffing strategies, it is 
important to examine how members’ characteristics affect motivational 
states and processes across levels (e.g., Barrick et al., 1998), as well as 
how individual characteristics could be combined to form the most 
effective teams (e.g., Stewart et al., 2005). It is also important to study 
how different human resource management functions, such as selec-
tion, work design, compensation, and performance management, can 
be best aligned such that they produce the best combination of indi-
vidual and team motivation (cf. chapters by Parker et al. and Boswell et 
al. in this volume). Since, historically, many human resource manage-
ment functions targeted individuals, as opposed to teams, modifying 
such functions to fit interdependent teams requires that organizations 
adopt a systems-based perspective (Ostroff et al., 2000; Ployhart, 2004; 
Pritchard, 1992).

On the criterion side, we know far less about how motivation in and 
of teams affects attitudinal outcomes, such as satisfaction and intentions 
to remain with team or the organization, as well as viability-related out-
comes capturing the capability of the team (and individuals within the 
team) to maintain a high performance level over time. Studies are needed 
to examine whether and how team and individual motivational variables 
combine to influence team members’ attitudes. Moreover, longitudinal 
studies are needed to examine the factors allowing teams and their mem-
bers to improve their performance over time, as well as to maintain high 
levels of performance over time (e.g., see Chen, 2005; Mathieu & Woods, 
2005).
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Boundary Conditions Affecting Motivational 
Phenomena in and of Teams

Up to this point, we have delineated a multilevel framework for studying 
motivation in and of teams, and discussed some particular research needs 
around the linkages specified in the framework. In this section, we focus 
on the fifth and final linkage in Figure 8.1, involving potential boundary 
conditions affecting motivation in and of teams. Specifically, what are 
some critical boundary conditions, or moderating variables, affecting the 
meaning of team or collective motivation, the interplay between individ-
ual and team motivation, and potential multilevel antecedents and out-
comes of motivation in and of teams?

Team Type

The team literature has recognized that there are different forms of teams 
in work organizations, which differ on various structural and member-
ship characteristics, such as the kinds of tasks performed by the team, the 
authority and hierarchy of members within the team and the organization, 
the extent to which the team is permanent or temporary, and the level of 
member specialization (see Sundstrom, 1999). For example, top manage-
ment teams have much higher authority within an organization relative to 
service teams (e.g., those working in department stores). Project teams often 
include members with a higher level of specialization (e.g., electrical engi-
neers working together with managers from marketing and sales) and are 
more temporary than production teams working in automobile assembly 
lines. Another important distinction concerns the permanency of teams, 
and whether teams perform the task over multiple times (e.g., action teams, 
such as surgical or search-and-rescue teams) or are formed only to perform 
a single task (e.g., ad hoc committees and many project teams).

Teams residing at higher organizational levels (e.g., management and 
project teams) are more likely to have members that are also leaders of 
lower-level teams or subunits than are members of teams residing at 
lower organizational levels (e.g., action, service, and production teams). 
As such, managing individual members through discretionary inputs is 
likely to have greater consequence at higher organizational levels, where 
enhancing individual member motivation can also cascade down to affect 
lower-level teams or subunits. In addition, as teams reside at higher lev-
els within the organizational hierarchy, discretionary and ambient inputs 
are more likely to originate outside the organization (e.g., they may be 
based on changes in industry-level trends or the labor market). Moreover, 
when teams reside at higher levels in the organization, their motivation 
and performance can affect criteria at increasingly higher levels (e.g., top 
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management teams are much more likely to affect firm-level outcomes 
than production teams; cf. Barrick et al., 2007). Also, given teams at higher 
organizational levels perform more decision-making tasks, the perfor-
mance of such teams (e.g., management and project) is more likely to be 
driven by goal generation processes, relative to goal-striving processes. In 
contrast, goal-striving processes may be more predictive of task perfor-
mance in lower-level teams (particularly service and production teams).

These are but a few examples of how the tasks performed by teams and 
their hierarchical level within the organization could affect motivation in 
and of teams. In discussing these, we have attempted to make the point 
that understanding motivation and behavior in and of teams becomes 
increasingly more complex at higher organizational levels, where team 
phenomena are more substantially affected by factors at the organiza-
tion level and beyond, and where team-level phenomena are more likely 
to cascade down and affect other individuals and collectives within the 
organization. Thus, although a systems-based view of teams is critical at 
all levels, it is particularly useful when studying teams at higher organi-
zational levels.

Differences associated with team permanency and role specialization 
can also affect motivational processes in and of teams. For instance, some 
motivational states, such as commitment, are less likely to fully develop in 
more temporary teams, such as flight crews in commercial aviation, which 
are often formed for a single flight, after which they disband. In such tem-
porary teams, it may be more important to manage individual motivation 
than team motivation, given individual roles and teamwork are highly 
proceduralized by training and design (e.g., Helmreich & Wilhelm, 1991). 
In contrast, in more permanent teams (e.g., action, management, service), 
individual roles are more likely to develop and be negotiated over time, 
as individuals perform in in-tact teams over longer periods of time, and 
often over multiple performance episodes. Thus, the various multilevel 
relationships delineated in the literature reviewed above (e.g., those pro-
posed by Chen & Kanfer, 2006) are more likely to hold in more permanent 
teams than in highly temporary ones. With respect to role specialization, 
another potential implication is that a greater array of discretionary inputs 
may be applicable as role specialization across members increases, given 
it becomes easier to differentially manage members working on more dif-
ferent, as opposed to more similar, tasks. Clearly, then, testing the extent 
to which multilevel models of motivation in and of teams hold across dif-
ferent team types provides fruitful grounds for future research.

Team interdependence

Another important characteristic of teams is interdependence. In fact, a 
major assumption in our discussion of multilevel relationships involving 
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motivation in and of teams was that team members are at least somewhat 
interdependent. As stated by Kozlowski and Bell (2003, p. 363), interdepen-
dence “is a feature that should be explicitly addressed—either as boundary 
condition or a moderator—in all work on groups and teams.” Teams can 
differ on various aspects of interdependence, including their goals, actual 
tasks performed by members, and performance feedback and rewards 
available to members (Campion et al., 1993; Saavedra et al., 1993).

In one study, Aube and Rousseau (2005) found that the relationship 
between team goal commitment and performance was more positive 
when team task interdependence was high, rather than low. Meta-analy-
ses of team efficacy (Gully et al., 2002) and team cohesion (Gully et al., 
1995) have shown further that relationships between team motivational 
states and team performance become more positive as team interdepen-
dence increases. Two multilevel studies have also considered the mod-
erating role of interdependence. In a study by Colquitt (2004), greater 
disparity between self and others’ perceptions of justice in teams resulted 
in more negative outcomes when team task interdependence was higher. 
In another multilevel study, Chen et al. (2007) found that members of high 
interdependent teams were more likely to agree in their perceptions of 
team empowerment, and team empowerment positively predicted team 
performance in high but not in low interdependent teams. Collectively, 
these findings suggest that team interdependence is a critical boundary 
condition affecting the very meaning of team-level motivational con-
structs, as well as team-level and cross-level relationships involving moti-
vational constructs.

However, more studies are needed to consider the moderating role of 
interdependence in multilevel models of work motivation. Multilevel stud-
ies should particularly consider how the meaning of motivational concepts 
might be more or less relevant across levels of interdependence; indeed, it 
makes little sense to talk about collective team motivation when consider-
ing work settings in which employees work fairly independently of each 
other (secretarial work, car sales), given collective influences are likely to 
be weaker in such settings. Furthermore, studies should go beyond simple 
operationalizations of interdependence and examine how different forms 
of interdependence (goal, task, and feedback/reward) combine to affect 
multilevel models of motivation in and of teams (cf. Saavedra et al., 1993).

Team Developmental Stages

Beyond team characteristics and types, another potential boundary condi-
tion involves team developmental stages, and particularly the formation, 
socialization, and development of teams over their life span (Kozlowski & 
Bell, 2003). The team literature has developed several theoretical models 
that delineate the processes of team development (e.g., Gersick, 1988; Tuck-
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man, 1965). Building on these models, conceptual work by Kozlowski and 
his colleagues (Kozlowski et al., 1996, 1999) proposed that the focus of self-
regulated behavior changes over time during team development, begin-
ning with a focus on learning individual roles early on, later on shifting to 
mastering dyadic exchanges between team members, and, finally, in more 
mature teams, focusing on collective team activities. Based on this longitu-
dinal theoretical model, the relative importance of enhancing individual 
versus team motivational states and processes changes over time, with 
promotion of individual motivation being more important during early 
stages of team development, and the promotion of motivation at the team 
level becoming more important as the team matures. Furthermore, the 
relative importance of bottom-up and top-down effects in teams likely 
changes over a team’s life span, with bottom-up influences of individuals 
on teams being more critical early on, and top-down influences of teams 
on individuals being more powerful later on.

Several additional boundaries for the multilevel framework discussed 
earlier in the chapter can be extrapolated based on Kozlowski et al.’s 
(1996, 1999) work. First, the very content or meaning of motivational pro-
cesses might differ over time. For instance, DeShon et al.’s (2004) study 
examined learning during early stages of team development, and there-
fore their individual-level goal generation and goal-striving measures 
focused on strategy and effort directed at performing individual roles 
within the team. In contrast, Chen et al.’s (2005b) study examined teams 
in post-training environments (i.e., later stages of team development), 
and therefore their individual-level goal generation and goal-striving 
measures focused on individual effort directed at helping the team gen-
erate and strive for the goal. Another important implication of this team 
life span perspective is that leaders should differentially apply ambient 
and discretionary inputs over time, given the relative importance of dis-
cretionary inputs is likely higher during early stages of team develop-
ment, and the importance of ambient inputs becomes greater during later 
stages of team development. Thus, taking a longitudinal team life span 
perspective can refine and enrich our understanding of motivation in 
and of teams.

Cultural Differences

As a result of the increase of globalization, work organizations and work 
teams have become increasingly more diverse (Mannix & Neale, 2005). 
For instance, many organizations rely on multinational teams, which 
include members from different national and cultural backgrounds (e.g., 
Earley & Gibson, 2002). Members in such teams often hold different cul-
tural values, such as power distance and collectivism, which could affect 
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their level of motivation in teams, as well as the manner in which leaders 
motivate members (see Kirkman, Lowe, & Gibson, 2006a). For instance, 
team members high on collectivism value contribution to a collective 
cause, and therefore might be more inclined to work hard on behalf of 
their team (e.g., see Erez & Somech, 1996). Another implication is that 
leaders might find it easier to motivate members with high collectivistic 
values, given collectivistic members likely react more positively to dis-
cretionary and ambient inputs directed at motivating members to con-
tribute to team processes and outcomes. In contrast, members high on 
power distance tend to be submissive and avoid disagreement, which 
may lead them to be less motivated in teams, given employees working 
in teams are often empowered to self-manage and “think outside the 
box” (Kirkman & Rosen, 1999). In support, a study by Kirkman, Chen, 
Chen, and Lowe (2006b) found that group members with higher collec-
tivism and lower power distance reacted more positively to transfor-
mational leaders, who tend to empower their members (cf. Kark et al., 
2003).

Interestingly, cultural values may themselves serve as either ambient or 
discretionary inputs in teams. On the one hand, when teams are composed 
of individuals with similar cultural backgrounds (e.g., when all members 
are from the Midwest United States, or from the Szechuan province in 
China), cultural values may be fairly homogenous and therefore serve as 
ambient input shared by members. On the other hand, in more diverse 
teams, such as multinational teams, members may hold quite different 
cultural values, and hence such values may serve as discretionary inputs. 
As such, future research should examine the impact of cultural values 
on both individual and team motivation. Research should also test the 
potential main effects of cultural values on motivational variables, as well 
as their possible moderating effects on the influences of various ambient 
and discretionary inputs.

Adding to the complexity of studying multinational teams is the fact 
many such teams often rely on virtual modes of communication, such as 
e-mail and videoconferencing (cf. Kirkman & Mathieu, 2005). The level 
of a team’s virtuality may affect the level of motivation in teams by mod-
erating the traditional input-process-output (IPO) models of team effec-
tiveness. For instance, Kirkman, Rosen, Tesluk, and Gibson (2004) showed 
that team virtuality moderated the relationship between team empower-
ment and team performance such that the relationship was stronger when 
the teams were higher on virtuality. However, whether or not cultural 
differences in teams become more or less difficult to bridge as team vir-
tuality increases is an important, yet largely unanswered question. More 
broadly, integrating theories of culture, teams, and motivation is clearly 
an important avenue for future work.
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Conclusion

Teams have become prevalent in work organizations, and their prevalence 
is unlikely to diminish in the future. Quite to the contrary, we are likely 
to experience even more complex forms of teams, such as multiteam sys-
tems and other complex social networks (e.g., Mathieu, Marks, & Zaccaro, 
2001). As we reviewed in this chapter, teams influence individual work 
motivation in profound and numerous ways. Although there has been 
a rich tradition of studying social influences of groups on individuals, 
researchers have only recently begun to integrate the teams and motiva-
tion literatures, and study more specific ways in which team-level factors 
affect specific individual motivational constructs. Moreover, there is an 
effort under way to generalize individual-level models of motivation to 
the team level and, in doing so, shed new light on team-level phenomena. 
Our main goal in this chapter was to facilitate more explicit integration of 
the teams and motivation literatures by providing a guiding framework, 
as well as a specific, forward-looking research agenda for the study of 
motivation in and of teams.

We submit that theorizing and research should address three fun-
damental questions pertaining to motivation in and of teams. First, we 
should continue to entertain the question of whether, or perhaps more 
importantly when, individual-level motivational constructs and processes 
generalize to the team level. Although we presented ample evidence that 
motivational constructs can generalize to the team level, it remains to 
be seen whether such constructs are more likely to generalize in certain 
situations than others. For example, we suspect that the concept of team 
efficacy may become more similar (in its meaning and function) to self-
efficacy later on, as opposed to early on, during a team’s life span, after 
members have gathered shared experiences on which to base their collec-
tive efficacy judgments.

A second important avenue for future research involves the cross-level 
interplay between individual and team motivation. In particular, we need 
to gain better understanding of how, why, and when individual-level moti-
vational constructs and processes aggregate to impact team-level motiva-
tional constructs and processes and, moreover, when contextual influences 
of team motivation on individual motivation are most potent. A third area 
for further research involves the need to delineate more sophisticated, mul-
tilevel models of motivation. Beyond considering multilevel relationships 
within the motivation system itself, such models should explicitly consider 
the various individual-level, group-level, and organizational-level ante-
cedents that combine to influence individual and team motivation.

Ultimately, we believe such research would lead to substantially richer 
understanding of the various personal, interpersonal, and contextual fac-
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tors that drive effective functioning of individuals and teams in work 
organizations. Furthermore, addressing these three broad areas, as well 
as the more specific avenues we identified in this chapter, would help 
develop more powerful theories of motivation that transcend the indi-
vidual, as well as consider the multitude of contextual forces that impact 
individual work motivation.
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The critical contribution of motivational processes to work performance 
has been a core thesis in organizational psychology since its founding 
in the seminal Hawthorne studies by Mayo (1933) and Roethelisberger 
and Dickson (1939). These studies demonstrated the importance of contex-
tual factors in the organization for shaping the direction and intensity of 
worker effort. While some theories of work motivation have cited individ-
ual differences (e.g., achievement and power needs, work ethic and values; 
Atkinson, 1964; Dose, 1997; McClelland, 1970; McClelland & Boyatzis, 1982) 
as the prime drivers of worker motivation, most have emphasized how the 
organizational context, either alone or jointly with personal characteris-
tics, influences the decisions and choices workers make in terms of effort 
direction and expenditure. For example, models of job characteristics 
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cite the dimensions and components of jobs as driving motivational out-
comes (Hackman & Oldham, 1976, 1980). Cognitive choice models, such as 
expectancy theory (Porter & Lawler, 1968; Vroom, 1964) and equity theory 
(Adams, 1965), emphasize how evaluations of various contextual factors 
(e.g., reward structures, organizational resources, relative contributions 
of referent others) influence effort decisions. Self-regulation models (Ban-
dura, 1986; Carver & Scheier, 1998; Locke & Latham, 1990) describe how 
environmental contingencies shape decisions about the direction and 
intensity of effort expenditure (Kanfer & Ackerman, 1989). Taken together, 
these theories, with their supporting empirical studies, provide convinc-
ing evidence that understanding work motivation requires a multilevel 
and fine-grained analysis of work context.

Leadership systems represent perhaps one of the most salient aspects of 
organizational context (see recent reviews and examinations of the lead-
ership literature; Den Hartog & Koopman, 2001; Osborn, Hunt, & Jauch, 
2002; Yukl, 2006; Zaccaro, 2001). Surprisingly, though, most systematic 
theories of work motivation rarely discuss the decisive role of leader-
ship, except perhaps indirectly. However, leadership processes serve as 
prominent inputs to worker motivational choices and effort levels (Chen 
& Kanfer, 2006). For example, direction setting and operations manage-
ment represent two basic leadership processes (Zaccaro, 2001; Zaccaro, 
Heinen, & Shuffler, in press). The goals and directions established by a 
leader are likely to exert prime influences on the cognitive choices that 
drive subordinate motivational decisions. Also, operations management 
requires the leader to make decisions regarding the allocation of organi-
zation resources, the design of work, and roles assigned to subordinates. 
Such decisions will have direct influences on perceived job enrichment 
and job scope, with concomitant influences on work motivation. In large 
part, then, leadership processes, and their structural or policy conse-
quences, arguably provide the basis for most motivation-related decisions 
and behavior by workers. Thus, contextual models of work motivation 
need to consider more carefully the various and nuanced means by which 
leadership processes influence particular motivational processes.

While seldom discussed in general theories of work motivation, the 
effects of leaders on work motivation have been at the heart of many lead-
ership theories and models, dating from the seminal research by Lewin, 
Lippitt, and White (1939). That study demonstrated that particular lead-
ership styles generated alternate motivational states within followers. 
Specifically, democratic leader orientations promoted driving forces within 
subordinates that led to work persistence even in the absence of the leader. 
Autocratic leaders produced inducing forces within subordinates that insti-
gated “motivated” behavior in subordinates, but only in the presence 
of the leader; in his or her absence, behavior ceased. Coch and French 
(1948) reported similar influences of autocratic versus participatory styles 
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on instituting organizational change. The differences in driving versus 
inducing forces presaged later models of intrinsic versus extrinsic work 
motivation, and job enrichment.

Subordinate motivation became a key leadership outcome in almost 
all leadership perspectives following Lewin et al. (1939). The Ohio State 
research program distinguished initiating structure and consideration as 
leadership styles, and demonstrated their joint influences on motivational 
outcomes such as turnover and grievances (Fleishman & Harris, 1962). 
Models of power stressed how different bases of leadership influence cre-
ated varying motive patterns in subordinates (French & Raven, 1959; Hol-
lander & Offerman, 1990; Podsakoff & Schriesheim, 1985). Leader-member 
exchange theory argued that specific qualities of dyadic leader-subordi-
nate relationships had differential consequences for subordinate work 
commitment and motivation (Dansereau, Graen, & Haga, 1975; Graen & 
Cashman, 1975; Graen & Uhl-Bien, 1998). Path goal theory, based on expec-
tancy theories of work motivation, argued that leaders directly influence 
the motivational states of subordinates by enhancing and facilitating the 
pathways to goal achievement and the attainment of desired rewards 
(House, 1971; House & Mitchell, 1974). Models of transformational and 
charismatic leadership identified the processes by which leaders moti-
vate extraordinary performance, or “performance beyond expectations” 
(Bass, 1985) in their subordinates (Bass, 1996). More recently, models of 
authentic leadership have begun delineating the ways in which authentic 
leaders influence follower attitudes and behaviors, including extra effort 
(Avolio, Gardner, Walumbra, Luthans, & May, 2004) and resilience (Gard-
ner & Schermerhorn, 2004). Functional leadership perspectives, which 
emphasized the role of leaders in fostering effective team performance 
(Hackman, 2002; Hackman & Wageman, 2005; Hackman & Walton, 1986), 
describe how leaders facilitate team-level motivational states (e.g., shared 
trust, cohesion, and collective efficacy), which in turn influence team 
member commitment to the team and its task (Zaccaro, Rittman, & Marks, 
2001). Thus, in the leadership literature, work motivation has been defined 
as an important by-product and outcome of leadership influence.

Despite this ubiquitous treatment of motivation in leadership theories and 
models, there remains an important need for a substantive integrated model 
that links an array of different leadership processes to a multifaceted interplay 
among different motivational outcomes. Most leadership models treat moti-
vation in rather simple terms compared to the complexity that has emerged 
in contemporary models of work motivation. Regarding the concept of moti-
vation, for example, Kanfer and her colleagues (Chen & Kanfer, 2006; Kanfer 
& Ackerman, 1989; Kanfer & Kanfer, 1991) have contrasted goal generation and 
goal-striving processes as separate motivational dynamics. They also define 
reciprocal influences of motivational states (e.g., self-efficacy, mastery orienta-
tion, goal commitment, sense of empowerment) on these processes. These 
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distinctions in motivation constructs and processes represent paradigmatic 
advances in motivation theory (Chen & Kanfer, 2006; Latham & Pinder, 2005); 
yet current leadership models have not extended these advances to propose 
more fine-grained analyses of how leaders influence work motivation.

Goal generation processes represent people’s information processing 
activities, and their corresponding perceptions and cognitions, which 
produce choices about the direction and intensity of work effort (Kanfer & 
Ackerman, 1989). These activities include analyses of task situations, goal 
choices, strategy formulation, and the planning of goal strategy imple-
mentation (Chen & Kanfer, 2006). Goal-striving processes refer to self- 
(and collective) regulatory activities that guide and adjust work-related 
strategies and behavior relative to evaluated probabilities of goal accom-
plishment (Kanfer & Ackerman, 1989). Such activities include self-moni-
toring, feedback seeking, progress evaluation, strategy adjustments, and 
goal adjustments (Carver & Scheier, 1981, 1998; Kanfer, 1990). Motivational 
states represent cognitive and affective consequences of environmental 
conditions and individual differences. These consequences include task 
efficacy judgments, goal orientation, regulatory focus, and other motiva-
tional mechanisms. Motivational states provide the foundation for goal 
generation and goal-striving processes. Indeed, Chen and Kanfer describe 
a model at both the individual and team levels that specifies motivational 
states as a causal precursor of goal generation processes, which in turn 
influence goal-striving activities.

Leadership can affect work motivation by having an impact on moti-
vational states, as well as having both indirect and direct impact on goal 
generation and goal-striving processes. In this chapter, we integrate 
existing leadership models to describe how leadership processes influ-
ence these dimensions of work motivation. In doing so, we make several 
important distinctions. First, we define leadership processes as incorpo-
rating two basic functional purposes: (1) setting direction for follower 
activities and (2) managing the operational context for the occurrence of 
these activities. While researchers have identified a significant array of 
leadership functions, almost all of them can be grouped into these two 
broad categories (Fleishman et al., 1991; Zaccaro, 2001). A basic premise 
of this chapter is that these processes of direction setting and operations 
management have both unique and integrated influences, direct and indi-
rect, on motivational states, goal generation, and goal striving. Second, 
the targets of leadership influences on motivation vary across individuals, 
teams, and the organization as a whole. Chen and Kanfer (2006) described 
a multilevel model connecting individual- and team-level motivational 
processes. Specifically, motivation states, goal generation, and goal-striv-
ing processes operate conjointly at the team and individual levels, with 
processes at one level reciprocally influencing corresponding processes at 
the other level. Further, they proposed that team motivational states affect 
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individual goal generation, and team goal generation affects individual 
goal striving. In the present chapter, we extend such multilevel consider-
ations to include organization-level processes, and we define how leaders 
differentially influence motivational processes at each level.

Several leadership scholars have noted that the nature of requisite 
leadership processes varies across levels of an organizational hierarchy 
(Katz & Kahn, 1978; Jacobs & Jaques, 1987, 1990, 1991; Hunt, 1991; Zaccaro, 
2001). Specifically, leadership influence becomes increasingly more indi-
rect, reflects a longer time perspective, incorporates a larger scope and 
span of work, and, more broadly, entails greater informational and social 
complexity as leaders ascend organizational ranks (Zaccaro, 2001). These 
changes have significant consequences for how leaders influence individ-
ual, team, and organizational motivational systems at different organiza-
tional levels. These consequences represent a third distinction made in 
this chapter.

The organization of this chapter begins with a description of the lead-
ership processes that we propose as primary inputs to motivational 
processes. Our perspective reflects a functional approach to leadership 
that emphasizes the leader’s responsibility to promote the conditions for 
individual, team, and organizational success (Hackman & Walton, 1986; 
Fleishman et al., 1991). Leadership processes refer primarily to sets of lead-
ership activities that are intended to foster effectiveness in organizations. 
As noted, we group these broadly into the categories of direction setting 
and operations management. However, each category contains an array 
of more specific functional activities that have distinct consequences for 
different motivational processes. In the next section of this chapter, we 
describe this perspective in more detail, delineating the span of leader-
ship processes that can influence motivation. We follow this section with 
some description of how these processes change as the target of influence 
moves from the individual to the group or team, and to the organiza-
tion as a whole. We also summarize how basic leadership functions vary 
across organizational levels.

We then present a model of leadership processes and work motivation 
that describes the key motivational states, goal generation processes, 
and goal-striving activities that are most likely shaped by particular 
leadership activities. We will describe these dynamics as they oper-
ate at the individual level (e.g., goals, needs, values, efficacy beliefs), 
team level (e.g., collective goals, norms, cohesion, collective efficacy), 
and organizational level (e.g., vision, climate). After presenting each set 
of motivational constructs at a particular level, we will describe spe-
cifically how functional leadership processes, as they operate at entry, 
middle, and executive levels of leadership, are likely to influence those 
constructs. We conclude this chapter with some implications of this 
model for future research on leadership and work motivation.
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Leadership Processes: The Inputs to Work Motivation

As noted in the previous section, most leadership theories and models 
posit motivation as an important consequence of a leader’s influence. Taken 
together, these conceptual frames suggest avenues by which leadership 
influences two broad psychologically enabling conditions pertaining to 
work motivation. First, leadership activities provide clarification of (1) role 
and work requirements, assignments, and expectations; (2) consequences 
of ineffective and effective performance; and (3) the resources necessary to 
complete work assignments. Early leadership research defined this clarifi-
cation role as “initiating structure” (Fleishman, 1953, 1973), and variations 
of this construct have appeared in several contingency and situational 
models (Fiedler, 1964, 1971; Hersey & Blanchard, 1969, 1988). Path goal the-
ory represents the leadership framework that perhaps most prominently 
emphasizes this role (House, 1971, 1996; House & Mitchell, 1974). Accord-
ing to this theory, “the motivational function of the leader consists of 
increasing personal payoffs to subordinates for work-goal attainment, and 
making the path to these payoffs easier to travel by clarifying it, reducing 
roadblocks and pitfalls, and increasing the opportunities for personal sat-
isfaction en route” (House, 1971, p. 324). The leader’s clarifying activities 
provide a foundation that fosters several motivational states in subordi-
nates as well as their generation of particular goals. Also, to the degree 
that such leadership clarifications are used in self- and team regulation of 
goal progress, they will influence goal-striving activities as well.

The second avenue of leadership influence on work motivation pertains 
to the role of the leader in enhancing followers’ self-identification with, and 
therefore commitment to, the work and purposes of the organization. Early 
leadership models emphasized the leader’s provision of emotional sup-
port to subordinates (i.e., “consideration,” Fleishman, 1953, 1973). Such 
support has the effect of binding the follower to the leader, resulting in 
a greater willingness to work hard on behalf of the leader (cf. Shamir, 
House, & Arthur, 1993). Similar constructs have appeared in contingency 
models (“leader-follower relations,” Fielder, 1964, 1971), models of leader 
power (“referent power,” French & Raven, 1959), leader-member exchange 
models (“high quality exchange,” Graen & Uhl-Bien, 1995), and path goal 
theory (“supportive leadership,” House & Mitchell, 1974).

Charismatic and transformational theories of leadership represent the 
most extensive characterizations of this commitment-enhancing leader-
ship role (Bass, 1985, 1996; House, 1977; Tichy & DeVanna, 1986a, 1986b). 
Charismatic theories describe a number of leadership behaviors, such as 
visioning, articulating inspirational communications, emphasizing a col-
lective identity, risk taking, and employing unconventional management 
practices (Conger & Kanungo, 1987; House & Shamir, 1993; Shamir et al., 
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1993), that have the effect of increasing the followers’ emotional attach-
ment to the leader. Shamir et al. (1993) argued that this attachment results 
in greater intrinsic value assigned to work and goal accomplishment, and 
“the creation of a high level of commitment on the part of the leader and 
followers to a common vision, mission, or transcendent goal” (p. 583). The 
leader’s vision or goals become more than an external work standard for 
followers. Charismatic influence results in the purpose and work of the 
organization becoming part of the followers’ value system, and therefore 
incorporated into their self- and social identities.

Bass (1985) suggested that a similar concept, transformational leader-
ship, empowered subordinates to work hard and “perform beyond expec-
tations” (Bass, 1985). Bass and Avolio (1993) argued that transformational 
leadership was broader than charismatic leadership, including not only 
charismatic influence, but also intellectual stimulation, individualized 
consideration, and inspirational motivation. Regarding the latter, Bass 
(1996, p. 5) noted that:

Transformational leaders behave in ways that motivate and inspire 
those around them by providing meaning and challenge to their fol-
lowers’ work. Team spirit is aroused. Enthusiasm and optimism are 
displayed. The leader gets followers involved in envisioning attrac-
tive future states. The leader creates clearly communicated expecta-
tions that followers want to meet and also demonstrates commitment 
to goals and shared vision.

Regardless of their slightly different nuances, both models emphasize 
the motivating role of the leader as building commitment among follow-
ers, mostly through self- and social identification processes, and increas-
ing the intrinsic value of work.

Functional leadership models represent a third major perspective that 
defines important links between leadership processes and work motiva-
tion. Such models have been used primarily to explain team or group lead-
ership (Hackman & Walton, 1986; Hackman & Wageman, 2005; Zaccaro et 
al., 2001). However, similar approaches have been used to model leadership 
influence at both the individual (Fleishman et al., 1991; Lord, 1977; Mum-
ford, Zaccaro, Harding, Jacobs, & Fleishman, 2000) and organizational 
(Zaccaro, 2001) levels. Functional perspectives define leadership as being 
responsible for creating the conditions for groups to be effective. For 
example, Hackman and Walton (1986) argued that “the critical leader-
ship functions for a task performing group in an organization are those 
activities that contribute to the establishment and maintenance of favor-
able performance conditions” (p. 89). To foster team effectiveness, leaders 
need to influence (1) the collective effort expended by group members, 
(2) the performance strategies of the team, and (3) the amount of knowl-
edge and skills members can bring to task accomplishment (Hackman & 
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Wageman, 2005, p. 273). They do so by providing an engaging direction 
for collective effort and by managing the integration and coordination 
of individual efforts to minimize process loss in groups and organiza-
tions (Hackman & Walton, 1986; Hackman & Wageman, 2005; Zaccaro, 
2001; Zaccaro, Heinen, & Shuffler, in press). The functional perspective, 
therefore, incorporates both of the motivating leadership roles of fostering 
work clarification and building work-based self-identification and com-
mitment. Providing direction promotes clarity of purpose and valences 
for specific tasks. When direction setting takes the form of an inspiring 
vision, the result will also enhance member commitment. Managing the 
coordination and integration of member activities also produces greater 
clarification. When such management involves empowering the decision 
making of team members and followers, it too will foster stronger fol-
lower commitment to the work.

In sum, we suggest that leadership affects work motivation through 
direction-setting and operations management activities, which in turn 
enhance member work clarity and commitment. Clarity and commit-
ment act as enabling psychological conditions for subsequent motivational 
processes and states. Thus, they set the groundwork for the development 
and formation of such motivational constructs as work-related attitudes, 
efficacy beliefs, and work expectancies and instrumentalities. This causal 
pattern can be discerned, for example, in the relationship between work 
clarity and self-efficacy. Self-efficacy, defined as one’s sense of competence 
in performing a specific task (Bandura, 1986), influences work-related goal 
setting, and persistence in the face of work obstacles (Bandura, 1997; Kane, 
Marks, Zaccaro, & Blair, 1996; Locke & Latham, 1990; Wood, Bandura, & 
Bailey, 1990). Self-efficacy, then, represents a motivational state contribut-
ing to goal generation and goal-striving processes (Chen & Kanfer, 2006). 
The formation of work competency beliefs rests in part on perceived clar-
ity of work requirements (Bandura, 1997; Bray & Brawley, 2002; Chen & 
Bliese, 2002); role or work ambiguity does not allow an accurate assess-
ment of what is required for effective or successful work, and therefore 
would not permit a corresponding confident judgment of one’s ability to 
complete work requirements. Indeed, Bandura (1997) noted: “If one does 
not know what demands must be fulfilled in a given endeavor, one cannot 
accurately judge whether one has the requisite abilities to perform the 
task” (p. 64). Thus, work clarity acts as an enabling condition for self-effi-
cacy formation.

Leadership activities such as sense making, planning, task and role 
assignment, and particularly feedback about past performance in turn 
serve as important precursors of work clarity (House, 1971, 1996). For 
example, Chen and Bliese (2002) found that leadership climate (measured 
in part as how well leaders established clear work objectives, i.e., direc-
tion-setting activity) influenced perceptions of subordinate role clarity. 
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More importantly for the present argument, role clarity fully mediated the 
influence of leadership climate on subordinate self-efficacy beliefs. Thus, 
these findings suggest support for our suppositions that (1) work clarity 
and motivational states represent distinct psychological constructs, with 
clarity acting as an enabling precursor to some motivational states, and (2) 
leadership activities influence motivational states through their effects on 
such enabling conditions.

The functions of direction setting and operations management subsume 
a number of activities. However, we propose that, as a set, these leader-
ship activities produce greater follower work clarification and worker self-
identity and commitment, which in turn mediate the influences of such 
activities on worker motivational states, goal generation, and goal-striv-
ing processes. Figure 9.1 presents a model summarizing these proposed 
relationships. In the next section we examine in more detail the functional 
leadership activities specified in this model, with a description of some of 
their broad motivational consequences. We also elucidate how such activi-
ties change in scope and quality across organizational levels.

Functional Perspectives of Motivating leadership activities

Functional leadership models provide an integrating framework for con-
sidering how organizational leaders influence motivation. These models 
specify leadership as a problem-solving process reflecting the application 
of general solution-driven influence patterns that vary across specific situ-

LEADERSHIP FUNCTIONS  

Direction-setting Activities 
Environmental scanning  
Problem construction and sense- 
making  
Planning, solution generation  
Communicating vision, strategies, 
and plans  
Sense-giving 

Operations Management Activities 

Task and role assignment  
Project team staffing  
Generating norms and standards  
Establishing reward systems  
Establishing work flow and 
coordination  
Monitoring work systems  
Providing performance feedback  
Developing and coaching 
followers  
Motivating followers  
Acquiring material resources  

PROXIMAL PSYCHOLOGICAL 
CONDITIONS  

MOTIVATIONAL OUTCOMES  

Clarification of work and 
performance parameters  

Follower self-identification with and
commitment to organizational purpose

and work 

Motivational Processes  

Motivational states  
Goal generation  
Goal striving  

Figure 9.1
Leadership functions and motivational outcomes.
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ations (Fleishman et al., 2001; Mumford et al., 2000; Zaccaro et al., 2001). As 
defined by Zaccaro et al. (1991), “leaders are responsible for (a) diagnos-
ing any problems that could potentially impede group and organizational 
goal attainment, (b) generating and planning appropriate solutions, and 
(c) implementing solutions within typically complex social domains” (p. 
454). Fleishman et al. (1991) and Mumford et al. (2000) defined the first two 
of these responsibilities as entailing the gathering of information from 
the operating environment, making sense of and defining the problem, 
including potential solution parameters, developing a solution plan that 
best fits the restrictions imposed by the operating environment and offers 
the most likely path to success, and communicating both the solution path 
and its rationale to subordinates. These activities comprise the direction-
setting role of organizational leaders (see also Zaccaro, 2001; Zaccaro, 
Heinen & Shuffler, in press).

Note that sense making and sense giving represent prominent aspects 
of this role, and provide one basis for how direction setting influences 
work motivation. Job scope theories of work motivation argue that a job’s 
motivating potential rests on the degree to which job incumbents perceive 
the work as being significant and meaningful (Hackman & Oldham, 1976, 
1980). Leaders can enhance the motivating potential of work by develop-
ing an accurate conceptual frame of the operational problem, and using 
this frame to convey to followers a sense of what a proposed problem 
solution means for individual, team, and organizational success. These 
behaviors reflect the clarification aspects of leader influence on motiva-
tion. Marks, Zaccaro, and Mathieu (2000) and Burke (1999) provided evi-
dence for the importance that such leader sense-making and sense-giving 
processes have for team effectiveness. However, they did not specifically 
examine motivational states or processes as mediators of this influence. 
Tetrick (1999) examined the role of leader informational behaviors on 
intrinsic motivation. These behaviors included the degree to which lead-
ers “provided information on performance goals to the subordinate” (p. 
951). Tetrick found support for positive effects of informational behaviors 
on subordinate ratings of their intrinsic motivation for work. More impor-
tantly, though, she found that the effects of leadership on motivation were 
mediated by role clarity and the amount of influence subordinates per-
ceived they had over the scope of their job. These results provide support 
for the proposed link between leader direction setting and motivation, 
through the mechanism of work clarification.

The relationship between leader direction setting and work clarifica-
tion rests mostly on the contents of communicated directions to follow-
ers. However, the style of such communications can also influence work 
self-identification and commitment processes in followers. Shamir et al. 
(1993) argued that leader communication that (1) provided value-based 
and ideological explanations for articulated directions, (2) emphasized 
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collective identities, and (3) made references to followers’ worth and self-
efficacy resulted in followers exhibiting a greater personal commitment to 
the leader and a greater congruence between their self-concepts and their 
work actions on behalf of the organization. Bono and Judge (2003) referred 
to the latter effect as self-concordance, or “the extent to which activities such 
as job related tasks or goals expressed an individual’s authentic interests 
and values” (p. 556; see also Sheldon & Elliot, 1999). They demonstrated 
that transformational leadership behaviors produced more self-concor-
dant goal generation. These contributions, together with the research by 
Tetrick (1999), suggests that both the content and style of a leader’s direc-
tion-setting activities can directly influence the motivation-enabling con-
ditions of perceived work clarity and follower identification with and 
commitment to work.

Leader problem solving entails not only problem understanding and 
solution construction, but also solution implementation. The latter com-
prises the leader’s operations management activities. These activities 
include assigning followers to specific tasks and roles, staffing project 
teams, developing the skills and competencies of followers, motivating 
and coaching followers, generating work norms, standards, and reward 
systems, establishing and monitoring work flow and coordination, pro-
viding performance feedback, and acquiring necessary work resources 
(Fleishman et al., 1991; Zaccaro, 2001; Zaccaro, Heinen, & Shuffler, in 
press). These activities are particularly important in new or experientially 
immature followers and teams (Kozlowski, Gully, McHugh, Salas, & Can-
non-Bowers, 1996).

Operations management can also influence the psychological condi-
tions of work clarification and work identification and commitment. 
House (1996) argued that several leadership activities enhanced subordi-
nate motivation by acting as “path goal clarify behaviors.” These include 
“(a) clarifying subordinate’s performance goals, (b) clarifying the means 
by which subordinates can effectively carry out tasks, (c) clarifying stan-
dards by which subordinate’s performance will be judged, (d) clarifying 
expectancies that others hold for subordinates to which the subordinate 
should and should not respond, and (e) judicious use of rewards and 
punishments” (p. 336). Note that these clarification behaviors overlap 
considerably with several of the operations management activities noted 
in Figure 9.1. Also, expectancy theory constructs suggest that leaders 
enhance motivation not only by clarifying effort-performance linkages, 
but also by clarifying performance-outcome linkages (instrumentalities), 
and by clarifying the value and importance of particular outcomes versus 
other possible outcomes (House, 1971, 1996; Isaac, Zerbe, & Pitt, 2001). A 
recent meta-analysis by Judge and Piccolo (2004) reported empirical sup-
port for these proposed effects of leader clarification behaviors (in the 
form of contingent reward-based leadership or “the degree to which the 
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leader…clarifies expectations and establishes rewards for meeting these 
expectations” (p. 755) on indices of follower motivation).

These statements about leader operations management address the con-
tent of such activities and their effects on work clarity. However, as with 
direction-setting activities, the style by which such activities are com-
pleted can influence work-related self-identification and commitment. 
When leaders provide their subordinates with voice in operations man-
agement activities, allowing them to participate in management decisions, 
both self-determination theory (Gagne & Deci, 2005) and transformational 
leadership models argue that followers feel more intrinsically motivated, 
empowered, and more committed to work (Avolio, Zhu, Koh, & Bhatia, 
2004; Bass & Avolio, 1994; Yammarino, Spangler, & Bass, 1993). Avolio et 
al. (2004) specifically tested and found support for positive effects of ele-
ments of transformational leadership on subordinates’ work motivation. 
More importantly, the effects of transformational leadership on motiva-
tion were mediated by subordinates’ felt empowerment.

We have summarized two sets of leadership activities, direction setting 
and operations management, that act as antecedents to key motivational 
processes. We have argued that the effects of these activities on motiva-
tion occur because they cause an increase in follower understanding of 
work requirements, resulting in stronger effort-performance expectancies 
and more realistic perceptions of rewarded behaviors. Direction setting 
and operations management can also produce greater self-work identifi-
cation and work commitment. Note that we have distinguished between 
the content of these leadership influences and the style by which leaders 
exert influence. The content and style of direction setting and operations 
management can have differential effects on work clarification and fol-
lower work identification and commitment. Figure 9.2 specifies these 
effects more precisely. In particular, we separate the concept of work clari-
fication into clarity about the direction of work and clarity about the process 
of completing the work. The content of leader direction setting influences 
clarity about work direction; the content of leader operations management 
provides clarity about work process. We would also propose that the style 
of both forms of leadership functions influences primarily work self-iden-
tification and commitment, not either form of work clarification.

In the next section, we consider how these relationships between lead-
ership activities and consequent motivationally enabling psychological 
conditions change as the targets of leadership influence shift from the 
individual to the team and organizational levels.

Functional leadership and Multilevel Outcomes

Much of the conceptual and empirical research in the domain of leader-
ship has predominantly focused at the level of the individual. This litera-
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ture contains relatively fewer studies of team leadership. Hackman and 
Walton (1986) noted, for example, that “we have not found among existing 
leadership theories, one that deals with the leadership of task performing 
groups in organizations” (p. 73). Nearly 20 years later, Salas, Burke, and Stagl 
(2004) stated that “one area that has been relatively neglected in the team 
literature is the role of the team leader” (p. 342). Zaccaro, Heinen, and Shuf-
fler (in press) argued that one reason for this relative lack in the leadership 
literature lies in the tendency for most leadership models to equate leader-
subordinate interactions with leader-team interactions (see also Burke et al., 
2006; Salas et al., 2004). At the team level, the leader has the responsibility 
not only of enhancing individual member effectiveness, but also to help 
members as a collective to minimize process loss and attain an effective 
synergistic threshold (Hackman & Wageman, 2005; Zaccaro, Heinen, & 
Shuffler, in press; Zaccaro et al., 2001). Thus, models of leadership influ-
ence at the team level need to focus on how leadership activities result in 
greater interconnectivity or coherence among team members.

Chen and Kanfer (2006) noted a similar individual-level focus in theo-
ries of work motivation. They noted that “from a theoretical perspective, 
relatively little is known about the determinants, mechanisms, and conse-
quences of team-level motivation processes” (p. 224). They offered a model 
that (1) specified parallel processes among motivational constructs at the 
individual and team levels—at each level, motivational states influence 
goal generation processes, which in turn influence goal-striving pro-
cesses—and (2) motivational states and processes at the team level influ-
ence corresponding processes at the individual level. At the team level, 
accordingly to Chen and Kanfer (2006), members generate goals through 
mutual interaction and collaborative deliberations. They also “work in a 

LEADERSHIP FUNCTIONS  

Leader Direction-Setting:  Content 

Leader Operations Management:  Style 

PROXIMAL PSYCHOLOGICAL 
CONDITIONS  

Leader Direction-Setting:  Style

Leader Operations Management:  Content 

Work Direction Clarification  

Work Process Clarification 

Work Self-Identification and
Commitment  

Figure 9.2
The style and content of leadership functions and proximal psychological conditions.
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coordinated manner with respect to the direction and intensity of effort 
in order to accomplish their goals” (p. 231). Thus, the study of team-level 
motivation, unlike that at the individual level, requires an examination of 
interaction dynamics among members, where motivational processes are 
examined in terms of their propensity to increase or decrease process loss 
(Steiner, 1972) within the team.

What do these arguments mean for understanding leadership influ-
ences at the individual and team levels? Regarding these relationships, 
we adopt Chen and Kanfer’s (2006) argument of functional parallelism 
at each level. Thus, the model summarized in Figure 9.1 reflects parallel 
relationships and dynamics in both individuals and teams—leader direc-
tion-setting and operations management activities directed at the team 
as a whole produce a collective clarification and shared understanding of 
task requirements (e.g. a “shared mental model,” Cannon-Bowers, Salas, 
& Converse, 1990, 1993; Klimoski & Mohammed, 1994). Such activities can 
also produce a greater collective identification with work and organiza-
tional purposes, as well as a shared commitment to work (Dionne, Yam-
marino, Atwater, & Spangler, 2004). However, motivation at the team level 
has another focus besides collective clarification and identification/com-
mitment. Team members need to be motivated not only to work hard on 
their own designated tasks, but also to work collaboratively, that is, to work 
hard on behalf of the group. Steiner (1972) noted that process loss in groups 
can occur because of both coordination problems and motivation decre-
ments. Studies of social loafing illustrate such motivation decrements as 
a function of increasing group size (Latane, Williams, & Harkins, 1979) 
and other group conditions, such as low task cohesion (Zaccaro, 1984) and 
unidentifiability of member efforts (Williams, Harkins, & Latane, 1981). 
Thus, the direction-setting and operations management activities of team 
leaders need to focus not only on building work clarification and self-
identification/commitment, but also on fostering a clear rationale for why 
members need to complete the work collaboratively with other members, 
and helping them develop a collective identity and commitment to the 
purpose of the team as a whole.

A similar parallelism applies to considerations of leadership activities 
and motivational processes at the organizational level. Organizational 
leadership activities need to encourage not only individual work motiva-
tion, but also motivation to work collectively within the structuring frames 
of the organization. Organizations are social systems in which regulated 
motivation patterns foster collective effort across several subsystems in 
accordance with central organizational purposes (Katz & Kahn, 1978). 
These motivational patterns across an organization are rooted in system-
level norms and values, defined by Katz and Kahn (1978) as “the com-
mon beliefs of an evaluative type which constitute a coherent interrelated 
syndrome” (p. 365). They noted that while norms define the appropriate 
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behavior patterns for organizational members, system values provide the 
rationale or justification for prescribed behavior patterns. Taken together, 
then, system norms and values provide a climate that primes a particu-
lar motivational orientation within the organization. As such, they act as 
“ambient” stimuli (Hackman, 1992) that are targeted toward all members 
of the system (Chen & Kanfer, 2006).

Leader direction-setting and operations management activities, partic-
ularly those of organizational executives, provide the foundation for the 
emergence of system norms and values as ambient stimuli. For example, 
most visions articulated by organizational leaders reflect core values that 
define the ideology of the leader’s direction for the organization (Zaccaro 
& Banks, 2001). Senge (1990) noted that effective visions were those that 
reflected value-based aspirations for growth and long-term change. Thus, 
the effective and value-based articulation of an organizational vision pro-
vides the foundation for system norms and values, which in turn guide 
the emergence of particular motivated behavior patterns across organiza-
tional members.

The content of a leader’s organization-wide operations management 
activities typically entails the development of policies and structures that 
govern and coordinate the activities of subsystems within the organiza-
tion (Katz & Kahn, 1978). These policies and structures should contrib-
ute to the ambient stimuli that influence work motivation at all parts and 
levels of the organization. They also become the basis for more selective 
discretionary stimuli (i.e., activities and information directed at specific 
individuals; Hackman, 1992; Chen & Kanfer, 2006) used by leaders within 
the organization to clarify specific work expectations and standards. For 
example, policies related to human resource management issues, such as 
pay and compensation, will have critical and direct consequences for work 
motivation (Lawler, 1971; Rynes, Gerhart, & Minette, 2004). Such policies 
determine in part how unit leaders develop and use team- and individual-
level reward systems within different parts of the organization. Also, how 
top leaders develop and alter structural elements of the organization has 
direct implications for the climate and culture of the organization (Schein, 
1992). According to Hall (1991, p. 85), organization structure has multiple 
purposes related to work clarity. First, structure is intended to systematize 
the most effective means of reaching organizational goals. For example, 
communication channels and functional linkages across organizational 
units should reflect the systematic interaction dynamics that are most 
suited to required work flow for goal accomplishment. Second, structures 
are intended to reduce individual variations in work behavior, creating 
more integrated and efficient collective patterns of work activity around 
organizational goals. Note that both aspects of structure are intended to 
produce greater clarity regarding work expectations and paths to goal 
accomplishment.
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The style of leader operations management can also produce ambient 
stimuli that have motivational consequences across the organization. 
Some models of transformational leadership described such effects as 
producing “cascading influence,” where the transforming style of higher-
level leaders fosters a similar style in lower-level leaders (Bass, Waldman, 
Avolio, & Bebb, 1987). Other models suggest the opposite pattern, where 
transforming visioning processes at the top of an organization result in 
more directive behaviors in lower-level leaders as they attempt to imple-
ment the executives’ vision (Tichy & Ulrich, 1984). However, both mod-
els agree that the transformational leadership at the organizational level 
produces motivational effects at lower levels. Zhu, Chew, and Spangler 
(2005) provided support for such cross-level influences. They examined 
the effects of executive-level transformational leadership on human-capi-
tal-enhancing human resource management practices. Such practices are 
intended “to achieve competitive advantage through the strategic devel-
opment of a highly committed and capable work force” (Zhu et al., 2005, 
p. 41). The emphasis on commitment as an outcome means that these 
practices influence one of the enabling psychological conditions posited 
in Figure 9.1 as a function of leadership activities. Zhu et al. found that 
the transformational style of an organization’s CEO had indirect influ-
ences on organizational sales and work absenteeism, mediated by the 
CEO’s effects on HRM practices that enhanced human capital and work 
commitment.

These arguments support the functional and relational parallelism 
of leader influences on work clarity and commitment at individual, 
team, and organizational levels. Chen and Kanfer (2006) noted a simi-
lar parallelism in motivational processes at individual and team lev-
els; however, they argued that motivational processes at the team level 
influenced corresponding outcomes at both the team and individual 
levels. Thus, for example, team motivation states affected both team 
and individual goal generation. Based on the ambient and cascading 
influence of leadership activities within the organization, we propose a 
similar cross-level model. This model, shown in Figure 9.3, argues that 
leadership activities at the organizational level influence leadership 
activities directed toward teams and individual subordinates. Like-
wise, the psychological states that are the most proximal consequences 
of these activities at the organizational level influence corresponding 
psychological states at the team and individual levels. Note that the 
effects of organizational leadership activities on team-level psycholog-
ical states are mediated by their influences on team-level leadership. 
The same is proposed for the effects on team-level leadership activities 
on individual-level states.

RT7451X.indb   334 5/28/08   12:44:31 PM



Leadership	Processes	and	Work	Motivation	 ���

Functional leadership at Different Organizational levels

Several leadership scholars have argued that the nature of leadership 
performance requirements changes across levels of organizational hier-
archies (Hunt, 1991; Jacobs & Jaques, 1987, 1990, 1991; Katz & Kahn, 1978; 
Mumford, Zaccaro, Harding, Fleishman, & Reiter-Palmon, 1993; Zaccaro, 
1999, 2001). While the core aspects of leadership remain the same, reflect-
ing the basic functions of direction setting and operational coordination, 
the increasing complexity of the operating environment across ascend-
ing strata changes how leaders need to conduct these activities (Zaccaro, 
2001). Summarizing both empirical and conceptual research on leader-
ship and organizational stratification, Zaccaro (2001) argued that support 
exists for three distinct levels. The lowest level involves mostly direct 
leadership and management of a single organizational unit. Leaders 
at this level confront fairly concrete problems having a relatively short 
time span (Jacobs & Jaques, 1987). The primary task for these leaders is 
to translate organizational goals (set at higher management levels) into 
more concrete operational plans and tasks. At the middle level of leader-
ship, leader performance requirements begin to become more complex 
as work problems have more dimensions and begin to reflect a longer 
time perspective (up to five years; Jacobs & Jaques, 1987). Also, such lead-
ership becomes more indirect, as leaders at this level begin to manage 

Organization direction setting  
Organization operations management

Team direction setting  
Team operations management

Individual direction setting  
Individual operations management

Organization-wide work clarity, 
collective work commitment, and 
organization-based self-identification; 
commitment to the organization and 
motivation to work on behalf of the 
organization 

Team level work clarity, shared work 
commitment, and team-based self– 
identification; commitment to the team 
and motivation to work on behalf of the 
team 

Individual work clarity, work 

identification
commitment, and work-based self– 

Figure 9.3
Multilevel model of leadership influences on enabling psychological conditions.
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multiple organizational units, each with its own supervisor. A central 
task of middle managers is to translate the vision and broad long-term 
strategies established at the executive level into more specific, shorter-
term plans and goals (Katz & Kahn, 1978; Zaccaro, 2001). At the executive 
level, most leadership problems are fairly complex and ill-defined. Top 
leaders must manage the organization as a whole, and span its boundary 
with the external environment as they establish long-term strategy (Zac-
caro, 2001). The time perspective of leadership problems at this level can 
range from 10 to 50 years (Jacobs & Jaques, 1987). The need to manage the 
organization as a whole means the leadership is mostly indirect at the 
executive level, although direct leadership activities do occur with the 
top management team.

These changes in leader performance requirements across organiza-
tional strata have important implications for leadership and motivation. 
Zaccaro (2001) argued that these shifts mean that as leaders ascend organi-
zational levels, they need to confront increasing informational and social 
complexity. Informational complexity occurs because leaders at the execu-
tive level have to assimilate more information, attend to alternative and 
diverse sources of information, and manage information sources that can 
change rapidly over relatively short time periods (Campbell, 1988; Schro-
der, Driver, & Streufert, 1967). Thus, at higher organizational levels, lead-
ership activities that foster greater work clarification become even more 
important. Leaders at the top are establishing a strategic frame of refer-
ence, or conceptual map for the strategic direction of the organization as 
a whole (Jacobs & Jaques, 1987) that provides meaning and purpose for 
subsequent leadership activity across different parts of the organization. 
Specifically, this frame becomes the guide for direction setting at middle 
levels, just as middle managers translate this frame for lower-level manag-
ers. Thus, the relationship between leadership activity and work clarifica-
tion that serves as a basis for subsequent motivational processes becomes 
decidedly more complex as the unit of analysis moves to higher organi-
zational levels.

The cascading influence of strategic-level direction setting means that 
there is increasingly less ambiguity about work goals at lower man-
agement levels. Goal generation processes, therefore, are less complex, 
essentially involving the concrete extension of goals generated at higher 
management levels. Such processes also reflect a shorter time perspec-
tive (Jacobs & Jaques, 1987). Changes in time perspectives across organi-
zational strata have interesting implications for goal-striving processes. 
Organizational executives set a broad template for strategies of goal 
attainment, while lower-level managers establish more specific plans for 
goal accomplishment and manage corresponding goal regulation pro-
cesses (Zaccaro, 2001). Based on these arguments, we would propose that 
motivational processes at the executive level may focus disproportion-
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ately on goal generation processes relative to goal striving. Middle-level 
managers, tasked with operationalizing organizational strategies and 
managing their implementation across different units, presumably attend 
equally to both goal generation and goal-striving processes. Lower-level 
leaders, given fairly concrete goals and plans by their supervisors, and 
operating on the front lines of their implementation, most likely have 
subordinate goal-striving processes as a target of their influence more 
often than goal generation.

Increasing informational complexity represents one aspect of orga-
nizational leadership that changes how leadership influences motiva-
tion. Similar increases in social complexity across organizational strata 
also have important implications for leadership and motivation. Social 
complexity increases at higher organizational levels because leaders 
are responsible for managing a wider range of diverse organizational 
constituencies (Zaccaro, 2001). Accordingly, their direction-setting and 
operational management activities need to reflect this diversity. Also, 
as leadership becomes increasingly indirect at upper organizational lev-
els, more influence needs to occur through the leaders’ management of 
ambient stimuli. Greater social complexity, then, increases the motiva-
tion-based performance requirements and demands on organizational 
executives.

At middle and upper management levels, skillful leadership is neces-
sary to establish work clarity simultaneously for different units, often 
with differing and sometimes conflicting purposes and agendas. Like-
wise, when managing several groups, or the organization as a whole, lead-
ers need to generate collective identification and commitment at multiple 
levels; that is, they need to foster commitment to each unit that a member 
belongs to, as well as that member’s commitment to the organization as 
a whole. The challenge becomes greater for leaders as they engage more 
directly in goal generation and goal-striving activities for each of their 
different units. Different goals need to be generated for each unit under a 
leader’s supervision, and each set unit goal needs to be coordinated and 
integrated with the goals of the other units. This complexity extends to 
unit-level goal-striving activities, as leaders need to regulate, coordinate, 
and integrate the goal accomplishments of multiple groups under their 
direction. The systems character of these operations can create exponen-
tial increases in the complexity of management activities (cf. Katz & Kahn, 
1978). For example, when goal path adjustments need to be made for one 
or more units under a leader’s supervision, the effects of these alterations 
can reverberate across the middle manager’s other units, as well as across 
the organizational system, where they need to be accounted for by other 
units and leaders.
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Leadership Processes and Multilevel Work Motivation

We have made several distinctions regarding leadership and motivation 
in this chapter. In this next section, we integrate these distinctions into 
a more detailed examination of leadership and motivational processes. 
Figure 9.4 presents a model of how leadership activities influence moti-
vational states, goal generation, and goal striving. This model specifies 
motivational processes at the individual, team, and organizational level. 
For the sake of parsimony, the model does not include some key features described 
in Figures 9.1 to 9.3. For example, we did not include the specific direc-
tion-setting and operations management activities shown in Figure 9.1. 
We also did not specify the more precise effects of both the style and con-
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Leadership processes and multilevel work motivation.
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tent of leadership direction-setting and operational management activi-
ties shown in Figure 9.2. Likewise, as shown in Figure 9.3, leadership 
activities at the organizational level influence proximal psychological 
conditions and motivational processes at the team level, which in turn 
influence similar processes at the individual level. Similarly, we accept 
the assertions by Chen and Kanfer (2006), but not modeled in Figure 9.4, 
that motivational states at higher levels of aggregation influence goal gen-
eration at lower levels, and that higher-level goal generation influences 
lower-level goal striving.

We propose that the content of leader direction setting influences motiva-
tional states and goal generation processes through work direction clarifi-
cation. Directional content has proportionately less impact on goal-striving 
processes. Alternatively, while leader operational management activities 
affect motivational states through work process clarification, they have 
relatively greater influence on goal-striving processes than goal genera-
tion processes. We hasten to note, though, that these relationships are not 
straightforward. Chen and Kanfer (2006) argued that motivational states 
influence goal generation, which in turn influences goal striving. Accord-
ingly, the content of direction setting may influence goal striving, but 
through its effects on goal generation. Likewise, operations management 
activities may affect goal generation through specific motivational states.

leadership and individual Motivational Processes

Leader direction-setting activities influence several individual-level moti-
vational states. As we noted earlier, these effects follow from both the con-
tent of specified directions and the style by which they are established 
and communicated. The clarity engendered by the leader’s articulation 
of particular work directions affects work expectations, instrumentali-
ties, and valences, especially if these directions are accompanied by effec-
tive sense-making and sense-giving processes. When subordinates know 
without ambiguity what work direction is preferred by their supervisor 
and the rationale for that direction, they have a better understanding of 
which activities will be rewarded and which will be discouraged (Isaac et 
al., 2001). Coupling work direction with a meaningful rationale may also 
imbue the task with greater perceived significance, enhancing the valence 
of the job (Hackman & Oldham, 1980).

The style used to establish and communicate work direction can influence 
such motivational states as self-efficacy beliefs, empowerment, and work-
related trust, by enhancing work-based self-identity and work commit-
ment. Several leadership models note that leaders can set work directions 
and make decisions using either a fully autocratic approach or one that is 
more participatory for subordinates (Vroom & Yetton, 1973). When leaders 
give their followers voice in the decisions and processes of work direction 
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setting, they foster greater perceptions of procedural justice, which in turn 
engenders greater felt trust and subsequent work satisfaction (Roberson, 
Moye, & Locke, 1999). Indeed, transformational leadership models are also 
based on the premise that such participation contributes to the perceptions 
of trust and empowerment (Avolio, Zhu, Koh, & Bhatia, 2004; Bass, 1985, 
1996; Bass & Avolio, 1994; Podsakoff, Mackenzie, Moorman, & Fetter, 1990). 
For example, Jung and Avolio (2000) noted that “it is the transformational 
leader’s frequent empowerment and encouragement of followers to make 
their own decisions that can build followers’ trust in their leader” (p. 952). 
Greater empowerment fosters other motivational states such as perceived 
justice (Korsgaard, Schweiger, & Sapienza, 1995) and organizational com-
mitment (Avolio et al., 2004; Walumbwa & Lawler, 2003).

Transformational and charismatic leadership models argue that when 
work directions are articulated using inspirational and value-based lan-
guage and symbols, followers experience greater congruence between 
their own and their leader’s value set (Jung & Avolio, 2000; Shamir et al., 
1993). This congruence leads to corresponding increases in follower trust 
and work attitudes. For example, Jung and Avolio (2000) noted:

When follower’s values are congruent with the transformational lead-
er’s values, they are expected to shift motivation from focusing on 
self interests to considering the more collective interests of the group 
or organization. By providing and articulating a desirable vision, 
charismatic leaders are able to affect followers’ views of their positive 
role in achieving the mission/vision, and mobilizing higher levels of 
commitment to a common set of goals for the group. (p. 962)

Shamir et al. (1993) offered a similar argument, noting that when lead-
ers articulate ideological explanations for set directions (i.e., value-based 
sense giving), they connect the followers’ self-identity to that of the orga-
nizational as a whole, thereby increasing follower intrinsic motivation 
and organizational commitment. Also, by pairing such vision communi-
cation with encouragement that followers will be able to achieve the set 
goals and direction, Shamir et al. argued that leaders influence another 
motivational state, self-efficacy. Several researchers have provided empiri-
cal support linking inspirational direction setting to these motivational 
states (Conger, Kanungo, & Menon, 2000; Jung & Avolio, 2000; Kirkpatrick 
& Locke, 1996).

The aforementioned influences on motivational states derive from spe-
cific leader direction-setting activities. Leader operation management pro-
cesses also influence an array of individual motivational states, through 
their effects in work process clarity, follower self-identity, and work com-
mitment. Assigning subordinates to particular tasks and roles, establish-
ing work norm, standards, and reward systems, specifying and monitoring 
work flow, and acquiring work resources contribute to stronger and more 
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accurate work expectations, instrumentalities, and valences. Developing 
and coaching subordinates enhances self-efficacy. As with direction set-
ting, having subordinates participate and share in the decisions regarding 
these activities enhances trust, empowerment, and commitment. Indeed, 
when leaders seamlessly integrate the styles of their direction-setting and 
operations management activities, they multiply their influence on subor-
dinate motivation.

Motivational states engendered by leadership processes influence sub-
sequent goal generation processes (Kanfer & Ackerman, 1989; Chen & 
Kanfer, 2006). According to Kanfer and her colleagues (Kanfer & Ack-
erman, 1989; Kanfer & Kanfer, 1991), goal generation processes include 
choices about which particular goals to pursue, and decisions about what 
goal strategies to employ in accomplishing set goals. Individual motiva-
tional states, such as self-efficacy, empowerment, work expectancies, and 
goal orientation, determine not only goal choices, but also the intensity 
of effort devoted to goal attainment. Further, when leadership activities 
promote high work-related self-identity, followers are more likely to set 
self-concordant goals (Bono & Judge, 2003). Self-concordance means that 
the leader’s vision and goals become the personal vision and goals to fol-
lowers, which will in turn influence the level of their goals, as well as the 
strength of their goal acceptance and commitment. Accordingly, Masuda, 
Minor, Shoptaugh, and Kane (2006) found that individuals who reported 
“compelling” personal visions (i.e., those that are inspirational, future ori-
ented, optimistic, and challenging) established more difficult and specific 
goals, and committed to these goals more fully.

These effects describe the leader’s indirect influence on goal genera-
tion, mediated by motivational states. However, leaders can exert other 
influences on goal choices, goal intensity, and goal strategy formulation 
in several ways. When leaders articulate particular strategies for meeting 
set directions, they influence the goal strategies likely to be formulated 
by their subordinates. Also, the leader’s sense-making and sense-giving 
activities’ strategies may help subordinates formulate goal strategies that 
are more realistic and congruent with task and environment conditions. 
Finally, some studies have shown that when leader-specified goals and 
goal strategies indicate a high degree of self-sacrifice on the part of the 
leader, subordinates exhibit greater energy and commitment to these 
goals (Choi & Mai-Dalton, 1999; De Cremer, 2006; De Cremer & van Knip-
penberg, 2004).

Goal generation processes are closely entwined with goal-striving activ-
ities. Goal striving refers to activities by which individuals regulate and, 
if necessary, adjust their behaviors, emotions, and cognitions along the 
path of accomplishing their goals (Chen & Kanfer, 2006). Two leadership 
activities related to operations management, performance monitoring and 
feedback giving, directly influence goal-striving and regulation processes. 
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Performance feedback represents a vital input to self-regulation activi-
ties, particularly information regarding discrepancies between intended 
and actual goal progress (Bandura, 1997; Locke & Latham, 1990). Leaders 
play a strong role in monitoring performance systems, particularly in 
determining how well subordinates are progressing toward goal achieve-
ment (Hackman & Walton, 1986; Kane, Zaccaro, Tremble, & Masuda, 2002; 
Zaccaro et al., 2001). Their competency in performance monitoring and 
evaluating goal progress will contribute to their ability to give accurate 
feedback to followers. However, the nature and type of feedback giving 
by the leader will also have significant implications for the success of fol-
lowers’ goal-striving activities. For example, Kiechel et al. (2000) found 
that process-oriented feedback (i.e., corrections in how work is being com-
pleted) was more useful for performance than information solely about 
performance outcomes. Process feedback is likely to be more successful in 
helping followers make requisite adjustments to goal tactics and strategies 
than information strictly about outcomes.

In sum, leadership processes influence individual motivation through 
several avenues. Both the contents and style of direction setting and 
operations management, respectively, can alter a number of motivational 
states through their effects on work direction and process clarity and on 
follower work-based self-identification and work commitment. The con-
tent of leader direction setting also exerts predominant effects on follower 
goal generation processes, while operations management more propor-
tionately influences goal-striving processes.

There is considerable empirical support for different parts of the 
model, at the individual level, shown in Figure 9.4; however, we note the 
need for tests of the model as a whole. Also, a number of the cited stud-
ies supporting parts of the model were constructed within the context 
of other leadership theories that did not necessarily make the degree of 
distinctions offered here. For example, we have cited a number of stud-
ies from the transformational leadership literature as supporting our 
assertions. However, these studies do not typically separate different 
aspects of leadership such as visioning (direction setting) and implemen-
tation (operations management) in their empirical tests. Likewise, there 
remains a need to test the mediating mechanisms by which transforma-
tional leadership influences work motivation and performance (Avolio 
et al., 2004; Bono & Judge, 2003). We have suggested several mediated 
pathways that are more fine-grained than those proposed previous stud-
ies. We also argue that in organizations leader influences on motivation 
extend across multiple levels, with higher-level processes influencing 
lower-level effects. We turn to more specific consideration of these effects 
in the next sections.
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leadership and Team-level Motivational Processes

Compared to leadership and individual motivation, relatively little 
research has been published on team-level motivation and the effects of 
leadership on related processes (Chen & Kanfer, 2006; Zaccaro et al., 2001). 
We would argue as a starting point that all of the posited effects of leader-
ship on individual motivational processes pertain also to team members. 
However, at the team level, leadership influence is concerned also with 
facilitating the integration of members’ efforts and increasing the willing-
ness of members to work hard on behalf of their team. Zaccaro et al. (2001) 
argued that leadership activities influence several team-level motivational 
states, including group cohesion, team efficacy, and collective trust. These 
states grow out of direction-setting and operations management activities 
that foster social identification processes within followers. For example, 
when leaders communicate work directions and manage operations in a 
manner that promotes followers perceiving themselves as a unit separate 
from other organizational units, they establish a foundation for using 
other strategies to engage collective motivation (Ellemers, de Gilder, & 
Haslam, 2004). When members identify strongly with their unit, appeals 
to the needs of the unit, establishment of group norms, and development 
of particular group structures can all strengthen their willingness to work 
hard on behalf of the unit as a whole. Indeed, Ellemers et al. (2004) notes, 
“The potential of leaders or managers to communicate and create a sense 
of shared identity is an important determinant of the likelihood that their 
attempts to energize, direct, and sustain particular work-related behaviors 
in their followers will be successful” (p. 467). A strong social identification 
becomes the subsequent basis for team cohesion, efficacy, and trust.

Several studies have argued for linkages between leadership behav-
iors and group-level motivational states. Zaccaro et al. (2001) suggested 
that leaders build team efficacy by modeling appropriate team strategies, 
particularly of how members should interact in completing tasks, and by 
using encouragement and effective team management to promote effec-
tive collective interactions. Dionne et al. (2004) stated that when leaders 
use visioning strategies that emphasize collective identity and rapport 
building, they enhance subsequent team cohesion. In support of these 
arguments, Sivasubramaniam, Murray, Avolio, and Jung (2002) found that 
transformational leadership activities promoted perceptions of group 
potency, or beliefs that the group as a whole can handle most challenges, 
that in turn facilitated team performance (see also Sosik, Avolio, & Kahai, 
1997). Kane et al. (2002) reported that leadership goal-setting and team reg-
ulation activities fostered greater subsequent collective efficacy and team 
cohesion, especially when teams needed to operate in conditions of high 
complexity. Pescosolido (2001) found that leaders had strong influence on 
the development of team efficacy, especially early in the team’s tenure. As 
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a set, these particular studies are noteworthy because they examined the 
effects of leadership on teams using longitudinal methodologies.

Marks, Mathieu, and Zaccaro (2001) defined goal generation activities 
in teams as part of a set of transition processes occurring early in team 
performance episodes. These activities include mission analysis, goal 
specification, and goal planning. Leadership direction-setting activities 
can directly facilitative these team-level goal generation processes in sev-
eral ways. First, as with individual goal setting, the goal choices promoted 
by the leader’s own goal setting and goal regulation behavior may exert 
a strong influence on the choices adopted by the majority of team mem-
bers (Kane et al., 2002). The directions set by leaders act as forceful ambi-
ent stimuli for group goal generation activities. Second, leaders can act to 
foster high intragroup agreement about the goals and around the strate-
gies formulated to meet these goals. Thus, they may use discretionary 
(individual-directed) stimuli (Hackman, 1992) to minimize intragroup 
differences. Third, in teams where some decisions about goal directions 
and goal strategy formulation are expected to be shared among members, 
leaders can facilitate the collective information processing activities con-
tributing to team planning (Zaccaro, Heinen, & Shuffler, in press; Zac-
caro, Ely, & Shuffler, 2008. Finally, team leaders can coach and model the 
strategy formulation processes for their teams. Hackman and Wageman 
(2005) labeled this activity “consultative coaching,” and defined its pur-
pose as “to minimize mindless adoption or execution of task performance 
routines in uncertain and changing task environments and to foster the 
invention of ways of proceeding with work that are especially well aligned 
with task requirements” (p. 273). Thus, this form of leader coaching helps 
teams make goal choice and goal strategy decisions.

Leader team-level operation management activities should contribute 
significantly to team-level goal-striving processes. In particular, lead-
ers help team members in their engagement of collective goal regulation 
processes. Marks et al. (2001) defined these processes as including sys-
tems monitoring and backing-up behaviors. Leaders can facilitate team-
based regulation by monitoring the performance of the team as a whole 
in terms of overall goal progress and discrepancies from expected goal 
progress. Leaders can also monitor how well particular team members 
are contributing to the collective effort, and intervene with coaching if 
member efforts are insufficient (Hackman & Wageman, 2005). Also, the 
boundary-role-spanning activities of the leader provide a critical source 
of information for team goal-striving and goal regulation activities (Zac-
caro, Heinen, & Shuffler, 2008). As boundary spanners, team leaders are 
positioned to evaluate the degree to which team actions are appropriately 
aligned with environmental contingencies and larger organizational 
goals. Accordingly, the feedback provided to the team regarding this 
alignment becomes part of the input for maintaining existing goal paths, 
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or adjusting them to foster better alignment. Further, the degree to which 
the leader’s feedback is process oriented will determine how easily team 
members can make goal path corrections (Kiechel et al., 2000).

In sum, the critical features of leadership influence on team-level moti-
vation include the degree to which leaders foster the development of 
motivational states that in turn promote collective identity and member 
integration. The content of leader direction-setting activities has relatively 
stronger influences on team goal generation processes, particularly in 
encouraging high member agreement around goal choices and goal strate-
gies. Leader operations management activities are likely to more strongly 
influence team regulation processes, particularly in helping the team deter-
mine its degree of alignment with larger organizational contingencies. As 
suggested by Figure 9.3, these team-level influences cascade to individual-
level relationships. However, the relationships between leadership and 
team-level motivational processes are in turn affected by organizational-
level connections. We turn to these relationships in the next section.

leadership and Organization-level Motivation Processes

We noted the paucity of theoretical research on leadership and team-level 
motivation. Even less exists regarding executive or organization-wide 
leadership, and organization-level motivational processes. We would 
suggest that the influence of leadership on collective motivation at this 
level is likely to involve the leader’s application of mostly ambient stim-
uli involving organizational norms and values. Several theorists define 
the motivating aspects of visionary leadership as occurring primarily at 
the level of the organization—as reflecting organization-wide influence 
(Burns, 1978; Bennis & Nanus, 1985; Tichy & DeVanna, 1986a, 1986b). The 
values and ideology embodied by such visions promote value congruence 
between self and organization (Shamir et al., 1993), and collective identi-
fication with the organization as a whole. These values also become the 
basis for higher-level motivational norms across the organization. Vision-
based communication at the top of the organization, with encouragement 
regarding the collective resources for meeting organizational strategies, 
also promotes organization-level collective efficacy (Shamir et al., 1993).

Organizational leaders also influence motivational processes by creat-
ing a learning climate within the organization (Zaccaro, Ely, & Shuffler, 
2008). Learning organizations develop values and norms for innovative 
exploration as part of their climate and culture (Popper & Lipshitz, 1998). 
Organizational members are empowered to explore different ideas and 
pursue change. To encourage this climate, top leaders need to establish 
ambient stimuli at the organization level that encourages flexibility, learn-
ing, and knowledge sharing, and establishes innovation goals and reward 
entrepreneurship (see Yukl, 2006, p. 311). Such a climate should foster a 
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high level of energy and enthusiasm from organizational members (Basa-
dur, 2004; Vera & Crossan, 2004) that in turn affects goal generation and 
goal-striving processes.

Goal generation processes at the organization level entail the devel-
opment and adoption of organizational strategies consistent with stated 
visions. Top leaders need to provide a strategic frame of reference for 
middle- and lower-level managers so that the goal generation processes 
of these managers are properly aligned with those at the top of the orga-
nization (Jacobs & Jaques, 1987, 1990, 1991; Zaccaro, 2001). Effective execu-
tive leadership requires not only the articulation of a vision and strategy 
for company growth, but also a broad plan for strategy implementation, 
along with proposed policy and structural changes that are congruent 
with stated strategies (Zaccaro, 2001). These strategic plans and changes 
contribute to the goal-based conceptual map that guides the rest of the 
organization. The congruence of goal generation activities at lower orga-
nizational levels with goal generation at the top is likely to be higher when 
the CEO empowers top management team members and allows them con-
siderable voice in organizational goal generation (Korsgaard et al., 1995).

We would argue that, to promote goal-striving activities at the organiza-
tion level, leaders need to engage in organization-wide performance mon-
itoring and feedback provision. Thus, top leaders have the responsibility 
of establishing organizational structures and procedures for the timely 
and simultaneous monitoring of different organizational subsystems (cf. 
Yukl & Lepsinger, 2004). These are key functions of members of top man-
agement teams, as well as of their respective staffs (Klimoski & Koles, 
2001). Accordingly, to facilitate organizational goal striving, CEOs need 
to foster effective information-sharing and perspective-taking processes 
in their top management teams (Amason & Sapienza, 1997; Klimoski & 
Koles, 2001; Peterson, Smith, Martorana, & Owens, 2003).

The effectiveness of organizational goal striving rests also on the abil-
ity of top leaders to scan the external environment of the organization 
and accurately evaluate the congruence of organizational goals, strategies, 
and actions with shifting environmental contingencies (Bourgeois, 1985; 
Hambrick, 1982; Katz & Kahn, 1978; Zaccaro, 2001). These leaders need to 
be able to recognize emerging threats and opportunities and alter orga-
nizational strategies accordingly (Hambrick, 1982). CEOs should staff and 
position the top management team in a manner that maximizes its ability 
to assist in environmental scanning and sense making, evaluate organi-
zation-wide goal progress and accomplishments, and transition different 
organizational subsystems toward alternate goal paths when necessary 
(Klimoski & Koles, 2001). The systems character of an organization means 
that goal-striving and regulation processes in some parts of the organiza-
tion will have consequences that reverberate throughout the entire com-
pany (Katz & Kahn, 1978). The overall effectiveness and speed of such 
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regulation activities will depend upon the capabilities of top executives 
and the quality of team processes within the top management team. The 
responsibility for building these capabilities and fostering the appropriate 
processes rests with the CEO.

Conclusions

We have offered a number of ideas and propositions in this chapter in the 
context of a comprehensive model of leadership and motivation in organi-
zations. To review, we propose the following:

Leaders influence work motivation processes primarily through 
their direction-setting and operations management activities. 
Both the content of these activities and the style by which they 
are carried out produce differential effects on motivation.

The influences of leader direction setting and operations man-
agement on motivational processes are mediated by their effects 
on particular enabling psychological conditions. Specifically, the 
content of leader direction setting affects work direction clarifica-
tion. The style of leader direction setting (e.g., more or less par-
ticipatory and empowering) influences followers’ work-based 
self-identification and commitment to work. The content of a 
leader’s operations management activities affects work process 
clarification, while the style by which such activities are carried 
out influences worker self-identification and commitment.

There exists a parallelism in the relationships among leadership 
activities and work motivation processes as the unit of analysis 
moves from the individual to the group to the organizational level.

There is, however, a cascading influence within this parallelism, 
such that direction setting and operations management at the 
organizational level influence corresponding leadership activi-
ties at the team level, which in turn influence the correspond-
ing activities at the level of individual subordinates. Likewise, 
the psychological conditions of work clarity, organization-based 
identification, and work commitment that come to define an orga-
nization’s climate influence similar enabling conditions at the 
team level, and correspondingly at the individual level.

The contents of leader direction-setting activities have primary 
influences, through work direction clarification, on motivational 

•

•

•

•

•
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states and goal generation processes; their effects on goal striving 
are mediated by goal generation processes.
The style by which leaders provide direction influences motivational 
states and goal-striving processes through their direct effects on 
followers’ work-based self-identification and work commitment.
Both the contents and style of leader operations management 
activities exert primary influences, through work process clari-
fication and follower work identification and commitment, on 
motivational states and goal-striving processes.

Our theoretical framework contains two key features that ought to drive 
future research on leadership and motivation. First, our model specifies 
multilevel linkages among motivational processes at the individual, team, 
and organizational levels. Our model resembles that of Chen and Kanfer 
(2006), except that we extend the levels defined in their model to the orga-
nizational level. This parameter of our model argues for more cross-level 
research on the effects of leadership on motivation. We have observed 
that research on leadership and motivation becomes decidedly sparse as 
the unit of analysis moves from the individual to the group and the orga-
nization. Past research has not mirrored the complexity of these effects at 
higher levels of analyses. For example, we have argued that upper-level 
managers and top executive influence work motivation indirectly by alter-
ing the ambient stimuli composing the team and organizational climate 
(Zhu et al., 2005). Along this line, the CEO’s articulation of a vision should 
create climatic effects within the organization that cascade through levels 
to influence individual motivation. Similarly, the transformational leader-
ship and empowerment activities of the CEO should influence the behav-
ior of individual supervisors throughout the organization, having direct 
effects on individual subordinate motivation (Bass et al., 1987). Research 
to test such suppositions needs to measure CEO visioning and empower-
ment activities, and track their parallel and sequential causal effects on 
team and individual motivational processes. While multilevel research 
has become more prominent in industrial and organizational psychology 
(Chen, Bliese, & Mathieu, 2005; Kozlowski & Klein, 2000), few studies have 
attempted such analyses across individuals and teams in the domain of 
leadership and motivation (Chen & Kanfer, 2006), much less across the 
three levels specified here (see Avolio & Bass, 1995, as an exception).

A second key feature of our conceptual framework refers to the temporal 
aspects of leadership and motivational processes. Chen and Kanfer (2006) 
noted such time considerations among motivational states, goal genera-
tion processes, and goal-striving activities; they also specified temporal 
effects across individual and team levels of analysis (see Figure 1 in their 
paper). We have expanded their temporal relationships by adding the 
causal influences of leadership activities on enabling psychological condi-

•
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tions as precursors to relationships among motivational processes. Also, 
as noted, we have added organizational-level leadership processes as tem-
poral precursors to relationships between leadership and motivation at 
the team and individual levels. Chen and Kanfer argued that their model 
called for “conducting longitudinal studies on a time scale that allows us 
to account for individual and team phenomena, as well as unique cross-
level phenomena and other changes in individual-team interconnective-
ness as they unfold naturally over time” (p. 258). We would echo their 
recommendation, and extend it to incorporate organizational cross-level 
effects, and the trilevel influences of organizational leadership activities 
on multistage motivational processes.

We have argued for several mediated pathways in our multilevel model 
of leadership and motivational processes. Indeed, our model, in concert 
with research by Kanfer and her colleagues (Chen & Kanfer, 2006; Kan-
fer & Ackerman, 1989; Kanfer & Kanfer, 1991), specifies five mediated 
pathways from leadership to performance, linking leadership processes, 
enabling psychological conditions, motivational states, goal generation, 
goal striving, and performance. We certainly acknowledge the complex-
ity of this model, particularly when we incorporate parallel processes at 
the individual, team, and organizational levels. However, contemporary 
models of work motivation have become decidedly more complex (Chen & 
Kanfer, 2006; Latham & Pinder, 2005)—this evolution needs to be reflected 
in models of how leadership influences such motivation.

Although some specific tests have been completed that suggest the via-
bility of parts of our model (e.g., Chen & Bliese, 2002; Tetrick, 1999; Kane 
et al., 2002), future studies ought to test the fully integrated model. Such 
research would call for longitudinal and multilevel designs that incorpo-
rate leadership activities at the team and organizational levels, as well as 
different psychological variables and motivational processes measured at 
the individual level and aggregated to the team and organizational levels. 
The conduct of such research should provide important dividends for a 
fine-grained understanding of how leadership processes influence moti-
vated behavior in organizations.

Our model excluded a range of potential moderators and boundary 
conditions that ought to be the focus of further conceptual and empiri-
cal study, perhaps after the mainline connections in the model have been 
tested. A clear assumption in our model is that leaders and their activities 
are prime drivers of motivational processes in organizations. However, 
approaches such as the leadership substitutes model (Kerr & Jermier, 1978) 
argue that characteristics of the subordinate (e.g., professional orientation), 
the task (intrinsically satisfying), and the unit or organization (dispersed 
versus co-located) can moderate, and indeed sometimes render power-
less, the influence of leaders. Other researchers have described the nature 
of shared leadership, in which the responsibility of leadership functions 
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becomes distributed among unit and organizational members (Pearce & 
Conger, 2003a, 2003b; Day, Gronin, & Salas, 2004). Day et al. (2004) even 
describe leadership as a quality that “emerges or is drawn from teams as a 
function of working on and accomplishing shared work” (p. 859), treating 
it as an outcome rather than an input to team process, at least early in the 
team’s tenure. These perspectives of team and organizational leadership 
add an additional layer of complexity to our ideas. Indeed, these views 
suggest that motivational processes early in a unit’s development may act 
as precursors of emergent leadership processes that in turn help regulate 
subsequent motivation. The motivation of members in some types of team 
or organizations, such as those with dispersed members or with relatively 
flat structures, may be better explained by such sequential processes. We 
think these possible boundary conditions on our model represent fertile 
soil for further conceptual exploration.

Two other areas that beckon further exploration include specifying the 
determinants of a leader’s motivation to lead, and defining the moments 
when leadership influences on motivation are especially heightened. Our 
focus in this chapter has been on subordinate work motivation. However, 
a similar motivational framework may be applicable to a leader’s motiva-
tion to perform leadership activities. That is, the motivational states, goal 
generation, and goal striving of leaders for leadership performance may 
be grounded in the degree to which they identify themselves as leaders, 
and the perceived clarity of their leadership performance requirements. 
Lord and Hall (2005) described the process of developing leadership 
skills as involving early learning and problem-solving experiences that 
contribute to an individual’s leader self-identity. They noted that “as ones 
identity as a leader solidifies with increasing experience, a self-view may, 
in turn, be associated through connectionist networks with many self-
relevant goals and component skills that are associated with leadership” 
(p. 596). Such leader self-identities and self-views may contribute to the 
leader’s motivation and choices in conducting direction-setting and oper-
ations management activities. Other researchers have documented the 
importance to leadership performance of certain leader values, such as 
self-transcendence (Lord & Brown, 2001) and openness to change (Kark 
& Van-Dijk,2007), and personality dimensions that include an affective 
orientation to lead and a sense of duty or responsibility (Chan & Drasgow, 
2001; Kark & Van-Dijk, 2007). These leader characteristics may contribute 
to a greater felt commitment to lead and could complement the effects 
of leader self-identity. Thus, motivation to lead can be modeled using 
an extrapolation of the enabling conditions and motivational processes 
described in this chapter; such motivation may also act as a precursor 
to the leadership activities specified as exogenous variables within our 
model.
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Another fertile topic for exploration concerns an examination of those 
moments that heighten the impact of leadership on motivation. We have 
described how organizational context in the form of leadership sys-
tems influences motivation. We would suggest, though, that some ele-
ments of the team or organization’s operating environment may place an 
even stronger premium on leaders’ motivating activities. For example, 
research has demonstrated that as environmental stressors, such as tem-
poral urgency, increase in magnitude, team processes and communica-
tions become more centralized (Gladstein & Reilly, 1985; Isenberg, 1981). 
Temporal urgency can alter information-sharing processes in teams, 
reduce innovation, and lessen member commitment to collective action 
(Andrews & Farris, 1972; Argote, Turner, & Fichman, 1989; Frye & Stritch, 
1964). Zaccaro, Gualtieri, and Minionis (1995) found that task cohesion, as 
a team motivation state, ameliorated these effects of temporal urgency—
highly cohesive teams placed under temporal stress performed as well as 
teams that experienced low temporal urgency; such was not the case for 
teams low in task cohesion.

Given the role of leadership activities in fostering task cohesion (Zaccaro 
et al., 2001), these findings suggest that such activities would become more 
significant as units and organizations experience greater environmental 
stress. Other researchers have argued that leadership processes increase 
in importance as environments become more ill-defined (Fleishman et 
al., 1991) or require greater adaptation (Day et al., 2004; Kozlowski, Gully, 
McHugh, Salas, & Cannon-Bowers, 1996; Kozlowski, Gully, Salas, & Can-
non-Bowers, 1996). In such environments, leaders have the added respon-
sibility to motivate organizations, teams, and subordinates to change and 
adapt their typical performance routines (Zaccaro, 2006). Accordingly, we 
suspect that their direction-setting and operations management activi-
ties become even more salient in (1) guiding the development of motiva-
tional states that foster effective adaptation and (2) fostering changes in 
subordinate goal generation and goal-striving processes in response to 
environmental dynamism. We think these arguments about the salience 
of leadership processes in dynamic environments provide another future 
direction for research on leadership and motivation.

This chapter provides a comprehensive framework for understanding 
how organizational leadership influences work motivation. Despite con-
siderable coverage of this topic in the leadership literature at the individual 
level, there is still much to learn about influences as the levels of analysis 
move to the team and the organization as whole. Further, the effects of 
leadership on work motivation have been described to date using models 
that likely do not reflect the complexity of this relationship. We believe the 
conceptual frames offered in this chapter provide several research path-
ways to understanding these effects.
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Motivation is typically thought of as a within-person phenomenon. Yet 
the individuals at work are a part of a larger organizational system, and 
as such, a more complete understanding of employee motivation recog-
nizes the role of organizational-level factors in influencing work motiva-
tion. Major organizational practices that influence employee motivation 
include the evaluation, feedback, involvement, and reward systems. In 
addition, organizational culture and workplace policies and strategies 
surrounding job security, development opportunities, and diversity play 
a role in influencing employee motivation at work. The purpose of this 
chapter is to examine these organizational influences and address the 
impact of organizational characteristics and contemporary changes in the 
nature of work systems that influence employee motivation.

Motivation, in concert with capability (e.g., skill) and opportunity (e.g., 
resources), is an important determinant of an individual’s behavior (cf. 
Boxall & Purcell, 2003). A question of particular relevance in today’s 
work context is motivation to do what. This issue (the criterion question) 
was of specific focus in Chapter 3 of this volume. However, the direction 
of workplace behavior is particularly important and somewhat unique 
when we consider the broader organizational context, including recent 
changes in the workplace, employment relationship, and how work gets 
done. In particular, recent research has discussed the role of employee 
behavior focused specifically on helping the organization attain its stra-
tegic objectives. The general argument is that the realization of an orga-
nization’s strategic objectives is through individuals and their behavior 
(e.g., Boswell, 2006; Jackson, Schuler, & Rivero, 1989), and thus through 
employee behaviors that are aligned with an organization’s strategic 
goals, organizations are able to enhance execution of their business strate-
gies (Colvin & Boswell, 2005). Organizational-level factors and systems 
are often aimed at and play a key role in motivating such behavior (that 
is, strategically “aligned actions,” Colvin & Boswell, 2005). For example, as 
elaborated on below, organizational-level incentive systems such as profit 
sharing and stock option grants help foster behavior that contributes to 
organizational strategy by tying employee rewards to organizational per-
formance (Gerhart & Milkovich, 1990). Accordingly, much of our discus-
sion is focused specifically on motivating employee behavior aligned with 
the organization’s larger goals.

In this chapter, we examine the role of organizational-level factors and 
systems in employee motivation. First, we examine the contemporary 
nature of the employment relationship and work that set the context for 
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employee motivation within current organizational systems. In the next 
section we briefly review the role of specific work practices and character-
istics that affect employee motivation. In particular, we discuss the role 
of such practices and work characteristics in affecting determinants of 
motivations (e.g., work attitudes and perceptions) as well as the motiva-
tion process itself (e.g., effort, goal choice). We then describe the systems 
perspective that serves as an integrative framework for how organiza-
tional-level factors influence work outcomes and specifically employee 
motivation. Finally, we conclude with an agenda for future research and 
discussion of the challenges.

The Contemporary Work Context

Recent changes in the workplace and emergent employee-employer rela-
tionships hold important implications for the ways in which organiza-
tions can and do motivate their employees. To understand individual 
motivation within the larger organizational system, it is first important 
to examine the broader work context in which employees and firms 
interact.

The Nature of the employment relationship

Changing economic trends, competitive pressures, and new organiza-
tional structures have led to what many refer to as the changing nature 
of (or “New Deal” in) the employment relationship (cf. Capelli, 1999; 
Roehling, Cavanaugh, Moynihan, & Boswell, 2000; Rousseau, 1996). The 
general argument is that such changes in the economy and business envi-
ronment have led to changes in what firms and employees expect from 
each other in the employment relationship. For example, there is greater 
emphasis on employees taking initiative and responsibility for organiza-
tional improvement and innovation. In turn, employees are often evalu-
ated and rewarded based on their value-added. As another example, the 
increased pace of change in business environments has meant less organi-
zational stability. The result has been less reliance on traditional promises 
of job security and long-term career development within a single com-
pany (Sims, 1994).

Consistent with these changes, organizations have become more 
and more “boundaryless” or “jobless” (Ashkenas, Ulrich, Jick, & Kerr, 
1995; Bridges, 1995). Accordingly, we have seen evidence of a paradig-
matic shift from employees performing narrowly defined job duties to 
an expectation that employees understand the “big picture” and help  

RT7451X.indb   363 5/28/08   12:44:38 PM



���	 Work	Motivation:	Past,	Present,	and	Future

contribute as needed to the attainment of firm goals (Boswell, 2006; 
Lawler, 1994). This again supports the importance of motivating 
employee actions aligned with the larger organizational objectives, 
yet also suggests that the greatest value for an organization is likely to 
stem from the more discretionary and unspecifiable employee actions. 
Indeed, various theorists (e.g., Simon, 1991; Weick & Roberts, 1993) have 
emphasized shaping employee mind-sets (or “collective minds”) rather 
than prescribing behaviors (often defined by a formal job description) to 
foster those decision-making premises that are in line with an organi-
zation’s goals. Simon observed (1991), “Doing the job well is not mainly 
a matter of responding to commands, but is much more a matter of tak-
ing initiative to advance organizational objectives.…For the organiza-
tion to work well, it is not enough for employees to accept commands 
literally.…What is required is that employees take initiative and apply 
all their skill and knowledge to advance the achievement of the orga-
nization’s objectives” (p. 32). More recently, Boswell (2006) emphasized 
the importance of employees understanding the larger organizational 
objectives and how to effectively contribute to those objectives; that is, 
have “line of sight” to the organization’s larger goals and imperatives 
as an important force in motivating employee behavior aligned with 
organizational strategy.

The contemporary nature of the employment relationship has impor-
tant implications for employee motivation. First, motivating individuals 
in the face of new workplace structures such as lessened job security yet 
heightened employee autonomy, responsibility, and interdependencies 
among workers poses challenges for organizations. On the one hand, 
firms may expect more from employees in terms of adding value, yet 
on the other, may appear less committed to a long-term relationship. 
This could be thought of as a transition from a paternalistic relation-
ship to more of a partnership between employees and employers, where 
employees will be most interested in and motivated by challenging and 
interesting work, understanding one’s contributions to business objec-
tives, and sharing in the success of the organization, rather than notions 
of security, continuity, and future career prospects (Anderson & Schalk, 
1998). Expectations in the employment relationship also suggest that dis-
cretionary and unspecifiable employee behavior aligned with an organi-
zation’s strategic objectives is likely of greatest value to an organization. 
How to motivate such behavior is an important organizational challenge 
given that by definition it cannot be defined a priori. Yet, many of the 
organizational practices typically linked to employee motivation, such as 
reward systems and performance management (discussed below), have 
been transformed to focus on motivating such behavior, thus recognizing 
the new business and employment environment and helping to address 
these challenges.
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Psychological Contracts and idiosyncratic Deals

Employees’ perceptions about the employment relationship and expecta-
tions at work are reflected in their “psychological contract” (Rousseau, 
1989). At a general level, the employee psychological contract construct 
refers to beliefs about the terms of exchange between employees and 
employers (e.g., Argyris, 1960; Rousseau, 1995; Schein, 1980), that is, 
what the employee will contribute and what the employer will provide. 
Research in this area has focused on classifying the beliefs that make 
up psychological contracts (e.g., Herriot, 1997; Roehling & Boswell, 2004; 
Rousseau, 1990), and investigating violations and the effects on employee 
attitudes and behaviors (e.g., Robinson, 1996; Robinson & Rousseau, 1994; 
Turnley & Feldman, 2000). As subjective perceptions, psychological con-
tracts are likely to be influenced by a wide range of factors operating at 
different levels, including social norms, organizational culture, employ-
ment policies and practices, interactions with others in the workplace, and 
personal characteristics of the individual (e.g., needs, values, dispositions) 
(cf. Anderson & Schalk, 1998; Cavanaugh & Noe, 1999; Rousseau, 1995).

An employee’s psychological contract provides an important founda-
tion for motivating his or her behavior. Beliefs about the exchange rela-
tionship help to define for an employee what is expected in terms of effort. 
For example, psychological contracts help to direct an individual’s goals 
and goal-striving processes by defining expectations and goals consis-
tent with the organization’s strategy. Perceived contract violations are an 
additional influence on work motivation. An employee who perceives the 
company is not holding up its end of the deal is likely to reduce his or her 
efforts and contributions. Taken together, establishing and maintaining 
the psychological contract holds great potential for organizations in terms 
of improving (or impairing) and directing employee motivation. From a 
strategic perspective, psychological contracts help to ensure that employ-
ees are committed to working toward organizational objectives, engaging 
in behaviors aligned with the strategic goals developed by managers.

A recent theme in both the academic and practitioner literatures is that 
“one size does not fit all” in regards to managing the employee-employer 
exchange relationship. Building on the psychological contract’s literature, 
Rousseau and colleagues’ (Rousseau, 2001, 2005; Rousseau, Ho, & Green-
berg, 2006) discussion of idiosyncratic agreements (or “i-deals”) is quite 
prominent in this context. I-deals are individualized, nonstandard agree-
ments between an employee and the employer, and as such are flexible 
arrangements by definition. Though such arrangements may be impor-
tant in attracting and retaining individuals, inconsistency in employment 
arrangements may erode trust and fairness perceptions among employees 
(Rousseau, 2001). As such, i-deals have important implications for moti-
vational determinants, including employee attitudes (e.g., organizational 
commitment) and justice perceptions.
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I-deals may also help to direct goal choice and goal-striving processes. 
In particular, i-deals may lead to greater pay dispersion among employees. 
Although tournament theory suggests that high pay dispersion should 
increase motivation as employees compete to win the prize of higher pay 
(Ehrenberg & Bognanno, 1990), a growing body of research indicates that 
lower pay dispersion can improve performance, in part by improving 
motivation directed at achieving group or collective goals (Bloom, 1999; 
Bloom & Michel, 2002; Colvin, Batt, & Katz, 2001; Cowherd & Levine, 
1992; Pfeffer & Langton, 1993). We may thus expect i-deals to work against 
collaboration among co-workers and foster more self-interested types of 
work behaviors.

Yet, i-deals move beyond the use of wages to differentiate among 
employees by focusing on a broadened employment package to include 
nonmonetary and particularistic resources (Rousseau et al., 2006). Partic-
ularistic resources, such as increased job scope or mentoring, provide an 
organization informal and less standardized ways to compensate workers 
compared to more concrete pay/benefits, and thus are likely easier for an 
organization to offer (Rousseau et al., 2006). Particularistic resources likely 
signal to individuals a more high-quality employment relationship, based 
on socioemotional exchange “particularly if the resources bargained for 
include forms of personal or emotional support” (Rousseau et al., 2006). 
As such, organizational commitment and other attachment-related vari-
ables are likely enhanced.

Though the notion of “exceptions to the rule” in the employment con-
text has existed for many years (e.g., Frank & Cook, 1995; Rosen, 1981), the 
increasingly diverse nature of the workforce coupled with the decreas-
ing expectation for a traditional career suggests a growing interest on 
the part of employees to seek i-deals. Accordingly, i-deals offer organiza-
tions a specific way to attract, motivate, and retain employees in this con-
temporary employment context. Yet with the importance of recognizing 
individual differences (e.g., Humphreys & Revelle, 1984) as well as the 
role of justice and fairness (e.g., Lind & Tyler, 1988) to employee motiva-
tion, seeking a balance between flexibility and consistency becomes a 
key organizational challenge in managing the employment relationship 
(Rousseau, 2001).

Work Practices and Employee Motivation

The following section provides a brief overview of organizational work 
practices that have a direct influence on employee motivation.
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Organizational Culture and Climate

Organizational culture and climate focus on how organizational par-
ticipants experience and understand organizations (Schneider, 2000). 
Although culture and climate hail from different scholarly traditions and 
disciplines, they are both about understanding psychological phenomena 
in organizations, and each is based on the assumption of shared meaning 
regarding some aspect of the organizational context (Ostroff, Kinicki, & 
Tamkins, 2003). Climate is commonly defined as the shared perceptions 
among job incumbents of formal and informal organizational policies, 
procedures, and practices (Reichers & Schneider, 1990), and is typically 
thought to shape employee inferences about what the organization is like, 
what goals it will pursue, and how employees can best help attain those 
goals (Reichers & Schneider, 1990; Schneider, Brief, & Guzzo, 1996). Schein 
(1992) defines organizational culture as a pattern of shared basic assump-
tions that are taught to new organizational members as the “correct” way 
to perceive, think, and feel in the organizational context. Accordingly, 
culture pertains to employees’ fundamental assumptions (Schein, 1992) 
and ideologies (Trice & Beyer, 1993). While climate is about experiential 
descriptions or perceptions of what happens, culture helps define why 
things happen (Schein, 2000; Schneider, 2000). As such, climate is more 
immediate than culture in the employee’s mind (Ostroff et al., 2003).

Organizational practices serve as indicators of both organizational cul-
ture and climate, and provide signals to employees regarding the expected 
nature of their effort and performance (Guzzo & Noonan, 1994; Kopelman, 
Brief, & Guzzo, 1990). These signals are more salient to employees when 
they perceive consistent leadership and there are high levels of employee 
cohesion and interaction (Gonzalez-Roma, Peiro, & Tordera, 2002; Nau-
mann & Bennett, 2000; Rentsch, 1990). Expectancy theory suggests that 
employees will be motivated to pursue organizational goals when it is 
clear how to achieve valued rewards. In this way, culture and climate help 
clarify these performance-reward contingencies (Kopelman et al., 1990; 
Vroom, 1964). In addition, sociologists argue that employees behave in 
accordance with signaled organizational expectations to fulfill their need 
for social approval (e.g., Blau, 1960) and to feel justified in their behavior 
(Salancik & Pfeffer, 1978). Finally, Schneider (1975) argued that individuals 
are compelled to conform to organizational expectations to help maintain 
harmony with the social environment. Individuals seek to maintain this 
balance with their environment and, as a result, will adapt their responses 
to be congruent with the culture or climate.

Though there is little consistent evidence for a direct relationship between 
culture and job performance (Kopelman et al., 1990; Ostroff et al., 2003), 
specific organizational climates have been empirically linked to employee 
motivation and performance outcomes (e.g., Pritchard & Karasick, 1973). 
Further, specific climates (e.g., climate for justice or technical updating) 
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have been linked to helping behaviors (e.g., Naumann & Bennett, 2000) 
and job performance (e.g., Kozlowski & Hults, 1987). Perhaps most notable 
is research on climates for service and safety. Schneider and colleagues 
(e.g., Schneider & Bowen, 1985; Schneider, Ehrhart, Mayer, Saltz, & Niles-
Jolly, 2005; Schneider, White, & Paul, 1998) have shown how climates for 
service influence criteria such as service quality, customer-focused citi-
zenship behavior, and performance outcomes, including sales. Climate 
has also been directly linked to motivation in the safety context (e.g., 
Griffin & Neal, 2000). For example, taking a multilevel perspective, Zohar 
and Luria (2005) found that an organizational-level safety climate led to 
the alignment of a group-level climate, which then predicted employee 
safety behavior. Hofmann and colleagues (e.g., Hofmann, Morgeson, & 
Gerras, 2003; Hofmann & Stetzer, 1996) have similarly shown how a safety 
climate motivates safety behavior and safety outcomes (e.g., accidents). 
Research in this area has also examined the role of climate strength (i.e., 
within-group variability) (e.g., Schneider, Salvaggio, & Subirats, 2002). 
Stronger climates reflect clear, internally consistent, and stable prioritiza-
tion of organizational goals, thereby focusing employees on “appropriate” 
behaviors (Zohar & Luria, 2005). Taken together, research has consis-
tently shown the important role of organizational climates in directing 
employee behavior. As argued by Zohar and Luria (2005), “Employees, as 
members of the organization as a whole and of subunits in that organiza-
tion, develop consensual multilevel assessments of the most significant 
environmental features in terms of desired role behavior, and then act 
accordingly” (p. 617).

Compensation and reward Systems

Compensation serves as the primary extrinsic reward employees receive 
in return for their organizationally aligned behavior; as such, it seems 
appropriate to review its role in motivating individual action in support 
of organizational goals. Locke, Feren, McCaleb, Shaw, and Denny (1980) 
concluded, following the first meta-analytic review of the literature, that 
no other incentive or motivational technique compares to money in terms 
of its instrumental value. Subsequent meta-analyses generally supported 
this statement (e.g., Guzzo, Jette, & Katzell, 1985; Jenkins, Mitra, Gupta, & 
Shaw, 1998). Thus, in terms of motivating behavior toward organizational 
objectives, the operative question for employees can be posed as follows: 
If the organization succeeds in its strategy and I contribute to that success, 
will I benefit in terms of my compensation? Incentive compensation sys-
tems attempt to align employee interests with those of the organization 
by making compensation contingent on particular outcomes or behaviors. 
Accordingly, the focus of this review is on understanding the relationship 
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between incentive compensation programs and employee motivation that 
is aligned with the organization’s strategic goals.

Expectancy theory (Vroom, 1964) views individual performance as a 
joint function of ability and the motivation to engage in one level of behav-
ior over another. Motivation, in turn, involves each person’s (1) expectancy 
that her efforts will lead to a desired level of performance, (2) belief that 
her performance will lead to valued outcomes (instrumentality), and (3) 
value for a given outcome (valence). Accordingly, compensation systems 
will be most effective when individuals believe their effort will gain them 
a valued reward. For organizational compensation systems, this suggests 
that making rewards contingent upon organizational outcomes that result 
from desired employee behaviors will increase the motivation of employ-
ees to engage in those behaviors if the above expectancy requirements are 
met (Gerhart & Milkovich, 1990).

While expectancy theory clearly supports the use of individual-level 
incentive compensation plans, its predictions regarding group- or 
organizational-based incentive compensation plans are not so clear. Bar-
tol and Locke (2000) note that expectancy theory seems to work best when 
situations are structured such that courses of action and the consequences 
of those actions are clearly defined. Accordingly, when it is unclear to 
individuals how their behavior is linked to organizational goals or how 
their behavior is linked to the reward level they stand to receive, they 
could be less motivated to put forth organizationally aligned effort. Fur-
ther, if an employee expects that the group will be successful in achieving 
organizational goals without his effort, he may not be motivated to put 
forth effort (e.g., social loafing, the tragedy of the commons). Conversely, 
if an employee expects that the group will be unable to achieve organi-
zational goals even with his best efforts, he may not be motivated to put 
forth these efforts (e.g., reduction of individual effort in response to work 
group social norms of restricting work effort or performance).

Expectancy theory approaches the issue of motivation from a relatively 
positive psychological viewpoint. In contrast, agency theory (Jensen 
& Meckling, 1976) assumes that employees find work aversive and will 
choose leisure or shirking whenever possible. In order to avoid shirking, 
the organization must either invest in behavioral monitoring, which is 
often costly and difficult when jobs involve uncertainty or discretion-
ary behavior, or motivate the employee through the use of contracts that 
align the outcomes of the employee with those of the organization. In 
the employee motivation frame, agency theory states that employees will 
only be motivated to work toward the goals of the organization without 
a great deal of monitoring when their interests are aligned with those of 
the organization. Alignment is achieved when the organization provides 
the employee with sufficient incentive to pursue organizational goals. The 
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degree of incentive necessary will vary with the degree of extra effort or 
risk the organization requires of the employee.

The literature focuses on three main group/organizational-level incen-
tive compensation programs. Each is designed to provide the employee 
a valued reward in exchange for organizationally aligned performance, 
thus addressing both expectancy and agency requirements. First, gain 
sharing links collective performance to individual rewards and is gener-
ally based on productivity improvement. To date the empirical findings 
have been quite supportive (Gerhart & Milkovich, 1992; Gerhart & Rynes, 
2003). Two interesting and well-executed studies typify the literature. 
Wagner, Rubin, and Callahan (1988) and Petty, Singleton, and Connell 
(1992) investigated the effect of gain-sharing plans, finding that produc-
tivity and citizenship behavior increased while labor costs and employee 
grievances decreased. Gain-sharing programs are particularly well suited 
to motivating collaboration among co-workers by aligning incentives with 
outcomes from group- or team-level behavior. Since gain-sharing pro-
grams are generally tied to improvements in the collective productivity 
of a group of workers, employees who engage in strategies of competing, 
not collaborating, with their fellow work group members are less likely to 
achieve desired rewards, and in turn reduce the likelihood of reward for 
their peers.

Profit sharing is distinct from gain sharing in that it is based on prof-
itability measures of firm performance. The use of profit-sharing plans 
appears to increase productivity by around 5% (e.g., Doucouliagos, 1995; 
Kruse, 1993; Weitzman & Kruse, 1990). Further, employees have gener-
ally favorable attitudes toward profit-sharing plans and believe that 
they are effective in improving productivity and company performance 
(Weitzman & Kruse, 1990). Whereas gain-sharing programs are particu-
larly well suited to motivating collaborative behavior among employees in 
work groups, profit-sharing plans are aimed at fostering motivation and 
commitment toward the overall organization.

Under stock plans such as Employee Stock Ownership Plans (ESOPs and 
stock options) employee reward is tied to stock price and, in turn, share-
holder value. Theoretically, like profit sharing, these plans directly align 
the interests of the employee with those of the organization. Gerhart and 
Milkovich (1990) showed that when 80% of managers were granted stock 
options, the predicted return on assets was 6.8%, compared to 5.5% when 
only 20% of managers were granted options. Support for a relationship 
between ESOP plans and productivity is tentative. Doucouliagos (1995) 
reports that the mean weighted firm-level correlation between employee 
stock ownership and productivity is .03 (k = 17, n = 31,323). This relatively 
weak relationship may reflect the lack of a proximal connection between 
organizational stock price and individual employee commitment or posi-
tive behaviors such as collaboration in the workplace. Indeed, while one 
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goal of organizational-level incentives such as stock-based rewards is to 
motivate behavior that contributes to firm performance, growing com-
mentary holds that it is difficult for individuals to see a link between 
their effort and firm performance (e.g., Bartol & Locke, 2000; Lawler, 1991; 
Lawler & Jenkins, 1992; Orlitzky & Rynes, 2001), thus bringing into ques-
tion the effectiveness of such plans in motivating behavior.

Performance Management

The primary goal of a performance management system, including the 
measurement, appraisal, and feedback of performance, is to link the 
activities and outputs of the employees to the needs of the organiza-
tion. Through performance management systems, organizations are thus 
offered a key opportunity to motivate workplace behavior aligned with its 
strategic imperatives.

Employee understanding of the organization’s strategic objectives and 
how to contribute to those objectives (i.e., line of sight toward the strate-
gic objectives of the organization) has been discussed as an important 
determinant of whether employees direct their skill and knowledge 
toward the organization’s strategic imperatives (Boswell, 2006; Boswell & 
Boudreau, 2001). Consistent with this, and as noted above, Simon (1991) 
and others (e.g., Weick & Roberts, 1993) hold that organizations should go 
beyond prescribing specific actions and aim to shape employee mind-sets 
(or “collective minds”) because it is often difficult to anticipate what actions 
will best help the organization. Increasing employee line of sight may pro-
vide one way of shifting employee mind-sets and ultimately performance 
toward organizationally aligned thinking and decision making.

Boswell (2006) discussed line of sight in terms of both understand-
ing the organization’s strategic goals and objectives and knowing how 
to contribute toward their accomplishment. The line-of-sight construct 
focuses on employee’s cognitive awareness of important (and unimport-
ant) organizationally focused behaviors rather than behavioral outputs. 
Employee knowledge is viewed as an important determinant of behavior, 
yet employee knowledge of strategic goals and objectives is not neces-
sarily enough to produce strategic success for the organization. Employ-
ees must take action and the resulting behavioral outputs must lead to 
organizationally valuable outcomes. Thus, employee line of sight is a nec-
essary (but not sufficient) component for organizationally aligned motiva-
tion and behavior.

As noted, many of the individual behaviors required to advance a firm’s 
strategic objectives are discretionary, and appropriate actions in advance-
ment of the firm strategy may, at times, be difficult to define in advance. 
This suggests a particularly important role for employee “line of sight,” 
as it helps equip employees to more effectively engage in those actions 
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that are not readily controlled by management or defined by a formal job 
description. Thus, line of sight is likely of greatest organizational value 
when employee actions are more discretionary in nature or less control-
lable by managers by helping to direct employee behavior aligned with 
the goals of the firm.

Line of sight is likely of more organizational value among certain 
employees within an organization. In particular, it is imperative for 
employees with greater impact on core business processes as well as those 
that have more job decision latitude to direct their behaviors in alignment 
with the organization’s strategic goals (Boswell, 2000). Core employees 
need line of sight due to the strategic importance of their work and the 
greater chance that misalignment will be detrimental to the organiza-
tion’s functioning. Line of sight will similarly help to mitigate the risk 
associated with employees having autonomy and making decisions that 
impact the organization. Thus, as noted by Boudreau and Ramstad (1997), 
it is important for organizations to focus efforts where real value can be 
added or constraints likely exist.

This discussion of line of sight is quite related to the more general notion 
of person-organization (P-O) fit and, specifically, goal congruence. Indeed, 
George (1992) proposed that the implicit assumption behind desiring indi-
viduals to “fit” is that they will behave in a way congruent with the orga-
nization’s goals, or as noted by Kristof (1996), “do the right thing.” Prior 
research in this area has proposed and found that self-other congruence 
on goals associates positively with work attitudes, employee retention, and 
performance outcomes ostensibly due to greater integration, positive rein-
forcement, and a supportive and cohesive relationship (e.g., Kristof-Brown 
& Stevens, 2001; Vancouver, Millsap, & Peters, 1994; Vancouver & Schmitt, 
1991; Yukl & Fu, 1999). Jauch, Osborn, and Terpening (1980) proposed that 
goal congruence helps ensure employees will “direct their efforts toward 
those goals most highly prized by top management” (p. 544). Conversely, 
“lack of understanding may adversely affect performance as workers may 
work on low-priority goals” (Witt, 1998, p. 667).

Locke’s goal-setting theory is of course quite relevant to this discus-
sion. Briefly, goals influence behavior by directing attention, encourag-
ing task effort and persistence, and facilitating strategy development 
(Locke, Shaw, Saari, & Latham, 1981). As discussed in previous chap-
ters, a large body of literature supports the important role of goal set-
ting, specifically difficult and specific goals, to employee performance. 
Locke and Latham (2002) reported that to maximize the effectiveness 
of goal setting, employees must become personally committed to goal 
attainment. The concept of line of sight is in tune with this notion. By 
helping employees understand both the organization’s goals and how to 
effectively work toward them, line of sight should foster perceived goal 
importance and goal commitment, increasing the chances that employ-
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ees will adopt, and thus help achieve, organizational goals (Boswell, 
2006). Employees may be better able to work toward work goals and reg-
ulate their work behaviors more effectively due to having greater aware-
ness of and the opportunity to remove contextual and personal barriers 
or constraints to performance.

How can human resource management (HRM) practices create greater 
alignment between employee and organizational goals? While company-
wide meetings, correspondence from top management, and articulating 
value propositions may effectively communicate organizational-level 
goals to employees, more direct one-on-one performance management 
from the immediate supervisor is likely key to linking employee actions 
to the organization’s strategic goals. Management by objective (MBO) 
approaches link individuals to the larger organization by cascading goals, 
measures, and rewards. The idea is to align firm-level objectives to indi-
vidual performance targets. Alignment is most likely to occur when man-
agers are willing to share the reigns of control and involve employees in 
setting goals and decisions affecting their jobs (Boswell, 2000; Boswell, 
Bingham, & Colvin, 2006).

Communication of clearly defined strategies, goals, and objectives 
is essential for strategically aligned behaviors. Cohen, Mohrman, and 
Mohrman (1999) found that in knowledge teams there was a positive rela-
tionship between clearly defined organizational strategy and team mem-
bers’ shared understanding of that strategy. Further, Lengnick-Hall and 
Wolff (1998) proposed that clear articulation of the organization’s strat-
egy is useful both in determining the appropriateness of the company’s 
strategy and in uncovering and resolving contradictory behavior across 
the firm. But, again, communication of employee roles in contributing to 
the organization’s larger objectives is likely of greater value than simply 
articulation of the firm’s broad mission statement or business strategy.

Like many organizational practices, perceived fairness plays a key role 
in the context of performance management. For example, procedures that 
provide for process control on the part of the individual should enhance 
perceptions of fairness. Consistent with this, a series of studies have 
shown that opportunities to provide input into the performance appraisal 
process help to enhance perceived justice (e.g., Kanfer, Sawyer, Earley, 
& Lind, 1987; Landy, Barnes, & Murphy, 1978). In terms of goal-setting 
theory, there is evidence that participative goal-setting procedures and 
the accompanying enhanced sense of control and opportunity to express 
one’s opinion enhance goal commitment and ultimately performance (e.g., 
Early & Kanfer, 1985; Erez & Arad, 1986).
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Career Development, employability, and 
the Changing Nature of Careers

In the context of traditional, within-organization careers, there is evi-
dence suggesting that support for career development produces posi-
tive employee attitudes and enhanced work motivation. If employees are 
beginning careers that will proceed on tracks within the current employ-
ing organization, information about and assistance with developing on 
these career tracks is likely to produce positive responses. For example, 
Riordan, Weatherly, Vandenberg, and Self (2001) found that organizational 
socialization activities, including information regarding career paths 
within the organization, produced positive attitudes among new employ-
ees. Similarly, employees who are mentored have been found to have 
higher levels of organizational-based self-esteem than those who are not 
mentored (Ragins, Cotton, & Miller, 2000). Information about and assis-
tance with development on within-organizational career tracks are likely 
to have similar positive effects. For example, based on expectancy theory 
we would predict that employees who anticipate that improved effort on 
their part will lead to greater progress up desirable career tracks within 
the organization are likely to have higher levels of work motivation.

The changing nature of careers, including the shift toward a focus on 
employability and career tracks external rather than internal to the orga-
nization, has important implications for work motivation. If an employee 
views her future career as likely to involve employment at other organiza-
tions, then she will increasingly require for motivation job assignments 
and development opportunities that will enhance her opportunities in the 
external labor market. In a study of the impact of the new psychological 
contract on career management, Sturges, Conway, Guest, and Liefooghe 
(2005) found that individual and organizational career management 
behaviors, such as networking and training, were linked to psychologi-
cal contract fulfillment. Further, informal career management help from 
managers was associated with higher levels of organizational commit-
ment and better job performance (Sturges et al., 2005). The implication of 
their finding is that if organizations want to motivate employees in the 
context of externally oriented career paths, they will need to assist these 
employees in enhancing their own employability.

Fried and Slowik (2004) describe how notions of time can affect employee 
motivation in relation to careers. They argue that employee decisions 
about alternate career paths are affected by the length of time it will take 
to achieve desired career goals. Employees with higher growth needs 
will have higher expectations of experiencing challenging job tasks over 
a shorter time horizon (Fried & Slowik, 2004). If the organization does 
not provide these employees with such opportunities over a sufficiently 
proximate time horizon, they will be likely to look outside the organiza-
tion to meet these goals. In this sense, a shift toward a focus on employ-
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ability and externally driven career tracks will increase the pressure on 
organizations to provide more frequent challenging, growth-oriented job 
assignments if they wish to motivate employees.

employment Security

Despite the growing emphasis on the development of a new psychological 
contract oriented toward employability, it is still the case that the presence 
or absence of employment security is likely to have substantial effects on 
employee attitudes and work motivation. As Pierce and Gardner (2004) 
hypothesized, “People who feel that their organizational security is 
threatened may come to feel that they are no longer an important part 
of the organization” (p. 605), reducing their organizational-based self-
esteem and work effort. In support of this contention, studies have found 
evidence of a negative relationship between job insecurity and self-esteem 
(Hui & Lee, 2000; Proenca, 1999). In addition, Batt, Colvin, and Keefe (2002) 
revealed the deleterious effect of downsizing on remaining employees, 
finding, for example, that a recent history of layoffs in the workplace was 
associated with higher employee quit rates. These results indicate that 
there may be dangers in organizational downsizing strategies of increas-
ing employee perceptions of job insecurity, thereby producing de-motiva-
tion and other negative work outcomes (e.g., reduced commitment).

employee involvement/Voice Systems

Practices that enhance employee involvement and voice in the work-
place are also relevant to work motivation, particularly given the link to 
empowerment. Employee involvement is based on the notion that those 
doing the work are well placed to provide suggestions and make deci-
sions about how best to improve the quality and efficiency of the work 
(Ichniowski, Kochan, Levine, Olson, & Strauss, 1996). One theoretical 
basis for expecting a positive relationship between employee involvement 
policies and work motivation is Hackman and Oldham’s (1976, 1980) job 
design theory, which suggests that greater autonomy of jobs will be linked 
to higher motivation. One mechanism for this link may be that higher 
involvement and autonomy produces greater self-esteem, enhancing 
work motivation (Pierce & Gardner, 2004). Related to this is the idea that 
employees who experience greater feelings of empowerment will be more 
productive (Spreitzer, 1996). Liden, Wayne, and Sparrowe (2000) found 
that psychological empowerment mediated the relationship between the 
core job characteristics (e.g., skill variety, feedback) and work attitudes 
and performance. Taken together, these arguments suggest that employee 
involvement policies producing jobs characterized by greater autonomy, 
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self-esteem, and feelings of empowerment should lead to greater effort, 
producing improved job performance.

Employee involvement practices range from semiautonomous problem-
solving groups to fully autonomous self-directed work teams (Appel-
baum & Batt, 1994). A number of studies have examined the relationship 
between different types of autonomous or semiautonomous work teams 
and work motivation–related outcomes. In a longitudinal study, Pearson 
(1992) found that over time job motivation increased for semiautonomous 
compared to nonautonomous work groups. Similarly, Cordery, Mueller, 
and Smith (1991) found that, compared to traditionally organized work 
groups, semiautonomous teams had higher levels of job satisfaction and 
organizational commitment, but also higher levels of absenteeism and 
turnover. By contrast, Batt and colleagues (2002) found both off-line par-
ticipation groups and self-directed work teams to be associated with 
lower employee quit rates. Taking a different but related approach, Kirk-
man and Rosen (1999) found that teams that experienced greater empow-
erment were more productive and had higher levels of customer service, 
job satisfaction, and organizational and team commitment.

Employee voice may also be provided through complaint or griev-
ance procedures. Organizational justice theory suggests that effective 
voice mechanisms can help induce high levels of job satisfaction and 
organizational commitment among the workforce (Sheppard, Lewicki, 
& Minton 1992; Folger & Cropanzano, 1998). In an experimental study, 
Olson-Buchanan (1996) found that access to a grievance system enhanced 
organizational commitment. However, Batt and coauthors (2002) found 
weak or no effects of nonunion grievance procedures on quit rates. Yet 
we suspect that the type of voice system may matter. In support of this, 
Olson-Buchanan and Boswell (2002) found that more informal means of 
voice (e.g., communicating directly with a supervisor) associates with 
positive work outcomes.

employee Diversity Policies

Organizational adoption of workforce diversity policies may have both 
direct and indirect effects on work motivation. There may be a direct 
motivating effect from the adoption of diversity policies to the degree that 
employees support the enhancement of diversity and view the organiza-
tion positively for having adopted these policies. However, among employ-
ees who do not support diversity policies, there may be a de-motivating 
effect from the adoption of these policies, particularly to the degree that 
they view their own career advancement or other opportunities as being 
negatively affected by diversity policies. A study of federal employees by 
Parker, Baltes, and Christiansen (1997) examined the effect of perceptions 
of organizational support for affirmative action/equal opportunity (AA/
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EO) policies on justice perceptions and work attitudes. As predicted by 
the authors, among women and racial-ethnic minorities, perceptions of 
organizational support for AA/EO polices were positively associated with 
justice perceptions and perceived career development opportunities. Con-
trary to expectations, there was no association for white males between 
organizational support for AA/EO policies and loss of career develop-
ment opportunities or organizational injustice. This result suggests that 
adoption of diversity policies may be able to produce a motivating effect 
for female and racial-ethnic minority employees, while not having a de-
motivating effect on white male employees.

Adoption of diversity policies may also have an indirect impact on work 
motivation through the impact of increased diversity itself. Here the key 
question is whether working as part of a more diverse workforce increases 
or decreases employee work motivation. In a study of culturally homog-
enous and culturally diverse (by race-ethnicity) work groups, Watson, 
Kumar, and Michaelsen (1993) found that the more culturally homogenous 
groups initially performed better than the culturally diverse work groups. 
However, over the 17-week study period, the performance of the cultur-
ally diverse work groups converged with that of the culturally homog-
enous work groups. The results of this study suggest the need for caution 
in studying the effects of diversity policies due to changing impacts over 
time. Lastly, for organizations, any attempt to select membership in work 
groups by the racial or ethnic group membership of the employees is obvi-
ously legally problematic under employment discrimination law.

The role of Values: intrinsic Motivation

Locke and Henne (1996) contend that values are inherent in most work 
motivation theories. Values are rooted in needs and provide a fundamen-
tal basis for goal setting. Like goals, values have the ability to arouse, 
direct, and sustain behavior as they act as a normative standard to which 
potential behavior is compared. Values differ from goals in that they are 
more specific, as such values will lead to organizationally aligned motiva-
tion and action through goals.

A growing body of research suggests that employees derive value from 
sources other than extrinsic rewards. Accordingly, employees can be moti-
vated to pursue goals based on values unrelated to compensation. Several 
perspectives highlight the benefits of alignment between an employee’s 
values and those of the organization. One such perspective is the notion 
of person-organization fit, which is often conceptualized as the degree of 
alignment between employee and organizational values (Chapman, 1989; 
Kristof, 1996). The staffing literature, in what Cable and Edwards (2004) 
described as the supplementary fit tradition, has suggested that organiza-
tions should consider the degree of value congruence between potential 
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employees and the organization as a positive factor in hiring decisions. A 
recent meta-analysis by Kristof-Brown, Zimmerman, and Johnson (2005) 
reported that when value congruence exists, employees will be more 
attracted to the organization, committed to the organization, satisfied 
with their job, and likely to remain on the job. Cable and Edwards (2004) 
also demonstrated that in addition to the supplementary fit effect deriving 
from value congruence, there is a separate and simultaneous complemen-
tary fit effect deriving from the degree to which working for the organiza-
tion satisfies unmet psychological needs of the employee. Organizations 
may be able to attract potential employees and motivate behavior aligned 
with the organization’s goals and values in part through satisfying unmet 
psychological needs for meaning and value in their work.

A second, but closely related, perspective is Schneider’s (Schneider, 
1987; Schneider, Goldstein, & Smith, 1995) attraction-selection-attrition 
(A-S-A) model. According to the model, an organization’s culture is con-
structed by the employees that make up the organization. P-O fit theory 
and the A-S-A model suggest that individuals value similarity between 
themselves and their surroundings; thus, they should be more likely to be 
committed and motivated when that value is met. Recruiting and select-
ing individuals based on the values of the organization may then increase 
the likelihood that individuals will be motivated to work toward organi-
zationally aligned goals.

The organizational identity literature has argued that employees derive 
part of their social identity from the image of the organization in which 
they work (Dukerich, Golden, & Shortell, 2002). To the degree that employ-
ees perceive that the organization has an image that reflects positively on 
their own social identity, they will make greater efforts to contribute to 
the organization’s success. For example, Dukerich et al. (2002) found evi-
dence that physicians were more willing to engage in cooperative behav-
iors where they perceived a more positive identification with the image 
of the health care systems with which they were associated. A practical 
implication of this is that organizations should work to maintain a posi-
tive image and to educate employees on the positives of the mission and 
values of the organization.

A final perspective regarding the intrinsic value of work was given 
prominent recognition in Hackman and Oldham’s (1976, 1980) job design 
theory. They argued that experienced meaningfulness of work is critical 
in determining work outcomes. Under the theory, experienced meaning-
fulness is derived from job design features such as skill variety, task iden-
tity, and task significance. Although the theory is based at the level of the 
individual job, the idea that individuals derive meaning from the intrinsic 
value of what is produced also has implications for how we think about 
alignment between the employee and the organization.
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Each of these perspectives assumes that individuals have interests in 
work that go beyond monetary concerns. Contrary to agency theory, 
expectancy theory appears quite accepting of these broader perspectives 
of employee interests. As long as the employee indeed does value the 
intrinsic reward (valance), expectancy predictions remain intact regard-
less of the type of reward. Accordingly, employees can be motivated by 
more than just extrinsic rewards, and organizational and individual value 
systems (and their fit) are likely to play a key role in affecting motivational 
states (e.g., work attitudes) and the motivational process itself (e.g., level 
of effort, goals).

This analysis has implications for staffing strategies in particular, since 
the ability of the organization to attract and select employees who derive 
intrinsic value from their employment with the organization has the poten-
tial to produce greater motivation and positive work outcomes from these 
employees. From a research perspective, this analysis suggests the need for 
studies that test links between the intrinsic rewards derived by employees 
from work and relevant macro-level organizational characteristics such as 
firm strategy, culture, and image. In this regard, we echo Ployhart’s (2004) 
call for staffing research linking together micro- (individual) and macro-
level perspectives through multilevel research designs.

The role of the above Practices for Specific 
Segments of the Workforce

The above discussion takes a somewhat universalistic perspective on how 
organizational factors influence employee motivation. Yet there are likely 
individual differences in motivating behavior. For example, a study by the 
Society for Human Resource Management (2003) indicates that job satis-
faction is declining with the changes in the workforce and that factors that 
lead to job satisfaction differ depending on an employee’s age, gender, and 
other demographic characteristics. Given the diverse and changing nature 
of our workforce, it is thus important to examine the role of organizational 
practices in motivating specific groups of individuals.

With the aging of the workforce, it becomes increasingly important to 
consider the problem of work motivation for older workers. Kanfer and 
Ackerman (2004) examined the relationship between aging and work 
motivation using an adult development framework. They argued that 
organizations will need to try different motivational strategies over the 
life course of employees, depending on the degree to which their jobs 
involve demands on fluid intellectual abilities, which deteriorate over 
time, or crystallized intellectual abilities, which grow over time. They also 
argued that “the attractiveness of higher levels of effort declines with age” 
(Kanfer & Ackerman, 2004, p. 453) due to changes in the expected utility 
of higher levels of effort and desired resource allocations. In considering 
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the issue of work motivation and older workers, however, organizations 
need to be aware of the Age Discrimination in Employment Act (ADEA), 
which prohibits discrimination against older workers, including use of 
age-based stereotypes concerning performance, abilities, or work moti-
vation. For example, it would likely be a violation of the ADEA for an 
organization to proceed upon an assumption that older employees are 
losing motivation or ability with age. That is not to say that an employer 
cannot make adverse decisions about an employee based on diminished 
motivation, effort, or ability related to age, but rather that the assessment 
must be an individualized one based on the actual diminishment, not a 
presumption of diminishment, based on advanced age.

Expatriates are a group of employees who hold particular management 
challenges. Research has found high failure rates for U.S. employees on 
international assignments (e.g., Black, 1988). This suggests that it is impor-
tant for organizations to be able to identify factors and policies that will 
enhance the prospects for successful expatriate postings. For example, 
high levels of job knowledge and work motivation are one set of factors 
that has been found to predict expatriate success (Arthur & Bennett, 1995). 
Employees on expatriate postings are likely to have different needs than 
other employees, requiring different policies to maintain their motivation. 
In particular, the psychological contract for expatriates is likely to be based 
on an expectation of broader support and assistance from the employer 
in dealing with the non-home-country work location, which may in turn 
lead to greater loss of work motivation if this contract is violated through 
lack of support from the organization (Lewis, 1997).

Temporary and part-time workers are groups that may have lower 
levels of work motivation than other employees due to their reduced 
attachment to the organization. Status as a temporary employee can lead 
workers to feel less valued by the organization (Chattopadhyay & George, 
2001). Related, Van Dyne and Ang (1998) showed that compared to regu-
lar employees, contingent workers have fewer beliefs regarding reciprocal 
exchange with a firm. Feelings of being disadvantaged in terms of job 
security and rewards, which is associated with contingent work (Beard 
& Edwards, 1995), has been shown to relate to reduced commitment to 
managerial goals, effort, and cooperation (O’Reilly & Chatman, 1986). 
A study involving survey and qualitative data revealed that temporary 
workers often feel they are treated impersonally, like an outsider, and that 
employers often fail to provide an accurate picture of the job (Feldman, 
Doerpinghaus, & Turnley, 1994). The same may hold for part-time work, as 
prior research shows part-time workers report organizational and inter-
personal exclusion, often indicating they are made to feel like second-
class citizens (e.g., Barker, 1995). There is also evidence that workplaces 
with higher percentages of part-time and temporary workers also exhibit 
higher quit rates (Batt et al., 2002).
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Policies versus Practices

HR policies represent the firm or business unit’s stated intention about 
the kinds of HR programs, processes, and techniques that should be car-
ried out in the organization. HR practices consist of the actual programs, 
processes, and techniques that get operationalized in the unit (Gerhart, 
Wright, & McMahan, 2000a; Huselid & Becker, 2000). Zohar (2000) made 
a similar distinction in his discussion of organizational climate. From 
a multilevel perspective, policies (and procedures) are established at 
the organizational level, whereas the execution of these policies into 
practices occurs at the lower subunit level by supervisors. The above 
discussion of work practices linked to employee motivation makes no 
distinction between what was intended by the organization and what 
was implemented. Yet to the extent that intended policies are not imple-
mented in practice, there is presumably a disconnect between the aims 
of organizational leaders and anticipated outcomes and the experiences 
of employees and realized outcomes. Gratton and Truss (2003) discussed 
this disconnect as a weak translation of HR policies into action, argu-
ing that translating policies into action is “absolutely fundamental to 
whether an organization is delivering in the area of people manage-
ment” (p. 76). Of course, it is only the enacted policies that direct an 
employee’s motivation. This has important implications for the design 
of future research studies, as discussed below (e.g., assess enacted prac-
tices rather than stated policies), but more generally, the distinction 
between intended policies and implemented practices is important to 
accurately understanding how employee motivation is influenced by 
organizational factors.

A key issue here is the role of the immediate supervisor in implement-
ing organization-level policies to subordinates. The potential motivational 
effect of reward systems, socialization tactics, involvement initiatives, and 
the like on employees is dependent in large part on whether the said policy 
is translated into action by line managers/direct supervisors. Consistent 
with this, Gratton and Truss (2003) argued that managers may not put a 
work policy into practice (e.g., neglect to provide employees performance 
feedback every year) and may indicate through their behaviors and atti-
tudes a lack of support for an intended policy (e.g., make negative state-
ments regarding diversity initiatives). Such policies thus become “mere 
rhetoric” (Gratton & Truss, 2003, p. 79).

Though a manager may make a decision to not enact an organizational 
policy, there is also evidence that line managers may often be unaware of 
the policy. For example, a series of studies (Gerhart, Wright, McMahan, 
& Snell, 2000b; Gerhart et al., 2000a; Wright et al., 2001) have shown that 
respondent measures of human resource practices contain large amounts 
of measurement error leading to low interrater reliability. It seems that 
respondents are often uninformed as to the nature of work practices, due 
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in part to the size of the organization and the obvious variation in prac-
tices across the firm (Gerhart et al., 2000a). Though these studies focused 
on the research challenges of reliably measuring HR practices and firm 
performance outcomes, the findings more generally suggest variance in 
knowledge or understanding of work practices. Lack of awareness or mis-
understanding among line managers is particularly not surprising when 
we consider the number of HR-related initiatives developed or revamped 
within any one year in an organization.

What are the likely effects on employee motivation where there is 
disconnect between stated policies and enacted practices? First, such 
inconsistency in what the organization espouses and what is actually 
experienced by employees may have an adverse affect on motivational 
determinants such as work attitudes and perceptions of fairness. For 
example, employees are likely to react negatively when there are policies 
regarding internal promotion, employee involvement, or career develop-
ment, yet these are not practiced consistently across the organization. Fur-
ther, when existing policies are “mere rhetoric” (Gratton & Truss, 2003), 
an attempt to implement a new policy is likely to be met with cynicism 
and is unlikely to receive the necessary support and cooperation from 
employees. Finally, as discussed above, it is not the policy that directs 
employee effort and goal choice, but rather the practice as experienced. 
Thus, behaviors the organization intends to encourage may not necessar-
ily be what it gets (Kerr, 1975).

In sum, what employees experience and ultimately the effect on their 
motivation depend on the enactment of work policies into practice. 
Whether this occurs typically resides with line managers. Important prac-
tical implications of this for an organization include ensuring line man-
ager as well as top management support of work policies, involving line 
managers in policy development and enactment, making and implement-
ing action plans, and evaluating and rewarding managers for effective 
utilization of policies. Yet from a motivational standpoint, it is ultimately 
what an employee experiences that drives behavior, and employees may 
perceive and interpret practices differently than intended and enacted 
by the supervisor. The discussion of work climate above is relevant here, 
as climate involves the perception among employees of organizational 
policies, practices, and procedures (Reichers & Schneider, 1990; Rentsch, 
1990). It is this perception and interpretation that will ultimately direct 
employee behavior. Of course, the issue of what employees actually expe-
rience and, more generally, how organizational factors affect their moti-
vation becomes more complex when we consider the multitude of work 
practices acting upon (or not) employees. Individual work practices are 
not experienced in isolation but rather as part of a larger system, work-
ing in concert (or not) to influence work motivation. This specific issue is 
examined next.
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Systems Perspective

Above we highlighted an array, though not necessarily an exhaustive list, 
of organizational factors relevant to employee motivation. Yet within an 
organizational context, it is the collection of these practices that affect indi-
viduals. Some researchers have specifically discussed how the motivation 
of the workforce can be enhanced through multiple practices—for exam-
ple, incentive compensation and more enriching job design (e.g., Gupta 
& Shaw, 1998). A systems perspective is a major component of the strate-
gic HRM (SHRM) research, and thus SHRM research and theory will be 
drawn upon heavily in the following discussion to examine this issue.

A key debate in the SHRM literature has emerged between researchers 
taking universalistic versus contingent perspectives on how to structure 
HRM practices to support a firm’s strategic success. The general argument 
from the universalistic perspective is that there is a set of HRM best prac-
tices that help organizations execute their business strategies and thereby 
enhance firm performance. Although variation exists in the best practices 
models that have been put forward, approaches often referred to as “high 
performance,” “high involvement,” or “high commitment” work systems 
involve common features of practices directed at achieving high levels 
of employee skill, empowerment, and motivation (e.g., Becker & Huselid, 
1998; Delery & Doty, 1996; MacDuffie, 1995). By contrast, the general argu-
ment from the contingent perspective is that organizations design HRM 
systems in congruence with the demands of a particular business strat-
egy. This contingency perspective has led to the assertion that different 
HRM practices are more/less appropriate depending on an organization’s 
strategic positioning. For example, research has argued that a differentia-
tion versus a low-cost business strategy requires a different HRM strategy 
(commitment- vs. control-based, respectively) and corresponding set of 
practices (e.g. Arthur, 1992).

Relatedly, research and theory in this area has distinguished between 
internal and external alignment (or fit). Briefly, internal fit involves fit 
among HR practices, whereas external alignment reflects the fit between 
HR strategy and business strategy. Both internal and external fit suggest 
contingency in that synergies are produced when practices are consistent 
with one another (internal fit) and the organization’s business strategy 
(external fit). However, the argument for one set of best practices (namely, 
high-performance work systems (HPWSs)) is focused on internal fit in 
that all practices in such a system are aimed at fostering employee skill, 
involvement, and motivation.

A series of studies have explored the moderating role of firm strategy 
to the HRM-firm performance link, thus testing the notion of external 
fit or contingency (cf. Arthur, 1994; Delery & Doty, 1996; Huselid, 1995). 
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Interestingly, this research has generally found stronger support for a 
universalistic approach, in that firms with a high investment in human 
resources, and more specifically high-performance work systems, have 
higher performance outcomes regardless of business strategy. For exam-
ple, in his seminal research in this area, Huselid (1995) found fairly 
consistent support for the positive effect of HPWSs (e.g., formal job anal-
yses, incentive plans, formal grievance procedures) on employee reten-
tion and productivity, yet failed to find support for fit enhancing firm 
performance.

Conceptually, the lack of support for the contingency approach may 
not be surprising. The contingency argument between HRM practices 
and firm strategy in relation to firm outcomes suggests that certain HRM 
practices “go with” a particular organizational strategy or business con-
dition and do not go with others. While this may make sense when one 
considers explicitly the goals of a particular HRM strategy linked to req-
uisite employee attitudes and behaviors (e.g., practices aimed at job secu-
rity and long-term orientation support the risk taking and tolerance for 
failure required of an innovation strategy), it is at best a tenuous argu-
ment that general practices such as valid selection tests, rewarding high 
performance, and providing performance feedback are only appropriate 
under certain conditions (e.g., firms following a product differentiation 
strategy). In effect, the fit between HRM practices and organizational 
strategy has been operationalized (e.g., Huselid, 1995) such that firms fol-
lowing a cost leadership strategy are expected to reap performance gains 
by not utilizing incentive pay, performance appraisals, employee involve-
ment, and the like. Yet a plethora of research supports the effectiveness, 
and specifically the motivational effects, of such practices. Thus, while 
the contingency perspective may make sense in that different strategies 
require different employee behaviors, it is not as clear why this requires 
entirely different HRM practices.

Yet finding universalistic support for HPWS does not mean one size 
fits all. On the contrary, organizations realize strategic success through 
employee contributions to the organization’s strategic approach. Maxi-
mizing the employee contribution within a firm is contingent on aligning 
employee actions and firm strategy, but a common set of HRM practices 
found in HPWSs can allow a range of different organizations to achieve 
this action alignment. The key is for such practices to be internally con-
sistent in motivating employee behavior, that is, directing employees to 
contribute to the organization’s strategic imperatives. Delery and Shaw 
(2001) discussed this as “synergy of the system” or individual practices 
“aligned in such a way that they support and enhance the effectiveness 
of each other” (p. 175). As an example, an organization focused on cost 
leadership in its industry would reward employees for cost reduction 
efforts and efficiency perhaps through a gain-sharing plan, encourag-
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ing suggestions for cost improvements through employee participation 
programs, and reinforcing this strategic imperative to new employees 
during on-boarding and socialization. In contrast, the competing motiva-
tional drivers of combining team-based work structure with individual-
based incentives would likely result in poorer effects than if either was 
used alone. Such a situation has been referred to as a deadly combina-
tion (Becker, Huselid, Pickus, & Spratt, 1997), again recognizing that it is 
the combination of practices that affect workforce characteristics such as 
employee motivation.

The recognition that HR practices work in combination to produce 
positive synergy or deadly combinations is a key contribution of the 
SHRM perspective. From an organizational standpoint, this suggests 
understanding the array of individual work practices as a system (rather 
than as individual silos) that directs employee behavior. This may help 
to explain arguments supporting a generalist perspective in managing 
human resources, so that individuals have broad and cross-functional 
knowledge of how all the parts of the system fit (or do not fit) together 
(e.g., Lawler, 2005; Mohrman & Lawler, 1997). Beyond assessing how 
practices may combine to influence individuals is how to improve align-
ment among such practices. One practical implication is that the adop-
tion of a new workplace practice (e.g., implementation of a gain-sharing 
plan, move to team-based work design) is likely to have implications for 
other practices. This issue has been offered as a reason benchmarking 
may not succeed; a piecemeal approach to implementing a best practice 
from another organization fails to incorporate the confluence of HR prac-
tices (Ulrich, 1997).

Interestingly, HPWSs may have their largest effect on employee and 
ultimately firm performance indirectly through enhancing workforce 
motivation. This is perhaps not surprising given that many of the prac-
tices discussed above as important drivers of employee motivation 
(e.g., incentive systems, employee involvement, formal performance 
management) tend to be included in conceptualizations of HPWSs. In 
Delery and Shaw’s (2001) proposed model linking HRM practices to 
workforce characteristics and firm performance, they argued that all 
elements of an HRM system (staffing, training, appraisal, compensa-
tion, job design) influence employee productivity and ultimately firm 
performance in part through enhancing employee motivation. Though 
employee skill and empowerment/opportunity likewise are important 
to employee productivity and firm performance, these characteristics 
are seen as influenced by a more limited set of HRM practices. In effect, 
employee motivation plays a key role linking HRM systems to organi-
zational outcomes.
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Future Research Directions and Challenges

We see future research directions as falling under one general theme: 
broadening the scope of motivation research to fully capture the complex 
nature of how individual motivation is influenced in the larger organiza-
tional context and the contemporary work context. The specific research 
areas and the challenges researchers face in examining these areas are 
discussed next.

Cross-level and Systems research

This chapter began with the contention that though motivation is typi-
cally thought of as a within-person phenomenon, work gets done within 
the context of the organization and as such employee motivation can be 
more fully understood by examining organizational influences. Indeed, as 
discussed in this chapter, organizational factors play an important role in 
motivating behavior. Though bridging the micro-macro divide has been 
widely acknowledged as an important general research need (cf. Wright 
& Boswell, 2002), this is especially true when it comes to investigating 
employee motivation. It is through crossing levels of analysis (individual, 
group, organizational practices and systems) that we will gain a richer 
understanding of motivating behavior in the workplace.

Unfortunately, one of the major macro-micro distinctions seems to be 
that the research tends to be mutually exclusive in that a study focuses 
on either the individual or the organizational level of analysis (Ostroff 
& Bowen, 2000; Wright & Boswell, 2002). Indeed, much of the research 
reviewed in this chapter has examined the influence of organizational 
practices or characteristics on work motivation by examining the impact 
of a single practice (e.g., reward) on an individual. Wright and Boswell 
(2002) referred to this approach as “single practice research at the individ-
ual level.” Alternatively, research investigating multiple practices or a sys-
tem tends to examine aggregated measures of work outcomes (e.g., firm 
performance, productivity) rather than the influence on the individual 
employee, thus reflecting “multiple practice research at the organizational 
level” (Wright & Boswell, 2002). Bridging levels of analysis to examine 
how organizational systems influence individual motivation is an obvi-
ous research need. This is particularly important given the argument that 
individuals are not affected by single work practices, but rather systems of 
compatible and at times incompatible factors.

In the recent past, practical considerations in regards to data access 
(e.g., many individuals within one organization, one or a small number 
of respondents across multiple organizations) and limited statistical tech-
niques have played a large role in researchers not conducting multilevel 
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research. Yet this issue has been mitigated at least in part due to develop-
ments in data access (e.g., through consulting firms and available data-
bases as well as growing interest among firms in these research questions) 
and greater expertise and use of more complex statistical techniques such 
as repeated measures regression (Cohen & Cohen, 1983; Hollenbeck, 
Ilgen, & Sego, 1994; Klein & Koslowski, 2000) and hierarchical linear mod-
eling (Hofmann, 1997). As more multilevel data sources are available and 
researchers become better versed in multilevel statistical techniques, we 
would expect (and hope for) greater research attention given to the role 
of organizational-level factors in motivating individuals and research 
approaches aimed at crossing levels of analysis.

What would such research involve? We propose that within-industry stud-
ies, perhaps at the establishment level (i.e., the individual workplace, rather 
than firm), are likely to be most fruitful. Within-industry studies help control 
for extraneous factors and thus compare apples to apples, while focusing on 
the establishment-level controls for possible variance in practices within a 
firm. Such an approach would allow researchers to more accurately assess 
actual practices, and thus what employees actually experience.

Yet beyond the empirical research agenda, we see a need for more 
conceptual models tying together individual- and organizational-level 
theories and research. The SHRM literature may be particularly helpful 
in offering insights as to how organizational factors come together to 
influence employee motivation. For example, HRM practices have been 
conceptualized in terms of substitutes, complements (or synergistic), and 
configurations (Delery, 1998). Briefly, substitutability would be where the 
same level (or direction) of employee motivation can be derived from dif-
ferent individual practices or workplace characteristics (Ichniowski et al., 
1996). When practices are substitutable, adding of one when another is 
already in use would be redundant, and thus there would be no addi-
tional effect (Delery, 1998; Delery & Shaw, 2001). Complementary practices 
reinforce one another, such that the effect of one on motivation is greater 
in the presence of the other. Complementarities may be positively syner-
gistic, working together to enhance the motivation of the workforce, or 
they may be negative, acting against (or undermining) one another (Del-
ery, 1998). The latter was discussed above in terms of deadly combinations 
(Becker et al., 1997). Finally, in configurations, it is the pattern of practices 
and workplace characteristics that influence employee motivation. A con-
figurational approach would argue for a prototypical system of practices 
(Delery & Doty, 1996). Acknowledging these different interactive forms 
among practices and workplace characteristics, a conceptual model of 
how organizational-level factors act upon employee motivation could be 
developed and examined.

Consistent with the configurational approach noted above, motivation 
could be examined in the context of control-based versus constitutive 
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work systems. In control-based systems, the organization develops sys-
tems of HRM practices oriented toward directing and controlling HRM 
practices oriented toward developing employee talents and abilities, and 
then allowing employees the opportunity to use them. Frequent evalu-
ation of employee performance and regularly awarding incentive com-
pensation based on achievement of specific individual performance goals 
may be an effective approach to motivation in a control-based system. In a 
constitutive system, a more effective approach to motivation may involve 
more extensive training, greater employment security, and an emphasis 
on employee involvement in decision making.

Distinguishing between Practices and Policies

As discussed above, policies represent the firm or business unit’s stated 
intention about what should be carried out in the organization, while 
practices consist of what actually gets operationalized in the unit (Gerhart 
et al., 2000a; Huselid & Becker, 2000; Zohar, 2000). Recognizing this dis-
tinction has a number of important implications for future research.

First, and perhaps most obviously, researchers need to assess the actual 
practices rather than the stated policies (Huselid & Becker, 2000; Wright 
& Boswell, 2002). Because employees are influenced by what they actually 
experience, any research attempting to understand the effect of work 
practices on employee motivation must examine implemented practices. 
Operationally, this suggests that the typical approach in the macro/SHRM 
research of asking senior HR executives to indicate a firm’s practices has 
less validity than asking employees directly what they perceive and expe-
rience. It is by understanding employees’ experiences that researchers can 
more accurately assess the role of organizational practices and systems in 
motivating behavior and performance.

Relatedly, this distinction implies a need for greater specificity in mea-
suring practices. Ostroff (2000) noted that much macro HRM ignores these 
technically specific distinctions in favor of more broadly stated practice 
items such as “Extent to which validated selection tests are used to select 
employees,” “What percentage of employees undergo formal performance 
appraisals?” and “How many hours of training, on average, do employees 
receive each year?” This lack of specificity may explain in part the failure 
to find support for external fit in SHRM research (i.e., fit between HR sys-
tems and business strategy). As researchers get more specific in terms of 
the nature of the practices necessitated by a particular business strategy 
(both in conceptualizing and in measuring), we may begin to see stronger 
support for a contingency perspective. In regards to employee motivation 
specifically, greater specificity in conceptualizing and measuring what 
employees experience (i.e., the practices) will be key to understanding 
what affects motivation and how.
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Of course, the distinction between policies and practices elicits the basic 
issue of why what was intended does not get operationalized. For exam-
ple, do line managers consciously choose to not implement an intended 
policy because they are unsupportive, are there constraints on them doing 
so, and are they unaware of the policy in the first place? Supervisors have 
some degree of discretion in policy implementation, potentially resulting 
in differences among subunits in enacted practices and what employees 
ultimately experience (Zohar, 2000). Though this is an issue for work poli-
cies beyond those specifically related to employee motivation, additional 
research is needed to understand why there often exists a gap between 
what was formulated and what is implemented and experienced (Wright 
& Boswell, 2002; Wright & Snell, 1998). Indeed, employee motivation may 
be differentially affected in situations where a policy is in place but not 
practiced. For example, if a policy states employees are to be provided per-
formance assessment and development feedback quarterly but a super-
visor does so only on an annual basis and offers little developmental 
guidance, the supervisor’s employees may perceive the policy as rhetoric 
and become cynical and perhaps less motivated than if there existed no 
such policy around performance management in the first place.

Conceptualizing employee behavior/Performance

We noted at the onset of this chapter the importance of employee behavior 
focused specifically on helping the organization attain its strategic objec-
tives. The dynamic business environment compelling organizational agil-
ity (Dyer & Shafer, 1999) and job roles that are broadly defined (Ilgen & 
Hollenbeck, 1991; Welbourne, Johnson, & Erez, 1998) or even boundary-
less (Ashkenas, Ulrich, Jick, & Kerr, 1995) gives rise to the importance of 
strategic aligned workplace behaviors. In other words, there is a grow-
ing recognition within firms that employees need to contribute as needed 
and in varying capacities to the attainment of the firm’s goals (Boswell, 
2006; Colvin & Boswell, 2005; Lawler, 1994). As we continue to examine 
employee motivation, and in particular how organizational practices and 
systems foster motivation, it is important to be mindful of the type of 
employee behavior we aim to motivate, and that this behavior may look 
quite different from conceptualizations of the recent past.

Interestingly, it is unclear as to whether behavior congruent with the 
organization’s strategic goals would be captured in an organization’s 
performance measurement system. This may present a challenge to 
researchers that hope to rely on personnel records to assess performance 
outcomes. Yet as organizations incorporate “strategically aligned” behav-
iors into their performance measurement systems, or researchers develop 
innovative approaches to assessing such behaviors (see Boswell, 2006, for 
an example), we will gain a better understanding of the determinants and 
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constraints of employees directing their efforts toward the larger organi-
zational goals.

A related problem arises in regard to the object of motivation if an orga-
nization is seeking to obtain strategically aligned behaviors. Complex 
organizations are likely to have both overall strategic goals and specific 
strategic objectives for subunits of the organization. For example, an orga-
nization might have units that operate in new, growing business areas, 
and other units that operate in established or declining business areas. 
Whereas it may be relatively easy to motivate employees in expanding 
business units, it may be much harder to maintain motivation in declin-
ing business areas. Indeed, there may be conflicts for employees between 
attitudes toward and identification with the objectives of the overall orga-
nization and those for their subunit, which may appear to be contradic-
tory, resulting in diminished motivation. For researchers, an important 
challenge is to be able to understand and incorporate into their analysis 
the complex nature of organizations and the potentially divided or con-
tradictory motivations toward different elements of the organization and 
their various strategic goals.

Motivation and the Current employment Context

Changes in the employee-employer relationship and how work gets done 
suggests that research findings of the past may not necessarily generalize 
to the workplace of today and the future. Accordingly, we see a need to test 
theories of motivation in the context of the new employment relationship, 
changing nature of work, and diversity in workplace demographics and 
values. Related to this, consideration of the current employment context 
offers insights to future research questions. For example, is incentive com-
pensation, as suggested by agency theory, enough to motivate employ-
ees to be aligned with the organization in a New Deal type employment 
relationship focused on a nonpermanent relationship and employability, 
not employment security? Or, are intrinsic factors, and specifically value 
alignment, likely to play a larger role? Further, in a more diverse work-
force, varying in terms of expectations, values, and demographics, is 
there greater variation in intrinsic motivation? Can and how do manag-
ers accommodate differences in employee needs and preferences, perhaps 
through framing psychological contracts and establishing i-deals? Are 
there effects on motivation from interactions among employees who may 
be subject to differing i-deals, yet perform similar work in the same work-
place? It is unlikely that the development of the New Deal type employ-
ment relationship has repealed the process of equity-based and other 
referent comparisons in the workplace.

In sum, recent research has contributed much to our understanding of 
how organizational-level factors influence individual-level phenomena 
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such as employee motivation. Yet additional work is needed to more fully 
understand the complex nature of these relationships. Addressing the 
specific issues discussed in this chapter will be challenging, but holds the 
potential to contribute important insight to our understanding of motivat-
ing behavior and ultimately organizational effectiveness.
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The majority of research on work motivation has focused on the amplitude, 
direction, and persistence of behaviors viewed as particularly critical for 
employees’ current job assignments (Borman & Motowidlo, 1993; Kanfer, 
1987). For example, the motivation literature has extensively examined the 
factors that influence the regularity of job attendance, the frequency of 
tardiness, the rate of job turnover, the quantity and quality of work pro-
duced, and the level of organizational citizenship behaviors engaged in 
by employees (Locke & Latham, 1990; Vroom, 1964).

The present chapter focuses, in particular, on the motivation to engage in 
training and career development. Employees’ motivation to engage in work-
related training and career development activities is a subcategory of the 
more encompassing “work motivation” construct. Thus, here we will be 
examining the amplitude, direction, and persistence of behavior in train-
ing and career development activities per se.

Clearly, there are benefits to organizations from providing employees 
with training. For example, Barling, Weber, and Kelloway (1996) found in 
a field experiment that leadership training increased the financial perfor-
mance of branch banks. Similarly, Bottger and Yetton (1987) found that 
individual training improved team performance. The strategic human 
resource management literature also demonstrates that, over the long run, 
investment in employee skill development is associated with increased 
organizational productivity (Huselid, 1995).

However, the benefits of increasing motivation to engage in training 
and career development may not be as readily apparent in the short run. 
For example, the tangible benefits of diversity training may not be visible 
right away, since it can take some time before employees fully incorpo-
rate new, complex learning about this topic into their daily behavior pat-
terns. Furthermore, while training is certainly an investment in the firm’s 
human capital, it is often the employees themselves who are the greatest 
beneficiaries of this activity, particularly when employees get training on 
non-organization-specific skills (Sullivan, Carden, & Martin, 1998). And, 
in the case of long-term career planning, career development activities 
may actually shift some of employees’ psychic energy from focusing on 
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their present jobs to contemplating and considering future job moves—
sometimes outside of the firm altogether (Feldman, 1999).

As a result, some organizations are having second thoughts about how 
much effort they should make to motivate employees to engage in these 
kinds of activities. Firms certainly recognize that continuous skill updat-
ing has numerous corporate benefits and can, in fact, be both an attractive 
recruitment and retention tool (Griffeth, Hom, & Gaertner, 2000). At the 
same time, more and more managers are becoming concerned that pro-
viding extensive training and career development to employees makes 
those individuals both more receptive and more attractive candidates for 
headhunters and corporate recruiters.

In an ideal world, individuals would devote considerable energy to 
self-development on their own time outside of work, but the empirical 
evidence suggests that employees actually spend very little of their own 
time and money on this activity (Vignoles, Galindo-Rueda, & Feinstein, 
2004). Consequently, any shift in corporate philosophy about encouraging 
participation in training and career development activities would have a 
major impact on the total amount of training and development employees 
would receive (Leana, 2002).

It is also important to note here the particular emphases of this chapter. 
We are primarily interested in the training and development of incumbent, 
currently employed workers. While there has been a great deal of research 
investigating the training and development of new employees (cf. Gold-
stein, 1989), there has been much less attention paid to the processes by 
which current employees are motivated to pursue professional growth 
opportunities on their own once they have passed their initial few months 
of employment (or their initial few months after a formal job change). 
Indeed, the lion’s share of money spent on training in organizations today 
is devoted to those who are new or “replacement” employees (Forrier & 
Sels, 2003; Prais, 1995).

We also focus on employees’ volitional choices to pursue more training 
and development rather than their responses to training and development 
they are required to undertake. Furthermore, we are interested in the distal 
as well as the proximal factors that evoke employees to engage in further 
training and development. While previous research has paid considerable 
attention to the stimuli of the training setting itself, here we also explore 
macro-level factors that influence not only the number of training opportu-
nities made available to employees but also workers’ incentives to pursue 
those development opportunities on their own.

In the first section of the chapter, we look at individual-level factors that 
spur (or dampen) individuals’ motivation to engage in training and career 
development activities. Next, we examine the context factors that impact 
individuals’ motivation to engage in work-related training and career 
development activities (hereafter referred to as WT&CD). Within each 
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of these sections, we also explore how individuals’ motivation to engage 
in WT&CD changes over the course of a career. As individuals mature 
and gain experience in the workforce, both the internal forces supporting 
and the external forces constraining development change as well. Thus, 
it is important to understand the fluidity of motivation to engage in work 
training and career development over the life span. In the final section of 
the chapter, we identify the most critical avenues for future theoretical 
development, the most salient methodological challenges inherent in this 
research stream, and the most important implications for the manage-
ment of developmental activities.

Figure 11.1 provides an illustration of the general framework we will be 
utilizing in this chapter.

Individual Differences in Motivation for Work 
Training and Career Development

Three sets of variables have been examined in the context of individuals’ 
motivation to engage in training and career development activities: cog-
nitive and physical abilities, personality, and demographic and human 
capital factors. We propose that these factors will have significant effects 
on the direction, intensity, and persistence of motivation to engage in 
WT&CD behaviors. Each of these sets of variables is considered in more 
detail below.

Individual Differences 

Cognitive and physical abilities 
Personality traits and psychological states 
Demographic and human capital factors 

Job Content and Job Context 
Motivating potential of jobs 
Job empowerment 
Job stress 
Organizational level 

Context of Training and Development 
Place  
Back-home support 
Timing and spacing 
Composition of trainers and participants

Organizational and Environmental Context  

Firm financial performance 
Corporate HR strategy 
Geographical and cross-functional moves 
Performance appraisal systems and feedback 
cultures 
Technological intensity and change 

Motivation to
Engage in T and D

Figure 11.1
The proposed theoretical framework.
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Cognitive and Physical abilities

Cognitive Abilities

Kanfer and Ackerman (2004, p. 443) make an important distinction between 
fluid intellectual abilities (called Gf) and crystallized intellectual abilities 
(called Gc). Fluid intellectual abilities refer to the capacity of working mem-
ory, abstract reasoning, attention, and processing new information. The 
weight of the evidence suggests that the maximum levels of Gf are usually 
reached in the early 20s and decline thereafter, although certainly not at 
the same speed for all individuals (Schaie, 1996). Consequently, the cogni-
tive cost of exerting effort to learn new material is greater for middle-aged 
and older adults than it is for young adults (Kanfer & Ackerman, 2004).

Crystallized intellectual abilities are associated with general knowledge, 
extent of vocabulary, and verbal comprehension (Cattell, 1987). They 
encompass both vocational knowledge (about work topics) and avocational 
knowledge (about hobbies and popular culture, for instance). In contrast to 
Gf, Gc appears to grow well into middle age and beyond (Kanfer & Acker-
man, 2004, p. 443). Kanfer and Ackerman also suggest that as Gf declines, 
individuals compensate by moving into jobs or work roles that place high 
demands on Gc and low demands on Gf (Baltes & Baltes, 1990).

Extrapolating from the basic research in this area, we predict that fluid 
intellectual abilities will be positively correlated with the motivation to 
get work-related training, particularly when that new training demands 
abstract reasoning, memorizing, sustained attention, and a great deal of 
new information is being conveyed. Furthermore, younger employees, as 
a group, would be more motivated to voluntarily engage in work-related 
training in “job content” than older workers would be due to the relative 
strength of fluid cognitive abilities.

In contrast, crystallized intellectual abilities would be positively cor-
related with the motivation to engage in career development. Thus, com-
pared to younger employees, mid-career employees in particular might be 
more open to engaging in career development activities to find new jobs 
and career paths that better play to their strengths.

Physical Abilities

Physical disabilities also play a role in whether individuals are motivated 
to obtain training and career development. (Here, we will focus on physi-
cal disabilities that do not create cognitive deficits, such as traumatic brain 
injury.) Feldman (2004, p. 250) approaches this issue by considering both 
the objective and subjective constraints on career trajectories that are cre-
ated by physical disabilities.

Objective constraints refer to those concrete, verifiable health problems 
that create obstacles to career entry and career development. They include 
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physical restrictions on assigned job duties, the length of workdays and 
workweeks that can be completed, the ability to work under great time 
pressure and stress, and the inability to relocate and travel for work 
(Albrecht, 1997; Nietupski & Hamre-Nietupski, 2000). Subjective constraints, 
in contrast, refer to those hurdles that are socially created, perceptual, or 
attitudinal in nature. These might include social discomfort experienced 
by coworkers, concerns about how clients and customers might react to 
those with physical disabilities, and segregation of the disabled into “shel-
tered workshops” (Fichten, Robillard, Judd, & Amsel, 1989; Szymanski & 
Hanley-Maxwell, 1996).

Objective constraints created by physical disabilities will significantly 
influence the amount and type of WT&CD disabled employees will seek 
out. For example, these individuals may have to get developmental oppor-
tunities online rather than in person or at out-of-town locations. Super-
visors may be reluctant to renegotiate the “original deal” with disabled 
employees for fear of having to make additional and expensive workplace 
accommodations (Lee, 2001). To the extent that physical disabilities make 
it harder to concentrate and deal with the stress of learning new material, 
individuals with disabilities are less likely to devote their scarcer physical 
energy to do so.

Given the additional effects of natural physical aging over time, we 
would expect the impact of objective constraints on WT&CD opportu-
nities for those with disabilities to increase over the course of a career. 
As noted by Feldman (2004), though, several environmental factors can 
mitigate those objective constraints. These include, among others, the 
availability of assistive technology and low-cost accommodations to meet 
the needs of the disabled.

Subjective constraints are also likely to have negative consequences on 
the willingness of older workers to get more work-related training. Here, 
too, the effects are likely to be more negative for late-career employees 
than for early-career employees, since the biases against older workers 
may be compounded by the biases against those with physical disabilities 
(Feldman, 2004).

On the other hand, subjective constraints may have positive, rather than 
negative, motivational consequences on the willingness of the disabled to 
get additional career development, particularly in early career. Perceived 
discrimination may actually motivate those with significant physical prob-
lems to seek out alternative occupations where there is more receptivity 
to people with disabilities. In general, the research on this topic suggests 
that people in the social sciences, liberal arts, and the “helping profes-
sions” are more positively disposed to help those with disabilities, while 
those in management are less inclined to do so (Blessing & Jamieson, 1999; 
Loo, 2002).
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We suggest that early-career disabled individuals are more likely to be 
open to switching occupations than mid- and late-career individuals because 
of their greater physical energy and, more importantly, because of the lon-
ger period of time they would benefit from such career changes. For early-
career employees, then, subjective constraints may actually have positive 
effects on energizing individuals to find more “accommodating” careers, in 
both the literal and figurative senses of that word (Feldman, 2004).

Personality Traits and Psychological States

Self-Efficacy

The individual difference variable that has been most frequently studied 
in this context is self-efficacy (Maurer, 2001). Self-efficacy refers to individ-
uals’ expectations that they can successfully complete a given task and, 
as such, is generally positively related to motivation to get specific types 
of training and career development (Verhaeghen & Salthouse, 1997; Warr 
& Birdi, 1998). That is, individuals are unlikely to be motivated to take 
advantage of developmental opportunities unless they are confident they 
can successfully complete such training.

Kanfer and Ackerman (2004) suggest that, by and large, late-career 
employees would have lower self-efficacy to get training and career devel-
opment. Their argument is that fluid intelligence declines with age and 
that older workers do not process new information as efficiently—or do 
so quickly enough—to support high levels of confidence in their abilities 
to learn new material. Coming at this argument from a labor economics 
perspective, one could also argue that late-career employees would not 
invest heavily in WT&CD because the expected returns on those invest-
ments would be low relative to the amount of time and energy needed. In 
contrast, early-career individuals have both less difficulty learning new 
material and longer time horizons to make training easier to absorb and 
more likely to pay off.

Mid-career employees may present an interesting case where the moti-
vation to get more training and the motivation to get more career devel-
opment diverge. Maurer (2001) suggests that age is negatively related to 
employees’ confidence and self-efficacy about benefiting from skill train-
ing. Similarly, Chen, Wakabayashi, and Takeuchi (2004) found that age was 
negatively related to obtaining in-house training experiences. If, in fact, 
mid-career employees have low self-efficacy in terms of getting access to 
relevant training or being able to successfully complete that training, they 
may actually be more motivated to get additional career development in 
order to find more palatable occupations. This argument would also be 
consistent with the labor economics perspective, which proposes that indi-
viduals will invest more heavily in the activity that has the higher expected 
rate of return even if the expected return in both cases may be relatively low.
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The Big Five

There has also been considerable research on the relationship between 
the Big Five personality traits and motivation to learn (Colquitt, LePine, & 
Noe, 2000; Costa & McCrae, 1998; LePine, Colquitt, & Erez, 2000). Not sur-
prisingly, we expect that openness to experience would be most positively 
related to WT&CD, and neuroticism would be most negatively related 
to WT&CD. Conscientiousness, too, appears to be positively related to 
getting more training for the current job and engaging in more career 
development (Lounsbury, Tatum, Chambers, Owens, & Gibson, 1999; 
Reed, Bruch, & Haase, 2004). A combination of curiosity about new ideas, 
coupled with the persistence to acquire new information, appears to sub-
stantially increase motivation to obtain WT&CD.

Although we often think of personality traits as being fairly stabilized 
by age 20, recent research suggests that there are additional changes in 
adulthood (Roberts & DelVecchio, 2000; Warr, Miles, & Platts, 2001) and 
that these changes have implications for individuals’ motivation to engage 
in work-related training and career development. Jones and Meredith 
(1996), for instance, found that mean levels of agreeableness, extraversion, 
and openness to experience are lower for older workers than for younger 
workers, and therefore, older workers are less likely to engage in training 
and career development simply to fulfill social needs. In contrast, Srivas-
tava and colleagues (2003) found that agreeableness increases over time for 
both men and women and that extraversion and openness to experience 
decrease over the life span for men (but not for women). Consequently, the 
effects of aging on the motivation to get work training and career develop-
ment might be more pronounced for men than for women.

Demographic and Human Capital Factors

Demographic Factors

There has also been some research on the influence of demographic fac-
tors on individuals’ motivation to get training and career development. 
Besides age (Maurer, 2001), the demographic variable that has been stud-
ied most consistently is gender. As Colquitt et al. (2000, p. 680) note, though, 
the results here have been equivocal, with no clear pattern emerging (cf. 
Webster & Martocchio, 1995). With the exception of age and gender, demo-
graphic factors have typically been used as control variables rather than 
independent variables in the “motivation to learn” literature.

Human Capital Factors

The labor economics literature has examined the human capital factors 
that influence individuals’ motivation to get training and career develop-
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ment as well. Here, the research suggests that individuals in the working 
class (in terms of income and education) are less likely to engage in devel-
opmental opportunities because their probability of escaping the cycle of 
low-pay, low-status jobs as a result of such training is lower (Jackson, 2003; 
Jenkins, Vignoles, Wolf, & Galindo-Rueda, 2003).

A particularly interesting recent research study in the UK sheds some 
light on the roles that demographic variables and human capital factors 
play in learning (Gorard & Selwyn, 2005). In one of the few studies that 
have looked at the impact of minority status, these authors found that 
minorities were more likely to participate in subsequent training oppor-
tunities after completing their formal education. In this research, the 
authors also found that geographic mobility was inversely related to par-
ticipation in training programs. That is, the greater the distance between 
birthplace and current residence, the less likely individuals were to get 
additional training later.

One possible explanation for these findings is that worker mobility may 
be driven by unemployment, so that people who relocate to find new jobs 
may have neither the income nor the time available to engage in addi-
tional training. In addition, consistent with Tamara and Sheba (2002), the 
authors found that both mother’s and father’s years of formal education are 
positively correlated with participation in lifelong learning opportuni-
ties. This suggests that a family culture supportive of learning as well as 
family income increases motivation to engage in developmental activities 
across the life span. Interestingly, access to and use of computers did not pre-
dict participation in training.

Finally, the “vocational-ness” of the education may be as important a pre-
dictor of motivation to get additional WT&CD as the amount of education 
(Feldman, 2002). Individuals who received a very broad and general edu-
cation may experience more career indecision early in their careers and, 
as a result, may be more motivated to engage in additional career develop-
ment after they leave school. Moreover, young adults with few well-honed 
skills upon graduation will be more motivated both to find employment 
opportunities where concrete skill training is available and to take advan-
tage of those opportunities.

The Impact of Job Content and Job Context

While individual differences do have a major influence on whether 
employees are motivated to engage in work training and career develop-
ment, there are other drivers of such motivation, too. Here, we consider 
the research on job content and job context.
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Motivating Potential of Jobs

Probably the most frequently studied link between job content and motiva-
tion to engage in WT&CD has been the role of high “motivating potential” 
jobs (Hackman & Oldham, 1980). The more stimulating the job—in terms 
of skill variety, task identity, task significance, autonomy, and feedback 
from the work itself—the more likely employees are to become involved 
in a self-reinforcing cycle of self-development. As the work of Alderfer 
(1972) on growth need strength suggests, engaging in highly motivating 
job tasks serves to further stimulate employees’ desires for even more 
challenging assignments.

In a relatively recent stream of research, investigators have examined 
“work engagement,” which has been defined as “a persistent, positive 
affective-motivational state of fulfillment” (Maslach, Schaufeli, & Leiter, 
2001). This research stream, too, highlights the importance of stimulat-
ing job content in motivating employees to engage in more training and 
development opportunities (Kahn, 1990).

Job empowerment

Because job empowerment elicits one’s internal job motivation (Spreitzer, 
1995), we suggest that the degree of job empowerment will also be pos-
itively related to the motivation to engage in work training and career 
development. Empowerment refers to the extent to which employees feel 
accountable and responsible for outcomes related to their work. Follow-
ing Thomas and Velthouse (1990) and London (1993), we argue that job 
empowerment will have positive spillover effects on individuals’ motiva-
tion to take responsibility for getting more training when it is needed and 
to obtain additional career development at their own initiative.

There has not been any research that directly tests the relationships among 
specific job characteristics, empowerment, and motivation to engage in 
training and development. However, there are some studies that indirectly 
provide support. Gagne, Senecal, and Koestner (1997) found that Hackman 
and Oldham’s (1980) five job characteristics were related to the four dimen-
sions of psychological empowerment, which in turn were related to overall 
intrinsic motivation. Kraimer, Seibert, and Liden (1999) found that two psy-
chological states identified by Hackman and Oldham (1980), job meaning-
fulness and task feedback, were positively related to some components of 
psychological empowerment. Moreover, psychological empowerment was 
positively related to intent to remain in the same career.

Job Stress

There is some recent research that suggests that job stress plays a major 
role in whether employees are motivated to engage in additional train-
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ing and career development (LePine, LePine, & Jackson 2004). LePine et 
al. (2004) argue that when employees experience “challenge stress,” they 
perceive their job situations (and their own job performance) as change-
able, and therefore are more motivated to engage in learning activities. 
On the other hand, “hindrance” stress is highly related to job exhaustion 
and, as such, impedes individuals’ motivation to engage in continuous 
learning opportunities. Given that stress has negative consequences for 
individuals’ perceptual and memory abilities (Schaufeli et al., 2001), we 
predict that hindrance stress will have a particularly aversive impact on 
late-career employees’ motivation to engage in further training and career 
development activities.

Organizational level

Furthermore, there is reason to believe that individuals in managerial posi-
tions and at higher organizational levels are more likely to be motivated to 
engage in work training and career development opportunities. There are 
at least four reasons to make this prediction. First, individuals in manage-
ment positions and at higher organizational levels may be more ambi-
tious, and therefore more driven to push themselves to take advantage of 
opportunities to improve. Second, as noted earlier, individuals who per-
ceive themselves as stuck in low-paying, low-status jobs simply are not 
energized to invest heavily in training that they see as having little payoff. 
Third, managers and those at higher organizational levels are more vul-
nerable to changes in the external corporate environment and thus have 
greater incentives to keep current and to grow (London & Smither, 1999). 
Fourth, managers at higher organizational levels may be more motivated 
to engage in WT&CD activities because they are more empowered and 
have more positive job stress, as discussed in the previous section.

Since middle- and late-career individuals, as a group, are more likely 
to be in managerial positions and at higher organizational levels than 
early-career individuals, managerial and hierarchical level may provide 
some countervailing force to the negative impact of age and career stage 
on the motivation to engage in work training and career development. For 
example, in a study of expatriates in Hong Kong, Semler (2001) found that 
39% of managers wanted more cross-cultural training, compared to 19% 
of nonmanagement employees.

Moreover, we expect that managers at higher levels of organizations 
will be more motivated to engage in career development activities than in 
training activities per se. As Schein’s (1990) research on career anchors sug-
gests, adults with “managerial career anchors” are motivated more by the 
desire for advancement than by the desire to perform technically better on 
their current assignments. Consequently, these individuals are more likely 
to scan their environments for career development opportunities to help 
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them move ahead than they are to scan their environments for opportuni-
ties to enhance their performance on their current jobs.

The Context of Training Development

The literature on training content and training delivery is extensive (cf. 
Ford et al., 1997; Goldstein, 1989). This research, for instance, addresses 
the advantages and disadvantages of distributed versus mass learning, 
the trade-offs between using lectures and experiential learning, and the 
effectiveness of various types of technology in transferring learning back 
to the job setting.

It is not our intention here to address those topics, but rather to examine 
how the context of the training, rather than the training itself, influences 
individuals’ motivation for training and career development. It is our 
argument that the context of training and development will influence how 
frequently, how intensely, and how persistently individuals will engage in 
these activities (Feldman, 1989).

Place of Training and Career Development

Where the training and career development activities occur will have 
some countervailing effects on whether individuals will volunteer to 
attend these activities and how involved they will become in such train-
ing. On one hand, we would argue that providing on-site training and 
career development will have a positive impact on individuals’ willing-
ness to get WT&CD, since the hassles associated with travel for develop-
mental activities will be eliminated. In one of the few articles on this topic, 
Arthur, Bennett, Edens, and Bell (2003) suggest that on-site training can 
lower training costs and facilitate transfer of training knowledge.

On the other hand, off-site training usually has the advantage of get-
ting participants in a new “set,” and therefore may help in the unfreezing 
process. The likely exception to this hypothesis would be when training 
takes place in resort locations (for example, physicians who get continu-
ing education credits by attending courses on Caribbean cruises). In these 
cases, the setting provides such attractive distractions that current employ-
ees are motivated to sign up for the training but not to exert much effort 
once there.

While there has not been much empirical evidence on whether the com-
pany provides the training on-site or off-site, there has been some empiri-
cal research that examines the differences between company-provided or 
externally provided training. Here, the results suggest that individuals with 
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on-the-job training are less likely to leave their current employers, while 
individuals with off-the-job training are more likely to leave (Lynch, 1991). 
Lowenstein and Spletzer (1997) also found that individuals with company-
provided training are less likely to leave their jobs, whereas individuals 
with externally provided training are more likely to switch employers.

By and large, we would expect individuals in their 20s, 50s, and 60s to 
be more motivated to attend off-site training. In these decades, individu-
als are less likely to have minor children for whom they have day-to-day 
responsibilities. In contrast, mid-career individuals in their 30s and 40s 
may be more reluctant to engage in off-site training and development 
because of the disruption their absence would cause for their families.

back-Home Support

A related issue is the amount of “back home” support training partici-
pants get from their immediate supervisors, coworkers, and direct reports 
(Tharenou, 2001). Training always comes at some cost in terms of current 
productivity on the job, since individuals are taken away from their day-
to-day responsibilities. In addition, training may place increased work 
burdens on coworkers and supervisors who have to cover for training 
participants in their absence (Mathieu & Martineau, 1997).

There are two support issues that can facilitate (or impede) attendance 
and effort invested in training and development activities. The first is 
supervisor support. Individuals will be less motivated to engage in devel-
opment activities if they perceive their supervisors are opposed to their 
absence from work (Maurer & Tarulli, 1994). The second is supervisor and 
coworker task assistance. Employees will be less motivated to fully engage 
in development activities if they have little assurance that their work will 
be covered for them in their absence. Thus, back-home support helps cre-
ate the conditions under which current employees will volunteer to attend 
training and to exert considerable effort to do so (Salas et al., 1999).

Here, we expect back-home support would be inversely related to career 
stage. Because junior people are less “mission critical,” their absence is 
often seen as less disruptive. Furthermore, there are typically organi-
zational norms supporting the training of junior people. As employees 
become more senior and have more responsibilities, the amount of dis-
ruption their absence causes is greater—and hence the amount of back-
home support they need will be much greater as well (Feldman, 1989).

Timing and Spacing of Training and Development

Consistent with the arguments above, we predict that the longer the train-
ing and development program, the less likely that current employees will 
be motivated to attend and to fully engage in learning. The reason for 
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this hypothesis is that while individuals are participating in these train-
ing and development activities, their own “regular” work is piling up for 
them. Even in cases where there is organizational support for training, 
participants cannot realistically expect the decks will be clear upon their 
return (Maurer & Tarulli, 1994; Noe & Wilk, 1993). Thus, we would expect 
that individuals would view program length as a disincentive to volun-
teer for developmental activities. Moreover, after a few days away from 
their regular jobs, participants will be increasingly distracted by e-mails, 
faxes, and other correspondence from their home offices. For this reason, 
we would expect that more frequent, but shorter, training sessions would 
increase the motivation of current employees to attend and exert effort 
while there.

Here, too, we expect that mid-career employees would be less likely to 
volunteer and to exert effort in lengthy training and development activi-
ties. Their junior colleagues do not have the responsibilities that require 
constant attention while they are away, and their senior colleagues have 
more staff to complete their work while they are. Caught in between, mid-
career managers have just enough responsibility to make being away for 
a long period of time more difficult and not quite enough support staff to 
pull it off seamlessly.

Composition of Trainers and Participants

Who attends and who runs the training and development activities can 
also influence individuals’ motivation to learn. We predict that motivation 
to attend and exert effort in development activities will be higher with a 
mixed audience of own-unit and other units’ employees. Particularly for 
managerial workers, getting to learn about what other companies do is 
often as valuable as learning from the trainers themselves. In addition, 
while the manifest purpose of training programs is to learn new material, 
such training programs also have the latent function of creating opportu-
nities for networking.

It is also likely the case that getting career development in the presence 
of “outsiders” might be more beneficial than getting career development 
in the presence of peers and coworkers. Successful career development 
often requires a feeling of psychological safety within the group, and 
many people might feel more comfortable talking honestly about their 
career concerns without fear of their comments “getting back” to their 
supervisors (Albert & Luzzo, 1999).

In terms of the composition of the trainers, we would predict differen-
tial effects for training and for career development. If the goal of the train-
ing is to increase on-the-job performance on technical issues, then inside 
(in-house) trainers might have both more expertise and more credibility. 
However, if the goal is career development, participants might find out-
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side trainers more credible because they have less vested interest in get-
ting participants to view the world the way they do and more incentives 
to get participants to think constructively about change.

The limited empirical research on this topic supports these proposi-
tions. Doo (1980) found that respondents expressed a preference for some 
outside trainers rather than solely relying on internal trainers. On the 
other hand, Beck (1987) reported that the use of internal trainers at Bank 
of America improved the performance of trainees and increased the cred-
ibility of the training course.

Organizational and Environmental Context Factors

The last set of variables we consider here are organizational and environ-
mental context factors. While many of the variables that influence indi-
viduals’ motivation to get WT&CD are internal to the person or within 
the immediate job setting, there are also facets of the organization itself 
and the wider business environment that energize individuals to engage 
in further learning.

Firm Financial Performance

Training and career development cost money. These costs include not only 
the salaries of the trainers and the cost of instructional materials, but also, 
more importantly, the participants’ time away from work. Consequently, 
we would expect that both the availability of WT&CD and the encourage-
ment to engage in WT&CD will be greater in firms with higher profitabil-
ity and with greater slack resources (the difference between the sum of 
the resources under a firm’s control and the minimum amount required 
for the firm’s survival) (Bourgeois, 1981; Cyert & March, 1992).

Using the same logic, we also expect individuals to be more motivated 
to get on-the-job training when their firms are expanding because current 
employees could anticipate numerous advancement opportunities where 
such training might be useful (Cron & Slocum, 1986). For instance, research 
in the strategic management literature suggests that training availability 
is greater in “prospector” firms than in “defender” firms (Miles & Snow, 
1978). Conversely, we would expect individuals to be more motivated to 
engage in career development when firms are declining or downsizing, 
since career development activities would be more instrumental in iden-
tifying alternative career paths internally or finding new positions exter-
nally (Feldman, 1995).
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In general, we expect that the impact of firm financial performance on 
individuals’ motivation to engage in developmental activities would be 
greater for mid- and late-career employees. Most firms really have no 
choice about providing training to (inexperienced) new hires. Moreover, 
most early-career employees are motivated to get such training, particu-
larly if they have not had a vocationally or technically oriented education. 
Thus, the need to provide training to new hires and young adults’ desires 
to get training are likely to be independent of a firm’s financial strength. 
When money is tight, though, organizations may feel they can let train-
ing “slide” for mid-career and late-career employees without immediate 
consequences (Maurer & Rafuse, 2001). Furthermore, mid-career and late-
career employees in poorly performing firms may be reluctant to ask for 
such training or the time away from work to engage in it for fear of giving 
employers a reason to terminate them altogether (Feldman, 1995).

Corporate Hr Strategy

Firms compete on a variety of bases: innovation, low-cost goods and ser-
vices, and quality of goods and services, among them (Miles & Snow, 1978). 
We suggest that firms that view their human resources as their competi-
tive advantage will not only make more WT&CD available to employees, 
but also give greater encouragement to employees to engage in such activ-
ities. For example, in consulting firms where organizations are competing 
on the quality and consistency of services rendered, we would expect a 
greater push for more work training for employees. In contrast, firms that 
compete on low-cost goods and services (e.g., K-mart) would be less likely 
to motivate employees to engage in developmental activities or to put a 
great deal of resources into those activities (Schuler & Jackson, 1987).

Another organizational factor that is likely to impact individuals’ moti-
vation to engage in WT&CD is the firm’s strategy for developing senior 
managers. In companies where there is a “promote from within” policy, 
employees have much greater incentives to engage in WT&CD, both to 
find out what other job opportunities are available and to develop the 
skills necessary to get selected for those positions. Along the same lines, 
firms that value cross-functional experience for promotion purposes 
are much more likely to offer a variety of development opportunities to 
employees, and employees are much more likely to take advantage of such 
activities. However, in firms where most senior positions are filled from 
the outside and where linear movement within functional areas is highly 
valued, both the availability of WT&CD and the incentive to engage in it 
will be lower (Ostroff & Clark, 2001; Sonnenfeld & Peiperl, 1988).

We also expect that different types of competitive strategy will have 
differential effects on employees’ motivation to engage in training and 
their motivation to engage in career development. In “defender” firms, or 
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those that compete on the basis of low costs, we expect that firms would 
spend even less on career development than they do on training, since 
career development has less immediate impact on the bottom line (Feld-
man, 1995; Miles & Snow, 1978). In the case of corporate strategies for 
developing senior management, we expect individuals’ motivation to get 
training would be much higher in “promote from within” firms since the 
link between receiving training and the probability of getting promoted 
would be higher. On the other hand, we expect individuals’ motivation 
to get career development would be greater in “hire from outside” firms 
since the company is signaling that long-term career advancement within 
the firm is unlikely (Sonnenfeld & Peiperl, 1988).

Along the same lines, we expect the motivation to engage in WT&CD 
would be higher in firms where the availability of training is used as an 
incentive in the recruiting process itself (Schuler & Jackson, 1987). Par-
ticularly to new graduates with relatively little specific vocational train-
ing, the availability of established, well-recognized training programs is a 
very attractive recruiting inducement (Feldman, 2002). In effect, the moti-
vation to engage in work training and career development becomes part 
of the selection (and self-selection) process in these firms and becomes an 
integral part of the early socialization process as well (Feldman, 1989).

geographical and Cross-Functional Moves

We propose that the more geographically dispersed organizational units 
are, the more likely organizations are to provide WT&CD and the more 
motivated employees will be to engage in WT&CD. It is true that organi-
zations typically provide less training for employees who are relocating 
geographically than they do for new hires (Brett, Feldman, & Weingart, 
1990). Nevertheless, geographical relocation often necessitates some addi-
tional on-the-job training. Organizations typically have a greater incen-
tive to provide training to employees after relocation, and employees have 
a greater incentive to engage in such training when offered. Geographical 
relocation, even to positions with similar job duties, still requires some job 
adjustment, and such training would be seen as instrumental to that end 
(Semler, 2001).

One could also argue that being a multinational firm would push a 
company to offer more career development activities and that individuals 
in multinational firms would be more motivated to engage in such activi-
ties (Feldman & Tompson, 1993). Moving overseas (and then back again) 
can create discontinuous breaks and alterations in career paths. Potential 
expatriates may be less willing to accept overseas assignments without 
career development, and repatriates may be less able to adjust and suc-
ceed on their back-home assignments without additional developmental 
activities (Shaffer & Harrison, 1998).
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In general, we expect that early-career employees would be most moti-
vated to engage in work training in the context of geographical mobility. 
Even though mid-career and late-career employees may need as much or 
more training for their new job responsibilities, there are costs to them 
of asking for training, namely, the “loss of face” that they feel unready to 
fully assume their new positions (Brett et al., 1990).

At the same time, we would expect mid-career employees to be most 
motivated to seek out career development in the context of geographical 
mobility. As a group, they have more family responsibilities to juggle, so 
they may need a better sense of whether a given job move makes sense for 
them personally (Eby, Allen, & Douthitt, 1999). And given the difficulties 
that expatriates and repatriates have in managing their careers, we would 
expect middle managers who are relocating internationally to be espe-
cially attuned to the need for career development assistance (Feldman et 
al., 1993).

Performance appraisal Systems and Feedback Cultures

Until fairly recently, the research on the relationship between perfor-
mance appraisal characteristics and individuals’ subsequent motivation 
to engage in corrective actions focused on the measurement properties of 
performance appraisal instruments (cf. Ilgen, Barnes-Farrell, & McKellin 
(1993) and Murphy & Cleveland (1995) for reviews of this literature). The 
theme underlying this research stream was that individuals who per-
ceived performance appraisal instruments as unreliable or invalid would 
be less motivated to engage in corrective behaviors based on that feed-
back, including obtaining more training or career development. The pro-
cedural justice literature largely reinforces the psychometric literature on 
this point (Folger, Konovsky, & Cropanzano, 1992), highlighting the fact 
that individuals are less responsive to feedback from supervisors or in 
feedback systems viewed as unfair by employees.

More recently, the research focus has shifted to the social context in 
which performance appraisal occurs (Levy & Williams, 2004). While this 
literature is too voluminous to address fully here, several key themes 
emerge. First, multisource feedback systems are more likely to motivate 
behavioral change than supervisor-only evaluations, particularly when 
there is high participation of raters in the process and the credibility of 
raters is high (Brutus, Fleenor, & McCauley, 1999). Second, individuals will 
be more motivated to engage in WT&CD when the purpose of the perfor-
mance appraisal itself is developmental rather than evaluative (Boswell 
& Boudreau, 2002). Third, London (1993) argues that a company’s overall 
“feedback culture” can impact the motivation to engage in WT&CD. In 
“continuous learning cultures,” for example, supervisors and employees 
feel comfortable providing and receiving feedback among themselves. 
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Consequently, individuals in these feedback cultures are more motivated 
to seek out additional developmental opportunities based on the sugges-
tions of their coworkers (London & Smither, 1999).

While we hypothesize that there will be a significant relationship 
between continuous learning cultures and individuals’ motivation to 
engage in training and developmental activities, we expect this relation-
ship to be even stronger among middle managers. Simply by virtue of 
their age and their lack of seniority, early-career employees are much more 
likely to get frequent feedback and take it seriously. At the other end of the 
spectrum, older, late-career managers are much less likely to get feedback, 
no matter what the feedback culture is, because there is greater reluctance 
to provide “feedback up.” Furthermore, employees who have negative ste-
reotypes of older workers might feel less motivated to provide feedback to 
them if they truly feel “you can’t teach old dogs new tricks.”

For middle-aged and mid-career managers, though, the existence of a 
positive feedback culture is especially important. The leader-member-
exchange (LMX) literature suggests that whether individuals respond well 
to feedback depends, to a great extent, on whether they perceive them-
selves to be in the in-group or out-group with their manager (Whitener et 
al., 1998). Because middle managers operate in what is arguably a politi-
cal environment where the standards for evaluation are more nebulous 
and inconsistent, a trusting relationship with a supervisor in a continuous 
learning culture is particularly helpful in motivating middle managers to 
seek out additional training and career development (Longenecker, Sims, 
& Gioia, 1987).

Technological intensity and Change

Finally, at the level of both the firm and its environment, the degree of 
technology intensity and technological change is likely to increase moti-
vation to engage in training. Simply put, a technology-intensive workplace 
or a workplace with frequently changing technology forces employees to 
obtain more training just to keep current (Gist, Schwoerer, & Rosen, 1989). 
In a recent study, Hasan (2005) looked at the relationship between an indi-
vidual’s computer self-efficacy (CSE) and his or her ability to learn new 
computing skills. However, unlike previous researchers, Hasan (2005) dis-
tinguished between general computer skills and software-specific skills 
and also examined the effects of computer self-efficacy on both short-run 
and long-run transfer of learning. His results suggest that software-spe-
cific training had the greatest impact on short-term and long-term transfer 
of learning, while general computer skills training influenced long-term 
(but not short-term) transfer of learning.

Although the degree of technology intensity and technological change 
is likely to increase motivation to engage in training across the life span, 

RT7451X.indb   419 5/28/08   12:44:51 PM



��0	 Work	Motivation:	Past,	Present,	and	Future

we would expect the relationship would be strongest among young, early-
career workers. In large part, this is due to the comfort level that individu-
als who have grown up with computers have compared to older employees 
for whom technology is not second nature. Also, because young work-
ers are more facile in assimilating new facts relative to older workers, we 
would expect younger workers to have higher self-efficacy about their 
ability to successfully complete computer training (Ardelt, 2000).

On the other hand, we would expect that the degree of technology inten-
sity and technology change would motivate particularly middle-aged and 
mid-career employees to engage in greater search for new careers alto-
gether. Increasing reliance on technology and frequent changes in technol-
ogy often prove frustrating to middle-aged and older workers, particularly 
if their computer self-efficacy or computer skills are low. For example, 
doctors can no longer just scribble some notes on a chart for nurses or 
medical records personnel to transcribe. Instead, diagnoses, orders, and 
billings have to be computer coded by the physicians themselves—and 
for many older doctors, it is simply one more piece of evidence that “real 
medicine” is being overrun by peripheral matters. Similarly, in education, 
much of what went on in the classroom used to be simply “chalk and talk.” 
Today, students (and administrators) expect faculty to use the expensive 
technology that has been provided in classrooms. Consequently, in many 
cases, as much energy gets put into making PowerPoint slides and using 
Blackboard as gets put into preparing lecture content itself—and many 
mid-career and late-career faculty view this as a decided downturn in 
the quality of their academic lives. At some point, it is easier to switch 
careers (or career paths) altogether than to engage in rearguard resistance 
to encroaching technology.

Discussion

In this final section, we address three topics that help to integrate much 
of the previous research on the motivation to engage in WT&CD, and that 
help set directions for future research in the area. In turn, we consider 
theory development, methodological rigor, and implications for manage-
ment practice.

Theory Development

Kanfer and Ackerman (2004) have made an important contribution in 
highlighting the distinctions between fluid and crystallized intelligence 
and in illustrating how individuals’ abilities to learn vary across the 
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life span and the effects of these changes on motivation. As their work 
suggests, developmental changes in adult intelligence and personality 
influence motivation through their effects on basic mechanisms, such as 
expectancies and the attractiveness of outcomes.

However, one question that their distinction does not address is: How 
do individuals know when they need to know more? Before individu-
als get motivated to engage in WT&CD, they have to self-diagnose them-
selves as either weak in some knowledge, skills, and abilities (KSAs) in 
their current jobs or deficient for purposes of getting promoted or chang-
ing careers. And, in answering this particular question, the research on 
emotional intelligence might dovetail nicely (Goleman, 1995; Sternberg, 
1986). It may be that neither task performance nor job knowledge, in and 
of itself, prompts individuals to obtain more training and development. 
Rather, it might be facility in reading social cues, subtext in conversa-
tions, and political environments that unlock the ability to self-diagnose 
one’s own weaknesses or deficiencies. Be it via emotional intelligence or 
a combination of other factors, the processes through which individuals 
learn that they need to grow and develop are clearly worth investigating 
in more detail.

Similarly, most of the previous research on the motivation to engage 
in WT&CD has made the implicit assumption that knowing one’s weak-
nesses and asking for assistance to correct them is ultimately instrumental 
for one’s career. However, as Ashford, Blatt, and VandeWalle (2003) point 
out, there are numerous costs to workers—particularly veteran employ-
ees—of engaging in feedback-seeking behavior. They note that while 
individuals may have instrumental motives to perform better, they also 
have ego-based motives to defend their self-images and image-based 
motives to enhance the impressions others hold of them. By and large, the 
research on the motivation to engage in WT&CD has focused on solely 
the instrumental aspects of feedback seeking and training. However, we 
might develop a much richer picture of individuals’ motivation to engage 
in WT&CD if we considered the sometimes countervailing forces of ego-
based and image-based motives, too (Epstein & Morling, 1995; Kaplan, 
1982). As Kanfer and Ackerman (2004) also note, initial attempts to reme-
diate perceived performance slippage may focus more on compensatory 
strategies than seeking WT& CD.

Another (and related) issue to explore is how current employees make 
decisions about what kinds of training and development to seek out and 
where to seek such assistance. That is, once an individual diagnoses 
the need for more WT&CD, how does he or she identify the appropri-
ate kind of WT&CD to obtain and where to get it from? Three factors, in 
particular, appear to play critical roles in the process. First, stress dur-
ing decision making tends to narrow individuals’ perceptual fields (Hal-
besleben & Buckley, 2004). Second, the information processing capacities 
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of individuals’ minds to gather and analyze all available data are limited 
(Shore & Tashchian, 2002). Third, the configuration of individuals’ social 
networks and the quality of their relationships with others influence the 
types of information employees receive about training and development 
opportunities (Higgins, 2001).

Related to the feedback-seeking literature discussed above (cf. Ashford 
et al., 2003), then, future researchers might want to explore how ego-based 
and image-based motives influence what kinds of training individuals 
seek (and where they seek it out). For example, there may be no perceived 
costs of seeking more computer training, but significantly greater per-
ceived costs of seeking more leadership training. Consequently, the more 
threatening a type of training is to an individual’s ego or public reputa-
tion, the less likely he or she may be to get such training. Moreover, if such 
training is sought, it is more likely to be sought outside the workplace.

Methodological improvement

In the present chapter, we utilized a boundary condition frequently 
employed in this literature, namely, the motivation to engage in train-
ing and development voluntarily. At the extreme ends of the continuum, 
the distinctions between voluntary and involuntary participation are 
straightforward. Attending night classes to get an MBA is typically 
voluntary; attending sensitivity training or anger management sessions 
at work is typically not voluntary. In the middle, though, both the practi-
cal and political distinctions are more fuzzy. If getting more training is 
“strongly encouraged,” is engaging in such training truly voluntary for 
an employee?

Thus, in future research on this topic, perhaps a more useful distinction 
might be made between self-initiated and other-initiated work training and 
career development. If we think about motivation in terms of decisions 
to invest finite amounts of energy in different activities, then perhaps the 
theoretically more interesting question is when individuals will self-initi-
ate such training, independent of whether that training is truly voluntary 
in every sense of the word.

As our review of the previous research highlights, much of the empiri-
cal work on motivation to engage in work training and career develop-
ment has focused on the decision to attend such activities. In addition, 
there has been substantial research on the amplitude and persistence of this 
motivation for new hires (Colquitt et al., 2000). In contrast, research on 
the amplitude and persistence of such behavior among current employees 
has lagged considerably. Thus, researchers need to spend as much time 
looking at how hard current employees work in such training programs 
and how long they persist in continuous learning as they do in examining 
whether people attend (or do not attend) developmental activities. More-
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over, while “number of hours of training received” is a reasonable mea-
sure of training motivation in some studies, other measures are needed 
to determine the quality of the effort invested and the genuineness of the 
commitment to continuous learning.

As we noted earlier in the chapter, much of the current research on 
motivation to engage in WT&CD is driven by factors internal to the indi-
vidual, while the social context of the training has received comparatively 
less attention. In addition to the context factors discussed above, another 
interesting avenue for methodological improvement would be studying 
the effects of industry type and occupation type on individuals’ motiva-
tion to engage in developmental activities.

Labor economists, for instance, pay particular attention to the opportu-
nity structures in career paths in understanding worker mobility (Doeringer, 
1990; Hart, 1988). Industries and occupations differ in their permeability, 
in their ease of entry, and in how lock-step career progressions are. The 
more rigid and impermeable the boundaries between industries and occu-
pations, the less likely current employees are to engage in broad career 
development activities. Moreover, if promotion within a career path is 
based more on seniority than skill, then that, too, provides a disincentive 
to engage in more work training. Thus, training and career development 
take place in the context of broader labor markets, and those broader labor 
markets have to be considered as main effects as well as just control vari-
ables in future research on the topic.

For the sake of brevity, we have largely treated career stage and chrono-
logical age here as highly correlated; for many workers, these two con-
structs are in fact closely related. From a methodological perspective, 
though, we need to do a better job of untangling career stage effects from 
chronological age effects. In particular, individuals whose career stage 
and chronological age are out of sync provide a wonderful, naturally 
occurring setting in which to study those differential effects. As Kanfer 
et al. (2004) note, one of the factors that might influence the motivation to 
engage in training is the orientation shift from “time since birth” to “time 
until death” that occurs over the course of the life span.

Even more concretely, it might be useful to consider time effects more 
broadly in the context of Cleveland and Shore’s (1992) typology of age. 
These authors draw distinctions among chronological age, the employee’s 
subjective age (self-perceptions of how old they are), the employee’s social 
age (others’ perceptions of the employee’s age), and the employee’s relative 
age (how old the employee is relative to his or her coworkers or cohort). 
Cleveland and Shore’s work shows that even time, one of the most quan-
titative and measurable variables we study, can be perceptual in nature 
and can have widely disparate effects on employees’ behaviors in the 
workplace.
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implications for Practice

Finally, we consider some implications of the research on the motiva-
tion to engage in work training and career development, both for current 
employees and for their organizations. Not surprisingly, those implica-
tions vary from career stage to career stage.

At early career, individuals are typically most motivated to engage 
in WT&CD, both because of their relatively low levels of previous work 
experience and because of their relatively high levels of fluid intelligence. 
And previous research suggests that the bulk of most organizations’ train-
ing budget goes to help new hires and “replacement” hires for departed 
employees (Forrier & Sels, 2003). Thus, at early career, individuals’ moti-
vation to get WT&CD and organizations’ incentives to provide WT&CD 
tend to be closely aligned (Feldman, 1989).

In the early-career stage, then, probably the issue that warrants the 
most attention is the use of training and career development for purposes 
beyond the transmittal of knowledge, skills, and abilities. From the orga-
nization’s point of view, training and career development programs are 
increasingly seen as important recruiting tools and incentives to join a 
company. Moreover, lack of access to such programs is often seen as a 
violation of young employees’ psychological contract expectations (Noe 
et al., 1993). Furthermore, while many questions have been raised about 
“rotational training” and its power to provide employees with in-depth 
expertise, more and more young adults see the availability of rotational 
training as a great developmental opportunity to reduce their early-career 
indecision (Feldman, 2002).

In several ways, training and career development for mid-career employ-
ees appears to be more problematic for individuals and organizations alike. 
For both personal and professional reasons, mid-career employees may 
be more reluctant to engage in long periods of training away from home 
and have less support for doing so. Furthermore, from the organization’s 
perspective, spending money on WT&CD for mid-career employees is 
more often seen as less mission-critical, available mainly when resources 
are flush and provided mostly for high-potential, rather than for all, mid-
career managers (cf. Mathieu et al. (1997) and Tharenou (2001)).

To raise mid-career employees’ motivation to engage in more WT&CD, 
then, supervisor and back-home support are especially critical (Maurer 
et al., 1994; Salas et al., 1999). Demonstrating enthusiasm for continuous 
learning among mid-career managers, tangible assistance in getting their 
work covered during training, buffering them from constant interruptions 
during training—hese are all critical influences on mid-career employees’ 
initiation, amplitude, and persistence of engaging in development activ-
ities. In addition, framing the need for more training in the context of 
broad environmental and organizational changes, rather than personal 
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failings, might lessen employees’ defensiveness or embarrassment about 
obtaining such training.

For late-career employees, the implications for work training and career 
development are somewhat divergent. From an institutional point of view, 
there is less presumed need to provide career development to older work-
ers since their career options are realistically fewer and their “end games” 
are more readily transparent. And, from the individual perspective, there 
are several other alternatives besides more career development at work 
to consider: total retirement, phased retirement with bridge employ-
ment, self-employment, volunteer work, and so on (Feldman, 1994). Con-
sequently, while in an ideal world both individuals and organizations 
would continue to invest heavily in career development opportunities, it 
is realistically less likely they will do so.

However, the need for continued work training for late-career employ-
ees remains strong, although the content and means of delivering that 
training might need to be modified for them. Given the decline in fluid 
intelligence, late-career employees are likely to benefit from shorter, but 
more frequent, training programs than long, one-shot training programs 
where too much material is crammed too quickly into too short a period 
of time (Beier & Ackerman, 2005). In addition, given their somewhat lower 
facility with technology (Ardelt, 2000) and their somewhat greater desire 
for social interactions (Jones & Symon, 2001), late-career employees might 
be more motivated to attend “live,” group-based training than to log on 
for self-paced computer instruction.

According to the Census Bureau, there are roughly 145 million people 
over the age of 16 who are currently employed in this country. Of these, 
over 31 million are between 45 and 65, and another 7 million individu-
als over age 65 are still in the workforce (Berman, 2005). As birth rates 
continue to decline in industrialized nations, the ability to retain older 
workers and to motivate them to engage in continuous learning can only 
become more critical.
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When a college graduate begins a first full-time job, when a dentist 
takes up law, when an engineer enters the managerial ranks, when 
a housewife re-enters the labor force after childrearing years, and 
when an executive retires, each is undertaking some kind of career 
transition. (Louis, 1980, p. 332)
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Career transitions are “events or non-events in the career development 
process causing changes in the meaning of the career, one’s self assump-
tions, and view of the world” (O’Neil, Fishman, & Kinsella-Shaw, 1987, 
p. 66). Our lives present myriad points for such changes. A recent high 
school graduate interviewing for her first job, an ambitious middle man-
ager who has finally achieved a desired promotion, a social worker with 
years of experience who becomes so burned out that he becomes a chef, 
and an entrepreneur who sells her successful business so she can retire 
early are examples of people making intrinsically generated transitions. 
Other career transitions are not as voluntary. A teacher who needs to find 
a job in a new city because her husband is transferred, an employee who is 
given a completely restructured set of responsibilities during a corporate 
merger, and a factory worker whose job is eliminated altogether during a 
downsizing are examples of people making extrinsically generated tran-
sitions. Whether intrinsic or extrinsic, these transitions may impact work 
activities, social relationships, personal finances, and individual well-
being. Although the management literature is replete with descriptions 
of the career progress of those who are progressing through an extended 
corporate or professional hierarchy, the concept of career transitions also 
applies more broadly to those who do not fit into the traditional corporate 
or professional hierarchy, such as artists, factory workers, clerical workers, 
and stay-at-home parents (Louis, 1980). When this expanded definition 
of career is taken into account, it is clear that career transitions apply to 
nearly everyone, and include some of the most significant changes that 
occur during our lives.

There are features unique to each transition, but all career transi-
tions include similar features as well, particularly change, uncertainty, 
goal formation, and actions designed to accomplish personal goals. It is 
surprising, given the importance of career events and the goal-directed 
behavior they require, that there is a scarcity of research that has incor-
porated motivational concepts to explain how people organize and direct 
their behavior during career transitions (Kanfer & Ackerman, 2004). The 
goal of this chapter is to portray the relevance of motivation theory to 
career transitions, as well as to describe the current underutilization of 
motivational concepts in this literature. We begin with an overview of 
five major career transitions: initial career choice, organizational entry, 
job loss, career reevaluation, and retirement. This is not an exhaustive list 
of transitions, but it does cover many of the most significant changes that 
occur during the course of one’s career. We discuss the importance of each 
transition, present a synopsis of research in each area, and outline exist-
ing examples of applications of motivation theory to each transition. Next, 
as an example, we explain the utility of self-regulation theory as a frame-
work for improving our understanding of career transitions. In doing 
so, we provide an overarching framework (incorporating self-regulation 

RT7451X.indb   434 5/28/08   12:44:55 PM



A	Self-Regulatory	Perspective	on	Navigating	Career	Transitions	 ���

theory) that portrays transition characteristics, individual characteristics, 
situational characteristics, and self-regulation as antecedents to transition 
success (see Figure 12.1). Finally, we explain potential implications of the 
interplay between motivation and career transitions for organizations.

Career Transitions: An Overview of Current Research

initial Career Choice

The first phase of the career process involves moving from the world of 
school into the world of work. During this transition, young adults must 
evaluate what they want out of work and how they can best accomplish 
these goals. Those who choose a career that is suitable for their needs 
and abilities find work that provides economic rewards, satisfaction, and 
opportunities for personal growth, whereas those who choose incor-
rectly experience stress, dissatisfaction, and stagnation (Bretz & Judge, 
1994; Dawis & Loftquist, 1984; Maurer, Weiss, & Barbeite, 2003; Swanson 
& Fouad, 1999). Research examining initial career decision making has 
addressed questions such as: (1) How can people enter careers that match 
their preferences, knowledge, skills, and abilities? (2) What are the most 
common challenges faced by those seeking their first jobs? (3) What per-
sonal and situational factors are associated with a more successful career 
decision-making process?

The underlying models in career choice studies are frequently related to 
theory of work adjustment (Dawis & Loftquist, 1984), which proposes that 

Transition
Characteristics

Individual
Characteristics

Situational
Characteristics

Self-Regulation 
Goal selection 
Goal cognition 
Directional maintenance/
directional change  
Goal continuity 
Emotional regulation

Transition success

Figure 12.1
Conceptual career transitions model from self-regulation framework.
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people seek out environments that are an appropriate fit for their pref-
erences. Family background and personality are the most studied influ-
ences on the career-matching process. Sociologists have long shown that 
even in societies with comparatively high social mobility among classes, 
children tend to take on jobs that are similar to the jobs held by their par-
ents in terms of status and educational requirements (e.g., Ganzeboom, 
Treiman, & Ultee, 1991). More psychologically based research has shown 
that the aspirations of parents can influence career tracks of their chil-
dren (O’Brien & Fassinger, 1993; Young & Friesen, 1992). For example, the 
tendency for parents to have higher expectations for their male children 
translates into different career trajectories for men and women (Poole, 
Langan-Fox, Ciavarella, & Omodei, 1991). Evidence also suggests that job 
preferences are at least partially predicated on dispositional preferences 
for work activities, such as the realistic, investigative, artistic, social, entre-
preneurial, and conventional vocational typology (Holland, 1997). These 
six dimensions are significantly related to traditional personality traits, 
but are better than five-factor personality types in predicting vocational 
choices (De Fruyt & Mervielde, 1999). There are other factors that influence 
career preferences beyond interest in the key job tasks. For example, indi-
viduals with a more agentic personality and higher aspirations are likely 
to select career paths that will allow for greater growth and advancement 
over time (e.g., O’Brien & Fassinger, 1993). Finally, job pursuit intentions 
are at least partially influenced by personal values (Judge & Bretz, 1992).

To find a career that “fits” in the absence of any concrete work experi-
ence, young adults are often advised to think about their general pref-
erences and goals and have a clear picture of the work options that are 
available. There are several strategies that can help build this knowledge 
(e.g., Saks, 2002; Saks & Ashforth, 2000; Werbel, 2000). First, the career 
decision stage consists of learning about oneself by thinking about activi-
ties one enjoys doing and assessing areas of competence. Second, indi-
viduals study available career options by taking internships, studying 
occupations on the Internet, interviewing friends and family, or consult-
ing vocational professionals. An alternative to making long-term plans 
is to focus on present concerns such as immediate financial status and 
current social relationships, which generally will lead to a focus on the 
short-term consequences of a job.

Several studies have explored a two-stage process of career decision 
making among those leaving school for the first time (Gati, Shenhav, & 
Givon, 1993; Gati, Fassa, & Houminer, 1995; Sauermann, 2005). First, the 
decision maker learns about potential careers and eliminates all options 
that appear infeasible or strongly undesirable. After this stage, the individ-
ual considers the remaining options more carefully. Realistically, it must 
be acknowledged that for many individuals there is not a careful evalua-
tion of multiple career options. Instead, individuals often take whatever 
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work first becomes available. It seems this strategy comes with a price. 
Students who invest greater effort in the career and job choice process 
both before and immediately after making the transition from school to 
work are more satisfied with their subsequent work (Feij, Whitely, Peiro, 
& Taris, 1995; Saks & Ashforth, 2002) and are more highly compensated 
(Werbel, 2000). At the other end of the continuum, there is a consider-
able literature on the negative consequences of career indecision, with 
outcomes including stress, lower life satisfaction, and poor decision out-
comes (Callanan & Greenhaus, 1992; Tinsley, 1992). This distinction begs 
the question: What motivates some individuals to exert greater effort, over 
a longer period of time, toward establishing a career?

Social cognitive career theory addresses this question by focusing on 
self-efficacy (Lent, Brown, & Hackett, 1994). Consistent with the more gen-
eral social cognitive theory of purposive behavior (Bandura, 1986), social 
cognitive career theory proposes that individuals with higher levels of 
self-efficacy have higher outcome expectations, choose more ambitious 
career goals, and exert greater effort to reach their career goals. Children 
first develop appraisals of themselves and their expectations early in the 
educational process, gradually forming a stable vocational identity over 
several years. Having confidence, as well as a clear sense of goals and 
purpose during the career search process, is expected to encourage active 
exploration of more career options and the selection of more challenging, 
and ultimately more rewarding, career paths. Evidence generally shows 
that young adults with higher levels of self-efficacy have a better concept 
of their career goals and are more confident in their career choices (Betz 
& Klein, 1996; Osipow & Gati, 1998; Pinquart, Juang, & Silbereisen, 2003), 
whereas those who are anxious and afraid of failure invest considerably 
less time and effort in the career exploration process (e.g., Vignoli, Croity-
Belz, Chapeland, de Fillipis, & Garcia, 2005).

Several of the theories regarding career choice and career exploration 
described thus far can be explicitly linked to motivational concepts. At 
its core, the theory of work adjustment predicts that individuals will be 
motivated to select careers and organizations based on their presumed 
fit with the environment, with the goal of obtaining high job satisfaction 
(Dawis & Loftquist, 1984). Evidence suggests that the expectancy theory 
framework is at least partially able to explain decisions regarding career 
preferences and job pursuit options (e.g., Lichtenberg, Shaffer, & Aracht-
ingi, 1993; Holmstrom & Beach, 1973). Researchers have also used con-
cepts from goal-setting theory to explain variations in the level of effort 
involved in the career planning process. Social cognitive career theory 
explicitly describes the importance of goal-setting techniques as a means 
of increasing effort toward career exploration (Lent, Brown, & Hackett, 
1994; Lent, Hackett, & Brown, 1999). Vocational counselors are encouraged 
to train clients in goal-setting and rational decision-making processes to 
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improve self-determination and focus among job seekers (Gati, Fassa, & 
Houminer, 1995; Izzo & Lamb, 2003; Wehmeyer et al., 2003). In sum, it can 
be said that processes related to expectancy, self-assessment, and goal set-
ting have all contributed to the literature on initial career choices.

Organizational entry

Once an initial career decision has been made, new entrants to the job mar-
ket are confronted with the problem of how to adjust to their workplaces. 
Those who are starting full-time work directly from school have much 
to learn about the differences between the formal structure and rou-
tines of the educational system and the comparatively higher stakes and 
lower predictability found in most employment (Morrison, 2002b; Schein, 
1978). Graduates frequently report that real work organizations are much 
more arbitrary, political, and confusing than they expected (Schein, 1978). 
Because the initial entry to an organization involves multiple changes, 
there will be a great deal of energy required for adjusting successfully 
(Louis, 1980). Although the learning process is likely to be especially acute 
when one begins his or her professional career, each new job throughout 
one’s career entails significant information acquisition regarding appro-
priate workplace behaviors (Callister, Kramer, & Turban, 1999). Research 
in this area has addressed questions such as the following: (1) What are 
the primary concerns of organizational newcomers? (2) How do personal 
characteristics either facilitate or hinder the process of adjustment to a 
new job? (3) What specific behaviors do newcomers enact to improve their 
fit in a new organization?

Both theoretical and empirical research describe key tasks in this tran-
sitional period (Ashford & Taylor, 1990; Morrison, 1993a, 1993b). First, 
organizational newcomers need to learn the core tasks of the job and how 
to prioritize among them. Second, the organization’s norms and other 
unwritten expectations for behavior need to be decoded. Third, newcom-
ers must build social relationships with their co-workers, supervisors, and 
individuals external to the organization. These social relationships func-
tion not only to facilitate performance on the job, but also to help fulfill a 
deeper need for social interactions. Finally, newcomers also realize how 
they fit in with the organization as a whole, and estimate what they can 
expect in terms of future career advancement. Based on the fit established 
during this learning and adjustment process, long-term levels of organiza-
tional commitment and job satisfaction are formed (e.g., Morrison, 1993a; 
Lance, Vandenberg, & Self, 2000), with unsuccessful transitions leading 
to ongoing adjustment problems and turnover (Kammeyer-Mueller, Wan-
berg, Glomb, & Ahlburg, 2005).

Louis (1980) noted that entering a new work setting can be a shock, 
causing newcomers to engage in a sense-making process directed toward 
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reducing uncertainty. Because organizations cannot possibly provide all 
newcomers with information required for successful adjustment, new-
comers need to put forth effort to learn about their specific work situa-
tions (Miller & Jablin, 1991). The methods of information seeking range 
from passive observation and using third parties to collect information 
to overtly asking questions and forming relationships (Morrison, 1993a, 
1993b; Ostroff & Kozlowski, 1992). Research on proactive socialization tac-
tics has also looked to activities like building relationships (e.g., Feldman, 
1981; Morrison, 2002a) as a means to maximize performance on the job 
and ensure promotions in the long term. Having a well-articulated social 
network is also related to more positive career outcomes (Seibert, Kraimer, 
& Liden, 2001; Tharenou, 2001).

Researchers have examined the amount of effort put forth toward infor-
mation seeking. Those who are entering their first jobs seek out a great 
deal of information and change their behavior to fit situational demands, 
whereas those with more experience and confidence modify their jobs 
to match their preferences (Adkins, 1995; Jones, 1986). Newcomers pre-
fer observational strategies (i.e., watching others) for learning over asking 
questions, because questions are seen as potentially embarrassing and 
expose one’s ignorance to others (Morrison & Vancouver, 2000; Ostroff 
& Kozlowski, 1992). If observation is not sufficient, newcomers turn to 
trusted co-workers, and are most reluctant to approach supervisors. As 
role clarity increases over time in a job, the tendency to engage in active 
inquiry for feedback decreases, whereas observation and monitoring of 
peers and supervisors remains relatively constant (Callister, Kramer, & 
Turban, 1999; Chan & Schmitt, 2000).

Individual differences appear to be related to the level of effort put for-
ward in the adjustment process. Organizational newcomers who are more 
extraverted and open to experience engage in more information seeking 
and relationship building, which in turn are associated with superior 
adjustment levels (Wanberg & Kammeyer-Mueller, 2000). Proactive per-
sonality is also positively associated with increased information seeking, 
task mastery, and group integration (Chan & Schmitt, 2000; Kammeyer-
Mueller & Wanberg, 2003). Research also suggests that newcomers who 
have higher levels of self-efficacy will have higher expectations for their 
own performance, which can lead to greater psychological empower-
ment on the job and, subsequently, improved role performance (Chen & 
Klimoski, 2003). Newcomers who have higher performance and experi-
ence greater empowerment have lower turnover intentions as well (Chen, 
2005).

A number of authors have explored information seeking from a motiva-
tional perspective, at least tangentially. First, individuals are seen as seek-
ing information to reduce anxiety (Ashford, 1986) and increasing their 
ability to interact successfully with the work environment such that they 
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can meet their goals (Ashford & Taylor, 1990). Consistent with expectancy 
theory, newcomers seek out information in a manner that minimizes indi-
vidual costs (Miller & Jablin, 1991; Morrison & Vancouver, 2000). Ashford 
and Taylor (1990) also emphasized newcomers’ self-regulatory processes 
and the maintenance of adequate cognitive and affective resources to 
address situational demands.

There have also been some initial attempts to use motivational theories 
to describe the reasons for socialization into groups, although it should 
be emphasized that these have been more theoretical and speculative 
than empirical efforts. Hogg and Abrams (1993) proposed that individu-
als are motivated to become active participants in group settings because 
they wish to reduce uncertainty. Moreland and Levine (1982, 2001) pro-
pose that individuals invest more in a relationship if they believe it will 
pay off. As such, newcomers will work harder to become integrated into 
a work setting if they believe the setting will provide positive outcomes. 
Morrison (2002b) suggests that regulatory focus theory (e.g., Brockner & 
Higgins, 2001) may be a good lens through which the motivational impli-
cations of socialization can be viewed by considering how newcomers can 
either engage in efforts to reduce negative outcomes (a prevention focus) 
or enhance positive outcomes (a promotion focus) dependent upon their 
personality, conception of the situation, and expectations for the future. 
With relatively few exceptions, however, these motivational perspectives 
on socialization have not been explicitly tested in empirical research.

Career reevaluation

Career or work reevaluation refers to a transitional period where people 
assess their current career or work situation and determine a change is 
needed. During a period of career reevaluation, people may ask soul-
searching questions such as “Do I really want to continue doing what I 
currently do?” or “Is there a more fulfilling job or career out there for me?” 
According to Harkness (1997), career reevaluation may be prompted by 
several sources, including personal life unrest (e.g., midlife crisis, disappoint-
ments, personal problems), career unrest (e.g., burnout, hitting a plateau, 
search for value, meaning, or more achievement), organizational/industry 
chaos (e.g., limited opportunities, lack of security, job loss), or job unrest 
(e.g., disliking one’s current work environment or situation). Research in 
this area has addressed questions such as the following: (1) How does 
career reevaluation affect the individual? (2) What are the characteristics 
of individuals who are most likely to initiate career reevaluation? (3) What 
are the antecedents of successful transitions?

Due to the uncertainty involved in not knowing what to do with the 
rest of one’s work life, career reevaluation may be associated with strong 
feelings of stagnation, frustration, or even depression (O’Connor & Wolfe, 

RT7451X.indb   440 5/28/08   12:44:56 PM



A	Self-Regulatory	Perspective	on	Navigating	Career	Transitions	 ��1

1987; Perosa & Perosa, 1983), at least in the short term. Career reevaluation 
often means establishing new goals and generating conscious action steps 
to reach these goals (Hall, 1986). As individuals start to look beyond their 
current “career routine,” they begin to be aware of other options, and also 
have an increased sense that they need to take control over the course of 
their careers, as opposed to passively waiting for the organization to sug-
gest directions. At this point, self-exploration and trial activities such as 
taking courses or interviewing in a new field may be helpful. Eventually, 
individuals may make a conscious choice to stay in their current role (with 
or without changing this role), or they may alter their career direction 
more dramatically (Hall, 1986). Yet others may delay or fail to make it to 
this point due to indecision, procrastination, or trying to deaden them-
selves to the need for change (Harkness, 1997). Failure to resolve uncer-
tainty often leads to long-term adaptation difficulties.

Heppner, Multon, and Johnston (1994) conceptualized psychologi-
cal resources relevant to the initiation of career transitions through an 
inventory they labeled the Career Transitions Inventory. The readiness 
subscale (e.g., “I feel as though I have a driving force within me to work 
on this career transition right now”) evaluates willingness to work on the 
career transition. The confidence subscale (e.g., “The magnitude of this 
career transition process is impossible to deal with”) measures belief in 
one’s ability to successfully navigate the aspects of the career transition. 
The personal control subscale (e.g., “If my career transition is destined to 
happen it will happen”) assesses the extent to which one feels he or she 
has control over the career transition. The support subscale (e.g., “People 
whom I respect have said they think I can make this career transition suc-
cessfully”) indicates how much support one feels he or she is receiving 
during the career transition. Finally, the decision independence subscale 
(e.g., “I am concerned about giving up the security of what I am presently 
doing to make a career transition”) examines the extent to which one feels 
his or her career transition is dictated by the needs of others. Sometimes, 
for example, people struggle because they want to switch to a dream job 
but must meet financial needs (e.g., for the family) that this dream job 
does not (Ebberwein, Krieshok, Ulven, & Prosser, 2004).

Heppner, Fuller, and Multon (1998) examined the relationship between 
the Big Five and the Career Transition Inventory subscales. In the study 
of 371 involuntarily laid off employees, they found that higher levels of 
neuroticism were related to lower readiness, confidence, control, and per-
ceived support. Higher levels of openness to experience were related to 
higher levels of all five of the career transition subscales. Higher extra-
version and lower agreeableness were related to more confidence, and 
higher conscientiousness was related to higher readiness. In a sample of 
300 individuals in career transition (Heppner et al., 1994), lower levels of 
confidence, control, and reported support were related to higher levels of 
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reported stress. Higher levels of readiness, confidence, control, and sup-
port were related to higher levels of reported progress with the career 
transition. A qualitative study by Neapolitan (1980) suggests that an inter-
nal locus of control increases the likelihood that one will make career 
changes in mid-career despite perceived obstacles.

Singh and Greenhaus (2004) addressed career decision-making strate-
gies associated with successful transitions. In a study of 361 professionals 
who had recently changed their jobs, these authors showed that indi-
viduals reported the highest levels of person-job fit (e.g., “I have a good 
fit with my new job”) when they used a combination of rational (careful 
thought and deliberation) and intuitive (feelings about emotional satis-
faction) decision-making strategies when making the decision to accept 
their new jobs.

Motivational concepts are threaded throughout the career reevalu-
ation literature. For example, several authors, including Hall (1986) and 
Ebberwein, Krieshok, Ulven, and Prosser (2004), propose that establishing 
clear goals in the reevaluation process will facilitate success. Ebberwein 
et al. (2004) illustrate the importance of clear goals with the example of a 
woman who wanted to begin her own consulting business. At times, she 
worked on her goal, but other times she spoke at length about the type of 
company she wanted to work for. The diffusion of energy resulting from 
an unclear path can be problematic. Snyder, Howard, and Hammer (1978) 
note that there are often “strong motivational forces which mitigate leav-
ing an established career for another,” and that the number of people who 
desire career change outnumber those who successfully make the transi-
tion (p. 230).

While motivational concepts are mentioned by authors, only a few stud-
ies have overtly incorporated motivation theory into empirical investiga-
tions of career reevaluation. Expectancy-valance theory, for example, has 
been used by a few authors to study career change (Schneider, 1976; Sny-
der et al., 1978). Snyder et al., for example, found support for the proposi-
tion that successful mid-career change is likely if the motivational force 
for the new career (the extent that the new position would lead to desir-
able outcomes × the expectancy that one would be successful in the new 
role) was greater than the motivational force for the old career (the extent 
that the old career would be associated with desirable outcomes × the 
expectancy that one would be successful in the old role). However, this 
use of motivational concepts in empirical research is more of an exception 
than the rule.

involuntary Job loss

Job loss occurs when an employee is laid off or terminated. Layoffs may 
occur due to plant closings, work slowdowns, downsizings, or restruc-
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turing due to mergers or acquisitions (Leana & Feldman, 1992), whereas 
terminations are usually the result of poor individual performance. In 
the past decade, the changing world economy has heightened concerns 
regarding the possibility of layoffs as labor markets have become increas-
ingly turbulent. Research indicates that in general, workers in industrial-
ized countries have become increasingly apprehensive about the security 
of their jobs over time (Schmidt, 1999). Some of the central micro-level 
questions studied in this area include: (1) How does unemployment affect 
the individual and what are the predictors of well-being during unem-
ployment? (2) What are the individual and situational predictors of job 
search behavior and reemployment? (3) How does the threat of job loss 
affect employees? For narrative reviews of these and other topics stud-
ied by job loss researchers, see Hanisch (1999) and Wanberg, Kammeyer-
Mueller, and Shi (2001).

Meta-analytic data show that unemployment is associated with 
decreased psychological and physical well-being (McKee-Ryan, Song, 
Wanberg, & Kinicki, 2005). Warr (1987) suggests that job loss is associated 
with lower well-being because the unemployed have decreased access 
to several positive benefits associated with employment, such as secure 
income, externally generated goals, physical security, interpersonal con-
tact, valued social position, and opportunity for skill use. Reactions to 
job loss vary greatly. Factors associated with poor mental health during 
unemployment include high employment commitment, financial strain, 
and stress appraisal. Factors associated with good mental health during 
unemployment include positive core self-evaluations, being able to suc-
cessfully structure one’s time, and having high expectations for reem-
ployment (McKee-Ryan et al., 2005). Methods to cope with job loss include 
spending time and energy on the search process, distancing oneself from 
the loss, devaluing the importance of work, working on nonwork tasks 
such as one’s budget, and positively assessing the situation (Kinicki & 
Latack, 1990).

Whereas some workers who lose a job may choose to retire or go back 
to school (Kinicki, 1989), the key task for most people following job loss 
is to find a new job. Research on antecedents of job search behavior has 
attracted significant attention in the past decade, helping us to understand 
factors relevant to purposive behavior aimed toward the goal of reemploy-
ment. In a meta-analysis of the predictors of job search, Kanfer, Wanberg, 
and Kantrowitz (2001) showed that individuals who tend to look harder 
for jobs can be characterized by their personality (having higher levels 
of extraversion, openness, agreeableness, and conscientiousness), general-
ized expectancies (having internal locus of control), self-evaluation (hav-
ing higher self-esteem and self-efficacy), motives (having higher financial 
need and employment commitment), and social antecedents (having 
higher social support). Higher levels of job search behavior are negatively 
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associated with unemployment duration (rc = –.14, p < .05) and positively 
associated with the number of employment offers (rc = .28, p < .05).

The threat of job loss or layoffs of co-workers may also affect employees 
still attached to the organization. Some researchers believe that a decrease 
in organizational caretaking will lead employees to be skeptical of corpo-
rate goals, decrease organizational commitment, and increase perception 
of employment relationships as contingent. In such an environment, job 
layoffs may reduce the perceived instrumentality of organizational career 
tracks and lead employees to reduce efforts to obtain promotions, and 
instead concentrate on developing a portfolio of connections outside the 
organization (Hirsch & Shanley, 1996).

In comparison to the other work role transitions described in this chap-
ter, there have been more frequent applications of motivation theory to the 
job loss domain. The theory of planned behavior (Ajzen, 1985), examin-
ing how goals and intentions guide behavior, has been applied in several 
studies to the analysis of job search and reemployment (e.g., Song, Wan-
berg, Niu, & Xie, 2006; van Hooft, Born, Taris, & van der Flier, 2004; van 
Hooft, Born, Taris, van der Flier, & Blonk, 2004; Vinokur & Caplan, 1987). 
These studies show that higher levels of job search behavior are predicted 
by higher intentions to look for a job, positive attitudes about engaging in 
the job search, positive subjective norms (what others important to them 
think about their job search), and high confidence in the ability to perform 
aspects of the job search. Expectancy theory (Vroom, 1964) has also been 
used to study motivational force to pursue a work role following job loss 
(Kinicki, 1989) and level of job search intensity (Feather, 1992; Feather & 
O’Brien, 1987; Taris, Heesink, & Feij, 1995). In general, higher self-expec-
tancies that one will find work and higher perceived importance of work 
are associated with finding work faster.

In a related vein, self-efficacy judgments, affecting cognitively based 
motivation related to job search, have been incorporated into many stud-
ies of the job search process (see, for example, Kanfer & Hulin, 1985). 
Results show that individuals with higher levels of job search self-effi-
cacy are likely to look harder for jobs (Kanfer et al., 2001) and to persist in 
their search over time (Wanberg, Glomb, Song, & Sorenson, 2005). Caplan, 
Vinokur, Price, and van Ryn (1989) drew upon both value-expectancy 
theories of motivation and self-efficacy in their development of a highly 
effective intervention for helping the unemployed find jobs.

Finally, self-regulation concepts have begun to receive attention within 
the job loss literature. Wanberg, Kanfer, and Rotundo (1999) examined 
the role of emotion control and motivation control as self-regulatory skills 
that may be relevant in the job search context. Job seekers with higher 
levels of motivation control skill are those able to sustain effort through 
goal setting and environment management. Job seekers with higher lev-
els of emotion control are able to manage potentially disruptive emotions 
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such as anxiety and worry (Kanfer & Heggestad, 1997). Results of this 
study showed that motivation control skill, but not emotion control skill, 
provided incremental prediction of job search intensity over employment 
commitment, financial hardship, job search self-efficacy, job search con-
straints, and demographic variables. Kanfer et al. (2001) portray job search 
as a goal-directed behavior that is affected by self-regulation processes 
such as goal setting, self-monitoring, and self-reactions. Vansteenkiste, 
Lens, De Witte, De Witte, and Deci (2004) used self-determination theory 
as the basis for developing measures to assess unemployed individuals’ 
motivation to search for jobs as well as their motivation for not searching 
for jobs. Finally, Song et al. (2006) studied the relationship between action-
state orientation (Kuhl, 1985), job search, and reemployment in a sample 
of Chinese job seekers. Results suggested that although nearly everyone 
who is unemployed may have intentions to look for a job, those who are 
higher in action orientation (ability to initiate action, manage time, avoid 
distraction, and persist when facing setbacks) are most likely to translate 
those intentions into search behavior.

Overall, the job search literature has more directly addressed motiva-
tion than other career transition topics. With this said, there is still exten-
sive opportunity for new applications of motivation theory to advance the 
job loss literature (Song et al., 2006).

retirement and Pre-retirement

Retirement is “the exit from an organizational position or career path of 
considerable duration, taken by individuals after middle age, and taken 
with the intention of reduced psychological commitment to work thereaf-
ter” (Feldman, 1994, p. 285). Increased life expectancies mean that many 
individuals now spend only half of their life engaged in full-time work 
(Dahl, Nilsen, & Vaage, 2003), yet because phased retirement is becom-
ing more common, today’s retirements are sometimes more blurred rather 
than clear exits (Hansson, De Koekkoek, Neece, & Patterson, 1997). Aside 
from other topics that relate less well to motivated behavior, research on 
retirement has attended to questions such as: (1) Why, when, and how do 
people retire? (2) How does retirement affect a person? (3) What predicts 
retirement satisfaction and adjustment? Such research helps us to under-
stand what guides purposive action related to retirement decisions and 
successful adjustment post-transition.

Retirement may be the result of “push” factors (that encourage one to 
retire against one’s will), “pull” factors (factors that make retirement an 
attractive option), or a mixture of both (Robertson, 2000). Factors making 
retirement more likely can be grouped into individual factors (e.g., good 
financial status, poor physical health, having leisure interests), family fac-
tors (e.g., having a retired spouse, being married), social networks (e.g., 
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having social ties outside of work), characteristics of the job itself (e.g., view-
ing work as stressful, physically demanding, or unchallenging; being 
tired of working; being offered an early retirement incentive package), 
and occupational goal attainment (e.g., feeling that one has accomplished 
what one wanted in his or her career) (Adams, 1999; Barnes-Farrell, 
2003; Beehr, Glazer, Nielson, & Farmer, 2000; Feldman, 1994; Quinn, 
1978; Robertson, 2000). Gender differences in retirement decisions have 
also been identified. As one example, women are more likely to retire 
if their spouse is in need of care due to poor health, whereas men are 
more likely to continue working when a spouse is in need of care. This 
is presumably because women are more likely to serve in the caregiver 
role and men are more likely to serve in the role of providing financial 
support for a spouse’s care (Hansson et al., 1997).

Reactions to retirement are typically positive. Smith and Moen (2004) 
report, for example, that from a sample of 241 retirees, 77% were very satis-
fied with their retirement. Because of the centrality of work in our culture, 
however (providing some parallel to the experience of job loss), some who 
retire may feel stress and lower levels of psychological well-being (Moen, 
1996). Several issues may affect the nature of post-retirement adjustment. 
One key issue is the voluntariness of the retirement. Individuals who have 
chosen to retire voluntarily report higher retirement satisfaction, overall 
life satisfaction, and better well-being than individuals who have retired 
for other reasons (McGoldrick & Cooper, 1994; Shultz, Morton, & Weckerle, 
1998; Smith & Moen, 2004). Other relevant issues include social integration 
during retirement (staying active with relationships and routines enhances 
adjustment), the nature of the pre-retirement job (e.g., those in stressful 
jobs seem to experience improved well-being after retirement), the subjec-
tive meanings placed on retirement (e.g., viewing retirement in light of its 
opportunity is helpful as opposed to a time that lacks purpose), and health 
and financial situations (McGoldrick & Cooper, 1994; Moen, 1996).

Moen (1996) notes that involvement in clubs, organizations, or other 
informal networks can provide a sense of belonging, value, and worth. 
Indeed, a strong theme underlying much of the post-retirement adjust-
ment literature is that it is important that retirees continue to participate in 
roles that they find meaningful (Atchley, 1999). Caregiving is another role 
for retirees; while this role can be positive, women involved in caregiving 
are more likely than men to experience strain from it (Young & Kahana, 
1989). It is also increasingly common for retired individuals to reenter the 
workplace, seeking part-time or other employment. Such employment 
after retirement has been referred to as bridge employment (cf., Davis, 
2003; Feldman, 1994; Shultz, 2003). Predictors of job search behavior after 
retirement include having fewer traditional job search constraints (e.g., 
health, transportation, and family responsibilities), higher job-seeking 
social support, and being younger in age (Adams & Rau, 2004).
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Motivation theory does not have a dominant presence in the retirement 
literature, but there are good reasons to believe motivational concepts 
could contribute a great deal to our understanding of retirement issues. 
For example, Taylor and Doverspike (2003) present a conceptual model 
of the relationship between retirement planning and adjustment. They 
propose that planning is likely to be most predictive of early adjustment 
rather than adjustment later in retirement, arguing that adjustment to 
retirement is dynamic and influenced by many factors over time. Taylor 
and Doverspike propose possible mechanisms by which planning may 
facilitate adjustment. Specifically, planning may promote realistic expec-
tations, facilitate goal setting, and increase self-efficacy. Three areas that 
require planning, according to these authors, include financial, health, and 
social/leisure. Higher levels of motivation have also been used to explain 
higher levels of activity during retirement (Talaga & Beehr, 1989).

Summary

We have discussed five career transitions: initial career decision making, 
organizational entry, job loss, career reevaluation, and retirement. Across 
the career transitions reviewed in this chapter, career choice and job loss 
currently have the best foundations in the motivation literature. The other 
three areas, socialization, career reevaluation, and retirement, have had 
some conceptual applications of motivational constructs, but less empiri-
cal work. After our examination of the literature, it is our contention that 
motivation theory (1) has been underutilized as a theoretical framework 
in the study of career transitions, and (2) has more to offer to these areas 
of research. Furthermore, commonalities across the transitions provide an 
opportunity to consolidate research questions and deal with connections 
in an organized manner that will facilitate our understanding of career 
transitions in general.

A Unified Self-Regulatory Framework

Although each career transition has unique elements, a few dominant 
themes emerge. Every transition involves (1) a contrast between a cur-
rent role and a new role, (2) the lack of clear structures or salient guides 
for decision making or behavior, (3) the potential for stress and lowered 
well-being due to uncertainty and the failure to cope, and (4) the need for 
individuals to engage in motivated behavior to form or execute plans and 
adjust to a new environment (Arthur, Inkson, & Pringle, 1999; Louis, 1980). 
These common themes highlight the suitability of motivation frameworks 
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to the examination of career transitions. Following basic definitions of 
motivated behavior (Porter, Bigley, & Steers, 2003), it is of great interest to 
understand what events stimulate career transitions (especially for those 
that are intrinsically generated), how movement toward resolution is ener-
gized and sustained, why individuals sometimes give up before resolv-
ing a career transition phase, and what subjective reactions are present in 
individuals while they are working through their transitions. In addition, 
these common themes make it possible to discuss research needs within 
the area of career transitions around a unified conceptual framework.

Of the many motivation theories available and relevant for research 
on career transitions, we propose a preliminary, unified framework built 
around self-regulation theory (see Figure 12.1). We chose to focus on self-
regulation because it is well suited to explain purposive action over time 
(Kanfer, 1992). One of the characteristics that unifies all of the career tran-
sition concepts we described earlier is that all take place over a series of 
days and months, often requiring individuals to think deeply about their 
goals, revise goals in light of new information, and determine when goal 
persistence is warranted. Self-regulation is uniquely suited to reflect a pro-
cess of this nature. Moreover, individuals appraise career transitions with 
questions like “What am I good at?” and “What goals will help me achieve 
desired ends?” These questions are the center of many prominent models 
of self-regulatory process (see Higgins, 1996). In the following sections, 
we first describe self-regulation (the middle box in Figure 12.1) as a unify-
ing concept to help us understand differential outcomes stemming from 
individual career transitions. We then discuss three antecedent categories 
(transition characteristics, individual characteristics, and situational char-
acteristics) that may facilitate or hamper self-regulatory behavior during 
career transitions. Finally, we examine what success entails in the domain 
of career transitions.

Self-regulation

Self-regulation refers to “self-generated thoughts, feelings, and actions 
that are planned and cyclically adapted to the attainment of personal 
goals,” via proactive or reactive mechanisms (Zimmerman, 2000, p. 14). 
Self-regulatory concepts have great potential to aid in the understand-
ing of how individuals create actions from intentions and desires, and 
how individuals stay on course once they have decided to do something 
(Carver & Scheier, 2000; Higgins, 1996). The key concepts in self-regulation 
are well represented in the literature on control theory (Carver & Scheier, 
2000), goal setting (Locke & Latham, 1990), social cognitive theory (Ban-
dura, 1986), and regulatory focus theory (Brockner & Higgins, 2001).

In the career transition context, self-regulatory concepts can help us to 
understand how individuals experience success in (1) meeting their goals 

RT7451X.indb   448 5/28/08   12:44:58 PM



A	Self-Regulatory	Perspective	on	Navigating	Career	Transitions	 ���

and (2) adjusting successfully during career transition. Drawing upon an 
application of self-regulation theory to the job search context (Kanfer et al., 
2001), career transition success can be seen as the result of what is essen-
tially a dynamic self-regulation process. The transition begins with the 
identification and commitment of pursuing a transition goal. The transi-
tion goal stimulates actions designed to help accomplish the goal. Across 
all career transitions, actions on the part of the individual that will help 
him or her accomplish the transition goal are largely self-regulated and 
self-managed. Over time, the nature of the transition goal may change as 
self-reactions or feedback from the environment influence self-regulatory 
components, including modificaitons to goal content or strategies (see, for 
example, Kanfer et al., 2001).

A critical aspect of self-regulation is goal selection, or choice of one’s 
directional path (Karoly, 1993; Kanfer et al., 2001). As implied in the text 
above, goals differ in their level of abstraction (Carver & Scheier, 2000). A 
transition goal is specific to the transition and represents an individual’s 
general transition aim or purpose. An action goal is more concrete, involv-
ing the formulation of specific plans or strategies that will help an individ-
ual achieve her broader transition goal. At the highest level of abstraction, 
individuals’ “be goals” (the type of life they want to live or the type of per-
son they want to be) influence transition and action goals. For example, an 
individual who views work as a necessary evil may begin a new job with 
the transition goal of “getting by” or working as little as possible, whereas 
an individual for whom work is an important part of his identity may 
begin with the transition goal of becoming a high performer in the new 
organization. Goals can also differ in terms of their level of importance 
to an individual (Carver & Scheier, 2000). While one individual may feel 
it is critical to excel in his or her new job, another individual may desire 
this to be so, but may not consider it a salient goal or driving force in his 
or her life.

After goals are selected, goal cognition (individuals’ appraisals, thoughts, 
interpretations, and evaluations of their transition goal, including self-
perceived confidence to achieve it), directional maintenance and directional 
change (maintaining or changing the nature of the transition goal), and 
goal continuity (persisting toward the attainment of the goal) come into 
play (Karoly, 1993). These ongoing aspects of self-regulation are critical to 
the understanding of career transitions. In terms of goal cognition, nega-
tive self-appraisals or low outcome expectancies (feeling that goal accom-
plishment is improbable) can derail or slow down the achievement of one’s 
transition goals (see, for example, Caplan et al., 1989). An individual who 
has chosen an unrealistic or unattainable goal (consider a person with low 
verbal aptitude wanting to be a lawyer) is likely to engage in directional 
change following feedback from the environment, as will individuals 
who experience a great deal of social pressure against their initial goals 
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(consider a person who gives up her solid interest of being a cosmetolo-
gist because her parents want her to go to college rather than vocational 
school). An individual with high self-efficacy or with high levels of social 
encouragement will, on the other hand, be more likely to persist in the 
face of any setbacks.

Finally, emotion regulation is an essential aspect of self-regulation. Indi-
viduals with well-developed emotion regulation skills will be less apt to 
allow discouragement, anxiety, and depression to overtake them dur-
ing the uncertainties involved in career transition. The self-regulatory 
strategies mentioned above, such as goal setting and positive appraisal, 
assist with emotion regulation. Other strategies of emotion regulation 
include seeking support, venting, distracting oneself, using humor, focus-
ing on areas of life that are going well, counting one’s blessings, and try-
ing to move on to other activities (Larsen & Prizmic, 2004).

Table 12.1 portrays examples of how the concepts of goal selection, goal 
cognition, directional maintenance/continuity, and emotional regula-
tion may manifest themselves across different career transitions. During 
the career choice phase, the selected goals are global in scope, involving 
questions about oneself and the nature of potential careers. As such, the 
corresponding goal cognitions also tend to reflect global themes. The orga-
nizational entry process involves the selection of more limited goals, like 
fitting in with a particular organizational context, but unlike career choice, 
even if organizational entry is successful, the pursuit of satisfactory task 
performance and social relationships is ongoing, with no specific point of 
goal termination. Career reevaluation usually represents a return to the 
questions asked in the career choice phase, with the notable difference 
that most people engaging in career evaluation are more likely to have the 
need to consider goals from the perspective of family members, meaning 
that goal cognition may involve more social processes. Goal selection and 
goal cognition following job loss are directed toward immediate financial 
concerns, and usually the termination of the goal-seeking process occurs 
when a new job is located. During the retirement process we see the 
themes of financial independence, interest in daily activities, and overall 
lifestyle choices that are found in other areas of the career decision-mak-
ing process, but with a distinct emphasis on how nonwork activities can 
be facilitated. Some transitions will go smoothly, others will not. Much 
depends on the person having positive goal cognitions, being able to regu-
late his or her emotions, and being able and willing to persist toward the 
accomplishment of the goal. Consideration of how each unique element of 
the career process can be modified during the ongoing career evaluation 
process demonstrates how the self-regulatory perspective on careers can 
be a very general theory that applies across transitions while still having 
the flexibility to recognize the unique features of each transition.
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antecedents

Our model in Figure 12.1 shows how we expect components of self-regu-
lation, as well as the outcomes of the career transition, will be influenced 
by characteristics of the career transition, individual characteristics, and 
characteristics of the situation.

Transition Characteristics

Career transitions vary on three primary dimensions: controllability, mag-
nitude, and ambiguity. Controllability refers to the extent that the career 
transition was initiated through one’s own volition. For example, when 
a productive computer programmer loses her job due to relocation of her 
work to another country, the transition is low in controllability. In con-
trast, when a person enacts long-established plans to retire at age 65, the 
career transition is high in controllability. Magnitude refers to the extent of 
change that the transition involves. For example, an individual thinking 
about a change in both occupational field and level (like an engineer tak-
ing on a new role as an executive in a new organization) may have more 
factors to contemplate than someone merely switching where he works 
(like an engineer moving from one manufacturing firm to another) (Stout, 
Slocum, & Cron, 1987). Similarly, individuals who have been laid off pre-
viously may adjust more effectively after job loss compared to individuals 
who have not searched for a job in years. Finally, ambiguity refers to the 
extent to which next steps, solutions, or resolution of transitional adjust-
ment issues are concrete and well understood by the individual. While 
we noted a hallmark of many career transitions is their “haziness” (being 
replete with ambiguity and uncertainty about next steps), some individu-
als have no dilemma or uncertainty. Johns (2005) presents the case of a 
young man who was enamored with fixing watches from a very early 
age; he always knew he wanted to be involved with watch repair. On the 
opposite extreme, a teenager who has seldom considered what he wants to 
do after high school will have a difficult time considering alternatives or 
even knowing which options are available. In the case of job loss, an indi-
vidual may have a strong portfolio of skills and may have options for new 
employment that are immediately available, or may be extremely fearful 
because he has little idea of what to do next. When career development 
steps are very clearly delineated for individuals, they can be called strong 
situations. Alternatively, when the career transition involves high levels of 
ambiguity and uncertainty, they can be called weak situations.

These transition characteristics are likely to have an influence on indi-
vidual self-regulation (i.e., goal selection, goal cognition, directional main-
tenance, directional change, goal continuity, and emotional regulation). In 
addition, we suggest that transitions characterized by lower controllabil-
ity, higher magnitude of change, and greater ambiguity will necessitate 
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higher levels of self-regulation for the individual to successfully navigate 
the transition. Future research will be useful to examine commonalities, 
as well as differences, between levels of perceived controllability, magni-
tude, and ambiguity of different career transitions as well as the impact of 
these transition characteristics on self-regulation and transition success.

Individual Characteristics

Based upon the literature we reviewed earlier, individual difference vari-
ables (e.g., personality, values, interests, ability, and affective disposition) 
are also portrayed in Figure 12.1 as relevant to the successful navigation 
of career transitions. There is one set of related constructs (self-efficacy, 
confidence, and positive self-regard) that has been studied and shown to 
be consistently relevant across the career transitions we reviewed in this 
chapter (e.g., Heppner, Multon, & Johnston, 1994; Higgins, 1996; Jones, 1986; 
Kanfer et al., 2001; Lent, Brown, & Hackett, 1994; McKee-Ryan et al., 2005; 
Taylor & Doverspike, 2003). Self-efficacy is widely recognized as a central 
determinant of whether a person will engage in effective self-regulation. 
According to Bandura and Locke (2003), “Whatever other factors serve 
as guides and motivators, they are rooted in the core belief that one has 
the power to produce desired effects; otherwise one has little incentive to 
act or to persevere in the face of difficulties” (p. 87). As such, self-apprais-
als would be important for all areas of the goal process, including the 
difficulty of goals selected, the nature of goal cognition, and directional 
maintenance versus change after success or failure.

Several other individual differences have been shown to be relevant 
to one or another of the career transitions. Researchers interested in one 
particular type of career transition (e.g., job loss) can benefit from consid-
ering the relevance of antecedents that have been studied and shown as 
relevant in another type of career transition (e.g., retirement). For example, 
although employment commitment (how important work is to an individ-
ual) has been primarily shown to be relevant within the job loss and retire-
ment literatures, levels of employment commitment are likely relevant to 
self-regulation across all transitions. Specifically, levels of employment 
commitment will likely impact goal selection in different career transi-
tion contexts (e.g., How much effort should I put into career choice? How 
hard should I work on my new job?), goal cognition (e.g., How confident 
am I that I will make the right job choice? How successful do I think my 
efforts toward proactive socialization in a new workplace will be?), and 
directional maintenance (How long does one continue to work to gather 
information about the organizational context? How persistent are individ-
uals in their attempts to change their careers?). Furthermore, proactivity, 
the Big Five personality variables (extraversion, openness to experience, 
neuroticism, agreeableness, and conscientiousness), ability, values, and 
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interests have been examined and shown to be relevant in some, but not 
all, career transition literatures. It seems useful and relevant to examine 
the roles of these constructs across different types of career transitions.

Additional insight relevant to antecedents of successful self-regulation 
in the career transition context can be drawn from the motivation, self-
regulation, and goals literatures. For example, in a study of academic goals 
set by students, Cron, Slocum, VandeWalle, and Fu (2005) examined the 
relationships among goal orientation, negative emotions, and goal setting 
in the face of failing to meet a goal. In an experimental context, Koole and 
Jostmann (2004) found that action orientation is related to higher levels 
of affect regulation. This and other work regarding antecedents of effec-
tive self-regulation (see, for example, Klein & Fein, 2005) can inspire new 
advances in the understanding of the study of career transitions from a 
motivational perspective.

Situational Characteristics

Finally, situational characteristics will affect nearly every aspect of the 
self-regulatory process. Situational characteristics refer to the broader 
situational, financial, or social context the person lives or works in and 
in which the transition itself is embedded. Relevant situational charac-
teristics could include how much money the person has, number of chil-
dren or family situation, available social support, geographical location, 
the unemployment rate or cost of living indices, having friends who 
have gone through similar transitions, work situation of one’s significant 
other, size of the organization one is or was working for, and so forth. 
Researchers interested in self-regulation have long proposed that it is vital 
to consider the interaction between the person and situation (Mischel & 
Shoda, 1998; Pervin, 1989). For example, consistent with the idea that self-
efficacy is dependent in large measure on situational factors (Bandura, 
1986), researchers should also consider which contexts are likely to foster 
higher levels of confidence among those facing transitions, and which fac-
tors tend to erode confidence.

Transition Success

We define transition success as an integrative construct encompassing 
resolution of the transition problem, accompanied by favorable psycho-
logical outcomes. The growing literature on career success is relevant to 
our understanding of success in career transitions (Ng, Eby, Sorensen, & 
Feldman, 2005). Reviewers of the career success literature propose that 
authors interested in defining success should take research into differ-
ences in employee desires into account, and consider how success differs 
across contexts (Heslin, 2005). Evidence from studies reviewed by Heslin 
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suggests that individuals are likely to take the specific career stage into 
account when evaluating whether they are successful. For the present con-
text, those who are just entering a new career are likely to define success 
more in terms of how they are preparing themselves for future mobility 
and advancement, whereas those who engage in career reevaluation will 
focus more on how a career shift will make use of their current skills, and 
might be more interested in the balance of their established nonwork lives 
with their careers. Success for socialization, as reflected in Figure 12.1, is 
less likely to involve specific endpoints and will be more centered around 
a subjective sense of well-being and social integration. Those facing job 
loss are more prone to define success in terms of locating a new job offer-
ing adequate compensation, which can be contrasted with those facing 
retirement, who might define success in terms of stress reduction and 
engaging in satisfying leisure activities.

The emphasis on subjective success in the career success literature (Hes-
lin, 2005) also suggests that transition success will vary from person to 
person based on individual values. Consider three individuals facing 
organizational entry, for example: Success for one could mean becoming 
very personally close with all of his co-workers; for a second person, suc-
cess could mean expressing her independent identity; and success for the 
third person could mean changing the norms of the work group to meet 
his preferences. For three individuals facing career reevaluation, success 
for one could mean finding a new career that pays far less but allows 
greater work-life balance, success for a second could mean finding a new 
career that pays the same but involves more variety and social engage-
ment, and success for a third could mean deciding to stay in a job that 
one dislikes but de-emphasizing one’s work and building one’s outside 
interests. Subjectively, transition success might mean that navigation of 
the transition resulted in high general well-being, or high job, career, or 
life satisfaction. Objectively, transition success could mean (depending on 
the individual and the transition) higher financial success, or the attain-
ment of more career rewards such as promotions.

Summary

We present Figure 12.1 as a heuristic model of a motivational framework 
that uncovers common features of the career process alongside contextual 
features of each career transition. Self-regulation is portrayed as playing a 
central role in transition success, as both a direct antecedent of transition 
success and a partial mediator of transition, individual, and situational 
characteristics. In short, we expect that individuals who engage in higher 
levels of the self-regulatory activities of careful goal selection accompanied 
by extensive thought directed toward adaptive goal cognition will be more 
likely to experience transition success. Hall and Chandler (2005) note, for 
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example, that self-evaluated career success is most likely when “the per-
son independently sets and exerts effort toward a challenging, personally 
meaningful goal and then goes on to succeed in attaining that goal” (p. 
158). More research applying motivational concepts to career transition 
topics would be valuable, and examination of the role of self-regulation 
within various career transitions is one direction this research can go.

The development of measures to examine self-regulatory constructs 
in the context of career transitions would be a useful first step. Focusing 
on the self-regulation of marital relationships, Wilson, Charker, Lizzio, 
Halford, and Kimlin (2005) developed items to assess the self-regulatory 
meta-competencies of self-appraisal, self-change goals, implementation 
and persistence with change efforts, and monitoring and evaluation of 
change outcomes. Williams, Donovan, and Dodge (2000) operationalized 
initial goals, goal commitment, and goal revision within a sample of ath-
letes. While these and other self-regulation measures are at least partially 
translatable to the career transition context, measures developed uniquely 
to examine the self-regulation within career choice, socialization, career 
reevaluation, job loss, and retirement would be valuable. Meta-compe-
tencies for self-regulation during retirement, for example, could include 
goal selection (“I know how I want to spend my time during retirement”), 
goal cognition (“I feel confident about my ability to successfully make this 
transition into retirement”), and monitoring and evaluation of the tran-
sition (“I evaluate from time to time if I am spending my time during 
retirement consistent with my goals”). Measures to assess goal change or 
termination as well as affect regulation are also important. For example, 
individuals who have high levels of work identity often struggle with the 
transition into retirement. A measure of affect regulation would assess the 
extent to which an individual is able to regulate the duration of feelings 
of depression and worthlessness that may arise during the adjustment to 
retirement or phased retirement. Coping measures have been applied in 
the job loss literature to examine how individuals manage appraisals of 
stress (Kinicki & Latack, 1990). Research examining affect regulation has 
been less common for the other career transition areas.

Organizational Implications

The application of a motivational framework has applied implications for 
career transitions programs used by organizations, for individuals, and 
for agencies designed to assist those struggling with each of the career 
transitions reviewed in this chapter (initial career choice, organizational 
entry, career reevaluation, job loss, and retirement).

There is a voluminous literature directed toward those who provide 
professional services to individuals making the transition from school to 
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work. One key activity for vocational counseling is assisting individuals 
with learning more about their own preferences, and determining which 
jobs are a realistic match for their knowledge, skills, and abilities (e.g., 
Gati, 1998). Organizations are also now playing a larger role in helping 
to encourage (1) young individuals to enter low-supply occupations, and 
(2) minorities to enter occupations dominated by certain ethnic or gender 
groups. For these purposes, promoting realistic skill appraisal is impor-
tant to help individuals make good choices. Some individuals have real 
barriers that will prevent them from being successful in certain fields. 
However, when an individual has sufficient aptitude, promotion of posi-
tive goal cognition is important. Individuals entering an occupation dom-
inated by other demographic groups, for example, may experience less 
social support and may have such low feelings of efficacy that they do not 
pursue the career. Albert and Luzzo (1999) provide an excellent discussion 
of perceived career barriers among individuals choosing occupations, and 
methods to improve feelings of efficacy among these individuals. Self-
knowledge and self-efficacy are important to self-regulation, so the litera-
ture already has a significant point of interface with our conceptual model 
of career transitions. Much of the career counseling literature emphasizes 
breaking down problems into finite action steps and setting specific 
behavioral action goals to enhance decision-making quality (Gati, 1990; 
Gati, Fassa, & Houminer, 1995; Sauermann, 2005).

Many organizations have attempted to improve employee socialization 
by using specific orientation programs for newcomers. Many of these pro-
grams are designed to reduce employee role ambiguity by specifying the 
socially appropriate behavior for the workplace, clarifying performance 
norms, and providing employees with role models (Van Maanen & Schein, 
1979). Evidence does suggest that these programs can in fact increase 
person-organization fit, role clarity, and job satisfaction (e.g., Ashforth & 
Saks, 1996; Cable & Parsons, 2001). Although it has seldom been discussed 
in these specific terms, all of these options seem ultimately designed to 
improve newcomers’ abilities to regulate their behavior in accord with 
the demands of the work situation by clarifying situational expectations 
and providing more resources to cope with transition problems. Other 
research has investigated how specific training efforts can reduce new-
comer stress, with evidence suggesting that organizations can teach goal 
constructs and coping strategies that will be useful in reducing the dis-
sonance experienced during the transition period (Saks, 1995).

Hall (1986) provides suggestions for organizations and individuals fac-
ing career reevaluation. Hall stresses the importance of providing indi-
viduals in mid-career with information about opportunities available 
within the organization, noting that most employees, even if they have 
worked for their organization for several years, do not know very much 
about other career options within other parts of the organization (p. 147). 
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He also suggests organizations should try to build a culture of growth 
and learning, where individuals are held accountable for engaging in 
developmental experiences. Job switches, experience-enhancing projects, 
and formal career planning are possible options. Hall stresses the need 
for renewal and challenge, saying: “Whereas in early career socializa-
tion the goal was to reduce the sense of surprise caused by change, in 
mid-career development the object is to create surprise, which in turn will 
stimulate growth through renewed sense making” (p. 152). In the context 
of the boundaryless career, it is best to keep individuals moving through a 
number of career cycles that include exploration and establishment, rather 
than spending extensive time in maintenance and disengagement (Mirvis 
& Hall, 1996). These methods reduce the need for self-regulation, putting 
some of the work back into the hands of the organization. Individuals 
without organizational assistance must set a transition goal, seek support 
from others, investigate alternatives to the current situation, and persist 
until their goals are met.

The use of specific organizational strategies for improving outcomes 
among laid-off employees has been explored extensively by both prac-
titioners and researchers. One typology for considering layoff assis-
tance groups tactics into the level of assistance provided to employees, 
the degree to which departure is voluntary, and the level of communi-
cation provided to employees during the process (Kammeyer-Mueller, 
Liao, & Arvey, 2001). Both current and former employees will form strong 
emotional reactions to organizations based on the downsizing process. 
By providing departing employees with more resources to adjust to the 
post-downsizing environment (such as giving training in job search tech-
niques and providing financial resources to assist with the transition), it 
has been found that the stress and negative emotions associated with the 
job loss process can be reduced substantially. Job loss support groups and 
job search workshops can be of assistance to individuals with the self-
regulation process, helping them narrow down their transition goal (what 
type of job do they want to find), and helping them maintain positive goal 
cognition and persistence toward their goals.

Many organizations take affirmative steps to assist employees with 
their retirements. The most common form of retirement assistance pro-
vided by organizations is some type of a pension plan, which gives 
employees enough money to care for their needs after they stop work-
ing. Although the Employee Retirement Income Security Act of 1974 has 
resulted in a gradual erosion of traditional pensions for most workers in 
the United States, employers still often fund tax-sheltered defined contri-
bution savings accounts. There has been a similar, albeit somewhat less 
drastic, reduction in private pensions in Europe as well. Many companies 
also have begun to assist employees with the process of retirement plan-
ning by creating pre-retirement workshops focused on activities such as 
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long-term planning and goal setting for the post-retirement period. The 
latter efforts are particularly relevant to the process of self-regulation 
and retirement. Individuals especially need assistance in formulating 
their retirement transition goals, specifically, deciding what they want to 
do in retirement and how they will spend their time and manage their 
money.

Finally, based on their experiences with NASA’s Goddard Space Flight 
Center’s career development programs, Leibowitz and Schlossberg (1982) 
recommend that organizations combine individuals facing similar career 
transitions into group support systems. Through lectures and discussion, 
individuals can be provided information about the particular transition 
that they are going through and gain the support of others experiencing 
the same transition. An important component of the career transition work-
shops would be to have a planning component, where individuals assess 
their options and construct action plans. Given each transition involves 
uncertainty and often accompanying feelings of worry, sharing means for 
emotion regulation is highly valuable for any one of the transitions.

Conclusions

In concluding this chapter, we want readers to take away two primary 
messages. First, career transitions are a normal and expected part of 
individuals’ lives. While some of these transitions will be uncomfortable 
(or worse) for some individuals, a compelling amount of data suggests 
that they are part of today’s work life. The second primary message is 
that motivation theory is central to the explication of the processes by 
which individuals successfully cope with and resolve the transitions 
they encounter. Further research and theory building about individu-
als’ motivation to reduce uncertainty and regain control during times of 
transition would be helpful, as would research that probes into the role 
of motivation in specific career transitions. While we use self-regulation 
theory as an example application, we see other motivation theories as 
similarly valuable.

References

Adams, G. A. (1999). Career-related variables and planned retirement age: An 
extension of Beehr’s model. Journal of Vocational Behavior, 55, 221–235.

RT7451X.indb   460 5/28/08   12:45:00 PM



A	Self-Regulatory	Perspective	on	Navigating	Career	Transitions	 ��1

Adams, G., & Rau, B. (2004). Job seeking among retirees seeking bridge employ-
ment. Personnel Psychology, 57, 719–744.

Adkins, C. L. (1995). Previous work experience and organizational socialization: 
A longitudinal examination. Academy of Management Journal, 38, 839–862.

Ajzen, I. (1985). From intentions to actions: A theory of planned behavior. In J. 
Kuhl & J. Beckmann (Eds.), Action control: From cognition to behavior (pp. 11–
39). Berlin: Springer.

Albert, K. A., & Luzzo, D. A. (1999). The role of perceived barriers in career devel-
opment: A social cognitive perspective. Journal of Counseling and Develop-
ment, 77, 431–436.

Arthur, M. B., Inkson, K., & Pringle, J. K. (1999). Careers, employment, and econo-
mies in transition. In M. B. Arthur, K. Inkson, & J. K. Pringle (Eds.), The new 
careers: Individual action & economic change (pp. 1–21). London: Sage.

Ashford, S. J. (1986). Feedback seeking in individual adaptation: A resource per-
spective. Academy of Management Journal, 81, 199–214.

Ashford, S. J., & Taylor, S. M. (1990). Adaptation to work transitions: An integrative 
approach. In K. M. Rowland & G. R. Ferris (Eds.), Research in personnel and 
human resources management (Vol. 8, pp. 1–39). Greenwich, CT: JAI Press.

Ashforth, B. E., & Saks, A. M. (1996). Socialization tactics: Longitudinal effects on 
newcomer adjustment. Academy of Management Journal, 39, 149–178.

Atchley, R. C. (1999). Continuity and adaptation in aging. Baltimore: Johns Hopkins 
University Press.

Bandura, A. (1986). Social foundations of thought and action. Englewood Cliffs, 
NJ: Prentice-Hall.

Bandura, A., & Locke, E. A. (2003). Negative self-efficacy and goal effects revis-
ited. Journal of Applied Psychology, 88, 87–99.

Barnes-Farrell, J. L. (2003). Beyond health and wealth: Attitudinal and other influ-
ences on retirement decision-making. In G. A. Adams & T. A. Beehr (Eds.), 
Retirement: Reasons, processes, and results (pp. 159–187). New York: Springer 
Publishing Company.

Beehr, T. A. (1986). The process of retirement: A review and recommendations for 
future investigation. Personnel Psychology, 39, 31–55.

Beehr, T. A., Glazer, S., Nielson, N. L., & Farmer, S. J. (2000). Work and nonwork: 
Predictors of employees’ retirement ages. Journal of Vocational Behavior, 57, 
206–225.

Bench, M. (2003). Career coaching: An insider’s guide. Palo Alto, CA: Davies-Black.
Betz, N. E., & Klein, K. L. (1996). Relationships among measures of career self-

efficacy, generalized self-efficacy, and global self-esteem. Journal of Career 
Assessment, 4, 285–298.

Bretz, R. D., & Judge, T. A. (1994). Person-organization fit and the theory of work 
adjustment: Implications for satisfaction, tenure, and career success. Journal 
of Vocational Behavior, 44, 32–54.

Brockner, J., & Higgins, E. T. (2001). Emotions and management: A regulatory 
focus perspective. Organizational Behavior and Human Decision Processes, 86, 
35–66.

Cable, D. M., & Parsons, C. K. (2001). Socialization tactics and person-organization 
fit. Personnel Psychology, 54, 1–23.

RT7451X.indb   461 5/28/08   12:45:01 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Callanan, G. A., & Greenhaus, J. H. (1992). The career indecision of managers and 
professionals: An examination of multiple subtypes. Journal of Vocational 
Behavior, 41, 212–231.

Callister, R. R., Kramer, M. W., & Turban, D. B. (1999). Feedback seeking following 
career transitions. Academy of Management Journal, 42, 429–438.

Caplan, R. D., Vinokur, A. D., Price, R. H., & van Ryn, M. (1989). Job seeking, reem-
ployment, and mental health: A randomized field experiment in coping 
with job loss. Journal of Applied Psychology, 74, 759–769.

Carver, C. S., & Scheier, M. F. (2000). On the structure of behavioral self-regula-
tion. (pp. 41–84). In M. Boekaerts, P. R. Pintrich, & M. Zeidner (Eds.), Hand-
book of self-regulation. San Diego: Academic Press.

Chan, D., & Schmitt, N. (2000). Interindividual differences in intraindividual 
changes in proactivity during organizational entry: A latent growth mod-
eling approach to understanding newcomer adaptation. Journal of Applied 
Psychology, 85, 190–210.

Chen, G. (2005). Newcomer adaptation in teams: Multilevel antecedents and out-
comes. Academy of Management Journal, 48, 101–116.

Chen, G., & Klimoski, R. J. (2003). The impact of expectations on newcomer perfor-
mance in teams as mediated by work characteristics, social exchanges, and 
empowerment. Academy of Management Journal, 46, 591–607.

Cron, W. L., Slocum, J. W., VandeWalle, D., & Fu, Q. (2005). The role of goal orienta-
tion on negative emotions and goal setting when initial performance falls 
short of one’s performance goal. Human Performance, 18, 55–80.

Dahl, S., Nilson, A., & Vaage, K. (2003). Gender differences in early retirement 
behavior. European Sociological Review, 19, 179–198.

Davis, M. A. (2003). Factors related to bridge employment participation among 
private sector early retirees. Journal of Vocational Behavior, 63, 55–71.

Dawis, R. V., & Lofquist, L. H. (1984). A psychological theory of work adjustment. Min-
neapolis: University of Minnesota Press.

De Fruyt, F., & Mervielde, I. (1999). RIASEC types and big five traits as predictors 
of employment status and nature of employment. Personnel Psychology, 52, 
701–727.

Ebberwein, C. A., Krieshok, T. S., Ulven, J. C., & Prosser, E. C. (2004). Voices in 
transition: Lessons on career adaptability. Career Development Quarterly, 52, 
292–308.

Feather, N. T. (1992). Expectancy-value theory and unemployment effects. Journal 
of Occupational and Organizational Psychology, 65, 315–330.

Feather, N. T., & O’Brien, G. E. (1987). Looking for employment: An expectancy–
valence analysis of job-seeking behavior among young people. British Jour-
nal of Psychology, 78, 251–272.

Feij, J. A., Whitely, W. T., Peiro, J. M., & Taris, T. W. (1995). The development of 
career-enhancing strategies and content innovation: A longitudinal study 
of new workers. Journal of Vocational Behavior, 46, 231–256.

Feldman, D. C. (1981). The multiple socialization of organization members. Acad-
emy of Management Review, 6, 309–318.

Feldman, D. C. (1994). The decision to retire early: A review and conceptualiza-
tion. Academy of Management Review, 19, 285–311.

RT7451X.indb   462 5/28/08   12:45:01 PM



A	Self-Regulatory	Perspective	on	Navigating	Career	Transitions	 ���

Ganzeboom, H. B. G., Treiman, D. J., & Ultee, W. C. (1991). Comparative inter-
generational stratification research: Three generations and beyond. Annual 
Review of Sociology, 17, 277–302.

Gati, I. (1998). Using career-related aspects to elicit preferences and characterize 
occupations for a better person-environment fit. Journal of Vocational Behav-
ior, vol. 52 343–356.

Gati, I. (1990). Why, when, and how to take into account the uncertainty involved 
in career decisions. Journal of Counseling Psychology, 277–280.

Gati, I., Fassa, N., & Houminer, D. (1995). Applying decision theory to career coun-
seling practice: The sequential elimination approach. Career Development 
Quarterly, 43, 211–220.

Gati, I., Shenhav, M., & Givon, M. (1993). Processes involved in career preferences 
and compromises. Journal of Counseling Psychology, 40, 53–64.

Hall, D. T. (1986). Breaking career routines: Midcareer choice and identity devel-
opment. In D. T. Hall & Associates (Eds.), Career development in organizations 
(pp. 120–159). San Francisco: Jossey Bass.

Hall, D. T., & Chandler, D. E. (2005). Psychological success: When the career is a 
calling. Journal of Organizational Behavior, 25, 155–176.

Hanisch, K. A. (1999). Job loss and unemployment research from 1994 to 1998: A 
review and recommendations for research. Journal of Vocational Behavior, 55, 
188–220.

Hansson, R. O., DeKoekkoek, P. D., Neece, W. M., & Patterson, D. W. (1997). Suc-
cessful aging at work: Annual review, 1992–1996: The older worker and tran-
sitions to retirement. Journal of Vocational Behavior, 51, 202–233.

Harkness, H. (1997). The career chase. Palo Alto, CA: Davies Black Publishing.
Heppner, M. J., Fuller, B. E., & Multon, K. D. (1998). Adults in involuntary career 

transition: An analysis of the relationship between the psychological and 
career domains. Journal of Career Assessment, 6, 329–346.

Heppner, M. J., & Heppner, P. P. (2003). Identifying process variables in career coun-
seling: A research agenda. Journal of Vocational Behavior, vol. 62. 429–452.

Heppner, M. J., Multon, K. D., & Johnston, J. A. (1994). Assessing psychological 
resources during career change: Development of the Career Transitions 
Inventory. Journal of Vocational Behavior, 44, 55–74.

Heslin, P. A. (2005). Conceptualizing and evaluating career success. Journal of 
Organizational Behavior, 26, 113–136.

Higgins, E. T. (1996). The “self digest”: Self-knowledge serving self-regulatory 
functions. Journal of Personality and Social Psychology, 71, 1062–1083.

Hirsch, P. M., & Shanley, M. (1996). The rhetoric of boundaryless—or, How the 
newly empowered managerial class bought into its own marginalization. In 
M. B. Arthur & D. M. Rousseau (Eds.), The boundaryless career: A new employ-
ment principle for a new organizational era (Vol. 15, pp. 137–192). Oxford, UK: 
Oxford University Press

Hogg, M., & Abrams, D. (1993). Towards a single-process uncertainty-reduction 
model of social motivation in groups. In M. A. Hogg & D. Abrams (Eds.), 
Group motivation: Social psychological perspectives (pp. 173–190). New York: 
Harvester Wheatsheaf.

Holland, J. L. (1997). Making vocational choices: A theory of vocational personalities and 
work environments (3rd ed.). Odessa, FL: Psychological Assessment Resources.

RT7451X.indb   463 5/28/08   12:45:01 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Holmstrom, V. L., & Beach, L. R. (1973). Subjective expected utility and career 
preferences. Organizational Behavior and Human Performance, 10, 201–207.

Izzo, M. V., & Lamb, P. (2003). Developing self-determination through career 
development activities: Implications for vocational rehabilitation counsel-
ors. Journal of Vocational Rehabilitation, 20, 71–78.

Johns, E. (2005, December 28). Watchmaking prodigy has had a life of training. 
Star Tribune, S1.

Jones, G. R. (1986). Socialization tactics, self-efficacy, and newcomers’ adjustments 
to organizations. Academy of Management Journal, 29, 262–279.

Judge, T. A., & Bretz, R. D. (1992). Effects of work values on job choice decisions. 
Journal of Applied Psychology, 77, 261–271.

Kammeyer-Mueller, J. D., Liao, H., & Arvey, R. D. (2001). Downsizing and organi-
zational performance: A review of the literature from a stakeholder perspec-
tive. In G. R. Ferris (Ed.), Research in personnel and human resources management 
(Vol. 20, pp. 269–329). Stamford CT: JAI Press.

Kammeyer-Mueller, J. D., & Wanberg, C. R. (2003). Unwrapping the organizational 
entry process: Disentangling multiple antecedents and their pathways to 
adjustment. Journal of Applied Psychology, 88, 779–794.

Kammeyer-Mueller, J. D., Wanberg, C. R., Glomb, T. M., & Ahlburg, D. (2005). 
The role of temporal shifts in turnover processes: It’s about time. Journal of 
Applied Psychology, 90, 644–658.

Kanfer, R. (1992). Work motivation: New directions in theory and research. Inter-
national Review of Industrial and Organizational Psychology, 7, 1–53.

Kanfer, R., & Ackerman, P. L. (2004). Aging, adult development, and work motiva-
tion. Academy of Management Review, 29, 440–458.

Kanfer, R., & Heggestad, E. D. (1997). Motivational traits and skills: A person-
centered approach to work motivation. Research in Organizational Behavior, 
19, 1–56.

Kanfer, R., & Hulin, C. L. (1985). Individual differences in successful job searches 
following lay-off. Personnel Psychology, 38, 835–847.

Kanfer, R., Wanberg, C. R., & Kantrowitz, T. M. (2001). Job search and employ-
ment: A personality-motivational analysis and meta-analytic review. Journal 
of Applied Psychology, 86, 837–855.

Karoly, P. (1993). Mechanisms of self-regulation: A systems view. Annual Review of 
Psychology, 44, 23–52.

Kinicki, A. J. (1989). Predicting occupational role choices after involuntary job 
loss. Journal of Vocational Behavior, 35, 204–218.

Kinicki, A. J., & Latack, J. C. (1990). Explication of the construct of coping with 
involuntary job loss. Journal of Vocational Behavior, 36, 339–360.

Klein, H. J., & Fein, E. C. (2005). Goal propensity: Understanding and predict-
ing individual differences in motivation. Research in Personnel and Human 
Resources Management, 24, 215–263.

Koole, S. L., & Jostmann, N. B. (2004). Getting a grip on your feelings: Effects of 
action orientation and external demands on intuitive affect regulation. Jour-
nal of Personality and Social Psychology, 87, 974–990.

Kuhl, J. (1985). Volitional mediators of cognition-behavior consistency: Self-regu-
latory processes and action control. In J. Kuhl & J. Beckmann (Eds.), Action 
control: From cognition to behavior (pp. 101–128). Berlin: Springer.

RT7451X.indb   464 5/28/08   12:45:01 PM



A	Self-Regulatory	Perspective	on	Navigating	Career	Transitions	 ���

Lance, C. E., Vandenberg, R. J., & Self, R. M. (2000). Latent growth models of indi-
vidual change: The case of newcomer adjustment. Organizational Behavior 
and Human Decision Processes, 83, 107–140.

Larsen, R. J., & Prizmic, Z. (2004). Affect regulation. In R. F. Baumeister & K. D. 
Vohs (Eds.), Handbook of self-regulation: Research, theory, and applications (pp. 
40–61). New York: Guilford Press.

Leana, C. R., & Feldman, D. C. (1992). Coping with job loss: How individuals, organiza-
tions, and communities respond to layoffs. New York: Lexington Books.

Leibowitz, Z. B., & Schlossberg, N. K. (1982). Critical career transitions: A model 
for designing career services. Training and Development Journal, vol. 36, 2, 
13–19.

Lent, R. W., Brown, S. D., & Hackett, G. (1994). Toward a unifying social cognitive 
theory of career and academic interest, choice, and performance. Journal of 
Vocational Behavior, 45, 79–122.

Lent, R. W., Hackett, G., & Brown, S. D. (1999). A social cognitive view of school-
to-work transition. Career Development Quarterly, 44, 297–311.

Lichtenberg, J. W., Shaffer, M., & Arachtingi, B. M. (1993). Expected utility and 
sequential elimination models of career decision making. Journal of Voca-
tional Behavior, 42, 237–252.

Locke, E. A., & Latham, G. P. (1990). A theory of goal setting and task performance. 
Englewood Cliffs, NJ: Prentice Hall.

Louis, M. R. (1980). Career transitions: Varieties and commonalities. Academy of 
Management Review, 5, 329–340.

Maurer, T. J., Weiss, E. M., & Barbeite, F. G. (2003). A model of involvement in 
work-related learning and development activity: The effects of individual, 
situational, motivational, and age variables. Journal of Applied Psychology, 88, 
707–724.

McGoldrick, A. E., & Cooper, C. L. (1994). Health and ageing as factors in the retire-
ment experience. European Work and Organizational Psychologist, 4, 1–20.

McKee-Ryan, F. M., Song, Z., Wanberg, C. R., & Kinicki, A. J. (2005). Psychologi-
cal and physical well-being during unemployment: A meta-analytical study. 
Journal of Applied Psychology, 90, 53–76.

Miller, V. D., & Jablin, F. M. (1991). Information seeking during organizational 
entry: Influences, tactics, and a model of the process. Academy of Management 
Review, vol. 16. 92–120.

Mirvis, P. H., & Hall, D. T. (1996). Psychological success and the boundaryless 
career. In M. B. Arthur & D. M. Rousseau (Eds.), The boundaryless career. New 
York: Oxford University Press.

Mischel, W., & Shoda, Y. (1998). Reconciling processing dynamics and personality 
dispositions. Annual Review of Psychology, 49, 229–258.

Moen, P. (1996). A life course perspective on retirement, gender, and well-being. 
Journal of Occupational Health Psychology, 1, 131–144.

Moreland, R. L., & Levine, J. M. (1982). Group socialization: Temporal changes in 
individual-group relations. In L. Berkowitz (Ed.), Advances in experimental 
social psychology (Vol. 15, pp. 137–192). New York: Academic Press.

Moreland, R. L., & Levine, J. M. (2001). Socialization in organizations and work 
groups. In M. E. Turner (Ed.), Groups at work: Theory and research (pp. 69–112). 
Mahwah, NJ: Lawrence Erlbaum.

RT7451X.indb   465 5/28/08   12:45:02 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Morrison, E. W. (1993a). Longitudinal study of the effects of information seeking 
on newcomer socialization. Journal of Applied Psychology, 78, 173–183.

Morrison, E. W. (1993b). Newcomer information seeking: Exploring types, modes, 
sources, and outcomes. Academy of Management Journal, 36, 557–589.

Morrison, E. W. (2002a). Newcomers’ relationships: The role of social network ties 
during socialization. Academy of Management Journal, 45, 1149–1160.

Morrison, E. W. (2002b). The school to work transition. In D. Feldman (Ed.), Work 
careers (pp. 126–158). San Francisco: Jossey-Bass.

Morrison, E. W., & Vancouver, J. B. (2000). Within-person analysis of information 
seeking: The effects of perceived costs and benefits. Journal of Management, 
vol. 26,  119–137.

Neapolitan, J. (1980). Occupational change in mid-career: An exploratory investi-
gation. Journal of Vocational Behavior, 16, 212–225.

Ng, T. W. H., Eby, L. T., Sorensen, K. L, & Feldman, D. C. (2005). Predictors of 
objective and subjective career success. Personnel Psychology, 58, 367–408

O’Brien, K. M., & Fassinger, R. E. (1993). A causal model of the career orientation 
and career choice of adolescent women. Journal of Counseling Psychology, 40, 
456–469.

O’Connor, D. J., & Wolfe, D. M. (1987). On managing midlife transitions in career 
and family. Human Relations, 40, 799–816.

O’Neil, J. M., Fishman, D. M., & Kinsella-Shaw, M. (1987). Dual-career couples’ 
career transitions and normative dilemmas: A preliminary assessment 
model. Counseling Psychologist, 15, 50–96.

Osipow, S. H., & Gati, I. (1998). Construct and concurrent validity of the career 
decision-making difficulties questionnaire. Journal of Career Assessment, 6, 
347–364.

Ostroff, C., & Kozlowski, S. W. (1992). Organizational socialization as a learn-
ing process: The role of information acquisition. Personnel Psychology, 45, 
849–874.

Perosa, S. L., & Perosa, L. M. (1983, December). The midcareer crisis: A description 
of the psychological dynamics of transition and adaptation. Vocational Guid-
ance Quarterly, pp. 69–79.

Pervin, L. A. (1989). Persons, situations, interactions: The history of a controversy 
and a discussion of theoretical models. Academy of Management Review, 14, 
350–360.

Pinquart, M., Juang, L. P., & Silbereisen, R. K. (2003). Self-efficacy and successful 
school-to-work transition: A longitudinal study. Journal of Vocational Behav-
ior, 63, 329–346.

Poole, M. E., Langan-Fox, J., Ciavarella, M., & Omodei, M. (1991). A contextual-
ist model of professional attainment: Results of career paths of men and 
women. Counseling Psychologist, 19, 603–624.

Porter, L. W., Bigley, G. A., & Steers, R. M. (2003). Motivation and work behavior. New 
York: McGraw Hill.

Quinn, J. F. (1978). Job characteristics and early retirement. Industrial Relations, 17, 
315–323.

Robertson, A. (2000). I saw the handwriting on the wall: Shades of meaning in 
reasons for early retirement. Journal of Aging Studies, 14, 63–80.

RT7451X.indb   466 5/28/08   12:45:02 PM



A	Self-Regulatory	Perspective	on	Navigating	Career	Transitions	 ���

Saks, A. M. (1995). Longitudinal field investigation of the moderating and medi-
ating effects of self-efficacy on the relationship between training and new-
comer adjustment. Journal of Applied Psychology, 80, 211–225.

Saks, A. M., & Ashforth, B. E. (2000). Change in job search behaviors and employ-
ment outcomes. Journal of Vocational Behavior, 56, 277–287.

Saks, A. M., & Ashforth, B. E. (2002). Is job search related to employment quality? 
It all depends on the fit. Journal of Applied Psychology, 87, 646–654.

Sauermann, H. (2005). Vocational choice: A decision making perspective. Journal 
of Vocational Behavior, 66, 273–303.

Schein, E. H. (1978). Career dynamics: Matching individual and organizational needs. 
Reading, MA: Addison-Wesley.

Schmidt, S. R. (1999). Long-run trends in workers’ beliefs about their own job 
security: Evidence from the General Social Survey. Journal of Labor Econom-
ics, 17, S127–S141.

Schneider, J. (1976). The “greener grass” phenomenon: Differential effects of a 
work context alternative on organizational participation and withdrawal 
intentions. Organizational Behavior and Human Performance, 16, 308–333.

Seibert, S. E., Kraimer, M. L., & Liden, R.C. (2001). A social capital theory of career 
success. Academy of Management Journal, 44, 219–237.

Shultz, K. S. (2003). Bridge employment: Work after retirement. In G. A. Adams 
& T. A. Beehr (Eds.), Retirement: Reasons, processes, and results (pp. 214–241). 
New York: Springer.

Shultz, K. S., Morton, K. R., & Weckerle, J. R. (1998). The influence of push and pull 
factors on voluntary and involuntary early retirees’ retirement decision and 
adjustment. Journal of Vocational Behavior, 53, 45–57.

Singh, R., & Greenhaus, J. H. (2004). The relation between career decision-making 
strategies and person-job fit: A study of job changes. Journal of Vocational 
Behavior, 64, 198–221.

Smith, D. B., & Moen, P. (2004). Retirement satisfaction for retirees and their 
spouses. Journal of Family Issues, 25, 262–285.

Snyder, R. A., Howard, A., & Hammer, T. H. (1978). Mid-career change in aca-
demia: The decision to become an administrator. Journal of Vocational Behav-
ior, 13, 229–241.

Song, Z., Wanberg, C., Niu, X., & Xie, Y. (2006). Action-state orientation and the 
theory of planned behavior: A study of job search in China. Journal of Voca-
tional Behavior, 68, 490–503.

Stout, S. K., Slocum, J. W., & Cron, W. L. (1987). Career transitions of supervisors 
and subordinates. Journal of Vocational Behavior, 30, 124–137.

Swanson, J. L., & Fouad, N. A. (1999). Applying theories of person-environment 
fit to the transition from school to work. Career Development Quarterly, 47, 
337–347.

Talaga, J., & Beehr, T. A. (1989). Retirement: A psychological perspective. In C. L. 
Cooper & I. T. Robertson (Eds.), International review of industrial and organiza-
tional psychology 1989 (pp. 186–211). Chichester, UK: John Wiley & Sons.

Taris, T. W., Heesink, J. A. M., & Feij, J. A. (1995). The evaluation of unemployment 
and job-searching behavior: A longitudinal study. Journal of Psychology, 129, 
301–314.

RT7451X.indb   467 5/28/08   12:45:02 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Taylor, M. A., & Doverspike, D. (2003). Retirement planning and preparation. In G. 
A. Adams & T. A. Beehr (Eds). Retirement: Reasons, processes, and results. (pp. 
53–82). New York: Springer Publishing Company.

Tharenou, P. (2001). Going up? Do traits and informal social processes predict 
advancing in management? Academy of Management Journal, 44, 1005–1017.

Tinsley, H. E. (1992). Career decision making and career indecision. Journal of Voca-
tional Behavior, 41, 209–211.

Van Hooft, E. A. J., Born, M. Ph., Taris, T. W., & Van der Flier, H. (2004). Job search 
and the theory of planned behavior: Minority-majority group differences in 
the Netherlands. Journal of Vocational Behavior, 65, 366–390.

Van Hooft, E. A. J., Born, M. Ph., Taris, T. W., Van der Flier, H., & Blonk, R. W. B. 
(2004). Predictors of job search behavior among employed and unemployed 
people. Personnel Psychology, 57, 25–59.

Van Maanen, J., & Schein, E. H. (1979). Towards a theory of socialization. In B. M. 
Staw (Ed.), Research in organizational behavior (Vol.1, pp. 209–264). Greenwich, 
CT: JAI Press.

Vansteenkiste, M., Lens, W., De Witte, S., De Witte, H., & Deci, E. L. (2004). The 
“why” and “why not” of job search behaviour: Their relation to searching, 
unemployment experience, and well-being. European Journal of Social Psy-
chology, 34, 345–363.

Vignoli, E., Croity-Belz, S., Chapeland, V., de Fillipis, A., & Garcia, M. (2005). 
Career exploration in adolescents: The role of anxiety, attachment, and par-
enting style. Journal of Vocational Behavior, 67, 153–168.

Vinokur, A., & Caplan, R. D. (1987). Attitudes and social support: Determinants 
of job-seeking behavior and well-being among the unemployed. Journal of 
Applied Social Psychology, 17, 1007–1024.

Vroom, V. H. (1964). Work and motivation. New York: Wiley.
Wanberg, C. R., Glomb, T., Song, Z., & Sorenson, S. (2005). Job-search persistence 

during unemployment: A 10-wave longitudinal study. Journal of Applied Psy-
chology, 90, 411–430.

Wanberg, C. R., & Kammeyer-Mueller, J. D. (2000). Predictors and outcomes of 
proactivity in the socialization process. Journal of Applied Psychology, 85, 
373–385.

Wanberg, C. R., Kammeyer-Mueller, J. D., & Shi, K. (2001). Job loss and the experi-
ence of unemployment: International research and perspectives. In N. Ander-
son, D. S. Ones, H. K. Sinangil, & C. Viswesvaran (Eds.), International handbook 
of work and organizational psychology (Vol. 2, pp. 253–269). London: Sage.

Wanberg, C. R., Kanfer, R., & Rotundo, M. (1999). Unemployed individuals: 
Motives, job-search competencies, and job-search constraints as predictors 
of job seeking and reemployment. Journal of Applied Psychology, 84, 897–910.

Warr, P. B. (1987). Work, unemployment and mental health. Oxford: Oxford Univer-
sity Press.

Wehmeyer, M. L., Lattimore, J., Jorgensen, J. D., Palmer, S. B., Thompson, E., & 
Schumaker, K. M. (2003). The self-determined career development model: A 
pilot study. Journal of Vocational Rehabilitation, 19, 79–87.

Werbel, J. D. (2000). Relationships among career exploration, job search intensity, 
and job search effectiveness in graduating college students. Journal of Voca-
tional Behavior, 57, 379–394.

RT7451X.indb   468 5/28/08   12:45:02 PM



A	Self-Regulatory	Perspective	on	Navigating	Career	Transitions	 ���

Williams, K. J., Donovan, J. J., & Dodge, T. L. (2000). Self-regulation of perfor-
mance: Goal establishment and goal revision processes in athletes. Human 
Performance, 13, 159–180.

Wilson, K. L., Charker, J., Lizzio, A., Halford, K., & Kimlin, S. (2005). Assessing 
how much couples work at their relationship: The behavioral self-regulation 
for effective relationships scale. Journal of Family Psychology, 19, 385–393.

Young, R., & Kahana, E. (1989). Specifying caregiver outcomes: Gender and rela-
tionship aspects of caregiving strain. Gerontologist, 29, 660–666.

Young, R. A., & Friesen, J. D. (1992). The intentions of parents in influencing 
the career development of their children. Career Development Quarterly, 40, 
198–207.

Zimmerman, B. J. (2000). Attaining self-regulation: A social cognitive perspective. 
In M. Boekaerts, P. R. Pintrich, & M. Zeidner (Eds). Handbook of self-regulation 
(pp. 13–39). San Diego: Academic Press.

RT7451X.indb   469 5/28/08   12:45:03 PM



RT7451X.indb   470 5/28/08   12:45:03 PM



47�

13
Nonwork	Influences	on	Work	Motivation

Ellen Ernst Kossek
School	of	Labor	&	Industrial	Relations,	Michigan	State	University

Kaumudi Misra
School	of	Labor	&	Industrial	Relations,	Michigan	State	University

CONTENTS

Introduction .................................................................................................... 472
Chapter Goals and Definition of Key Terms .................................. 473
Some Traditional (and Perhaps Outdated) Implicit 
Motivation Assumptions .................................................................. 475

Assuming New Work-Life Relationships ................................ 475
Considering Social Context: The Matthew and Social 
Context Effects ............................................................................. 477

Applying the Matthew Effect ........................................................... 477
Motivation Influences as Social Convoys ....................................... 479

Relevance of Main Work-Family Theoretical Streams to Work 
Motivation ....................................................................................................... 479

Resource Scarcity/Rational Perspectives on Nonwork 
Influences on Job Motivation ............................................................ 480
Role Accumulation and Enrichment Perspectives on Job 
Motivation ........................................................................................... 481

Moving Beyond Gender and Age to Family Life Course, Workload, 
and Mood Perspectives ................................................................................. 482

General Examples of Family Influences on Motivation ............... 483
Gender and Motivation in Social Context: Mixed Resource 
Depletion and Enriching Interactive Effects of Caregiving 
Roles ..................................................................................................... 484

Motivation Over the Age Life Span: Some Nonwork 
Considerations ............................................................................. 486

RT7451X.indb   471 5/28/08   12:45:03 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Introduction

A basic goal of all managers is to motivate employees to perform at 
their highest level. Motivating someone implies that you have that 
person’s attention as well as his or her willingness to put forth a great 
deal of sustained effort toward accomplishing work-related goals. 
(Wagner & Hollenbeck, 2002, p. 100)

Traditional management and industrial/organizational (I/O) writing 
regarding work motivation generally underexamine the impact that 
dynamic ongoing experiences and goals relevant to the employee’s non-
work life may have on work motivation outcomes and processes. Given the 
growing heterogeneity and changing nature of the workforce, we argue 
that motivation theorists must re-view central relationships and inter-
actions between personal life roles and work motivation. Consider the 
following facts on the transformation in the constellation of employee’s 
work and family and diversity characteristics, as well as the growing blur-
ring of the boundaries between work and personal life roles that make 
it increasingly difficult to overlook nonwork motivational influences on 
motivation in the work environment.

The National Survey of the Changing Workforce (NSCW) reports that 
78% of parent families are dual earner and 22% are single earner, com-
pared with 66% and 34%, respectively, in 1997 (Bond, Thompson, Galin-
sky, & Prottas, 2002). Fifty percent of all employees are currently caring 
for at least one dependent (child or elder), and 20% of workers are caring 
for both children and elders (Bond et al., 2002). Nearly half of all chil-
dren under 18 will live in a single-parent home for at least some point of 
their childhood (U.S. Children’s Defense Bureau Fund, 2000). In sum, the 
workforce has dramatically shifted over recent decades to include more 
workers with significant domestic nonwork demands and fewer workers 
with nonwork support systems (e.g., child and elder care, family help with 
domestic chores and meals).

Besides the growing family diversity of the workforce, ethnic diversity 
is on the rise. In 2000 the Organization for Economic Cooperation and 
Development (OECD) reported that in the United States 11.4% of the work-
force was now foreign born, up from 9.4% in 1988 (Mor Barak, 2000). This 
trend suggests that many employees now or in the future are first- or sec-
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ond-generation immigrants. This rising multiculturalism means greater 
variation in beliefs about the centrality of work and nonwork roles. It also 
gives rise to a wider diversity of nonwork cultural family and personal 
life experiences than has been assumed in psychological motivational 
models that are based largely on North American assumptions regarding 
the traditional hegemony of work and family relationships, where work 
is seen as primary.

An updated perspective on work motivation will consider the impli-
cations of this growing diversity in employee caregiving demands and 
cultural socialization regarding work and family relationships. That is, 
theorists must regularly consider how individuals’ motivation on the job 
relates to nonwork roles involving families and partners, as well as social, 
community, and avocational activities. Yet when we searched the litera-
ture we were surprised to find that recent major reviews on the future of 
work motivation failed to mention family influences (cf. Steers, Mowday, 
& Shapiro, 2004; Latham & Pinder, 2005).

Further, the changing nature of work associated with the trends of 
greater blurring between the lines of work and home through the growth 
in technologies (e.g., e-mail, cell phones, pagers) and the growing adop-
tion of flexible work practices (e.g., flexible hours, telework) has fostered 
new research on how features of the workplace may affect work motiva-
tion by altering nonwork conditions. Additional trends that affect non-
work experiences may be the transformation of the psychological contract 
toward lessened job security, and a reduction in health care benefits and 
pensions. At the same time, employers are placing greater emphasis on 
employee personal characteristics and behaviors, such as physical health 
and mental health. Expectations are also rising that workers will work long 
hours and carry heavy workloads, which are both issues that are likely to 
cross over to stress in personal life. Further, the changing requirements 
that individuals remain highly engaged in work over the life course—no 
more coasting on the way to retirement—are likely to spur a different 
constellation of work goals and new work practices that have implications 
for nonwork life.

Chapter goals and Definition of Key Terms

In light of the growing consensus that motivation at the workplace is 
shaped by activities off the job as well, the purpose of this chapter is as 
follows: (1) to identify implicit motivation theoretical assumptions that 
should be updated if scholars are going to seriously consider nonwork 
influences on work motivation; (2) to identify some key nonwork influ-
ences on work motivation and review major theories and research as they 
suggest how nonwork experiences may affect work motivation; and (3) to 
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provide suggestions for the future operationalization of studies and mea-
sures and to identify future research needs on this topic.

We begin by providing a broad definition of nonwork as pertaining to 
personal activities outside of the workplace that may affect an employee’s 
work behavior and motivation. Implicit in our definition is the notion that 
individuals are actively engaged in any number of nonwork roles at any 
given time. Nonwork roles may derive from engagement in family, com-
munity, avocational, leisure, or social activities. Similar to the individual’s 
work roles, nonwork roles are assumed to be dynamic over time as well as 
to be affected by external events (e.g., spousal loss). Our focus is on non-
work roles that individuals perceive to be socially meaningful—namely, 
those that they highly identify with as a salient life role defining who 
they are. In light of the breadth of the nonwork domain, and the current 
paucity of data on nonwork role influences beyond the family, we limit 
our consideration of nonwork roles and influences on work motivation in 
this chapter largely to the worker’s family and caregiving roles. We note, 
however, that many of the same dynamics and the issues of how to syn-
thesize family and personal life with the work role are likely to be similar 
for other nonwork roles as well.

We are not disputing that the work role is often central to an employed 
individual’s life—it helps define his or her social relations, social class, life 
opportunities, and quality of life. Even for unemployed or under-employed 
individuals, the lack of work opportunities may create a deficit in quality 
of life. Work is indeed important to the individual’s self-concept and life. 
However, it is being increasingly found that work motivation waxes and 
wanes as a function of the demands of the situation, nonwork demands, 
personal competencies, and their interactions as individuals move across 
the life course.

Reviewing Implicit Motivation Theory Assumptions: 
Considering Nonwork Influences

Traditional motivation theories are typically grounded in a variety of 
implicit assumptions that are basically silent about possible influences of 
relationships between employee’s work and nonwork roles. These poten-
tially obsolete implicit assumptions are listed below. Most of these are 
our interpretation of unwritten assumptions in the literature. While we 
believe these statements below are intuitive and accurate, if you were to 
search the literature, it would be difficult to find most of these statements 
actually written down. It either would be viewed politically incorrect to 
do so or would be simply omitted as if they are to be taken for granted. 
When we searched several recent major reviews, they were silent on how 
family values and needs and caregiving demands affected motivation 
on the job (cf. Latham & Pinder, 2005; Mowday, Steers, & Shapiro, 2004). 
Writing on context and job design and interaction with motivation only 

RT7451X.indb   474 5/28/08   12:45:04 PM



Nonwork	Influences	on	Work	Motivation	 ���

referred to the work context, and not how it interacts with the design of 
one’s family caregiving structure or the family context.

Some Traditional (and Perhaps Outdated) 
implicit Motivation assumptions

For most workers, the work role is the most central role in the 
workers’ lives.
An employee will remain constantly attached to the same 
employer for most of his or her working life and is motivated to 
build a career in that context.
Motivation on the job occurs relatively independently from the 
individual’s nonwork demands. For example, one recent review 
stated that conscientiousness was particularly important for jobs 
that allow autonomy (Latham & Pinder, 2005), which may be true, 
unless one is dually invested in work and family roles and also 
seeks to be jointly conscientiousness in caring for family at the 
same time as one is employed.
Individual motivation can essentially be decontextualized from 
the work group or organization’s formal and informal supports 
for nonwork roles.
Nonwork and work motivation are relatively independent 
processes.
Work motivation is mainly conceptualized as an individual-
level phenomenon.
High-talent individuals will look relatively similar in work per-
formance, motivations, and career paths.

Assuming New Work-Life Relationships

Given the growing heterogeneity in employees’ nonwork demands, espe-
cially in regards to the caregiving role, the work role is likely to have much 
greater variation in its valence to the worker, as well as in expectancies that 
workers will be able to exert all the effort desired in order to perform a task 
well. The latter is particularly true given that many individuals may have 
caregiving constraints that can limit the amount of opportunity to exert 
sufficient effort to perform to the best of one’s abilities. Also, whether due 
to downsizing or more periods of gaps in full-time labor force participation 
as a result of childbearing, related caregiving demands, or matriculation 
at different life stages, some workers are much less likely to be motivated 
toward incentives that reward climbing the corporate ladder quickly and 
career building in an upward fashion (Lee & Kossek, 2005). Increasingly, 
instead of career “ladders” we have career “lattices.” Yet at the same time, 
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caregiving demands or nontraditional career and life development, per se, 
is not likely to be a correlate of one having lower job motivation (Lobel, 
1991). It just means one may have greater constraints or opportunity to 
perform well on the job if one is working a second shift off the job, or has 
less of a nonwork support system, or different timeline for the achievement 
of long- and short-term life goals. Indeed, what historically was considered 
atypical—namely, a more balanced view of career and family orientation 
in which work was not accorded the central life role—may be more com-
mon today, particularly among professionals. That is to say, most workers 
today have some personal life situation that may reduce or at least compete 
with the primacy of work orientation and motivation.

Rather than regarding the worker as unmotivated (an individual per-
spective), contemporary work motivation theories might instead benefit 
from a broadened perspective that emphasizes how to remove employer 
barriers (e.g., lack of child and elder care, unsympathetic work group and 
organizational cultures, little or no cultural support for different ways 
and timing of achievement) that impede opportunity to perform. Such an 
updated perspective would contextualize work role motivation by consid-
ering variations in the centrality of the work role to the individual across 
the life span, and the fact that relational ties between worker and employer 
are likely to become more and more tenuous as the psychological con-
tract underlying employer-employee relations is trending toward a more 
transactional basis. In this updated perspective, work motivation would 
be conceptualized as more of a punctuated, irregular, and sometimes dis-
continuous path, rather than as a necessarily continuous relational-build-
ing process. Finally, an updated view of motivation also would look at 
cross-level influences and give greater attention to how motivation is not 
merely an individual phenomenon, but occurs as a function of work group, 
organizational, and family constraints and relevant opportunities to per-
form. For example, multilevel models, which have become so popular in 
management and organizational behavior research, might increasingly 
add the family as another level in cross-level modeling. 

Several other assumptions that need to be reviewed are that the work-
force is generally homogenous and will desire the same employment deal 
or be uniformly motivated by the same incentive or benefit plan. Also, the 
assumption that high-talent employees will be in a cookie-cutter mode of 
one or two common career paths and have similar selection biodata (e.g., 
want to work long hours and full-time, willing to relocate whenever com-
pany demands it) may not be apt. Greater diversity in the nonwork lives 
of workers means greater variation in the carrots that will motivate work-
ers. More choice in the rewards offered from human resource systems is 
going to need to be considered. For example, most high-talent employees 
are expected to follow career paths of constant promotion up the corpo-
rate hierarchy with increasing responsibility and workloads. Yet the first 
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author’s studies on reduced workload has found that many high-talent 
individuals would like to customize their jobs in order to be able to focus 
on those tasks that are the most meaningful, instead of facing constant 
promotions and increasing workloads. Not everyone wants to be a super-
visor or a director or a vice president as an ultimate or achieving goal, but 
few organizations have HR systems that offer other options to manage 
high talent this way. Recent studies however are identifying exceptional 
employers who are successfully experimenting (cf. Kossek & Lee, 2005; 
Lee & Kossek, 2005). Further, selection and development systems for tal-
ent identification and how to motivate and develop these individuals will 
need to consider nonwork identities and experiences in their design and 
implementation.

Considering Social Context: The Matthew and Social Context Effects

Work motivation theorists who are sensitive to nonwork influences are 
more apt to see individual motivation as occurring in a social context that 
is linked to influences grounded in the individual’s existing social and rela-
tional structure across a variety of settings. Work motivation is seen as not 
an individual phenomenon but a multilevel one. As examples we discuss 
what social science researchers refer to as the Matthew and social convoy 
effects and apply these concepts to nonwork influences on motivation.�

applying the Matthew effect

The Matthew effect is a phrase coined by sociologist Merton (1968). It was 
first developed to explain reward systems at universities that had a posi-
tive feedback loop that biased links between individual perceived capa-
bilities and access to organizational and structural research resources 
favoring those already supported in the social context. More generally, 
the Matthew effect refers to the notion that the cumulative and noncu-
mulative effects of roles assigned to individuals systematically vary as a 
function of power, race, age, ethnicity, and position in a social system that 
has a reinforcing cycle of favoring those already advantaged in the social 
structure of the status quo.

Applying this effect to work motivation theory, individual effort, 
valence, and opportunity to perform in a work role at the same time 
as one is juggling heavy nonwork demands may be partially correlated 
with and constrained by other social demographies. For example, if 

� The first author thanks Dr. Phyllis Moen of the University of Minnesota for first expos-
ing me to the notion of social convoys during a wonderful presentation entitled “Family 
Diversity: Adaptive Strategies and Ecologies Over the Life Course,” which she gave to a 
quarterly meeting of the National Work, Family, & Health Network in Bethesda, Mary-
land, April 20, 2006. Also see Moen and Chesley (2008). 
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a working mother is handling most of the housework and child care 
demands in her family, and is employed by a company that does not 
provide flexible hours or support for caregiving, has a long commute 
in order to be able to afford housing and lives in a neighborhood with 
good schools, then her motivation on the job, and willingness to work 
long hours in order to be promoted, during the time she has an infant 
must be viewed as partly related to limited access to structural support 
resources in her social context. In contrast, her husband or a male col-
league in a similar job may appear to have higher individual work moti-
vation, yet this must also be viewed as partially structurally determined 
by the fact that most men (unlike their female counterparts) often have 
access to the social support of either a nonworking spouse or one who 
is able to restructure work for family demands as needed. They also are 
less likely to have to work a second domestic shift when they get home 
and may have more time to recover each day or on the weekends before 
they return to work.

Reward and motivation systems are often embedded in current employ-
ment social structures that lack strong workplace supports for flexible 
working hours, and devalue motivation to concurrently perform at a 
high level in work and nonwork roles. Such systems serve to reinforce 
the existing demographic and organizational social status quo, which 
favors workers who look more traditional in work motivation. Similarly, 
if more and more single parents also tend to be poor and minority than 
wealthy and white, then they may lack resources for late-night child care, 
not have enough money to buy a home computer, nor the energy to help 
with homework when they get home from a long commute, or have the 
finances to hire cleaning and cooking help. This also limits the hours they 
can work and the ability to recover from the previous nonwork hours each 
day. Thus, the effort and motivation exerted on the work role, and the 
opportunity to perform well in this role, not only are individual phenom-
ena, but also can be linked to a Matthew effect that links maintenance of 
the current social structure as a reinforcing loop.

Gerstel (2000) goes as far as to link high identification with caregiv-
ing as a systemic response to the current structure of employment and 
societal power. She maintains that African Americans and women may 
engage in high caregiving role identification as a technique of empower-
ment and survival. She found that African Americans—especially women 
but also men—spend more time helping family and friends as a means of 
empowerment and survival. Overall, Gerstel (2000) argues that women 
thus provide more breadth and depth of caregiving for family dependents 
than men. The caregiver role occupies a greater proportion of their total 
life space, which may structurally appear to limit individual motivational 
effort.
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Motivation influences as Social Convoys

Kahn & Antonucci (1980) developed the notion of social convoys to refer 
to the social bands of people (mostly family and kin) who accompany and 
move with individuals throughout life. The notion of social convoys is 
highly relevant to work motivation since it suggests that an individual’s 
behaviors, choices, and effort at work are not uniquely determined by 
the individual but rather are embedded in the individual’s social con-
text. Thus, individual motivation at work may be a function of the family, 
friends, and kin who help shape an individual’s self-concept about the 
work role vis-à-vis personal life. Most men, for example, travel in a social 
convoy that does not expect them to take significant time off from work 
to care for an elder or child dependent. In contrast, more women employ-
ees do have this social convoy surrounding them (Moen, 2008). These are 
just a few examples of how motivation theory must view nonwork influ-
ences in this larger social context, and as more than an individual-level 
phenomenon. For work motivation theories to incorporate nonwork and 
family influences, it is necessary to consider how attitudes and motivation 
to perform in a work role are influenced by the social context in which 
the individual is embedded, and the extent to which that context may 
constrain and shape the individual’s actions. Motivation theorists need 
to increasingly acknowledge that individual behavior is embedded in a 
social context that constrains and shapes its actions.

Relevance of Main Work-Family Theoretical 
Streams to Work Motivation

Building on this new grounding of assumptions, we now turn to several 
main theoretical streams of work and family research and discuss their rele-
vance to the study of work motivation. The first stream includes the resource 
scarcity or rational theories on the importance of conservation of resources 
(e.g. Hobfol, 1989). These formulations generally assume that higher involve-
ment in nonwork influences is a negative influence on work motivation 
because they deplete resources and energy. This first stream generally sees 
work and nonwork as conflicting and competing. The second main stream 
includes the role accumulation and work-family enrichment theories, which 
generally posit that higher involvement in nonwork roles can be positive 
for the other role—in this case higher motivation for the work role, assum-
ing that the work role is of equal or higher salience (Greenhaus & Powell, 
2006). This second stream sees nonwork influences as a potential source of 
resources that can enhance the work role. What should be especially inter-
esting to motivation scholars is that both streams essentially posit opposite 
competing hypotheses on the impact of nonwork roles on work motivation.
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The first theoretical stream is largely grounded in resource scarcity the-
ory, which assumes that individuals have a fixed amount of time, energy, 
and resources in their total life space to devote to work and nonwork roles 
(Goode, 1960). It is assumed that the more individuals engage in multiple 
roles (such as work and nonwork), the more conflicts they will experience. 
The resource scarcity view is sometimes also referred to as the rational 
view (cf. Gutek, Searle, & Klepa, 1991). Rational views of work and nonwork 
relationships hold that the amount of conflict an individual experiences 
between roles rises in direct proportion to the number of hours one spends 
in both work and family roles (Keith & Schafer, 1984). This is built on the 
idea of role overload and that time, emotions, and behaviors are likely to be 
in conflict when multiple roles are carried out (Greenhaus & Beutell, 1985).

resource Scarcity/rational Perspectives on 
Nonwork influences on Job Motivation

Drawing on resource scarcity theory, motivation scholars would generally 
assume that the more individuals are responsible for handling nonwork 
demands such as family, the lower their work motivation. The assump-
tions are that the time and energy spent in the performance of family roles, 
and the strain from doing so, act as barriers to an individual’s work moti-
vation. Further, the more that an employee has developed goals related 
to caring for the family or spending time with family members, the more 
likely these goals would conflict with his or her desire to perform at a high 
level at the workplace. We give several examples based on gender and age 
and family involvement below.

Motivation theorists from a resource scarcity view are likely to posit a 
main effect for gender, number of children at home, elder care demands, 
level of involvement in housework, and lower effort and opportunity to 
have high motivation to perform well on the job. They would cite research 
on family-to-work spillover effects—where the demands of family spill 
over onto the work role and create conflicts between family and work roles 
(Netemeyer, Boles, & McMurrian, 1996; Greenhaus & Beutell, 1985). They 
would also point out that social structures inherently foster relationships 
between work and family that are depleting for women and enriching for 
men (Rothbard, 2001).

If one did not have major elder care demands, age could have a posi-
tive moderating effect on work motivation, under a resource scarcity 
view. Older workers—both men and women alike—would be generally 
less encumbered by child care responsibilities and may be more able to 
devote higher effort on the job and have lower constraints to working 
long hours. This assumes that health remains good and energy and other 
resources such as social supports are not limited. However, for the 20% of 
the population that are part of the sandwich generation or the 10% with 
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severe elder care demands—a figure likely to grow—it is unclear how 
elder care demands over the life course affect motivation under a resource 
scarcity perspective. Future research needs to be done to compare how 
an individual’s resources are allocated for child care compared to elder 
care, and how these interact with other variables, such as gender and 
social structures and their differential implications for work and family 
effectiveness.

role accumulation and enrichment Perspectives on Job Motivation

Role accumulation theory holds that multiple roles can actually be ben-
eficial for motivation to perform well in multiple roles and engagement, 
assuming that the roles are of good quality and are not too many to over-
load the individual. In their recent article, Greenhaus and Powell (2006) 
suggest three ways that multiple roles, also referred to as role accumula-
tion, can have positive effects. The first pertains to the idea that multiple 
roles have additive effects. Individuals who are satisfied and involved with 
both work and family roles are more likely to have higher satisfaction than 
individuals only involved and satisfied with one role. This is sometimes 
referred to as an expansionist perspective on roles (Barnett & Hyde, 2001). 
Here the idea is the carrying out of one role, such as a family role, leads 
to the enrichment of another role—the work role. It is also assumed that 
participation in multiple roles, particularly those that are meaningful and 
of good quality, does not necessarily create unduly  stress in and of itself, 
but can result in positive outcomes. Enactment of both work and family 
roles has some synergistic effects, and the ability to perform better in both 
roles is enhanced (Greenhaus & Powell, 2006).

The second positive effect hypothesized from participation in multiple 
social roles is that doing so can buffer individuals from negative effects 
in one of the roles. Thus, having a greater portfolio and diversity of roles 
can help individuals cope with problems when difficulties ensue, by not 
investing all of one’s eggs in one basket, so to speak, but hedging one’s life 
bets as an overall life role investment and protection strategy.

The third positive influence of involvement in multiple roles pertains to 
the notion that positive experiences and resources in one role can transfer 
and help produce positive experiences in another role, a crossover effect. 
For example, skills learned at home (such as patience with children) can 
transfer to the work role and so help an individual learn to be a more 
patient manager. Another resource is positive self-evaluation; for exam-
ple, if one feels good about his or her achievement in the parent role, there 
will be transfer over to the development of positive self-perceptions of 
one’s ability to perform in the work role. Material resources can also be 
garnered from one role to another. For example, relationships developed 
with one’s boss through the participation of children in the same softball 
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league may provide enhanced access to information and social networks 
that help the individual perform his or her job better and feel more confi-
dent in his or her abilities to perform well.

Thus, while past research grounded in a work-family scarcity perspective 
has generally concentrated on work-family conflict (Greenhaus & Beutell, 
1985; Greenhaus & Parasuraman, 1999), namely, the notion that carrying 
out one role (at work or in the family) results in negative consequences 
for the other (either in the family or at work), newer updated approaches 
also consider work-family enrichment (Greenhaus & Powell, 2006). Roles 
are viewed as not only competing but as complementary or enhancing, 
and with a potential for positive consequences of one role for another role, 
rather than one role creating a stress for an individual in the other role. 
This new perspective suggests that future work motivation theorizing will 
need to consider the mixed effects of nonwork roles on work motivation 
and to more precisely identify the conditions and situations under which 
work and family roles are motivating and enriching, and for whom. That 
is, what kinds of employees are embedded in what kind of work and fam-
ily social structures, and which employees are most likely to benefit from 
employer work structures that are designed to promote behaviors where 
one segments personal life from work and sees the work role as primary. 
Conversely, which employees are most likely to benefit from employer 
work structures that are designed to promote behaviors where one can be 
highly involved in both work and family roles. 

Moving Beyond Gender and Age to Family Life 
Course, Workload, and Mood Perspectives

We now turn to a number of examples from well-known motivation theo-
ries that can also be applied here as examples to illustrate congruence 
with work-family enrichment views. We first give some examples of these 
theories in general, and then discuss age and gender examples as part of 
what Moen, Elder, and Lucher (1995) refer to as a life course perspective. 
This is the notion that careers and work and family roles and relationships 
intersect with gender and organizational and cultural social infrastruc-
tures (Moen, 2005). We believe it is important to discuss work motivation 
from this broader approach rather than look merely at age and gender in 
isolation as unique variables. This enables us to understand how when 
individuals are at different life and career stages, work life motivational 
issues are likely to create common work-life conflicts. For example, dur-
ing early parenting years, role overload from having simply too much to 
do on and off the job is likely to create motivational challenges on the job. 
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While these demands may still be higher for women, as individuals who 
traditionally conduct most of the caregiving, using this perspective of life 
stage may enable us to better tap into men who are increasingly involved 
in caregiving too.

general examples of Family influences on Motivation

Starting with content theories, from a needs-hierarchy perspective 
(Maslow, 1954), one might argue that the fulfillment of family roles will 
actually motivate employees at the workplace. Being part of a family ful-
fills individuals’ love, safety, esteem, and affiliation needs. This reduces 
the potential strain from the role conflict posited by work-family conflict 
theory. Also, the fulfillment of the family-level physiological needs (i.e., to 
provide for their family’s needs) represents a primary reason that some 
people come to work. As such, performance of the family role acts as a 
source of work motivation.

Using Herzberg’s (1968) two-factor theory, we could argue that family 
roles satisfy some necessary conditions for higher-level intrinsic on-the-
job motivation (i.e., they serve as a hygiene factor). This has an indirect, 
positive impact on work motivation. In other words, while there may be 
no direct positive effect of the presence of family roles on work motiva-
tion, the absence of satisfying family roles will hurt individuals’ work 
motivation because they do not have some of their needs satisfied. For 
example, this may happen if someone is employed in a job that requires 
people to constantly neglect attending to family issues that come up dur-
ing the workday, such as being able to take a phone call during work hours 
to be able to ensure a child gets home safely from school. In this case, an 
employee who identifies more with the family role than the work role may 
be unresponsive to policies designed to foster high work motivation, if his 
or her needs to satisfy family concerns are not met.

A second example of how nonwork roles may affect work motiva-
tion theories may be illustrated using Vroom’s (1964) expectancy theory. 
Vroom’s theory maintains that individuals are likely to put forth efforts 
toward performance goals they believe they can achieve (expectancy), if 
they believe performing well will lead to outcomes (instrumentality), and 
if they value these outcomes (valence). Erez and Isen (2002) have dem-
onstrated that the three components of the value-expectancy model (i.e., 
Expectancy, Valence, and Instrumentality ) are each positively signifi-
cantly influenced by positive affect. Those who have positive affect for the 
caregiver role and see enactment in this role as resource depleting will 
thus be more likely to have lower work motivation. In contrast, those who 
see family and work roles as complementary and enriching will be more 
likely to have higher work motivation. It is crucial that studies examine 
the social cognitions individuals have regarding whether work and family 
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roles are seen as complementary (positive affect regarding the caregiving 
role) or competing (negative affect in relation to work role). Holding actual 
resources and actual level of role involvement constant, this may provide 
insights into whether work motivation is enhanced or depleted by equal 
psychological involvement in dual roles and the cross-domain interdy-
namics of affect and mood related to these role experiences. For example, 
individuals where the caregiver role is viewed as depleting, may have 
lower expectancy because they have to fulfill both work and caregiving 
roles. In other words, they may have to lower their expectancy so that they 
would be able to excel on their job at the same time as they are involved 
in caregiving, if they are assuming a resource-depleting or trade-off rela-
tionship between work and family. They would have lower expectancies 
not only so that they could do both roles well, but also because they would 
have lower expected work outcomes or instrumentalities. It is crucial that 
studies examine the social cognitions individuals hold with respect to 
whether work and family roles are seen as complementary (positive affect 
regarding the caregiving role) or competing (negative affect in relation to 
work role). 

Goal-setting formulations of work motivation theories would hold that 
individuals have specific goals to achieve when they have to meet fam-
ily needs (such as earning money to satisfy the family’s needs, buying a 
house, or getting kids to school), and this may act as a source of motiva-
tion. A moderator of these relationships is related to the social identity 
and salience of roles. Individuals are more likely to apply resources from 
nonwork roles to work roles when those nonwork roles are particularly 
meaningful and salient for them. Of course, family roles and the way they 
are enacted in relation to the work role may co-vary with age and gender, 
which we discuss below.

gender and Motivation in Social Context: Mixed resource 
Depletion and enriching interactive effects of Caregiving roles

According to the Bureau of Labor Statistics, 62.3% of women with chil-
dren under six years of age and 77.2% of women with children aged 6–
17 are now employed (www.bls.gov). It is interesting to note that when 
examined as an individual demographic correlation, studies have found 
that women are generally more satisfied with their jobs than their male 
counterparts (Clark et al., 1996; Sousa-Poza & Sousa-Poza, 2000; Wharton, 
Rotolo, & Bird, 2000; Kalleberg & Mastekaasa, 2001), yet at the same time 
are more involved in the family role than men—especially in caregiving. 
For example, although employment rates of women have increased in 
almost all countries over the past 30 years, overall women still perform 60 
to 66% of domestic work (Eurostat, 2004) and 80% of the child care work 
(Robinson & Godbey, 1997).
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Even when not directly providing care, mothers are the family mem-
ber who are more likely to arrange care, handle problems, and be on call 
when arrangements break down (Kossek, 1990). Studies also show that for 
elder care, the same trends are observed, regardless of blood relationship. 
As Kossek, Colquitt, and Noe (2001) reported, working women take on 
the majority of elder caregiving for both in-laws and parents to a greater 
extent than men. Miller and Cafasso (1992) found that female caregivers 
were more likely to carry out personal care and household tasks and more 
likely to report greater overall caregiving burden. Granted, more men are 
becoming involved in caregiving than in the past—figures for the U.S. 
Population Survey show that fathers have increased their time with chil-
dren to 33 hours per week in 2000, up from 26 in 1975, while mothers’ time 
with children has remained constant at about 48 hours per week (Bianchi 
& Raley, 2005). But overall, employed women are putting in extra hours 
and feel added responsibility for domestic chores. Sociologist Arlie Hoch-
schild (1990) refers to the additional hours working women put in as a 
metaphorical “second shift,” the idea that when employed women come 
home from their jobs they have traditionally worked extra hours on unpaid 
domestic work from cooking to cleaning to caregiving. As a consequence, 
employed women, particularly those who identify and are responsible for 
caregiving, may perceive and actually have less opportunity to excel in the 
work role and climb the organizational ladder due to physical and men-
tal exhaustion, assuming traditional motivational work structures that are 
not supportive of dual involvement in caregiving and breadwinning.

Thus, most employed women with dependents typically also dually take 
up greater domestic roles and caregiving demands in their families than 
their male counterparts. Not surprisingly, they are also more likely to see 
a tradeoff between work and career than men—a resource depletion view. 
For example, in one study, 90% of the sample that had voluntarily reduced 
their workload to take up part-time employment in order to accommodate 
family and other personal needs were women (Lee & Kossek, 2005).

As this chapter’s earlier social contextual discussion and Moen & Ches-
ley’s (2008) notion of linked lives have indicated, many women may have 
a set of role expectations that includes conceptions of both caregiving and 
breadwinning orientations. Further, while both men and women may 
have similar education and enter the workforce at the same level, men 
are often paid higher and make better career progression than women 
over time, often because women have greater gaps in their labor force par-
ticipation or are more willing to turn down promotions or make career 
choices in the context of their family and partner situations than men. 
For example, Bailyn (1993) notes the lower likelihood of having children 
among high-career-achieving women professors. Consistent with the 
social convoy effect, the effects of gender on work motivation are closely 
related to the effects of family roles.
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Sirianni and Negrey (2000) argue that household labor market time 
investment and working time investment are partly organized through a 
social structure that gives greater rewards for paid labor market work to 
men. They note that for Western society, career models of employment are 
biased in favor of men who have fewer household demands. Rather than 
seeing women as unmotivated, alternative work arrangements should be 
implemented as a way to increase opportunities for women to advance 
and ensure that multiple roles are enriching rather than resource deplet-
ing for women.

Women are especially disadvantaged in labor market work when they 
strive to fit into the image of being a “good mother” or “good housewife” 
or “good wife” (Simon, 1995), which places high demands on being a per-
fectionist at these roles. Historically, across many cultures, society has 
celebrated women who fit into the roles of these ideal types, and societal 
norms perpetuate these pressures on women to fit into a socially ideal 
nurturing and caregiver role of one who is available for meeting the needs 
of the family.

Yet at the same time, modern workplaces expect the good worker to 
be always available at work, and not have demands that impede work 
commitment, motivation, and availability (Williams, 2000). Visibility at 
the workplace has been shown to be an important criterion for career suc-
cess and promotions (Bailyn, 1993). It is often used as an organizational 
proxy for observable motivation. This social construction that one is an 
ideal worker if he or she is always available at work when needed, and 
an ideal caregiver by always being available to the family when needed, 
creates social conflicts especially for women. Workplace roles and motiva-
tional scripts are therefore gendered in the sense that they tend to fit the 
norms around the traditional household, especially glorified with a single 
or primary breadwinner (often male) and a main caregiver. The burden 
of fulfilling these conflicting roles can have a detrimental effect on the 
work motivation of women who perceive they not only have to nurture at 
home, but also face the “glass ceiling” at the workplace, especially when 
they face limitations in the amount of hours they can invest in the work 
role (Schwartz, 1994; Weeden, 2005). Working men who also try to become 
involved in more caregiving and family nurturing roles are likely to face 
similar constraints.

Motivation Over the Age Life Span: Some Nonwork Considerations

Kanfer and Ackerman (2004) describe a framework for understanding 
how age-related changes in adult development over the life span affect 
work motivation by using Kanfer’s (1987) expectancy-based model of 
motivational processing, which draws on Vroom’s (1964) work. They pro-
pose that age-related loss and growth in cognitive abilities affect moti-
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vation through their effects on the amount of effort required to sustain 
performance. As workers advance in age over the life span, their effort-
performance relationship changes, and they adjust their work behavior 
and roles accordingly. There may also be nonwork goals and activities 
that increase in salience over the life course (e.g., having a good retire-
ment, developing positive relationships with children that may have been 
neglected while climbing the corporate ladder, improving spousal rela-
tionships, maintaining good health as one is closer to death, etc.). These 
nonwork goals may increase in salience and valence or at least become 
more equal in valence to work goals. For example, the work motivation 
of older people is often associated with their well-being, as Bourne (1982) 
notes that cumulative absenteeism rates of older workers are directly 
related to their personal health. Thus, changes in nonwork goals influence 
work motivation so that if physical health goals become more salient, then 
threats to that take precedence over attendance at work.

Studies indicate that decisions regarding work can be linked to age and 
life stage. For example, motivation to work and occupational choices and 
role investments may change as an individual starts a family or cares for 
dependents (Roper, 2002). Yet one issue with the current work and family 
research is that it has tended to overstudy relationships at some stages of 
the life course and career stage over others, which may have also helped to 
create a lore and social zeitgeist that involvement in family roles is deplet-
ing. For example, most research in the work-family area during the 1980s 
and 1990s focused on the parental and childbearing phase of employees’ 
life course, namely, the period when parents with young children were 
working. Then studies in the 1990s started to study elder care responsi-
bilities, particularly the effects on the lifestyles of employed caregivers. At 
this time researchers also coined the notion of the sandwiched generation, 
often those individuals in their 40s and 50s who had to provide both types 
of care—care for children and parents at the same time.

Future research is needed to examine the impact of changing work and 
nonwork relationships over the life span and career course. Specifically, 
such research should adopt a broad perspective that considers a range of 
nonwork relationships and goals, not just the caregiving role, assuming 
one kind of family structure (e.g., working parents, dual earner) or a West-
ern orientation toward the primacy of work. For example, more research 
is needed to fully validate a commonly held but underresearched belief 
that the work motivation of young adults who have no childcare or elder-
care responsibilities differs significantly from that of young parents or of 
middle-aged couples with elder care responsibilities.

To supplement cross-sectional studies focused on age and nonwork 
interests, research might also benefit from studies of career develop-
ment over life stages drawing on research regarding how individuals’ 
work lives evolve over time (cf. Erikson, 1950, 1963; Levinson, 1986; Super, 
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1957). These studies draw on psychoanalysis and examine how the devel-
opment of individuals’ life stages grows parallel to work stages, and how 
career stages coevolve with age (Wrobel, Raskin, Maranzano, Frankel, 
& Beacom, 2006). Drawing on Levinson’s (1986) research as an example, 
researchers first assess how young adults formed their careers to learn 
about the workplace and select jobs that help them learn in the explora-
tion stage, at the same time that initial family and personal life settle-
ment is occurring. Later stages such as middle adult include answering 
such questions as “Am I doing what I truly want with my life?” This 
type of question certainly affects work motivation as individuals explore 
avenues to rebuild their lives to fit in personal needs, and mature at the 
workplace.

As employees become more senior on the job, and approach the empty 
nest stage concurrently with retirement, a different approach to work 
motivation may ensue. There is a paucity of studies that examine career, 
family, and nonwork interests in one study over the life span. This gap 
may be partly a function of the fact that Levinson’s research was based 
on the seasons of men’s lives. Studies that include both female and male 
notions of career over the life span may include more diversity of experi-
ence and also a greater emphasis on linkages to family caregiving roles 
simultaneously with career. Thus, more studies are needed that examine 
the degree to which family life stage and the career stage of individuals 
simultaneously develop, relate to work motivation. For example, what are 
the effects on work motivation when family and work progression occurs 
simultaneously, when family progresses ahead of work, or the reverse, 
and how does this link to age and gender?

Research does suggest that images of career and motivation to invest in 
career and additional training to advance skills can shift as individuals 
age (Colquitt, LePine, & Noe, 2000). For example, older workers are more 
likely to seek self-employment, work part-time, and perform community 
service (DBM, 2001). Ten years ago, the conventional wisdom was that 
many workers were choosing early retirement. Many individuals retired 
early and were either unhappy with their nonworking lives or did not 
have enough income to cover for a longer life expectancy. More research 
is also needed on the growing trend toward part-time work among older 
workers, or even full-time work after retiring from a first career, as a 
means of accomplishing mid- and late-life goals for remaining active and 
sustaining “interest and enjoyment” (Roper, 2002).

Clearly, age-related career decisions play an important role in an indi-
vidual’s life. These aspects of career decisions also affect individuals’ moti-
vation to work, or opt for lesser work, enter or exit the workforce, and make 
labor market choices based on their life stage and nonwork interests and 
attachments. Although we focused many of the examples in this chap-
ter on the family role, because most of the research was more developed 
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in this area, this section on aging and career development over the life 
course highlights the need for more studies that examine the great diver-
sity in career development over the life course within and across cultural 
contexts.

Workload and Mood as interactive influences on 
Motivation and Well-being and Work-Family Conflict

A growing body of research is finding linkages between mood, oppor-
tunity for recovery, stress, well-being, and health, offering a window 
for linking nonwork influences to motivation. For example, an article 
by Ilies et al. (2007) on employees participating in an experience-sam-
pling study showed that employees’ perceptions of workload predicted 
work-family conflict over time, even when controlling for the number 
of hours spent at work. Ilies, Schwind, Wagner, Johnson, DeRue & Ilgen 
(2007) also found that job workload influenced affect and blood pres-
sure at work, and in turn influenced well-being at home. Studies such as 
these show that the interactions between work and family behaviors and 
well-being for any given individual is very dynamic and intertwined; 
yet traditional studies of work motivation rarely tap into nonwork influ-
ences on work and the iterative reciprocal relationships between these 
domains. For example, crossover effects between work stress and well-
being have been demonstrated in the literature, as Repetti (1993) found 
in research on the stress of air traffic controllers where on stressful work 
days the individuals reported lower well-being off the job. Over time, it 
will be increasingly difficult for researchers to disentangle motivation, 
stress, and well-being, and whether they are related to job influence alone 
or total life workload and demands. High workload is linked directly 
to distress at work and higher blood pressure, and indirectly to well-
being at home and mood at home (Illes et al., 2007). This cross-domain 
approach to the study of stress and well-being is needed when studying 
motivation to perform. If one is not able to recover from workloads, then 
motivation will be affected at work the next day. For example, Sonnentag 
and Bayer (2005) found that coping strategies for reducing work-family 
conflict involve limiting attachment to work as a way to not think about 
the growing workload for the next day, which can result in less effective 
recovery, and is likely to affect motivation to perform the next day. More 
study is needed on how recovery from work and family demands can 
affect work motivation over time.
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Summary and Implications for Future Research

In this chapter, we have argued that work motivation theories must be 
updated to consider how motivation on the job may be influenced by 
off-the-job factors. Specifically, we have made four major points related to 
past work and future research:

 1. Work motivation theories, operating at the individual level of anal-
ysis, do not take into account the dynamics and potential synergies 
between work and nonwork demands and goals. Yet we have shown 
that determinants of work motivation, including goals and values, 
are embedded in the individual’s social context, and thus must be 
considered from more than an individual-level perspective. Socio-
logical theories, with concepts like the Matthew effect and social 
convoys, add appreciably to our understanding of the structural 
relations among work and nonwork goals and demands.

 2. Nonwork influences represent more than just altered goals, expec-
tancies or self-efficacy, that influence goal choice and action; they 
are also constraints and barriers to motivational outcomes. Orga-
nizations have the potential to reduce some of these constraints 
and barriers through their adoption and cultural support of poli-
cies and practices that enable or constrain one’s ability to have 
high work motivation at the same time as one has higher family 
motivation. We have also discussed how it is important to further 
examine the conditions under which dual investment in work 
and nonwork interests may deplete or enrich the resources that 
individuals have to allocate to work. We encourage researchers to 
not examine the effects of age or gender decontextualized from 
the social environments in which these demographics are embed-
ded within the prevailing organizational structures.

 3. In the existing research, proxy or indicator variables for nonwork 
influences are most often used, but provide little understanding 
of the dynamics for how they exert their effect on motivational 
outcomes (such as performance, work withdrawal, effort, or job 
choice). More theory is needed for understanding when and how 
proxy variables are useful.

 4. A broader range of measures, taken over time and across theo-
retically suggested sensitive periods of personal change or fam-
ily and adult development, are needed to investigate the person 
and situational factors that contribute to nonwork influences on 
work motivation. We have noted that one of the primary nonwork 
influences on workplace motivation relates to the family and 
caregiving role. We conclude that while work-family research 
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has focused on implications for employers and employees at the 
workplace, little has been done to understand how the family and 
one’s role in it can not only negatively but also positively influence 
work motivation. Most of the research that has been conducted to 
examine the effects of family or life stage on work motivation is 
theoretical in nature. These ideas need more empirical investiga-
tion with samples reflecting the current labor force.

We conclude with some additional themes for future research.
Future research should be based on comprehensive models of linkages between 

work and nonwork roles, individual and organizational performance outcomes, 
and workplace interventions (e.g., flexibility, supportive work-family culture and 
work redesign) to support multiple role involvement. Figure 13.1 shows one of 
many possible frameworks that could be built upon and refined to inves-
tigate possible linkages based on comprehensive models. For example, 
individual-level variables such as age, gender, and life stage are theorized 
to directly relate (1) to work motivation and (2) to individual and orga-
nizational goals and outcomes. Organizational interventions such as the 
availability of alternative work arrangements and cultural support foster-
ing dual involvement in work and nonwork roles may interact with work 
motivation and indirectly link to a host of outcomes (job and life satisfac-

Work Motivation 
- Work effort 
- Choice of 

occupation 
- Expectancies 

- Family and  
  Career life 

stage 
- Age and gender 

direct and 
interactive 
effects 

Employer Policies and Practices
- Flexible work arrangements
- Supportive work-life organizational 

culture 
- Perceived usability of benefits to 

support high dual involvement in work 
and non-work roles

Non–Work Influences 

- Organizational
   and Individual
   outcomes, goals
- Hierarchy and 
   valence of work 
   life investments

1 
3

2
Figure 13.1
Illustrative framework of some possible linkages between nonwork and work motivation, 
employer polices and practices, and outcomes.
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tion, commitment, burnout, work-family conflict, etc.). To illustrate pos-
sible connections, consider the use of flexible work arrangements.

Their use allows employees to have greater control over their timing 
and duration of working hours and location of work. They also allow for 
greater control over the timing and delivery of some family and nonwork 
tasks. Use of these arrangements has been shown to be effective in the 
attraction and retention of high talent by enabling them to have a higher 
involvement in family and other nonwork interests at the same time as 
maintaining investment in work roles (Kossek & Lee, 2005).

Thus, at face value, the availability of flexibility policies could lead to 
higher work motivation. By enabling employees to have the time to sat-
isfy multiple needs, discussed in Maslow’s (1954) theory (like social, self-
esteem, and affiliation needs), these working arrangements contribute to 
their motivation at the workplace. Also, these needs act as a hygiene factor 
(Herzberg, 1968), such that the absence of flexibility policies at the work-
place can hurt the satisfaction of employees. Flexibility to fit valued per-
sonal goals and needs into their working lives allows individuals to satisfy 
both personal and job goals, which in turn enhances work motivation.

Yet, unfortunately, this approach may be a naive view of organizational 
professional work cultures. Studies suggest that access to work life sup-
ports may not necessarily enhance work motivation if the organizational 
culture does not fully support involvement in caregiving and other per-
sonal life roles and prevent backlash (Kossek et al., 2001).

Even if workers have acquired appropriate work behaviors and have access 
to work-family benefits as outcomes desired by the workers, their thoughts 
and beliefs could prevent them from engaging in appropriate behaviors 
contingent on these outcomes. Process theories suggest that the two cogni-
tions that often stand in the way of maximum performance are related to 
expectancy and justice. If workers expect that use of work life benefits such 
as flextime will result in backlash, because they work in an organization 
where there is a culture that equates high face time with motivation, work 
life benefits will be ineffective in motivating workers. However, if the cul-
ture supports such use, studies show that users of these benefits are more 
likely to make employee suggestions and engage in extra-role discretionary 
behaviors such as helping co-workers (Lambert, 2000).

Future research also should simultaneously investigate the individual and 
employer effects of nonwork roles on work motivation, and the effects of work 
motivation on family and nonwork well-being and motivation to excel in personal 
and family roles. Studies tend to either investigate the effects of family as a 
detriment to work performance or examine the effects of work on family 
as a detriment to family performance. Although there are exceptions (cf. 
Kossek et al., 2001), few studies take a balanced perspective that combines 
the competing, enrichment, and depletion views. Yet studies clearly sug-
gest that involvement in valued nonwork roles without high work-family 
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conflict can result in better mental health and job and life satisfaction for 
employees (Kossek & Ozeki, 1998).

More research using control groups is also needed to show that employ-
ers may benefit by supporting multiple role involvement, such as the exis-
tence of an interactive enriching cross-level effect—from organizational 
to individual—in a recursive fashion. For example, a report from the Fam-
ilies and Work Institute (Galinsky & Bond, 2005) shows that over a third of 
employees (36%) in workplaces with flexible working arrangements show 
positive mental health, compared to only 13% of employees in workplaces 
lacking flexible work arrangements. Mental health and stress were mea-
sured based on the frequency of respondents indicating they felt stressed 
and did not get enough sleep. Future studies should also examine link-
ages between stress and sleep, mental health and health care costs, and job 
motivation and effectiveness.

Studies sponsored by the Brandeis University Community Families 
and Work Program (www.bcfwp.org) report that parents who work for 
employers that do not offer flexibile working arrangements have higher 
levels of stress and also worry more about their children’s after-school 
arrangements. They have lower performance evidenced by greater job 
disruptions, lower psychological well-being, and more errors on the job, 
and are more likely to refuse requests to work extra hours and miss meet-
ings and deadlines. The researchers surmised that workplace flexiblity 
access can indirectly increase employee productivity by reducing paren-
tal stress. Future research should investigate the degree to which effective 
implementation of flexibility leads to actual reduction in workers’ stress 
over the caregiving role, and increases instrumentality and expectancies 
of high work and family performance.

Future studies should also increasingly measure not only role occupancy but 
also role identity and role demands.  Move beyond simple demographic main 
effects. Researchers need to move beyond simple demographic main 
effects to consider how to best unpack observed and predicted interac-
tions. Rather than simply measuring gender, age, and number of children, 
for example, motivation researchers should assess how gender and age 
interact with the level of family demands at any particular life stage. For 
example, Kossek, Lautsch, and Eaton (2006) found that although telework-
ers generally have higher depression and higher work-family conflict, 
mothers with children who were telework users actually had significantly 
lower depression, unlike the study’s main effect. This suggests vastly dif-
ferent motivational effects of the use of workplace interventions designed 
to foster greater integration between work and nonwork roles, for differ-
ent family stage groups by gender and life stage.

Researchers should also measure actual level of involvement in caregiving 
both quantitatively (number of hours and time use) and qualitatively (e.g., level 
of identity, affect, etc.). In regards to the latter, social identity theory, which 
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refers to an individual’s self-concept related to the most meaningful social 
groups, may be relevant here (Tajfel & Turner, 1986). Scholars might mea-
sure the individual’s involvement and the social identification with each 
of an individual’s most salient life roles (e.g., mother, worker, spouse, or 
citizen) as a particularly important influence on the effects of having fam-
ily demands on work motivation. Such measurement of level of involve-
ment in caregiving demands may be a better way to assess the effect of 
family on motivation rather than simple descriptives of parental status.

Such an approach would help researchers better resist the urge to suf-
fice with simplistic operationalizations and measurement of demographic 
proxies for motivation. It would also enable researchers to not merely 
focus on gender and age effects as isolated antecedents of motivation. 
Rather, it would allow for greater consideration of linkages between life 
stages, family stages, career stages, and interactions with age and gender, 
and ethnicity effects.

More studes are needed that focus on motivation shifts during key life transi-
tions using within-subject designs. We have recommended that researchers 
should move beyond simple measurement of demographic descriptives. 
One approach for doing so might be to examine how workers’ motiva-
tional attitudes and behaviors may either be especially salient or shift at 
certain time periods in life. For example, motivation after the birth of a 
child, the death of a parent, the empty nest, or the loss of a spouse or a 
spouse’s job may be particularly good points at which to measure changes 
in work motivation. Of course, baseline measures of motivation should 
also be conducted prior to and after these seminal life transitional events 
to understand within-individual differences in motivational strength.

Motivation theorists should not undermeasure the social context and supports 
from work and home for individual motivation. Given the discussion earlier 
in this chapter that motivation is not only an individual phenomenon, 
studies should measure the social context and work and family struc-
tures in which individual motivation is embedded. For example, studies 
should measure the degree of formal and informal social and tangible 
support for nonwork roles from supervisors, co-workers, and other family 
members and their work organizations, which are viewed as indicators 
of contextual constraints or facilitators shaping one’s expectancies and 
opportunities to perform well. For example, research suggests that pro-
fessional women’s motivation to work may be strongly correlated with 
the expectancy to be able to be supported in the use of work life benefits 
provided by the organization that they work in (Schwartz, 1994).

Future research should consider measurement of nonwork and work role qual-
ity, workloads, and permeability as influences on motivation. Theories of work-
family enrichment and work-family conflict are based on the premise that 
people’s behaviors, attitudes, and cognitions cross boundaries of work 
and nonwork. More studies are needed that consider total life demands 
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and workloads and the ease of border crossing, as well as individual pref-
erences for segmentation and integration and current status quo as moti-
vational factors. Researchers should also check their biases to ensure that 
gender and family responsibilities are not viewed as individual negative 
influences on work motivation, in and of themselves. We need more stud-
ies that examine the interactions between gender and family roles and 
responsibilities, and consider the interdependent and fluid relationships 
between work and nonwork roles.

As an example, with technology such as cell phones, laptops, and beep-
ers that now enable greater accessibility to family and work 24/7, one big 
challenge for individuals’ motivational contexts may be in defining and 
self-managing the boundaries between work motivation and nonwork life. 
Cognitive abilities and processes, which have a critical influence on moti-
vation, can spill over from one’s personal to work life and vice versa. The 
process by which nonwork life affects workplace motivation may be deter-
mined by how work-life boundaries are defined, where an individual per-
ceives the boundary starts and ends. An individual’s perceptions of control 
over the timing, delivery, and affect of multitasking work and family roles 
represent an area particularly ripe for future motivation research.

Lastly, we need to develop multilevel studies on work and nonwork motivational 
relationships. Finally, methodological challenges exist because research on 
work motivation and nonwork life spans many levels. We can think about 
how the family (a group-level phenomenon) influences individual work 
motivation. Age and gender, both individual-level variables, can also 
affect either individual work motivation or group-level motivation (e.g., 
effectiveness in teamwork, access to flexible work arrangements in a work 
unit with limited slack). Organizational-level cultures and workplace 
supports for nonwork role involvement and idealized career paths are 
organizational-level issues. Cross-national variation may exist in norms 
and socialization regarding the hegemony of work and family roles and 
hierarchy of relationships. Clearly, cross-level research on the interplay 
between work and nonwork roles and motivation across these contexts is 
a rich area for future study.
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For decades the field of work motivation has been shaped mainly by West-
ern theories, overlooking the cultural factor and its potential effect on 
work motivation (Gelfand, Erez, & Aycan, 2007). The process of globaliza-
tion has, however, created opportunities for new intercultural experiences; 
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attempts have been made to transfer motivational approaches developed 
in Western cultures to other cultures in the Far East, the Middle East, South 
America, and Africa. Such attempts have often resulted in failures because 
rather than being accepted by local employees and managers, the new 
practices were ineffective or met with resistance. For example, in Mexico, 
monetary rewards were found to be ineffective in motivating employees 
to reduce the turnover rate (Miller et al., 2001). In Morocco, implement-
ing Western managerial practices to enhance performance quality was 
found to be ineffective (d’Iribarne, 2002). Yet, a successful implementa-
tion of total quality management occurred by relating it with Islamic 
norms and values, and using authority figures as role models. Similarly, 
in India empowerment did not motivate employees due to their ancient 
tradition of getting instructions from their boss and not taking any initia-
tive (Merha & Krishnan, 2005). Further, merit-based performance was not 
well received in Japan, where seniority is the main criterion for promotion 
(Brown & Reich, 1997). Such difficulties in the transfer of motivational 
approaches have brought into attention the cultural factor as a potential 
explanatory factor (Erez & Earley, 1993; Erez, 1994, 1997).

In line with the person-by-situation interaction model (Lewin, 1951; 
Mischel, 1977, 1986), in today’s global work environment, culture has 
become a crucial situational factor in explaining the motivational effects 
of certain managerial practices. The purpose of the present chapter is to 
uncover the cultural factor and identify the cultural values, preferences, 
and perceptions that influence work motivation. Specifically, this chapter 
examines the effect of culture on the different stages in the motivation cycle. 
It begins by identifying the effect of culture on motivational dispositions, 
such as goal regulatory focus and goal orientation, and on the self and 
its derived motives of self-enhancement, self-efficacy, and self-consistency 
(Epstein, 1973; Erez & Earley, 1993). It then examines the role of culture in 
shaping a person’s goals, and in the responses people have toward posi-
tive and negative feedback on goal accomplishment. The chapter contin-
ues illuminating the role of culture in determining the motivational force 
of different rewards, of different work contexts, including the job design 
characteristics and the team work context. The chapter further reviews the 
effect of culture on shaping life and work satisfaction, and the factors lead-
ing to it, and it ends with some suggestions for future directions.

Cultural Values That Influence Work Motivation

Culture is often defined as a shared meaning system. Once a group 
has learned to hold common assumptions about adaptation to the envi-
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ronment, and its members respond in similar patterns of perceptions, 
thoughts, emotions, and behaviors to external stimuli, this group is con-
sidered to have its own culture (Erez & Earley, 1993, chap. 2, p. 9). Cul-
ture shapes the core values and norms of its members, and these values 
and norms are shared and transmitted from one generation to another 
through social learning processes of modeling and observation, as well 
as through the effects of one’s own actions (Bandura, 1986). In the last two 
decades Hofstede’s value typology has been used extensively for explain-
ing differences in work behaviors and in management practices across 
cultures (Hofstede, 1980, 2001). This typology consists of five core values, 
including individualism versus collectivism, power distance in the orga-
nizational and societal hierarchy, uncertainty avoidance, masculinity ver-
sus femininity, and future time orientation.

Individualism-collectivism pertains to how individuals define themselves 
and their relationships with others, in particular the groups or collec-
tives to which they belong (Brewer & Chen, 2007). Individualism—which 
dominates most Western cultures such as the United States—reflects the 
concern for oneself over others, individual autonomy, self-fulfillment, 
and separation from others. In contrast, collectivism, which often domi-
nates Eastern cultures such as the People’s Republic of China, conveys 
the notion of social embeddedness, interdependence with others compris-
ing the in-group, and concern for the group over the self (e.g., Hofstede, 
1980; Triandis, 1995; Brewer & Chen, 2007). As an attribute of individuals, 
the individualistic values shape the independent self, and the collectivis-
tic values shape the interdependent self (e.g., Markus & Kitayama, 1991; 
Oyserman, Coon, & Kemmelmeier, 2002), and similarly, the idiocentric 
versus the allocentric individual (Triandis, 1995). Collectivism-individu-
alism has been the most studied cultural value, which captures a large 
proportion of the variance across cultures (Brewer & Chen, 2007; Gelfand, 
Erez, & Aycan, 2007; Triandis, 1995).

Power distance refers to the levels of hierarchy in the society, the existence 
of an unequal distribution of power in institutions, and the acceptance of 
power differences in the society at large, in institutions as well as in groups, 
as legitimate, and also by those having little power. Uncertainty avoidance 
concerns the comfort level felt with uncertainty and ambiguity. Individuals 
who are high on uncertainty avoidance value beliefs and behavioral norms 
that provide certainty and conformity. Masculinity/femininity refers to the 
extent to which a society minimizes gender role differences. Masculine 
societies are ones in which there is a clear differentiation between men’s 
roles as being achievement oriented, assertive, and geared toward mate-
rial success, and women’s roles, which focus on caring for others, interper-
sonal harmony, and modesty. Feminine societies are ones in which such 
role differences between men and women are minimized. Finally, future 
orientation refers to the extent to which members of the society are engaged 
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in future-oriented behaviors such as planning, and delaying immediate 
gratification in favor of accomplishing future-oriented goals.

Building upon Hofstede’s typology, House and his colleagues in their 
GLOBE study of 62 countries (House, Hanges, Javidan, Dorfman, & 
Gupta, 2004) have further expanded the value typology to include also 
performance-oriented values and humane orientation, and they further 
distinguished between societal and group collectivism, and between gen-
der egalitarianism and assertiveness. In the domain of social psychology, 
Schwartz (1992, 1994; Licht, Goldschmidt, & Schwartz, 2005) identified 
10 core cultural values that represent three bipolar factors/dimensions: 
embeddedness/autonomy, hierarchy/egalitarianism and mastery/har-
mony. Embeddedness represents a cultural emphasis on maintenance of the 
status quo, propriety, and restraint of actions or inclinations that might 
disrupt group solidarity or the traditional order. Autonomy pertains to 
cultures in which individuals are viewed as autonomous, bounded enti-
ties who find meaning in their own uniqueness. Hierarchy/egalitarianism 
concerns guaranteeing responsible behavior that will preserve the social 
fabric. Whereas hierarchy refers to a cultural emphasis on obeying role 
obligations within a legitimately unequal distribution of power, roles, 
and resources, egalitarianism refers to an emphasis on transcendence of 
selfish interests in favor of voluntary commitment to promoting the wel-
fare of others. Mastery/harmony concerns the relation of humankind to the 
natural and social world. Mastery refers to a cultural emphasis on getting 
ahead through active self-assertion. Harmony refers to an emphasis on 
fitting harmoniously into the social and natural environment. The three 
cultural values that seem to cross all typologies are (1) collectivism-indi-
vidualism, (2) power distance, and (3) uncertainty avoidance (which also 
reflects openness to change, and dynamic active self-assertion).

Cultural values are represented in the self throughout the process of 
socialization and thus serve as criteria for evaluating the meaning of 
various motivational approaches with respect to the opportunities they 
provide to satisfy a person’s self-worth and well-being (Erez, 1997; Erez 
& Earley, 1993). People across cultures differ in their dominant facet of 
the self, varying between the independent self shaped by individualistic 
values and the interdependent self shaped by collectivistic values. The 
independent self is self-contained and autonomous. It regulates behavior 
mostly by reference to one’s own internal repertoire of thoughts, feelings, 
and actions, rather than by reference to the thoughts, feelings, and actions 
of others. In contrast, the interdependent self is partially defined in terms 
of its being part of reference groups, such as a family member, a friend, 
or a member of a work organization. Therefore, it directs behavior to fit in 
with others’ expectations and be accepted by others (Kitayama, Markus, 
Matsumoto, & Norasakkunkit, 1997; Markus & Kitayama, 1991).
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The motivational approaches and rewards that satisfy the self-derived 
motives of the interdependent self differ from the ones satisfying the 
independent self (Erez & Earley, 1993; Hambrick, Davison, Snell, & Snow, 
1998; Hofstede, 1980; Thomas, 1999).

Culture, Self-Motives, and Motivational Dispositions

Individuals are motivated to maintain a positive self-view and to experience 
a sense of self-worth and well-being (Bandura, 2001). Self-worth and well-
being are fulfilled by satisfying the self-derived motives of self-enhance-
ment, self-efficacy, and self-consistency (Erez, 1997; Erez & Earley, 1993).

Self-enhancement refers to a person’s desire to maintain a positive self-
view. Therefore, people seek out positive information about themselves, 
and they selectively sample, interpret, and remember events that support a 
positive self-concept. In support of their self-concept people adopt criteria 
for success that suit their abilities, and protect themselves against failure 
by using self-service attributes (Kunda, 1999; Kurman & Sriram, 1997).

Self-efficacy is defined as “a judgment of one’s capability to accomplish a 
certain level of performance” (Bandura, 1986, p. 391). Efficacy perceptions 
promote the choice of situations and tasks with a high likelihood of suc-
cess, and eliminate the choice of tasks that exceed one’s capabilities.

Self-consistency conveys the need for a coherent view in order to oper-
ate effectively in the environment (Epstein, 1973). The sense of continuity 
and consistency helps individuals to link their current life events to past 
experiences and to maintain a coherent view of themselves. Self-consis-
tency motivates people toward an active construction of selective percep-
tions and memories in line with previous events, and toward behavior in 
accordance with the values and norms implied by the identities to which 
they become committed. In the work context, managerial practices that 
are consistent with the cultural values and norms, and are familiar to 
employees, are more likely to be accepted than others.

These three self-derived motives seem to be universal; they shape per-
sonal goals that, when accomplished, satisfy the self-derived motives. 
Maintaining consistency between self-awareness and personal goals, 
defined as self-concordance, is central to the subjective well-being of people 
around the globe, whether they are Americans, Chinese, or South Koreans 
(Sheldon et al., 2004). Yet, the definition of a positive self-view is shaped 
by cultural values, and hence differs when serving the independent ver-
sus the interdependent self. The cultural dimension that widely explains 
differences in personal motivation is collectivism versus individualism 
(Triandis, 1995). The “I” consciousness and the independent self dominate 
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individualistic cultures, directing employees to be concerned for them-
selves over others, and emphasizing personal autonomy, accomplishment, 
and self-fulfillment (Brewer & Chen, 2007; Hofstede, 1980, 2001; Kitayama 
et al., 1997; Markus & Kitayama, 1991). In contrast, the “we” conscious-
ness dominates collectivistic cultures, emphasizing concern for the group, 
duties and obligations, stable and predetermined friendships, and collec-
tive identity (see also Hui & Triandis, 1986; Sinha & Verma, 1987, in Brewer 
& Chen, 2007). The next sections examine the causal factors that lead to 
the fulfillment of the three self-derived motives in different cultures.

Self-enhancement

There have been mixed results regarding the universality of self-enhance-
ment and its influence on life and job satisfaction (Heine, Lehman, 
Markus, & Kitayama, 1999). Some researchers argue that a positive self-
concept is a universal motive and is fundamental to the formation of job 
and life satisfaction across cultures (Piccolo, Judge, Takahashi, Watanabe, 
& Locke, 2005). Yet, others suggest that there is less evidence of the need 
for self-enhancement outside Western cultures (Kitayama et al., 1997). 
Although a positive self-concept is central to members of individualis-
tic cultures, it is less dominant in East Asia and Japanese cultures where 
individuals score lower on self-esteem than North Americans (Heine et 
al., 1999; Lehman, Chiu, & Schaller, 2004).

Furthermore, Westerners and Easterners use different tactics to achieve 
self-enhancement. Americans are self-enhanced on individualistic attri-
butes such as gaining independence and autonomy, and putting oneself 
before the group, whereas Japanese and the interdependent self type are 
self-enhanced on collectivistic attributes, pertaining to their being part of 
the community (Sedikides, Gaertner, & Toguchi, 2003). Modesty, which is 
highly valued in Far Eastern cultures, constrains people in these cultures 
from freely expressing their feelings of self-enhancement (Kurman, 2001, 
2003; Kurman & Sriram, 1997, 2002). Japanese, for example, when asked 
explicitly to provide self-evaluations, rated themselves less favorably than 
they rated their friends, unlike Americans. Yet when asked implicitly, 
Japanese revealed positive self-regard, similar to Americans (Kitayama 
& Uchida, 2003). This means that self-enhancement is also central for 
Japanese people, but their cultural norms prevent them from expressing 
self-enhancement in public. In addition, once placed in a context of social 
detachment, even Japanese show a typically American pattern of positive 
self-evaluations at both explicit and implicit levels.

The need for a positive self-view influences individuals’ responses to 
positive and negative feedback. Individuals in Western cultures use self-
protective mechanisms to protect their positive self-view, such as the self-
serving bias error, or the tendency to attribute positive outcomes to their 
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own efforts and abilities and negative outcomes to circumstances and the 
actions of others (Fiske & Taylor, 1984). The self-serving bias dominates 
among members of individualistic cultures, whereas members of collec-
tivistic cultures such as Chinese are characterized by a dominant interde-
pendent self, and are less likely to demonstrate self-protection in response 
to negative feedback. Yet, given within-culture variance, Chinese—with a 
dominant independent self-construal—exhibit self-protection in response 
to negative feedback similar to Americans. Thus, both the culture-level 
values and individual-level self-construal should be taken into consider-
ation when examining cultural differences related to self-esteem and self-
enhancement (Brockner & Chen, 1996).

Members of Far Eastern cultures are less likely to show self-enhancing 
biases (Heine & Lehman, 1997). For this reason, Japanese, for example, are 
more likely to detect negative information than Americans. As a consequence, 
when Japanese fail on a task they persist more than those who succeed. Such 
findings suggest that the Japanese work harder when focusing on their short-
comings as they strive for self-improvement, whereas North Americans work 
harder when focusing on their strengths (Heine et al., 2001).

Self- and Collective efficacy

Self-efficacy is central to the sense of self-worth and well-being and is con-
sidered to be a universal construct that applies to people in all cultures. A 
comparative study in three different cultures (Germany, Costa Rica, and 
China) demonstrated a high level of construct validity of self-efficacy in 
all three cultures (Schwarzer, Babler, Kwiatek, Schroder, & Zhang, 1997).

Nonetheless, numerous studies revealed that self-efficacy takes differ-
ent forms in different cultures, and that different factors influence it. The 
value of individualism versus collectivism explains most of these differ-
ences. In collectivistic cultures, being part of the group shapes a person’s 
self-concept. Therefore, efficacy perceptions are associated more highly 
with the group than with the individual. Efficacy perceptions at the group 
level take the form of collective efficacy, which captures the shared beliefs 
among members of a team that their team can accomplish certain tasks 
(Bandura, 1997, 2001; Chen & Kanfer, 2006; Gibson & Earley, 2007; Katz & 
Erez, 2005). Collective efficacy dominates the efficacy perceptions of col-
lectivists and of individuals with a high interdependent self, whereas self-
efficacy is prevalent in individualistic cultures among people with a high 
independent self (Brewer & Chen, 2007; Eby & Dobbins, 1997).

Factors that influence efficacy perceptions vary across cultures. For 
example, the type of feedback, whether individual or group based, has a 
different effect on a person’s self-efficacy in individualistic versus collec-
tivistic cultures. For individualists, self-efficacy beliefs are mainly influ-
enced by personal feedback, and not by group-based feedback. However, 
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efficacy perceptions of collectivists are based on both personal and group 
feedback. This suggests that the perceived efficacy of collectivists is more 
complex and less differentiated into self- and collective efficacy (Earley, 
Gibson, & Chen, 1999).

Power distance is another cultural value that influences the emergence of 
collective efficacy. For example, in high-power-distance cultures, whether 
in combination with individualism, as in France, or with collectivism, as 
in Thailand, the efficacy expectations of a single high-status group mem-
ber shaped the collective efficacy perceptions of all other group members. 
Such an effect was not found in low-power-distance cultures, like Eng-
land and the United States (Earley, 1999). This finding suggests that in 
high-power-distance cultures, low-status members follow the high expec-
tations and goals set by high-status members, which further influences 
their efficacy perception and performance.

Efficacy perceptions influence not only team performance but also 
the team members’ psychological health symptoms. A study conducted 
among bank tellers in the United States and in Hong Kong revealed that 
strong self-efficacy beliefs attenuated psychological health symptoms of 
American bank tellers, whereas collective efficacy beliefs mitigated these 
symptoms for bank tellers in Hong Kong, and in particular for employees 
who had a little control over their jobs (Schaubroeck, Xie, & Lam, 2000).

Achievement Motivation

Related to the efficacy perception is the notion of achievement motivation. 
Achievement motivation is considered to be universal since early inves-
tigations by McClelland (1961), who identified its existence in children’s 
stories across cultures. Individuals with high need for achievement strive 
for success, work hard, are willing to face uncertainty, and often provide 
novel and creative solutions to problems (Sagie, Elizur, & Yamauchi, 1996). 
Yet, achievement motivation seems to have a stronger motivational force 
in individualistic as opposed to collectivistic cultures (Sagie et al., 1996), 
and its manifestation varies across cultures.

In individualistic cultures, high achievers are motivated to reach better 
individual performance levels than others. They are less interested in the 
task itself, and their internal motivation increases if they accomplish more 
than others. This competitiveness orientation is in line with individual-
ism, contrary to collectivism. In collectivistic cultures, accomplishing too 
much personally may antagonize one’s other co-workers and make them 
look bad (or “lose face”); thus, the achievement motive may be in conflict 
with collectivistic orientation.

Collectivists believe that consequences occur as a result of a collective 
effort and not of an individual effort, and that achievement motivation 
is related to the success of the collective rather than to the success of the 
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individual. Individualistic cultures believe the opposite (Niles, 1998). Fur-
thermore, while individualists attribute success to abilities, collectivists 
attribute it to effort exertion (Chang, Arkin, Leong, Chan, & Leung, 2004).

Self-Consistency

Compared to the influence of culture on self-enhancement efficacy per-
ceptions, and achievement motivation, very little research has examined 
the effect of culture on self-consistency. Given the cultural values of har-
mony versus mastery, which also reflect stability versus change, and the 
cultural value of uncertainty avoidance, it is reasonable to assume that 
self-consistency will be more central for members of cultures dominated 
by high uncertainty avoidance, and harmony, such as many of the Far 
Eastern cultures. It can also be assumed then that it would be less central 
in cultures whose members value mastery and are comfortable with low 
levels of uncertainty, as these people are more likely to assume changes in 
their behaviors and lifestyle.

Self-consistency may be somewhat related to the value of face, which 
dominates the Far Eastern cultures. Face is the respectability that a per-
son can claim for himself or herself from others by virtue of the rela-
tive position he or she occupies in the social network and the degree 
to which this person is judged to have functioned adequately in this 
position (Earley, 1997; Hwang, Francesco, & Kessler, 2003). Face conveys 
two meanings: Lian, the concern with moral character, and Mianzi, the 
concern with status. Face extended to a person by others is a function of 
the respect of the group for one’s good moral character, and the prestige 
obtained through success in life. Face saving is a strong motivational 
force in collectivistic societies because losing face is a threat to a person’s 
group belongingness, which is central to one’s own identity. It is also a 
threat to the group to which one belongs because in highly interdepen-
dent groups, the group face is contingent upon its members. Therefore, 
one may argue that face, which conveys the continuous status of a per-
son in the group, and group harmony reflect to some extent the need for 
self-consistency.

The next section reviews the relationship between cultures and other 
motivational dispositions.

Culture, Goals, Goal Orientation, and Self-Regulatory Focus

People in individualistic cultures seek challenging goals that enhance 
their individual sense of accomplishment. They prefer to have specific and 
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difficult individual goals over moderate goals (Locke & Latham, 2002). By 
accomplishing such goals people distinguish themselves from others in 
their group and gain personal recognition. Yet, in collectivistic and high-
power-distance cultures, such as Singapore, people are more strongly 
motivated to set moderate rather than difficult goals (Kurman, 2001). In 
such cultures, being part of a group rather than distinguishing oneself is 
more central to one’s self-identity and well-being. Therefore, accomplish-
ing a moderate goal, which is similar to the goals of others, helps maintain 
a person’s group membership. Furthermore, choosing a moderate rather 
than a difficult goal reduces the risk of failure, which threatens the posi-
tion of a person in the group and, consequently, a person’s sense of group 
belongingness and group identity. In Far Eastern cultures, a person’s face 
is defined in terms of the respectability that he or she receives from others 
by virtue of the relative position this person holds in the social network. 
Furthermore, in high interdependent cultures, failure of one team mem-
ber may also risk the well-being of the entire group and group harmony 
because other group members become associated with the failure. Hence, 
failures cause a person to “lose face” and threaten the respectful position 
that one holds in the group (Earley, 1997).

Cultural values also shape a person’s self-regulatory processes. Indi-
viduals with strong independent selves regulate their behavior using 
a promotion focus that reflects their personal aspirations and desired 
accomplishments. On the other hand, individuals dominated by an inter-
dependent self regulate their behaviors using a prevention focus that 
emphasizes individual behaviors that serve to satisfy obligations, duties, 
responsibilities, and concern for safety (Forster, Higgins, & Taylor Bianco, 
2003). Therefore, people with a strong independent self, whose behaviors 
are not constrained by obligations to others, are more influenced by pro-
motion-focused persuasions. In contrast, individuals with a strong inter-
dependent self are more persuaded by prevention-focused information 
(Aaker & Lee, 2001; Lee, Aaker, & Gardner, 2000). The regulatory focus of 
promotion versus prevention, as shaped by culture, influences the atten-
tion allocated by individuals to various types of information, with more 
attention allocated to information aligned with the regulatory focus. For 
example, Asian Canadians were more strongly influenced by role models 
who followed a prevention focus of avoiding failures, whereas role models 
highlighting a strategy for promoting success more strongly influenced 
Western Canadians (Lockwood, Marshal, & Sadler, 2005). Hence, culture 
appears to influence the propensity of adopting different regulatory foci 
in task performance, with individuals in collectivistic cultures more likely 
to adopt a prevention focus and individuals in individualistic cultures 
more likely to adopt a promotion focus.

Another difference between collectivistic and high-power-distance cul-
tures versus individualistic and low-power-distance cultures is in their 
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motivational goal orientation, conveying personal dispositions toward 
the pursuit of goals. In Western cultures there is a clear distinction 
between performance goals that prompt behaviors toward gaining favor-
able judgments and avoiding unfavorable judgments about one’s abilities, 
and learning goals that stimulate behaviors toward developing one’s com-
petence by acquiring new skills, mastering new situations, and learning 
from experience (VandeWalle, Cron, & Slocum, 1997). Yet, in the Chinese 
culture, learning is a more complex concept, consisting of four essential 
dimensions: cognition, morality, behavior, and affect. Consistent with the 
Confucian tradition, morality means perfecting oneself in all dimensions 
and reaching high levels of achievement. This may explain why perfor-
mance and learning orientations were highly interrelated for Hong Kong 
students but not for American students (Lee, Tinsley, & Bobko, 2003; Li, 
2002).

intrinsic Motivation, Self-Determination, 
Variety Seeking, and uniqueness

Western theories of motivation consider a set of motives that are all 
related to independent self-expression, including self-determination, per-
sonal choice, intrinsic motivation, and uniqueness, to be a strong stimula-
tor that influences individuals’ behaviors and well-being (Ryan & Deci, 
2000; Gelfand, Erez, & Aycan, 2007). In contrast, extrinsic motivation was 
not considered to be related to a person’s subjective well-being. In fact, in 
early research by Herzberg and his colleagues (1959), extrinsic rewards 
were considered to be hygiene factors, which, when present, did not serve 
as motivators that increased work satisfaction; however, in their absence 
the level of satisfaction decreased. While intrinsic motivation was associ-
ated with the subjective well-being of Anglo Americans, it was not related 
to the subjective well-being of Asian Americans. In a study examining 
the relationship between self-choices and intrinsic motivation, Anglo 
Americans were more intrinsically motivated when they were allowed to 
choose the task to be performed, the type of anagram to decompose, or 
the computerized game task to carry out (Iyengar & Lepper, 1999). On the 
other hand, Asian Americans were more intrinsically motivated when the 
choices were made for them by a trusted authority figure or by peers than 
when they had to make the choice by themselves. Along this line, cross-
cultural research revealed that extrinsic rewards did serve as motivators 
in non-Western cultures. Romanians, for example, perceived financial 
success as an indicator of self-direction, and it was related to their psycho-
logical well-being (Frost & Frost, 2000).

Similar to intrinsic motivation, variety seeking is highly valued in West-
ern cultures, as it reflects an act of self-expression. Yet, in collectivistic 
cultures where conformity to tradition is highly valued, variety seeking 
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is not intrinsically motivating (Kim & Drolet, 2003). In Western cultures 
individualists more highly respect values that express their independence, 
and the fulfillment of such values have been shown to be associated with 
their subjective well-being. Collectivists more highly respected confor-
mity and reliance on groups and authority figures, and opportunities to 
fulfill such values were associated with their subjective well-being (Shu-
per, Sorrentino, Otsubo, Hodson, & Walker, 2004). Indeed, preference for 
unique geometrical figures and unique products characterizes Americans 
who are highly independent. For Koreans, on the other hand, conforming 
to others’ preferences was more highly valued (Kim & Markus, 1999).

Personal initiative, which is another motivator in the service of the inde-
pendent self, was also affected by cultural values and institutions. Even 
within seemingly the same country—East and West Germany—there were 
significant differences in the level of personal initiative taken by individu-
als in the two parts of Germany. In Eastern Germany, individuals who grew 
up under the communist regime, which enforced people to obey strict rules 
and deprived them of personal freedom, expressed a lower level of personal 
initiative than individuals in Western Germany, which adopted the West-
ern cultural values after the Second World War, with a stronger emphasis 
on self-determination (Frese, Kring, Soose, & Zempel, 1996; House et al., 
2004). Yet, the same study (Frese et al., 1996) also demonstrated that changes 
in the job characteristics toward higher levels of autonomy and complexity 
significantly enhanced the level of initiative employees needed to take to 
cope with their task, and the change in the task requirements mitigated the 
cultural differences at the societal level. This finding suggests that institu-
tional and managerial practices can shape the preferred values and, conse-
quently, the motivational meaning of the task characteristics.

Summary

To sum, the above section suggests that the “hardware” of a person’s self, 
as reflected in the person’s self-awareness, in the universal motives of self-
worth and well-being, and in the self-derived motives of enhancement, 
efficacy, and consistency, is universal. Yet, the factors that dominate these 
motives and the factors that satisfy them differ across cultures. Culture 
shapes self-derived motives and the causal factors that lead to their satis-
faction. Culture shapes the strategies that people use to protect their posi-
tive self-evaluation, and their personal dispositions toward goal choice 
and self-expression, whether they are motivated by a promotion or a pre-
vention focus, by a performance or learning goal orientation, or by self-
expression versus conformity with authority figures and peers.

However, within each culture there are also individual differences in 
the adoption of cultural values, such that individuals with a dominant 
interdependent self can be found in individualistic cultures, and ones 
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with a dominant independent self exist in collectivistic cultures. For these 
individuals, the factors that motivate them the most are incongruent with 
the dominant motivators in their home cultures. Hence, factors at both the 
individual and societal levels should be taken into consideration when 
evaluating the motivation profile of members of different cultures.

Work motivation theories also highlight the importance of situational 
factors in motivating people, and the motivation potential of rewards, 
tasks, teams, and other situational factors. While most of these factors 
have been examined in Western cultures, research in other cultures sug-
gests that the motivational force of these factors varies across cultures. 
The next section examines the effect of situational factors on employees’ 
motivation across cultures.

Culture, Situational Factors, and Work Motivation

Motivation is a function of the interaction between a person’s motivational 
dispositions and the situational factors that serve as motivators or inhibi-
tors (Lewin, 1951; Mischel, 1977, 1986). The human agent perceives and 
interprets a situation in line with his or her self-consciousness and regu-
lates his or her behavior toward experiencing a sense of self-worth and 
well-being (Bandura, 2001). Cultural values are represented in the self, 
and therefore, they serve as criteria for evaluating the meaning of various 
motivational factors in their workplace. Positive evaluations occur when 
the situational factors are perceived as opportunities for satisfying a per-
son’s sense of self-worth and well-being, while negative evaluations mean 
that the situational factors are interpreted as causing dissatisfaction and 
demeaning a person’s sense of self-worth and well-being (Erez & Earley, 
1993). Since people in different cultures use different cultural values to 
interpret the same situational factors, we should expect that what is per-
ceived as a motivator in some cultures may be perceived as a de-motiva-
tor in other cultures. This section reviews the influence of culture on the 
meaning of different factors as motivating or de-motivating to employees 
in different cultures.

externally Set goals and Feedback

The goal-setting theory of motivation, originated in the West, is consid-
ered to have the strongest predictive validity, proposing that specific 
and difficult goals lead to high performance levels, provided that there 
is high goal acceptance and feedback on performance (Locke & Latham, 
2002). Yet, the source of goals, whether self-set or externally set, seems to 
influence the motivational force of the goal. Self-set goals were found to 
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be more important in individualistic cultures, such as the United States. 
Goals externally set by parents, as well as socially oriented goals, are 
more important in collectivistic cultures such as India, Morocco, and Tur-
key (Radhakrishnan & Chan, 1997). Furthermore, in India, discrepan-
cies between one’s personal goals and the parental goals set by parents 
negatively affect the individual’s subjective well-being. Yet, Americans’ 
well-being was seen to be negatively affected by discrepancies between 
personal goals and parental approval of these goals (Radhakrishnan & 
Chan, 1997).

The cultural value of power distance has also influenced the relationship 
between motivational practices and performance. Students in Australia, 
consisting of Australians and international students from Malaysia, Indo-
nesia, and Singapore, participated in a study in which they either set their 
performance goals or had these goals assigned to them. Results, which 
supported previous research (Erez & Earley, 1987), demonstrated that cul-
ture moderated the effect of goal type (participative vs. assigned) on goal 
commitment and performance, with a positive effect of participation in 
goal setting for students with low-power-distance values. The goal type 
had no effect on students with high-power-distance values. Furthermore, 
self-efficacy mediated the goal type–performance relationship and the 
goal type–commitment relationship only for low-power-distance indi-
viduals (Sue-Chan & Ong, 2002).

The positive effect of goal specificity on performance has also been found 
to be moderated by cultural values. Individuals working in high-context 
cultures are field dependent in the sense that they pay attention to sit-
uational cues in order to interpret the content of the information com-
municated to them. Individuals in low-context cultures focus on the 
communicated information independent of the contextual cues. In such 
low-context cultures the specificity of the communicated message seems 
to be more crucial for task performance than in high-context cultures. 
Collectivistic cultures are known to be high-context cultures, whereas 
individualistic cultures are low-context cultures. In support of the above, 
a study conducted on sales persons in China and in the United States 
revealed that high goal specificity enhanced performance in the United 
States but mitigated performance of sales persons in China (Fang, Palma-
tier, & Evans, 2004).

Feedback provided by managers and organizations has been one of the 
most frequently cited areas of frustration when managers and subordi-
nates are from different cultures. The frustration is due to the fact that 
cultures differ in the extent to which they provide explicit or direct feed-
back, and in whether the feedback target is the individual or the group. 
Whereas explicit or indirect feedback is commonly used in Western cul-
tures, implicit feedback is often used in Far Eastern cultures. The reason 
is that feedback, particularly negative, may cause individuals to lose face. 
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Since face saving is an important value in Japan and China, managers in 
the Far East provide implicit feedback, which is often nonverbal, to avoid 
causing their employees to lose face and their teams’ harmony to dissolve. 
In contrast, feedback is a strong motivator of Western people. It reduces 
ambiguity and helps them direct their behaviors toward goal accomplish-
ment. Goal-setting theory identified feedback as a necessary condition for 
goals to affect performance (Erez, 1977) and as an important motivational 
component of job enrichment (Hackman & Oldham, 1980). Indeed, the 
lack of explicit feedback was a major complaint made by American interns 
who worked in Japan under a Japanese manager (Masumoto, 2004).

Four cultural dimensions seem to influence feedback giving and feed-
back seeking. These are a specific versus holistic orientation (with the 
former leading to more feedback seeking); tolerance for ambiguity (again 
leading toward more feedback seeking); individualism-collectivism, 
directing the feedback focus onto the individual or onto the group; and 
power distance and status identity, with top-down feedback in high-status 
identity cultures versus multiple sources of feedback in low-status iden-
tity cultures (De Luque & Sommer, 2000).

Employees in individualistic and low-power-distance cultures, such as 
the United States, seek feedback more proactively than employees in col-
lectivistic and high-power-distance cultures. In contrast, in Hong Kong 
and mainland China—cultures with strong collectivistic values—employ-
ees showed the lowest level of feedback seeking (Chen, Brockner, & Katz, 
1998; Morrison, Chen, & Salgado, 2004).

When the feedback type corresponds to cultural values, feedback is 
often perceived to be of high quality, and the feedback provider is more 
positively perceived than when there is no match. For example, Chinese 
students perceived the feedback they received on their performance to be 
of high quality when feedback was depersonalized, as it matches collec-
tive orientation. In contrast, Dutch students perceived performance feed-
back to be of high quality when feedback was personalized (Van de Vliert, 
Shi, Sanders, Wang, & Huang, 2004).

rewards

Rewards are also widely recognized as providing a strong inducement to 
work motivation. Yet, what is considered a desirable reward in one culture 
may not be highly valued in another culture. People in different cultures 
internalize different cultural values that serve as criteria for evaluating 
the meaning of different motivators as opportunities for experiencing 
self-worth and well-being or as a threat to the individual self. Therefore, 
the motivational force of a given reward system is determined by its con-
gruence with the cultural values.
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Reward allocation is guided by three allocation rules: the equity rule 
(reward for one’s contribution), the equality rule (equal allocation of 
rewards), and the need rule (according to one’s needs) (Erez, 1997). A 
meta-analysis examining 25 studies in 14 different cultures demonstrated 
that the cultural value of power distance and Schwartz’s hierarchy dimen-
sion accounted best for the cross-cultural differences in reward allocation, 
with more differential rewards being allocated in high- rather than low-
power-distance cultures (Fischer & Smith, 2003). The studies included in 
the meta-analysis differed from previous studies in which collectivism 
served to explain difference in the reward allocation rule: In Fischer and 
Smith’s study, the person who allocated the rewards was not a member of 
the group of the recipients, and allocating money to the recipients did not 
have any direct effect on the allocator (Fischer & Smith, 2003).

Pay for performance is a prevalent motivational practice in the United 
States. This reward system facilitates the display of individual differences, 
and therefore is congruent with individualistic values. It is also congruent 
with a low-power-distance culture because it is not based on the power 
position of the individual, but rather on one’s accomplishments. Yet, this 
system is inconsistent with the cultural values of collectivism and high 
power distance. In collectivistic cultures where people work in groups, 
individually based differential rewards violate the group harmony, as 
they differentiate among group members. Further, payment by results 
may also violate the hierarchical values if, for example, a junior employee 
receives more than a senior employee, depending on the relative perfor-
mance level of the two employees. Therefore, payment by results is not a 
dominant reward tool in collectivistic and high-power-distance cultures 
such as Japan, where most firms endorse seniority-based pay (Brown 
& Reich, 1997). In line with the performance-based criterion, American 
managers may also endorse the equity rule of allocation more than man-
agers in Singapore and other Far East countries. In Far Eastern countries, 
reward allocation based on seniority and needs more often serves as cri-
teria for reward allocation (Singh, 1996). In the Far East, more so than in 
the West, firm size, associated with the firm’s status position, influences 
the wage differential between firms, with higher wage differential exist-
ing between Japanese employees in small versus large companies than 
between employees in similar sized firms in the United States (Brown & 
Reich, 1997).

Performance is the major criterion for rewards in Western cultures. In 
collectivistic cultures, where group harmony and interpersonal relation-
ships are highly valued, managers often reward relationships rather than 
performance. Zhou and Martocchio (2001) presented to managers pairs 
of scenarios that included information on employees’ performance level, 
their personal needs, and the quality of their interpersonal relationships. 
Based on the employees’ descriptions, participants were asked to make 
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compensation award decisions for bonus amounts and nonmonetary rec-
ognition. Zhou and Martoccio (2001) found that Chinese managers put 
less emphasis on work performance as a criterion for rewards than Ameri-
can managers. Rather, they, more than Americans, considered employees’ 
needs as a criterion for bonus allocation. Chinese managers considered 
the quality of interpersonal relationships more highly than Americans, 
and more than American managers, they offered nonmonetary rewards 
to employees who excelled in their interpersonal relationships with co-
workers and managers.

Cultures differ in the effectiveness of individual- versus team-based 
rewards. In Japan, team-based rewards lead to superior performance 
compared with individual-based rewards. However, team-based rewards 
do not fit the individual-oriented American culture, and forcing these 
practices onto American workers has often proved to be ineffective (Allen, 
Helms, Tekda, & White, 2004). In contrast, practices currently popular 
in the United States, such as employee stock ownership plans (ESOPs), 
performance-based rewards, and increased job autonomy, did not signifi-
cantly enhance performance in Japan (Allen et al., 2004).

There is no consensus in the research literature on the importance given 
to monetary rewards as opposed to social and intrinsic rewards in West-
ern versus non-Western cultures. A comparison between American and 
Chilean students revealed that good pay is the most preferred type of 
reward in Chile, whereas promotion was the most preferred reward for 
Americans. Yet, both types of rewards were included among the three 
most valued rewards in both countries, with “interesting work” rated the 
third most valued reward. Such differences may also reflect the socioeco-
nomic conditions that often differentiate between Western individualistic 
cultures and non-Western collectivistic cultures. In fact, Hofstede (1980) 
found a significant positive and linear correlation between individualism 
and GDP. In Chile, where people are still far away from satisfying their 
basic human needs of physical existence and security, priority is given to 
monetary rewards (Corney & Richards, 2005). Similarly, a study compar-
ing new recruits in information technology in China versus the United 
States revealed that the Chinese put more emphasis on getting bonuses for 
reaching the milestone project marks than Americans, who more highly 
appreciated rapid career advancement (King & Bu, 2005).

Differences in the preferences for monetary versus nonmonetary 
rewards also reflect the economic conditions in the respective countries. 
A poor economy increases the value of monetary rewards for those whose 
standard of living is low, compared with people who live in countries 
with high standards of living. The economic condition as measured by 
GDP was found to be positively related to individualism, with individu-
alistic cultures being more prosperous than collectivistic ones (Hofstede, 
1980, 2001). Therefore, the effect of individualism-collectivism and that 
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of economic conditions on the preference for monetary rewards cannot 
clearly be separated.

There are also some similarities between employees in developed ver-
sus developing countries with respect to whether work is mostly a means 
for obtaining monetary rewards or meaningful for its own sake. In one 
study, employees in less developed countries such as Turkey and Cyprus 
were asked whether they would continue to keep their job after inheriting 
a large amount of money, and similar to employees in Western countries, 
they responded positively to this question, conveying the message that 
work is a value in and of itself (Adigun, 1997).

CEO compensation across cultures has also been found to be related to 
the values of power distance, individualism, and uncertainty avoidance. 
In individualistic and high-power-distance cultures, CEO total pay, and 
the proportion of variable pay to total compensation, was higher than in 
collectivistic and low-power-distance cultures, while the ratio of CEO pay 
to the lowest-level employees was related to power distance only (Tosi & 
Greckhamer, 2004). These findings suggest that CEO pay is most indicative 
of the strength of the power structure in a society, followed by the soci-
ety’s hierarchical individualism. Finally, cultures with high uncertainty 
avoidance were found to have a lower proportion of variable compensa-
tion to total compensation than cultures of low uncertainty avoidance. 
That is, particular forms of CEO compensation may not mean the same 
thing in different cultures, as they carry different symbolic connotations 
depending on the dominant societal values.

Job and Organizational Characteristics

Jobs can be described along numerous dimensions, including psychologi-
cal demands, decision latitude, social support, physical demands, and job 
insecurity (Karasek et al., 1998; also see Parker & Ohly, this volume). A 
comparison of the Job Content Questionnaire (Karasek et al., 1998) in four 
countries (United States, Canada—Quebec, the Netherlands, and Japan) 
revealed that there was a substantial similarity across cultures in means, 
SDs, and correlations among scales and in correlations between scales 
and demographic variables. The similarity across countries was higher 
than that across occupations (Karasek et al., 1998). Sadler-Smith, El-Kot, 
and Leat (2003) examined the meaning of work autonomy in Egypt. They 
found that similar to the West, global autonomy was constructed of three 
separate facets: work methods, work schedule, and work criteria.

While the meaning of job characteristics seems to be similar across 
cultures, their motivational forces vary across cultures. The motivating 
potential of the core job characteristics of autonomy, task variety, identity, 
and significance, as shown in their effects on job satisfaction, was tested 
in a large multinational company (Huang & Van de Vliert 2003). About 
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107,000 employees in 49 countries responded to a questionnaire assessing 
the relationships among intrinsic job characteristics (such as opportunity 
to use one’s skills and abilities, and social recognition), extrinsic job char-
acteristics (pay, physical working conditions, and social support from col-
leagues), national characteristics (social security, social wealth, cultural 
individualism, and cultural power distance), and work satisfaction. The 
findings demonstrated that the cultural values of power distance and col-
lectivism-individualism moderated the effect of intrinsic and extrinsic job 
characteristics on work satisfaction. The core job characteristics reflecting 
the motivation potential of the job itself influenced work satisfaction in 
individualistic and low-power-distance cultures that were also the rich 
countries. Extrinsic job characteristics, such as good pay, satisfying physi-
cal working conditions, and social support from colleagues, were positively 
related to work satisfaction in all countries (Huang & Van de Vliert, 2003).

Work autonomy has also been associated with the level of work stress. 
While autonomy generally operates to enhance employee work satisfaction 
in individualistic and low-power-distance countries (such as the United 
Sates and the Netherlands; see Roe, Zinovieva, Dienes, & Ten Horn, 2000), 
Deci et al. (2001) found that autonomy functioned to reduced work stress 
in East European countries (such as Bulgaria and Hungary). The authors 
suggested that in these countries autonomy improved the quality of work 
life by reducing the negative impact of coercive external control exerted 
by higher levels in the hierarchy.

There are also variations in the level of work autonomy within Western 
countries, and in particular between Anglo and northern European coun-
tries. In Nordic European countries the employment system is skill based, 
allowing skilled workers to take professional responsibility and experi-
ence high levels of work autonomy. On the other hand, in North America 
and Australia the employment system is rule based. In these rule-based 
systems, work autonomy is constrained as employee control is maintained 
by supervising adherence to rules (Frank & Boychuk, 1999).

Empowerment is a related motivational construct, considered to be a 
strong motivator in Western cultures. Empowerment ascribes new respon-
sibilities and access to information that had previously been controlled 
by higher-level officers. Empowerment increases job meaningfulness and 
enhances self-determination, self-efficacy, and the impact that one may 
make in the organization (Spreitzer, 1995). Yet, in high-power-distance cul-
tures empowerment is not always perceived to be a strong motivator, and 
it does not have a positive effect on performance (Eylon & Au, 1999). For 
example, a study conducted by Lee-Ross (2005) in Mauritius and Australia 
revealed that employees in Mauritius performed significantly better when 
their boss instructed them on what to do than when he or she empow-
ered them, unlike employees in Australia, who positively responded to 
empowerment. In India, a high-power-distance culture, empowerment 
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was negatively associated with work satisfaction because getting instruc-
tions from top managerial levels is part of the culture, and managers who 
empower their employees to have autonomy and high responsibility are 
often perceived to be weak or unable to make their own decisions (Robert 
et al., 2000).

Excessive job demands affect stress and anxiety in all cultures. In China, 
similar to the West, anxiety was related to high job demands and low con-
trol, whereas job satisfaction was related to high job demands and high con-
trol (Xie, 1996). Similar findings showing a positive relationship between 
job overload and strains were found across a variety of cultures, includ-
ing the United States, the United Kingdom, Italy, and Hungary (Glazer & 
Beehr, 2005). Yet, culture does appear to affect the way employees respond 
to work stressors. For example, among nurses in the United States work 
stress was associated with turnover intentions, whereas nurses in Hun-
gary tended to stay even when experiencing work stress. Once again, the 
effects of culture are difficult to separate from economic conditions, and it 
may well be that the absence of a stress-turnover relation among Hungar-
ian nurses was due to the lack of alternative job options.

The number of working hours is another important characteristic that 
may contribute to work motivation. Reynolds (2004) found that American 
employees, unlike employees in Japan, Sweden, and Germany, preferred 
longer work hours. Ironically, employees in Sweden, compared to others, 
preferred to work fewer hours than employees in other countries, regard-
less of the relatively lower number of hours they worked in comparison 
to employees from other countries. In this country, the high social ben-
efits, and high tax for more work, may operate to reduce the motivation 
to work long hours, similar to other countries with strong unions, such 
as Germany. In the United States the preference for long hours was prob-
ably related to the value given to advancement and high income, which 
accompany long hours. It is interesting to note, however, that in Sweden 
interesting work assignments were positively associated with motivation 
to work longer hours (Reynolds, 2004).

Teams, interpersonal relations, and Work Motivation

Working in a team context is another situational factor that influences team 
members’ motivation (see Chen & Gogus, this volume). The value of collec-
tivism versus individualism seems to be most relevant for understanding 
such differences. In collectivistic countries, the team structure is part of 
the social structure of the society at large (Erez, 1992). Being part of a team 
is important for one’s social identity (Erez & Gati, 2004; Shokef & Erez, 
2006). In collectivistic cultures, the team is perceived as a holistic entity 
rather than as a collection of individuals (Morris, Menon, & Ames, 2001).
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Furthermore, people in different cultures perceive teams in different 
ways, as shown by the metaphors they use. For example, people in col-
lectivistic cultures such as Puerto Rico and the Philippines often use 
metaphors of family and community for teams, whereas Americans 
tend to use metaphors of sport teams (Gibson & Zellmer-Bruhn, 2001). 
Such differences reflect what people expect from teams. Individualists 
perceive teams in instrumental terms as a means to accomplish certain 
tasks. In contrast, collectivists perceive teams in relational terms and are 
more likely to expect to fulfill their social needs and their self-derived 
motives by being part of a team. They are more likely to develop a sense of 
belongingness to the team and identify themselves with it. A comparison 
between employees in collectivistic Taiwan and individualistic Australia 
demonstrated that employees in Taiwan prefer to be members of stable 
and long-term teams. Compared to employees in Australia, Taiwanese 
had more difficulties adapting to fluid teams, in which team leaders and 
members changed from one project to another (Harrison, McKinnon, Wu, 
& Chee, 2000).

The strong sense of group belongingness, the high level of interde-
pendence, and the importance of harmonious relationship in collectivist 
cultures may explain why individuals in such cultures are less likely to 
engage in social loafing, or demonstrate the sucker effect (Earley, 1989; 
Erez & Somech, 1996). Erez and Somech (1996) compared teamwork of 
collectivist Kibbutz members in Israel with teamwork in an urban, indi-
vidualistic setting. They found that collectivists experienced fewer group 
process losses regardless of whether they had a specific or “do your best” 
general group goal, whereas individualists performed quite poorly when 
only given a “do your best” group goal with no specific goals.

In collectivistic cultures, such as Mexico, team members emphasize 
the relational and socioemotional aspects of their team, and view these 
aspects to be important for team success. In contrast, individualistic cul-
tures, such as the United States, often emphasize the instrumental and 
task-oriented aspect of working in teams, and view this aspect as crucial 
for team success (Sanchez-Burkes, Nisbett, & Ybarra, 2000). Consistent 
with this idea, Gomez, Kirkman, and Shapiro (2000) found that Mexican 
employees valued the contributions of team members to harmonious team 
relationships, necessary for the team continuity, whereas U.S. employees 
mostly valued task contributions of the team members.

The motivation to work in a team for task versus relational outcomes 
may also influence team members’ evaluation of their team performance. 
The success or failure of the group has different meanings to the inde-
pendent or the interdependent self. Collectivists and individuals with a 
dominant interdependent self can be expected to experience self-enhance-
ment when their team does well, whereas individualists and those with 
independent self can be expected to experience self-enhancement from 
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their personal success. Furthermore, collectivists and individualists eval-
uate their teams differently in the presence of feedback. Chen, Brockner, 
and Katz (1998) tested the relative effect of individual- versus team-based 
positive and negative feedback. Their findings showed significant differ-
ences between collectivists and individualists in evaluating their team 
performance when team-based feedback was negative, but no differences 
when the feedback was positive. Specifically, when their team was evalu-
ated negatively, collectivists positively evaluated their team irrespective 
of whether their personal (individual) feedback was negative or positive, 
whereas individualists positively evaluated their team when their indi-
vidual feedback was negative, but negatively evaluated their team when 
their individual feedback was positive. Furthermore, collectivists more 
positively evaluated their team performance compared with out-group 
performance, and more so when the personal feedback was high and 
team feedback was low. That is, derogating their out-group helped collec-
tivists to enhance their in-group. These findings suggest that individuals 
in collectivist and individualist cultures evaluate their team performance 
in line with different criteria, as they ascribe different meanings to the 
task versus the relational functions of the teams.

A particular form of teams, namely, cross-functional teams, challenge 
the need for team goal congruity and for harmonious relationships. Xie, 
Song, and Stringfellow (2003) studied the factors influencing effective 
cross-functional teams in five countries: the United States, Great Britain, 
Japan, Hong Kong, and mainland China. In all five countries goal incon-
gruity was found to be the key obstacle to cross-functional integration of 
shared information. Yet, the factors that affect cross-functional integra-
tion varied across countries: Employees in Western countries considered 
internal attributes such as management support, and team performance-
based rewards to be the major facilitators of cross-functional integration. 
In Far Eastern countries employees made external attributions by consid-
ering physical proximity and job rotation to be the major facilitators of 
cross-functional integration.

In collectivistic cultures, working as part of a team has important 
implications not only to a person’s sense of self-enhancement but also to 
efficacy beliefs. People in collectivistic cultures are more likely to work 
interdependently than individuals in individualistic cultures, because 
interdependence increases sense of group belongingness. Research has 
demonstrated that in highly interdependent teams, collective efficacy 
becomes more crucial for team performance than self-efficacy (Gully et al., 
2002; Katz & Erez, 2005). Collective efficacy, which is the shared belief in 
the group’s ability to successfully accomplish its task (Bandura, 2001), was 
found to be significantly related to team performance for high rather than 
low interdependent teams (Gully et al., 2002). However, culture moder-
ates the relationship between collective efficacy and team performance. A 
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study conducted on teams of nurses in four hospitals in the United States 
and four hospitals in Indonesia revealed positive relationships between 
nurses’ level of group efficacy and their team performance, for nurses 
with collectivistic values. No such relationship was found for nurses with 
individualistic values (Gibson, 1999). Feedback on individual and group 
performances has different implications to a person’s self-efficacy. A study 
conducted by Earley, Gibson, and Chen (2003) in the United States, main-
land China, and the Czech Republic revealed that for individualists, only 
feedback on individual performance influenced their self-efficacy. On the 
other hand, for collectivists, both types of feedback on individual and 
team performance were important for their efficacy perceptions (Earley, 
Gibson, & Chen, 1999).

Group efficacy is also shaped by power distance (Earley, 1999). In high-
power-distance cultures, high-status team members influenced the over-
all team efficacy perceptions, whereas in low-power-distance cultures the 
team efficacy perceptions were equally shaped by all team members.

Summary

Our brief review of the recent literature suggests that culture impor-
tantly influences the motivational meaning that is attributed to various 
situational antecedents of work motivation. First, culture has a significant 
main effect on the motivating potential of intrinsic rewards, extrinsic 
rewards, and social rewards. Furthermore, it has a significant main effect 
on the motivating potential of the work context (the job), the team, and 
the organization context. Second, culture appears to moderate the effect 
of different rewards and situational factors on employees’ self-worth and 
well-being, and on employees’ behaviors, attitudes, and performance. The 
same reward motivates employees in one culture but not in others, and 
the same job characteristic has a strong motivation potential in one culture 
but not in others. Likewise, cultural values moderate motivational beliefs 
and processes in interdependent work teams. Recognizing how culture 
shapes the motivation potential of the reward system, the job, and the 
work context in different cultures will help managers to create the work 
environment that enhances employee motivation in different cultures.

However, in response to the process of globalization, new forms of orga-
nizations are emerging, such as multinational companies (MNCs), inter-
national mergers and acquisitions, and other forms of alliances, which 
enable organizations to better adapt to the global business environment. 
These new organizations form cross-cultural borders and hence need to 
maintain a high level of interdependence among various local operations, 
and their diverse workforces. Unlike local organizations, MNCs face the 
challenge of balancing their global values and the local national values of 
their various subsidiaries (Kostova & Roth, 2002).
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Motivation in the Context of the Cultural Interface

A recent review of the research literature of the last 10 years on culture 
and organizational behavior by Gelfand, Erez, and Aycan (2007) revealed 
that much of the research on cross-cultural organizational behavior has 
focused on intercultural comparisons, that is, comparing attitudes and 
behaviors across cultural groups. Yet, this type of research has failed to 
capture the effects of globalization on the workplace. International merg-
ers and acquisitions have brought about a plethora of organizational forms, 
including multinational companies and global alliances that promote 
intercultural encounters, where employees from different cultures work 
together under the same organization, in the same team and toward the 
same goals. Unlike local organizations, these new organizational forms 
face the challenge of implementing company-wide reward systems on the 
one hand, and recognizing the unique values and preferences of their cul-
turally diverse workforce on the other hand (Berson, Erez, & Adler, 2004; 
Kostova & Roth, 2002).

Given the significant change in the work context, new theories and 
empirical studies are needed to examine how cultural differences affect 
intercultural encounters, how companies and individuals adapt to this 
emerging work context, and how organizations reconcile global corporate 
values necessary for success in the global work context with local cultural 
values that facilitate an individual’s membership in his or her local com-
munity (Erez & Gati, 2004; Shokef & Erez, 2006).

Berson, Erez, and Adler (2004) studied similarities and differences in 
the perceived managerial roles of managers in one MNC operating in 
multiple countries. Their findings demonstrated that managers across 
cultures agreed on their global managerial roles of strategic planning, 
innovation, and change. Yet, they differed in their perceptions of their 
local manager’s role in terms of employee consideration and task initia-
tion. The distinction between global and local managerial roles suggests 
that managers motivate their local employees by taking into consideration 
the local cultural values.

Cultural values also influence employee motivation to adopt changes 
and to adapt to new situations. The values of high power distance, high 
collectivism, and high uncertainty avoidance are considered to be change 
inhibitors (Harzing & Hofstede, 1996). Similarly, traditionalism versus 
secular-rational values may also hinder changes (Inglehart & Baker, 2000). 
Yet, two case studies, describing the process of transforming two tradi-
tional factories into modern ones in traditional cultures, suggest that such 
changes are possible (d’Iribarne, 2002). One study examined the founding 
of a modern electronics company in Morocco, and the other study focused 
on modernizing a food company in Mexico. The motivational approach 
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implemented in these two case studies suggested that building upon the 
local culture helped make the changes possible. In Morocco, a country 
with strong communal moral beliefs, linking a new total quality man-
agement (TQM) program to Islamic norms enabled the adoption of the 
new management approach. Furthermore, using high-authority figures 
as role models further bolstered the adoption of TQM. In Mexico, fam-
ily-based collectivism is highly valued. This value supports cooperation 
and mutual responsibility among employees. Building upon these local 
values, management that aimed at modernizing the food company intro-
duced new managerial values and practices that were aligned with the 
local culture. A distinction between the former organizational hierarchy 
of “strangers” and a newly emerging community of similar people was 
made through informal speech, usage of first names, an “open door” pol-
icy making it legitimate for each employee to raise concerns, regardless 
of his or her position in the organizational hierarchy. The fit between the 
new management values and practices and the local values strengthened 
the transformation of the food company into a modern one.

Nonetheless, the fit to the global work context is not only a top-down 
process in the sense that a global corporation should find the balance 
between global integration and local responsiveness (Kostova & Roth, 
2002; Rosenzweig & Singh, 1991). It is also a bottom-up process of adapta-
tion, where a local workforce should adapt to the global work environ-
ment. The global context creates a new layer of culture to which employees 
who join this work context need to adjust (Erez & Gati, 2004; Leung et al., 
2005). An interesting case is that of the adaptation of Chinese employees 
to market reform, moving from social and political institutions to ones 
pursuing economic profit. A study conducted by Chen, Meindl, and Hunt 
(1997) revealed that Chinese who are mostly vertical collectivists favored 
differential rewards, as they fit in with the hierarchical differentiation in 
their society. The less dominant type of horizontal collectivists, who val-
ued group harmony, were opposed to it.

In summary, globalization raises the question of how multinational 
companies develop a compensation strategy and a reward system that 
fit well with all subsidiaries, and overcome cross-cultural differences in 
the motivational force of various extrinsic, social, and intrinsic rewards. 
Erez and Gati (2004) proposed that the adaptation to the global work cul-
ture should occur in both directions: top-down and bottom-up processes. 
Multinational corporations operating in the global work context should 
adapt their corporate values and rewards systems to fit those of a global 
organization, balancing between the global integration of all subsidiaries 
and multicultural operations, and local responsiveness, allowing for some 
variations among subsidiaries, and mainly with respect to the relational 
aspect of management. Similarly, local employees should adapt to their 
global work culture by adopting the global corporate values in parallel to 
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their local cultural values, allowing for a global identity to emerge, reflect-
ing their belongingness to the global corporation. This new identity coin-
cides with the local cultural identity, reflecting their membership in their 
local cultural community.

Culture and Work Satisfaction

Work satisfaction represents a key outcome of work motivation that pro-
motes further work effort. It pertains to the level of satisfaction employ-
ees experience when evaluating themselves relative to their goals, when 
interpreting feedback to be positive or negative, and when evaluating 
the meaning of rewards, job, teams, and organizational characteristics 
for their sense of self-worth and well-being. This section examines the 
effect of culture on the personal disposition to experience work satisfac-
tion, on the motivating potential of situational factors to enhance work 
satisfaction, and on the moderating effect of culture on the relationship of 
rewards and situational factors with work satisfaction.

Work satisfaction is a universal construct, and its importance in moti-
vating work behavior is universal. The meaning of work satisfaction 
has been found to be equivalent across countries speaking the same 
language and sharing similar cultural backgrounds, but its equivalence 
decreases with increasing cultural distance (Liu, Ingwer, & Spector, 
2004).

Yet, cultural factors do influence the level of work satisfaction. Such 
differences can be explained by personal dispositions that are partially 
shaped by the dominant culture, as, for example, the prevention-promo-
tion focus type, and by the situational factors that differ across cultures 
in their motivating potential to satisfy the self-derived motives (Erez & 
Earley, 1993).

Culture by itself significantly influences the level of work satisfaction. 
In general, employees in Western and in capitalistic developed cultures 
experience more work satisfaction than employees in Eastern cultures 
and in socialist developing cultures (Alas, 2005; Diener, 2000; Spector, 
Cooper, Sanchez, & O’Driscoll, 2001; Vecernik, 2003). Similarly, satisfac-
tion of esteem needs has been found to be more strongly related to life 
satisfaction in individualistic as opposed to collectivistic cultures (Alas, 
2005; Diener, 2000; Vecernik, 2003).

A positive self-concept is a key factor in enhancing work satisfaction 
across cultures, whether in the United States or in Japan (Piccolo et al., 
2005). Yet, what specifically contributes to a positive self-concept, and 
hence to work satisfaction, varies across cultures. For example, a warm 

RT7451X.indb   526 5/28/08   12:45:14 PM



Social-Cultural	Influences	on	Work	Motivation	 ���

and congenial work group was associated with high satisfaction among 
employees in collectivist cultures, but with low satisfaction among 
employees in individualist cultures (Hui & Yee, 1999). Huang and Van 
de Vliert (2004) examined work satisfaction and job level among employ-
ees in 39 countries in one multinational company. They found that work 
satisfaction was related to job level in individualistic cultures but not in 
collectivistic ones. A 42-country study revealed a positive link between 
satisfaction and self-reference to one’s own performance, and a negative 
link between satisfaction and reference to other people’s performance 
(Van de Vliert & Janssens, 2002). Self-referenced individuals, who focus 
on their own performance, primarily want to demonstrate mastery and 
improvement; they are reinforced by opportunities to engage in learn-
ing activities, no matter how comparable competitors are doing. Other-
referenced people, who focus primarily on the performance of others, 
want to demonstrate superior capacity; they are reinforced by competi-
tive goal attainment, no matter how they themselves were or are doing 
in an absolute sense. The positive self-referenced motivation-satisfac-
tion link and the negative other-referenced motivation-satisfaction link 
were found to be more pronounced in countries of high income levels, 
education, and life expectancy than in others (Van de Vliert & Janssens, 
2002).

Job characteristics also differentially affect satisfaction across cultures. 
While extrinsic job characteristics were positively related to job satisfac-
tion across cultures, intrinsic job characteristics were more strongly asso-
ciated with job satisfaction in rich countries dominated by individualistic 
and low-power-distance values (Huang & Van de Vliert, 2003). In addi-
tion, an organizational culture of innovation and consideration, reflecting 
individualistic and low-power-distance cultures, positively affected work 
satisfaction of Australian but not of Hong Kong employees (Lok & Craw-
ford, 2004).

Culture also moderates the impact of job satisfaction on withdrawal 
behaviors. Employees in individualistic and wealthy cultures, such as the 
United States and New Zealand, are more likely to quit the organization 
when they are not satisfied, and look for new opportunities for experi-
encing satisfaction. Yet, in collectivistic and mostly poorer countries such 
as Indonesia, Hong Kong, and Mexico, employees who are not satisfied 
will hold onto their jobs because of the lack of other job opportunities 
and the need for financial support (Posthuma et al., 2005; Thomas & Au, 
2002; Thomas & Pekerti, 2003). For similar reasons, Chinese were found 
to be less satisfied than Westerners, yet they complained less about it, and 
accepted the situation as is (Chiu & Kosinski, 1999).
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Summary

Most theories of motivation have emerged in Western cultures, and have 
only infrequently examined the main and moderating effect of culture 
on the relationship between motivational practices and employees’ work 
behavior and work satisfaction. This chapter highlighted the effects of cul-
ture on the motivational cycle, beginning with the impact of cultural val-
ues on the self-definition and on the self-derived motives, continuing with 
its effect on personal goals and feedback, followed by the effect of culture 
on the motivation potential attributed to contextual factors, including the 
job, the team, the organization, and the global work context, and ending 
with their effect on work satisfaction.

Most of the existing research on culture and motivation views cul-
tures as relatively stable, with clear boundaries of shared meaning 
systems that endorse different motivational models. Therefore, cur-
rent research has mainly compared the importance of the self-derived 
motives in different cultures, and the motivating forces that direct 
employees’ behaviors toward the fulfillment of these motives (Gelfand, 
Erez, & Aycan, 2007). Yet, this research overlooks the effect of global-
ization on the changing work context toward becoming highly complex 
and culturally diverse; today’s global work organizations have bound-
aryless organizational structures operating beyond national cultures, 
consisting of multiple geographical work sites, culturally diverse work-
forces (including work teams and top management teams), and cultur-
ally diverse customers, suppliers, and stakeholders. Nevertheless, these 
new forms of global organizations attempt to create new shared mean-
ing systems and reward systems, which presumably increase the simi-
larity in the motivational factors that enhance employee motivation. 
Future research should examine whether this global reward system 
increases the cross-cultural similarities in the motivating potential of 
various intrinsic and extrinsic rewards, or whether its effect on indi-
vidual and team motivation continues to be attenuated by national cul-
tures. If the latter case is more prevalent, it suggests the motivational 
system of global companies should be tailored to their diverse cultural 
workforce.

Shifting the focus of research from intraculture and intercultural to 
cross-cultural interfaces opens up new research avenues that will enable 
testing of new dynamic theories of motivation. The new dynamic, geo-
graphically and culturally diverse work environments may have impli-
cations to theories of motivation at the micro-level of the individual 
employee, and at the meso-level of team motivation.

At the individual level, new theories are needed for understanding the 
impact of the global work context on employee’s sense of self-worth and 
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well-being. Employees working in global organizations may be stressed 
by the cultural diversity that threatens their sense of belongingness to a 
well-defined sociocultural group (Shokef & Erez, 2006).

At the team level, working in culturally diverse and geographically 
dispersed virtual teams may change the dynamics among team mem-
bers, which further influences team-level motivation (cf. Chen & Kan-
fer, 2006). The growing level of geographically dispersed and cultural 
diverse teams threatens effective team processes of coordination, com-
munication, and collaboration. New theoretical models are needed for 
identifying the motivational forces that will enable teams to overcome 
the shortcomings of the increased level of complexity and diversity. It 
is also possible that existing basic assumptions concerning the relative 
strength of intrinsic and extrinsic rewards; the strength of individual-
, team-, or company-based rewards; the effectiveness of specific, “do 
best,” or no goals; and the importance of organizational commitment 
to performance may take different forms in complex and diverse work 
contexts.

The complexity of the global work environment may be effectively 
approached by multilevel theories of motivation. Such theories will enable 
examination of top-down effects of macro-motivational systems on teams’ 
and employees’ motivation. In addition, multiple tasks have become more 
prevalent in highly complex environments. Therefore, effects of task com-
plexity at the individual and team levels should further be explored (Erez, 
Gopher, & Arzi, 1990; Gopher, Weil, & Siegel, 1989).

Furthermore, bottom-up effects of team composition may explain team-
level motivational behaviors in global organizations. Team composition 
reflects the two-way selection process: employees’ self-selection into an 
organization and organizational selection of employees (Schneider, 1987). 
Identifying individual motivational dispositions that are most adaptive to 
working in virtual and diverse teams in global organizations will increase 
the successful adaptation of employees to this work context. In addition, 
models assessing cross-level effects of national values as moderating the 
relationships between motivational systems of global organizations and 
teams’ and employees’ behaviors should be further developed to enrich 
our knowledge of employee motivation in complex and culturally diverse 
work contexts.

To sum, we are approaching a new and exciting era of motivation 
research at multilevels of analysis, exploring new dynamic and complex 
work settings of cross-cultural interfaces.
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Introduction

Unlike previous chapters in this volume, this chapter is comprised of a 
series of short essays by scholars outside the field of work and organiza-
tional psychology. As the previous chapters attest, the determinants and 
consequences of work motivation have ramifications for science and soci-
ety that extend far beyond traditional criteria, such as job performance. In 
the psychological sciences, issues related to motivation and the regulation 
of action are of increasing importance in a number of subfields, including 
cognitive psychology, human factors, health psychology, developmental 
and life span psychology, and social psychology. In macro-oriented areas 
of science, such as economics, law, finance, and sociology, increasing inter-
est is being directed toward understanding the variables that influence 
human motivation as well as the effects of motivated action on collective 
outcomes, such as patterns of fiscal well-being and geographic mobility. 
As the essays in this chapter indicate, human motivation in the context of 
work is a topic of substantial interest to scientists in a wide range of fields.

The overarching purpose of the essays contained in this chapter is three-
fold: (1) to provide industrial/organizational psychologists with a better 
sense of what makes this topic important to scholars in other fields, (2) to 
provide more specific knowledge about how work motivation constructs 
are conceptualized in other fields, and (3) to potentially stimulate the 
development of broad and innovative multidisciplinary approaches to the 
topic. Specifically, the editors asked authors to consider six general issues 
when writing their essay: (1) How is motivation conceptualized in your 
field? (2) How does motivation influence the outcomes or criteria of great-
est import in your field? (3) How is an individual’s motivation assessed or 
evaluated in your field? (4) What factors are most often considered when 
attempting to predict or explain motivational phenomena in your field? 
(5) What are the abiding motivational issues that would further theory 
and research in your field? (6) How might recent advances in your field 
inform the study of work motivation?
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Not all essays address each question, nor is it reasonable that they 
would. Nonetheless, we believe the essays in this chapter offer work 
motivation researchers a unique opportunity for understanding work 
motivation from a variety of different perspectives. The essays are orga-
nized into two sections. The first section contains essays from scholars 
working in fields historically closely allied to industrial/organizational 
(I/O) psychology. As the essays by Fiore (cognitive psychology), Hinsz 
(social psychology), Salas (human factors), and Maddux (health psy-
chology) indicate, there is substantial overlap with I/O psychologists in 
the way that researchers in these areas conceptualize and study work 
motivation. Nonetheless, there are important differences. In cognitive 
psychology, for example, motivation is studied in terms of its role in 
instantiating cognitive processes as well as its role in shaping cognitive 
architecture. In health psychology, as Maddux notes, the social-cogni-
tive model is applied to understand and remediate behavioral patterns 
that affect physical and mental well-being. In each field, the outcomes 
of primary interest influence what aspects of motivation are considered 
and how motivation is addressed.

The second section contains two essays by scholars working in his-
torically distinct domains: law (Renz and Arvey) and labor economics 
(Kaufman). As these essays show, theories and research on motivation in 
these areas tend to have developed more independently of psychology. 
Renz and Arvey (this volume), for example, describe the importance of 
intention in legal doctrine and raise a number of interesting questions 
for psychological research. Kaufman (this volume) notes the recent trend 
in labor economics to more fully consider the role of motivation in mar-
ket outcomes, and notes several theoretical perspectives that may help to 
inform research in the field.

Taken together, the essays in this chapter further suggest that work moti-
vation researchers may greatly benefit from making more explicit con-
nections between the experiences of individual employees to factors that 
reside outside the individual (e.g., the social and technical organizational 
context) as well as factors that are not always directly related to the work 
context (e.g., culture, family, aging). Obviously, the essays in this chapter 
do not capture the full spectrum of non-I/O psychology disciplines where 
motivation is either studied or relevant. Rather, we suggest they provide a 
useful starting point for demonstrating both the relevance of work moti-
vation to other fields and the relevance of progress in other fields to the 
study of work motivation. In a world characterized by global economics, 
social networking, high levels of technology use, and rapid advances in 
the brain sciences, these essays suggest that work motivation represents 
a uniquely important nexus for next-generation multidisciplinary theory 
and research.
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Making Time for Memory and Remembering 
Time in Motivation Theory

Stephen M. Fiore

In this essay I describe the value of cognitive science research to some of the 
extant conceptualizations of motivation and the role of time in motivation 
theory. I illustrate how theory and data from memory research can enrich 
our understanding of a subset of the foundational constructs associated 
with motivation. Although motivation research has attended to research 
in human cognition in its theorizing, this is perhaps one area of inquiry 
that has much room for growth. My main argument is that the motivation 
literature has not attended to or incorporated relevant findings from mem-
ory research into its theories. Human memory is perhaps one of the oldest 
psychological issues, dating back to Aristotle’s associationist theories, John 
Locke’s ideas on retention, and the pioneering studies by Ebbinghaus on 
forgetting—all of which helped to set the stage for research on learning and 
memory in the 20th century (Herrmann & Chaffin, 1988; Sutton, 1998).

Given the sophisticated understanding of human memory that has 
emerged from the cognitive sciences, there are a number of areas of mem-
ory theory that may be able to strengthen extant theory in motivation. 
Conceptualizations of knowledge and memory within motivation theory 
have more to do with the knowledge we have acquired, that is, our long-
term memories. But although our actions may be motivated by our knowl-
edge or our appraisal of that knowledge, successfully achieving some 
objective, or accomplishing some goal, I argue, requires a particular form 
of memory—memory for the future. This is a simple premise—that motiva-
tion is a task with memory at its core. Thus, my goal here is not necessar-
ily to understand how motivation affects cognition; rather, it is to help us 
understand how future-oriented cognition influences motivation.

Additionally, some have recently argued that motivation theory needs 
to better incorporate time so as to understand the ways in which person-
nel both consider and integrate short-term and long-term perspectives on 
organizational performance (Locke & Latham, 2004). Others have further 
argued that motivation theories are inextricably linked to time and per-
ceptions of time. This, in turn, would guide a fuller understanding of “the 
human tendency to interpret the past and present, envision the future, 
and incorporate these three time frames and the relationships among 
them as integral parts of the cognitive processes of behavioral decision 
making at work” (Fried & Slowik, 2004, p. 404). Importantly, time has 
been developed as a theoretical construct in other areas of organizational 
research such as the study of teams to show how the addition of this vari-
able can aid our understanding of process and performance (e.g., Gersick, 
1988; Harrison, Mohammed, McGrath, Florey, & Vanderstoep, 2003). Thus, 
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time and time perceptions represent unique variables that could make a 
significant impact to understanding motivation at work.

In sum, although the field is beginning to recognize the critical role 
that time may play in motivational theory, the relation between cognition 
and time perceptions has not been articulated. This essay is designed to 
offer suggestions for how memory theory can begin to redress this gap. I 
discuss how the construct of episodic memory may help strengthen char-
acterizations of time within theories of motivation. Episodic memory con-
sists of our memory for past and personally relevant experiences, and it 
is the means through which we mentally project ourselves into the future 
(Tulving, 2002). These are event-based memories where the experiences 
are consciously recollected or constructed and the context and time are 
instantiated. I illustrate how this may be a significant underlying mecha-
nism for understanding motivation, and I offer suggestions for strength-
ening theory as well as for future research using these concepts.

episodic Memory and the Future: episodic Future Thinking

Generally, long-term memory is described as consisting of both procedural 
and declarative memories. Procedural memories are largely unverbalizable 
skills or know-how involved in executing some psycho-motor task. Declar-
ative memory consists of semantic memory and episodic or autobiographi-
cal memory. Semantic memory is made up of our factual knowledge (e.g., 
concepts or principles from a certain domain), whereas episodic memory 
pertains to our memories for the past and personally relevant experiences. 
Episodic memory is argued by some to be a uniquely human characteristic 
(Tulving, 2002) in that the contents of this memory are consciously recol-
lected and are context and time specific, allowing one to “reexperience” 
an event as it occurred. This distinction is important in that the semantic 
memory system extracts the invariance of knowledge from many episodes, 
that is, semantic memory is abstract knowledge that is not context specific 
(see also Nyberg, 1998). Tulving (1985, 1998) argues that it is the recollective 
quality of the episodic memory that is an important part of personal expe-
rience. In particular, “episodic memory does exactly what the other forms 
of memory do not and cannot do—it enables the individual to mentally 
travel back into her personal past” (Tulving, 1998, p. 266). Recently episodic 
memory theory has been augmented with the addition of a new compo-
nent—episodic future thinking (EFT). This concept describes the projection of 
events related to the self into the future through what is referred to as “pre-
experiencing” an event (Atance & O’Neil, 2001). Specifically, it is argued to 
aid mental time travel into the future by supporting our capability to proj-
ect self-relevant events into some future point (Atance & O’Neil, 2001; Tulv-
ing, 2002). In this section I describe this recent addition to memory theory 
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coming from the cognitive sciences and discuss its relevance to motivation 
theory.

A significant component of our memory for the future falls within 
the domain of prospective memory. In particular, research in the area 
of everyday memory differentiates between lapses that are failures in 
prospective or retrospective memory. Prospective memory is generally 
referred to as “memory for the future,” or remembering to engage some 
action at some future time (Brandimonte, Einstein, & McDaniel, 1996; Her-
rmann, Brubaker, Yoder, Sheets, & Tio, 1999; Herrmann, Buschke, & Gall, 
1987; Herrmann & Chaffin, 1988). Retrospective memory failures are the 
more familiar type of failures, that is, failing to recall something that had 
been previously learned. Prospective remembering encompasses both the 
process and skill that are necessary for one to fulfill an intention and to 
execute an action at a specific point in the future (see Brandimonte et al., 
1996; Ellis & Kvavilasvili, 2000). Importantly, within the present context, 
prospective memory (PM) tasks differ from standard tasks due to a delay 
between the time one forms his intention and when he is able to execute 
the intended action. Furthermore, there are typically no explicit remind-
ers, and it usually requires that one interrupt some ongoing task (Ellis & 
Kvavilasvili, 2000). Because of this, PM relies also on processes associated 
with action control and attention (Dobbs & Reeves, 1996).

Considering prospective memory in the context of organizations, it 
involves remembering to execute some task in the future—either at a spe-
cific time (e.g., turn in my monthly report by close of business on the first), 
at a point within a broader time frame (e.g., complete the proposal over 
the weekend), or when triggered by a particular event (e.g., ask supervi-
sor about bonuses at budget meeting). As noted by Atance and O’Neil 
(2001), more than any aspect of cognition, prospective memory involves 
behaviors and plans for the future (see also McDaniel & Einstein, 2000). 
But more than just remembering for the future, prospective memory is 
linked with the functional process of planning. To differentiate planning 
and prospective memory, generally, prospective memory describes the 
cognitive process where some form of self-generated memory action is 
triggered by either an event or a particular time. But planning is a specific 
function describing a course of action or actions necessary to achieve some 
goal. When conceptually linking these two constructs we see that pro-
spective memory involves the development of some plan, the requirement 
to remember that plan, and, finally, the actual remembering of that plan at 
the time in which it needs to be executed (Atance & O’Neil, 2001). It is the 
first of these steps that is linked with episodic future thinking and which 
seems to be intimately linked with critical elements of motivation theory.
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using episodic Future Thinking to augment Motivation Theory

In this section I illustrate how episodic memory theory can be used to 
support some of the extant thinking on motivation. The benefit of more 
closely attending to these finer-level concepts is that they may aid in spec-
ificity within motivation theories. This in turn may clarify constructs and 
support more fine-grained hypothesis development. But, more impor-
tantly, these concepts may provide explanatory power as well. In partic-
ular, a number of motivation researchers have noted that some of what 
they have proposed does not necessarily have an underlying mechanism 
(e.g., Steers, Mowday, & Shapiro, 2004). To help with this, what follows 
are examples of how the memory concepts described above may provide 
an understanding of potential mechanisms in motivation theory. I focus 
on episodic memory because it represents an area of cognition that bears 
directly on some of the foundational elements of motivation theory (e.g., 
past experiences and the setting and meeting of goals).

In writing on strengthening the linkages between motivation and cog-
nition, Locke (2000) notes that “few research paradigms in psychology 
have looked specifically at how motivation and cognition operate jointly 
to affect action” (p. 415). But how this can be done can be better addressed 
through incorporation of episodic future thinking and prospective mem-
ory. Specifically, prospective memory theory speaks explicitly about 
how tasks to be achieved at some future point must be brought back into 
awareness, that is, about this need to recall an intention to accomplish the 
task. I suggest that there are two interrelated facets of episodic memory 
processes that may add explanatory power to motivation research. First, I 
describe how memory theory can support goal specificity theorizing, and 
second, I describe how preexperiencing events can support theorizing on 
goal achievement.

Memory and goal Specificity

First, a fundamental tenet of goal-setting theory is that specific goals are 
more likely to be achieved than general goals. This research suggests that 
task-relevant knowledge is automatically activated by goals, yet motiva-
tion researchers have yet to offer plausible explanations as to how and 
when this may happen (Locke & Latham, 2002). Memory theory in gen-
eral, and prospective memory in particular, can add plausible theoreti-
cal and empirical underpinnings to this process. In this instance I argue 
that specific goals produce a richer memory trace for critical cues within 
the episodic future thinking system. This more robust memory provides 
the impetus for recalling that item at some future point. Goal setting is 
related to cue strength in that specific goals drive the development of spe-
cific cues that increase the likelihood of remembering them in the future. 
More difficult goals may keep the memory cues and requirements active. 
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Essentially, these specific goals set up a cue-trigger relationship—when 
something in the environment is perceived (the cue), it triggers the mem-
ory and increases the probability of meeting a need. Thus, specific goals 
are more likely to be remembered better given their richer memory traces 
and the strength of activation associated with the unique cues that have 
been associated with the goal.

Further, motivation research also illustrates the robustness of self-
set goals in successful motivated behavior. These findings can also be 
explained with theory and data from memory research in the cognitive 
sciences. Specifically, this aligns with general memory theory under the 
rubric of the generation effect (Slamecka & Graf, 1978). Here a long line of 
research shows how memory improves when one generates words based 
upon provided cues (as opposed to merely reading words). More recently, 
research shows that the generation effect spreads to the surrounding con-
text in which the memory task first took place (Marsh, Edelman, & Bower, 
2001). This may be because “generation, a deep and elaborative encoding, 
leads to the binding of many features into the memory trace” (p. 804). 
Essentially, one’s memory for a future action is critical to the successful 
completion of that action. Thus, episodic future thinking and prospective 
memory support specific goal attainment in that the execution of a given 
strategy requires that one recall when to implement a strategy and any 
contingencies for which one has planned.

These examples are provided to illustrate how memory concepts can be 
used to provide explanatory power to motivation theory by suggesting 
what may be some of the underlying cognitive mechanisms driving moti-
vation. But what I further suggest is that it is the actual preexperiencing 
of the event that strengthens the likelihood of successful goal attainment. 
The self-projection into the future, what is core to episodic future think-
ing, may lead to improved goal attainment. Although there is no direct 
experimental evidence in the context of motivation research, I turn next 
to a discussion of tangential research that I suggest exists to support this 
argument.

Preexperiencing Events and Goal Attainment

First, in motivation-related research, although not described as preexpe-
riencing per se, Gollwitzer and colleagues have used the term implemen-
tation intention to describe the process whereby decisions on how to go 
about implementing a goal lead to success over and above merely think-
ing about the goal. In this research, when difficult goals were coupled 
with implementation intentions, they were more likely to be completed at 
some later period (Gollwitzer & Brandstatter, 1997). But a useful distinc-
tion involves that between volition and motivation. As Diefendorff and 
Lord (2003) note, one can consider volition as activity pertaining to the 

RT7451X.indb   545 5/28/08   12:45:19 PM



���	 Work	Motivation:	Past,	Present,	and	Future

maintenance and control of action as one strives to attain a goal. They 
note that this is in “contrast to ‘motivation’ which is associated with the 
reasons for pursuing a goal (e.g., expectancy, valence) and the evaluation 
of performance at the end of goal pursuit” (p. 367). This is related to epi-
sodic future thinking through the planning function—what Diefendorff 
and Lord describe as forming the implementation intention—or a com-
mitment to a predetermined action at a specific place or time (see also 
Gollwitzer & Bargh, 1996).

Second, research in the design process has investigated how creators are 
able to use future thinking to aid their generation and execution of ideas 
(Hellström & Hellström, 2003). This research found that designers uti-
lize a form of mental experimentation for their design tasks that involves 
the projection of a future goal that has been augmented with some form 
of emotional loading. These researchers suggest that both temporality 
and affect are important subcomponents of the design process, and that 
successful goal completion requires incorporation of both. Additional 
research similarly suggests that obtaining one’s goals, in this case, meet-
ing plans, requires that one utilize the episodic system. Watanabe (2005) 
found that, when giving students a planning task, those participants who 
were required to imagine the execution of their generated plans were 
more successful than those who were told to memorize the plans. This 
visualization component suggests that the internalization of the goal sub-
stantially increases the likelihood that this goal will be met.

More specifically, with respect to episodic future thinking and the util-
ity of preexperiencing events, on a personal level, as we create some future 
image of ourselves with our present image, we must create and realize the 
path to that future so as to reconcile any differences. To do so requires that 
we preexperience both the end state and the path getting us to that end 
state. For example, a simple goal such as completing my monthly report 
by noon on Friday can be remembered quite differently depending upon 
the nature of the plan set in place. I could simply leave the appropriate 
paperwork in plain sight such that it acts as a direct memory cue. But if 
I were to preexperience the event, I would realize that on Friday morn-
ings I go directly to a staff meeting; therefore, I would not get to my desk 
until close to lunchtime. Thus, by considering this goal in light of my per-
sonally relevant actions at a given point in the future, I am more likely 
to successfully execute the action and meet that goal. This is in contrast 
to simply preparing to engage a routine (e.g., coming into the office, see-
ing the paperwork, and completing the report) in that by imagining my 
actions at the specific point in the future, I am able to effectively create the 
plan that will lead to meeting that particular goal.

Last, and perhaps most importantly, as to how the formation of inten-
tions or the preexperiencing of events related to episodic future thinking 
may improve future performance, recent research has documented how 
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thinking about intentions alters brain activity. Generally, research in the 
mirror neuron system shows how similar brain areas activate when one 
executes an action or merely observes an action (Decety et al., 1997; Gal-
lese, Fadiga, Fogassi, & Rizzolatti, 1996; Grezes, Costes, & Decety, 1999; 
Jeannerod, 2001). But research in this area using brain imaging studies has 
also shown that viewing an event with the intention of imitation produces 
qualitatively different states of cognitive activity compared to conditions 
associated with viewing only for later recognition (for a discussion, see 
Meltzoff & Decety, 2003). These findings related to future actions are 
particularly relevant to motivated behaviors because they document that 
“intentions to act” uniquely tune the brain for action. Specifically, this 
actually “involves neural regions similar to those engaged during actual 
action production…the pattern of cortical activation during encoding-
with-the-intention-to-imitate is more similar to that of action production 
than the mere observation of actions” (p. 493). In the present context, this 
links motivation to specific brain activity by suggesting that the differ-
ential activation may lead to better memory for self-set goals and a supe-
rior form of processing driving subsequent improvements in execution of 
future motivated behaviors.

Future Directions for Studying Cognition Within Motivation Theory

Motivation theorists have argued that future research must help us 
understand the underlying knowledge that bears on a task (Locke, 2000), 
and I next discuss how memory research and associated methodologies 
may aid in this research agenda. Prospective memory research has effec-
tively relied upon laboratory studies and field studies to investigate how 
factors such as interruptions or environmental influences may attenuate 
performance. The following research examples are presented to illustrate 
techniques that may be adaptable for motivation research to determine 
how scaffolding memory for the future may lead to successful execution 
of motivated behaviors.

In describing motivated behavior, it can be most simply stated that one 
sets a goal but does not necessarily go about immediately executing the 
actions that will help meet that goal. Other tasks are engaged, and at some 
point in the future, the task related to the goal must come to the forefront. 
Describing this from the perspective of cognitive science, as one is engaged 
in a primary or foreground task, which has its own set of demands on the 
cognitive system, he or she must somehow respond to a particular cue, 
which drives the retrieval of the associated prospective intention. Then, 
one must interrupt the primary or foreground task to execute the inten-
tion (McDaniel & Einstein, 2000). This description is important because, in 
prospective memory research, one is able to create contrived task settings 
where one simulates concurrent task performance while instructing par-
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ticipants to respond to a particular event or at a particular time while per-
forming the other task (see McDaniel & Einstein, 2000). This is essentially 
the laboratory equivalent of what one could argue is a real-world analog to 
remembering to engage in motivated behavior at some future state.

A variety of research possibilities exist to determine the extent to which 
improving memory for the future enhances motivated performance. Some 
have used techniques requiring participants to envision a future situa-
tion where they engage an act at a specific time and place. With elderly 
patients, this technique was found to enhance their memory for a pro-
spective memory task such as keeping to a medication schedule (Sheeran 
& Orbell, 1999). In other research, requiring participants to consider a 
script for executing a future task forced them to be more explicitly aware 
of obstacles or constraints to the successful completion of that task. In 
more recent research, some have used deliberate conditional statements 
that support aid-intended recall at some future point (Dismukes & Nowin-
ski, 2007. Such statements increase cue salience by leading participants to 
envision the intended action, but they may also increase the strength of 
the memory trace (cf. Decety et al., 1997).

Episodic future thinking can also contribute to motivation research via 
an understanding of how differing perceptions of past and future vary 
individually. Individual differences continue to be an important facet of 
motivation research (e.g., Kanfer & Heggestad, 1997), and incorporating 
time perspectives to this line of study opens up new areas of research 
for understanding episodic future thinking as it relates to cognition and 
motivation. For example, Kanfer and Ackerman (2000) investigated the 
validity of a motivational trait taxonomy so as to better understand the 
relations between personality characteristics and motivated behaviors. In 
an examination of the Motivational Trait Questionnaire (Kanfer & Hegges-
tad, 1997) they found distinctions between appetitive/approach traits and 
concepts such as mastery or competitive excellence. Further, they differ-
entiated a number of these traits from measures of fluid intelligence, sug-
gesting relative independence between motivational traits and intellect.

Inclusion of measures related to episodic future thinking to extant 
individual differences measures may add a level of discrimination and 
predictive utility as to future success. As an example, scales such as the 
Zimbardo Time Perspective Inventory or the Consideration of Future Con-
sequences Scale explore in part one’s predisposition toward future actions 
(see Atance & O’Neill, 2001). Sample items include “I keep working at dif-
ficult, uninteresting tasks if they will help me get ahead” (Zimbardo & 
Boyd, 1999) and “I consider how things might be in the future, and try to 
influence those things with my day to day behavior” (Strathman, Gleicher, 
Boninger, & Edwards, 1994). Research with these instruments, primarily 
in the area of future health behaviors, has shown correlations suggesting 
that individual predispositions and attitudes about time will impact the 
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execution of motivated behaviors (see Epel, Bandura, & Zimbardo, 1999; 
Keough, Zimbardo, & Boyd, 1999; Zimbardo, Keough, & Boyd, 1997).

Additionally, such notions of time and episodic future thinking are also 
relevant to expectancy theories of motivation (e.g., Campbell & Pritchard, 
1976; Mitchell & Daniels, 2003). For example, the link between the valence 
component of expectancy theory, that is, the value of desired future out-
comes, may be particularly relevant to understanding how future think-
ing is related to achieving performance outcomes. To illustrate, researchers 
have noted how temporal characteristics alter the motivational aspects 
of some desired state. An event in the distant future is fairly abstract, 
which would alter the value associated with it as well as the motivation 
to achieve it, whereas events closer in time may have a higher value (see 
Olson, Roese, & Zanna, 1996). Both theoretically and practically, this 
notion can be explored via studies designed to determine how strength-
ening the memories associated with a distant future goal may positively 
enhance its valence and potentially lead to the desired outcome.

Finally, although not discussed within this essay, a significant body of 
research has explored motivational differences across the life span (e.g., 
Kanfer & Ackerman, 2004). As the workforce ages, this represents an 
important area of inquiry and one to which prospective memory research 
in general, and episodic future thinking in particular, can contribute. A 
significant body of research exploring age-related differences in prospec-
tive memory can be drawn upon to investigate the relation between moti-
vation and achieving performance outcomes as employees age. In a recent 
meta-analytic review of this research, age-related declines in prospec-
tive memory were found only for laboratory studies, but in field studies, 
older adults actually showed an advantage (see Henry, MacLeod, Phillips, 
& Crawford, 2004). For example, in field research comparing older and 
younger adults, researchers find that older adults using memory aids are 
superior in prospective memory tasks and have a higher motivation to 
complete such tasks (Patton & Meit, 1993). Here we see that older adults 
may be compensating for any age-related declines in cognitive functioning 
by more effectively relying on external cues. When age-related declines 
in prospective memory occur, they tend to be tasks relying more heav-
ily on what are called executive functions, that is, tasks drawing more 
extensively upon cognitive processes such as planning or monitoring (see 
Martin, Kliegel, & McDaniel, 2003). Such results illustrate not only rich 
theoretical areas to mine so as to augment this growing area of motivation 
research, but also fertile practical ground to plow in which motivation-
related interventions for employees varying in age are investigated (e.g., 
memory aids supporting particular goals). Indeed, memory for the future 
represents an area of cognition where technology may be able to make a 
significant improvement in functioning (cf. Herrmann et al., 1987, 1999), 
and therefore substantially improve motivated performance.
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Conclusions

Recently researchers have argued for the creation of a boundary-less theory 
of motivation, which requires that “motivation theories should consider 
using concepts developed in fields outside OB and I/O psychology” (Locke 
& Latham, 2004, p. 392). In an attempt to move motivation research in that 
direction, I have presented theory and data to begin dissolving some of the 
boundaries that may exist between motivation and cognitive science.

For a number of years, motivation researchers have been utilizing cog-
nitive constructs to help describe various processes within their theories. 
Locke (2000) described how deciding to engage an act for the purpose of 
meeting some goal occurs when “both conscious and unconscious knowl-
edge come into play,” and how knowledge comes into awareness through 
explicit questioning or information search (p. 412). Locke essentially 
describes what may be happening, but through the inclusion of memory 
theory, we can add a level of specificity as to the causal mechanism for 
how this may occur. Memory research helps us to understand the role of 
bottom-up or cue-driven processes as well as top-down or explicit pro-
cesses that may influence actions to achieve some goal.

Most generally, I suggest that the field needs to better understand the 
nature of the episodic experience associated with motivation. Although 
perhaps not as broad an approach as what Locke and Latham (2004) request, 
the inclusion of EFT and prospective memory provides perhaps a unique 
angle to this notion. By incorporating theorizing from cognitive science on 
episodic memory and its relation to future orientations, motivation theory 
can take a step toward creating the type of boundary-less theory that will 
both strengthen research and improve organizational outcomes.
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The Social Context of Work Motivation: A 
Social-Psychological Perspective

Verlin B. Hinsz

Work motivation occurs in a social context. Historically, the social context 
of work referred largely to the nature of social exchange and interaction 
that was part of a job, such as interactions with co-workers and supervi-
sors. The steady increase in service sector jobs adds another dimension to 
the social context reflecting social interactions with customers and clients. 
As organizations make increasing use of teams, and individuals engage 
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in work roles requiring more social interaction with clients and personnel 
from outside the organization (e.g., suppliers), the social context of work 
has become more complex, salient, and multifaceted. Hence, it has become 
increasingly important that work motivation be studied with consider-
ation of the unique social context in which it occurs.

The purpose of this essay is to highlight advances in social psychology 
that may inform research on work motivation so that it may be attentive 
to its social context. Historically, theory and research in social psychology 
has often been used to inform the study of work motivation. As examples, 
equity theory (Adams, 1965), attribution theory (Weiner, 1986), and self-
determination theory (Ryan & Deci, 2000) have had substantial impact 
on work motivation research (see Kanfer, 1990, for a review). Although 
these approaches have contributed to work motivation research, there are 
new developments in social psychology that provide additional avenues 
for work motivation research to consider. To demonstrate these contribu-
tions, some conceptual background is provided for a social-psychological 
perspective followed by selected social-psychological topics that relate the 
social context to work motivation research.

Social Psychology and Motivation

At a broad level, social psychology seeks to understand how the social con-
text influences the thoughts, feelings, and actions of individuals (Allport, 
1924). This social context includes social stimuli such as other persons as 
well as features of the social environment. In contrast to research on work 
motivation, which emphasizes the determinants of a particular class of 
actions (i.e., work-related behaviors), social psychology research tends to 
focus on the mechanisms and processes by which the social context influ-
ences the formation of beliefs and attitudes that give rise to intentions 
and behavior. Both social psychology and work motivation give attitudes 
a central role in determining behavior. Moreover, there is considerable 
overlap between the two domains with respect to the role of psychologi-
cal variables, such as expectancies and attitudes, in the prediction of an 
individual’s intentions and behavior. Nonetheless, a substantial propor-
tion of social-psychological theory and research has focused on unique 
social-psychological processes (e.g., norms) that influence beliefs, attitude 
formation, intentions, and behavior. In the past decades, advances in this 
line of inquiry have led to new conceptualizations that give affect and 
emotions a greater role in motivated behavior.

Social-psychological theories of behavior in the late 20th century 
emphasized the cognitive and reasoned nature of human action (Fishbein, 
1980). One consequence of this emphasis on the cognitive determinants of 
social behavior was the emergence of social cognition as the dominant 
force in social psychology. An outgrowth of this cognitive emphasis is the 
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development of dual-process models of information processing (Chaiken 
& Trope, 1999). These dual-process models suggest that human thought 
about social situations involves one set of processes that are efficient, fast, 
and reflexive, and another set of processes that are deliberative, effortful, 
and reflective. These two processes appear in a number of topics consid-
ered here, with some showing a reasoned approach to behavior and oth-
ers reflecting more automatic processes.

Another research trend having a similar partition is that of explicit and 
implicit influences on attitudes and social judgment (Gawronski & Boden-
hausen, 2006; Petty, Fazio, & Briñol, in press). Explicit influences reflect the 
more reasoned approaches associated with traditional theories of work 
motivation (e.g., expectancy theory; Vroom, 1964). This explicit approach 
is also seen in a decision-making perspective for work motivation (i.e., 
motivation is a decision to act; Naylor, Pritchard, & Ilgen, 1980). In con-
trast, implicit influences reflect cognitive associations that individuals 
have developed with specific concepts (e.g., my job) with which they may 
not have conscious awareness (Haines & Sumner, 2006). For many tasks, 
people may have implicit motives to approach or avoid aspects of the task 
or behavior (Schultheiss & Brunstein, 2005). For example, fast-food work-
ers may believe it is important and know how to politely take an order 
but implicitly detest having to do so. In contrast, a car saleswoman may 
recognize the importance of having potential buyers take the car for a test 
drive and implicitly be thrilled by the opportunity to join them. Further 
explorations of these implicit associations with work may help our under-
standing of why it is easier to motivate certain actions and more difficult 
to motivate others (cf. Ostafin & Palfai, 2006).

Most work motivation research and theorizing emphasizes explicit and 
systematic thought processes underlying motivated action. This research 
has advanced our understanding of the mechanisms and moderators of 
work motivation. Yet, historical roots of motivation also addressed noncon-
scious and implicit influences on motivation (McClelland, Atkinson, Clark, 
& Lowell, 1953; Murray, 1938). Because it is argued that much of human 
action is controlled by nonconscious, automatic processes (Bargh, 1997), 
perhaps these aspects of work motivation should receive more attention.

The conceptualization of social information processing in terms of two 
separate, but related systems has changed thinking about how social con-
texts influence motivation and behavior. As described, a growing literature 
indicates that an individual’s actions are often controlled by nonconscious, 
automatic processes. Though particular formulations of automatic pro-
cessing differ with regard to the emphasis given to specific mechanisms, 
the implication of all these formulations is that the effects of social context 
on motivation are not limited to conscious beliefs and attitudes. Rather, an 
individual’s nonconscious processes are influenced by the social context, 
and the social context also influences the individual’s nonconscious pro-
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cesses. This dual-processing conceptualization raises important questions, 
such as: (1) Which features of social context operate through conscious pro-
cesses and which occur more automatically? (2) What mechanisms account 
for the rapidity of the effects that arise with the automatic and implicit 
processes? (3) What are the relationships between the dual processes in 
terms of their effects on attitudes, intentions, and behaviors? Answers to 
these and other questions will clarify the nature of both conscious and 
automatic processes that underlie the social context and its influences on 
work motivation. Many of the following topics also illustrate the impact of 
these dual processes on the social context in work motivation.

Selected Social-Psychological Topics

Intentions

Many approaches to the prediction of behavior focus on cognitive and 
reasoned determinants. A recent review of constructs that help us under-
stand behavior and behavior change emphasized beliefs, attitudes, and 
intentions (Fishbein et al., 2001). Substantial research demonstrates that 
intentions are immediate precursors of behavior (Ajzen, 1991; Fishbein & 
Ajzen, 1975; Triandis, 1977). Thus, intentions should be considered impor-
tant influences on motivated behavior (Hinsz, Nickell, & Park, 2007). Not 
surprisingly, as intentions gained prominence in social psychology, simi-
lar concepts arose in other areas of psychology (e.g., task goals; Locke, 
1968; Tubbs & Ekeberg, 1991). Given the value of intentions for predicting 
social behavior (Ajzen & Fishbein, 1980, 2005), they can play a critical role 
in work motivation.

Building upon the motivational theory of action (Heckhausen, 1991), 
Gollwitzer (1999) proposed a distinction between intentions directed 
toward choice of action and intentions directed toward action implemen-
tation (i.e., implementation intentions). Related research demonstrates 
that behaviors are more likely to be enacted if a person has a plan for how 
to implement the action. In particular, the desired behavior is more likely 
if the context provides cues to the person’s intentions. From a social-psy-
chological perspective, planning may be facilitated by a variety of social 
context cues, including cues embedded in the design of work (e.g., plac-
ing schedules and reminders in plain view), supervisory practices (e.g., 
means-end goal planning), and team norms (e.g., contingency plans). In 
the context of work motivation theories, these plans can function to facili-
tate the development of task strategies that enhance performance (Locke 
& Latham, 1990). An appreciation of research on implementation inten-
tions can help structure action plans to increase the likelihood of desired 
behavior. For example, managers might be better at rewarding appropri-
ate behaviors of subordinates (e.g., the one-minute praise; Blanchard & 
Johnson, 1983) if they develop better implementation intentions. Research 
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on implementation intentions also demonstrates how more complex goal-
directed behavior can be enhanced with appropriate plans.

Normative Influence

The social context is a critical component of models of intentions (Fishbein 
& Ajzen, 1975; Triandis, 1977). These models specify that a person’s action 
is dependent upon perceived norms and social influences. This research 
contributes to an emphasis on using social information and norms to 
motivate individuals to action (Cialdini, 2003; Cialdini, Kallgren, & Reno, 
1991; Larimer & Neighbors, 2003; Schultz, Nolan, Cialdini, Goldstein, & 
Griskevicius, 2007). These normative approaches involve informing indi-
viduals of the descriptive (what is done) and injunctive (what should be 
done) norms relevant others hold. For example, 87% of your work col-
leagues show up at department social functions and 96% believe that 
everyone should show up.

Applications of these normative information approaches have been 
developed to motivate appropriate actions in work settings (Cialdini, Bator, 
& Guadagno, 1999; Nickell, Hinsz, & Park, 2005). The implication is that if 
workers are made aware of appropriate norms of desired behavior, they 
are more likely to adopt, endorse, and adhere to those norms. Moreover, 
if the norms that lead to undesired behavior (e.g., tardiness to committee 
meetings) are understood, an examination of the underlying beliefs can be 
made to correct them. By changing these norm-based beliefs, it is possible 
to change the norms and ultimately the behavior. Normative influences 
clearly demonstrate how the social context can influence work motivation.

Habits

Triandis (1977) proposed that consciously derived behavioral intentions 
may be overridden by strong, nonconscious habits. Contemporary research 
on automatic processes extends this line of thinking by investigating the 
role of habit, conceptualized as a semiautomatic, efficient, and reflexive 
response to situational cues to behavior (e.g., Ouellette & Wood, 1998; 
Verplanken, 2006; Wood, Quinn, & Kashy, 2002). Work in many contexts 
involves habitual behaviors that occur without much higher-level thought 
(e.g., scanning items at the checkout). That is, workers frequently follow 
a routine that is not very conscious and lacks awareness (Bargh, 1994). 
But there is work that, although monotonous and conducive to automatic 
processing, is also very important. Work of this nature faces a problem of 
maintaining awareness and conscious attention to cues in the environ-
ment (e.g., security agents inspecting people and bags). The global war on 
terror provides impetus for a better understanding of security behaviors 
and how they can be properly motivated (Hinsz & Nickell, 2004). For the 
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more habitual behaviors of mundane work requiring vigilance, an under-
standing of the reflexive processes underlying the behavior is important.

Competition

Competition with others and oneself is a strong motivator for many 
(Hinsz, 2006). Like other social context phenomena (e.g., workplace aggres-
sion, sexual harassment, organizational justice, organizational citizenship 
behavior), competition is inherent in many organizational settings that 
have direct and indirect influence on the motivation of individuals inhab-
iting those organizations (Kahalas, 2001). The role of competition in work 
motivation is illustrated by comprehensive motivation measures. For 
example, Helmreich and Spence (1978) included a competitiveness scale 
in their general measure of motivation. Similarly, the Motivational Trait 
Questionnaire (Heggestad & Kanfer, 2000) has dimensions dedicated to 
other referenced goals and competitive excellence. Research also finds 
that competition with others has the potential to dramatically influence 
performance (e.g., medical sales; Brown, Cron, & Slocum, 1998). Thus, 
individuals often find competition to be a strong motivator for task per-
formance (Somers, Locke, & Tuttle, 1985). Not only do individuals seek out 
situations in which competition occurs, but some individuals perceive and 
create competition in situations for which it may not be apparent (Kelly & 
Stahelski, 1970). However, little is known about the relationship between 
different social cues and competition, or the effects of different forms of 
competition on work motivation (Hinsz, 2006). Research investigating the 
relative influence of intrapersonal, interpersonal, intragroup, and inter-
group competition on work motivation seems to be a reasonable future 
direction in this area.

Work Groups

In contrast to competition, others believe that collaboration and coopera-
tion have important influences on motivation (Johnson, Maruyama, John-
son, Nelson, & Skon, 1981). Collaboration and cooperation are highlighted 
in motivation of work groups. Work groups provide clear evidence of the 
social context of work motivation (Chen & Gogus, this volume). Much of 
what is learned from the social psychology of motivation in groups is of 
value to those interested in work motivation (e.g., free-rider effects, Kerr & 
Bruun, 1983; social compensation, Williams & Karau, 1991; goal setting in 
groups, Hinsz, 1995; social identity, Haslam, 2004; collective effort model, 
Karau & Williams, 2001; Köhler effect, Hertel, Kerr, & Messé, 2000). Thus, 
as advances in the study of motivation in groups continue, the knowledge 
will also be useful for applications to the work motivation of work groups.
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The influence of social context on motivation is illustrated with recent 
theorizing about motivation in groups. Park and Hinsz (2006) suggest 
that being involved in a group influences members’ beliefs about how the 
group operates. In particular, group involvement leads to perceptions of 
strength and safety in numbers. As a function of the belief of strength 
in numbers, groups in situations characterized by reward cues will have 
stronger approach motivation than individuals. Conversely, because of the 
perception of safety in numbers, groups in situations that involve threat 
cues will have less avoidance motivation than individuals. Many work 
group environments involve rewards and threats (e.g., strategic decisions 
by management teams). This conceptualization has implications for how 
teams might respond differently than individuals to the same situation, 
and illustrates how the social context provided by groups has potentially 
striking influences on work motivation.

Stereotype Threat

One of the less conscious aspects of social interaction is the stereotypes we 
hold for others. In work settings, stereotype threat has influences for the 
efforts, emotions, and behaviors of individuals who are subjected to spe-
cific stereotypes (Roberson & Kulik, 2007). Stereotype threat occurs when 
(1) individual members of a specific identity group are associated with a 
stereotype of substandard performance on a difficult task, (2) the individ-
uals are personally invested in the task, and (3) the individuals know this 
stereotype of their performance exists, resulting in processes that lead the 
stereotyped individuals to perform at levels below their potential (Steele, 
Spencer, & Aronson, 2002). Although most of the research on stereotype 
threat has focused on minority group members, it is applicable to anyone 
who suffers from a stereotype that associates them with substandard per-
formance of a task (e.g., women do poorly in math; white men have less 
athletic ability). Moreover, much of the research on stereotype threat has 
focused on high-stakes testing situations (e.g., SAT), although the condi-
tions needed for stereotype threat to emerge occur routinely at work (Rob-
erson & Kulik, 2007).

Stereotype threat is a counterintuitive response to becoming aware of 
a performance-related stereotype that others hold about a person. Mem-
bers of stereotyped identity groups want to demonstrate the stereotype 
is incorrect by attaining high levels of performance, yet the threat of con-
firming the stereotype ironically leads members of the group to attain 
substandard performance. As a consequence, members of the stereotyped 
group are frustrated by these difficult tasks and may lose interest in per-
forming well on future tasks that arouse stereotype threat. Either way, the 
performance of stereotyped individuals falls below their potential, which 
may ultimately serve to confirm the stereotype for those that believe it. 
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It is important to note that stereotype threat only arises under specific 
conditions (Roberson & Kulik, 2007), but these conditions illustrate the 
strength of social contexts to produce unintended responses resulting in 
substandard performance. The research on stereotype threat clearly dem-
onstrates how the social context influences reactions to many jobs that 
involve challenging tasks for which the person is invested.

Affect and Emotion

Emotions by their nature motivate individuals to specific actions. Over 
the past decade, there has been a surge in social-psychological research 
related to affect and emotion (e.g., Forgas, 2006; Lewis & Haviland-Jones, 
2000). One area of affect and emotion that has had a particularly strong 
impact on social psychology is social neuroscience. A number of findings 
from social neuroscience indicate that approach and inhibition motivation 
relate to asymmetric prefrontal cortical activation, but that these systems 
are associated with different cognitive functions (Sutton & Davidson, 
1997). Similarly, research by Carver and White (1994) and Amodio, Shoh, 
Sigelman, Brazy, and Harmon-Jones (2004) indicates that affective dimen-
sions relate to motivational systems associated with particular neural 
functions, and have linked prefrontal cortical asymmetry to motiva-
tional constructs, such as goal pursuit, affect, and regulatory focus. While 
research providing direct evidence of linkages between affect and moti-
vation systems is still in its infancy, these developments in social neuro-
science suggest that the effects of social context on work motivation may 
be multifaceted, such that some features operate to influence motivation 
rapidly and nonconsciously while other features operate more slowly and 
through the explicit motivational system.

Contemporary theories of implicit information processing suggest that 
the speed with which social context influences action may result from 
their effects on affective processes. From a work motivation perspec-
tive, more knowledge is needed about what features of the social con-
text activate nonconscious, affectively mediated motivational processing. 
Although organizational researchers have begun to examine the impact 
of nonconscious affect and emotion on work motivation and behavior 
(e.g., Lord, Klimoski, & Kanfer, 2002; Seo, Feldman Barrett, & Bartunek, 
2004), the work environment presents a rich environment for further 
research in this area. For example, interactions with colleagues or clients 
that are interpreted as threatening to an individual’s self-concept may 
arouse strong negative emotions (e.g., anger, shame) and activate noncon-
scious processing. In contrast, social interactions interpreted as providing 
opportunities for personal growth or development may arouse positive 
emotions (e.g., pride, happiness) that activate explicit processing. Future 
research is needed to examine the potential compensatory role of multiple 
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and potentially conflicting social context influences on work motivation 
and behavior.

Regulatory Focus

A contemporary approach to motivation from the social-psychological lit-
erature centers on the type of focus people have for their tasks (Higgins, 
1998). The promotion focus emphasizes reaching ideal states or goals, 
approaching gains, and pursuing growth needs, while the prevention 
focus dwells on avoiding losses, being responsive to security needs, and 
doing what ought to be done. The predicted effects of regulatory focus 
have been demonstrated with a variety of tasks, usually in experimen-
tal situations (Förster, Grant, & Idson, 2001; Freitas, Liberman, Salovey, & 
Higgins, 2002; Shah & Higgins, 1997). Nevertheless, this research shows 
how regulatory focus relates to concepts associated with work motivation 
(e.g., goal attainment, goal pursuit, expectancy, value). Moreover, some 
researchers have applied regulatory focus theory notions directly to work 
contexts (Brockner & Higgins, 2001; Kark & Van Dijk, 2007; Park, Hinsz, & 
Nickell, 2005; Wallace, Chen, & Kanfer, 2004).

More recently, Higgins (2005, 2006) has expanded regulatory focus 
notions to consider how workers’ task-related activities may fit with their 
regulatory focus. When the personal goals and the way to attain those goals 
fit for the individual (i.e., feel right), the strength of regulatory fit increases. 
As a function of this better person fit, task performers will have stronger 
engagement with the task. As a consequence, for people with a promotion 
focus, greater fit leads to pursuing goals eagerly. For individuals having a 
prevention focus, greater fit leads them to act more vigilantly on the task. 
Thus, in addition to the motivation resulting from the incentives for task 
performance, task performers also receive value from the fit between the 
nature of the goal and the manner by which it is pursued. Consistent with 
these predictions, greater fit should result for individuals having a preven-
tion focus who engage in security tasks requiring vigilance (e.g., Transpor-
tation Security Agency investigators), and people with a promotion focus 
who engage in growth tasks (e.g., product development) should eagerly 
pursue their task aspirations. Regulatory fit has important implications for 
matching workers’ orientations to appropriate tasks and person-organiza-
tion fit (Ostroff & Judge, 2007; Park, Hinsz, & Nickell, 2007). Research is 
likely to continue incorporating regulatory fit and regulatory focus notions 
with the larger literature on work motivation.

Exerting Self-Control

A body of literature shows that exerting self-control can diminish effort 
and motivation for a variety of tasks (Baumeister, Schmeichel, & Vohs, 
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2007). This research follows the premise that exerting self-control in 
tempting and challenging environments depletes the resources a person 
can bring to bear on subsequent tasks. For example, having to make a very 
difficult decision in a situation with unclear outcomes can drain impor-
tant resources. Subsequently, when asked to perform a task that requires 
self-control in goal-directed effort (e.g., negotiate with a peer), the person 
is less able to respond effectively. This research suggests that when work 
is stressful or involves heavy cognitive load, a person might be able to 
perform one task well, but motivation for subsequent tasks could wane 
with corresponding declines in performance.

The exertion of control reflects what might be considered meta-pro-
cesses of self-monitoring and self-controlling aspects of motivation (cf. 
Nelson, 1996). The exertion of control involves effort and energy directed 
at meta-processes that detracts from (depletes) the resources that might 
be directed at primary motivational processes (e.g., task persistence, goal-
directed effort). As a workforce becomes more self-managed (Cohen & 
Bailey, 1997), workers have to be more self-motivated and regulate their 
motivational processes. An intriguing implication is that monitoring and 
controlling motivation in one work-related domain (e.g., productivity) has 
direct influences on motivation in other domains (e.g., safety, congeniality). 
When work motivation emphasizes multiple outcomes (i.e., productivity, 
morale, quality, organizational citizenship, unit viability), workers have to 
exert broader self-control over their diverse actions. The research on the 
exertion of self-control suggests that motivational resources directed at 
various tasks will be depleted, and workers may unintentionally find that 
their motivation for some important organizational outcomes suffers.

Concluding Comments

Work is situated in a social context, and behavior at work is sensitive to 
this social context. Consequently, work motivation is similarly influenced 
by its social context. This essay brings a social-psychological perspective 
to the social context of work motivation. Social-psychological theories 
and research have long played an important role in understanding and 
facilitating work motivation. These social psychology traditions are help-
ful for understanding how social contexts influence work motivation. A 
number of topics are highlighted in this essay to illustrate the social con-
text of work motivation. Although I describe only a few topics, and others 
might emphasize different social-psychological topics, the themes in this 
essay underscore the importance of adopting a broader perspective with 
respect to the determinants, processes, and consequences of social context 
on work behavior.

Recent developments in social psychology suggest some unique and 
powerful ways that the social context may influence work behavior. These 
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new developments are reflected in some of the social-psychological top-
ics illustrated as relevant for work motivation. The dual-process mod-
els suggest that reasoned aspects of work motivation reflect controlled, 
deliberative, and reflective processes exemplified by specific topics (e.g., 
intentions, normative influences, motivation in groups). In comparison, 
the more automatic processes associated with the reflexive, efficient, unin-
tended, and nonconscious aspects of work motivation were illustrated by 
other topics (e.g., habits, stereotype threat, exerting self-control). Research 
on these dual systems has already begun to influence work motivation 
research. Although the reasoned aspects of work motivation have histori-
cally received the most attention, contemporary research shows that the 
motivational influences of the automatic aspects of behavior should not be 
underestimated. Delineating the key features of the distinction between 
the reasoned and automatic aspects of the contemporary workplace repre-
sents an important task for research on work motivation.
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Motivation and Expertise at Work: A 
Human Factors Perspective

Eduardo Salas
Katherine A. Wilson
Rebecca Lyons

introduction

The science and practice of human factors inevitably affects our every-
day lives. Human factors is a broad, applied science that aims at optimiz-
ing sociotechnical systems in many domains where humans are in the 
loop. More specifically, human factors is a multidisciplinary field, draw-
ing from fields such as psychology, engineering, computer science, and 
education, that seeks “to enhance the effectiveness and efficiency with 
which work and other activities are carried out [as well as] to enhance 
desirable human values” (Sanders & McCormick, 1993, p. 4). Furthermore, 
human factors theories, methodologies, and principles lead to a reduction 
in human error, improved safety, increased productivity and job satisfac-
tion, greater user acceptance, enhanced comfort, and improved quality of 
life by taking a human-centered (both cognitive and physical) approach 
to technology, training, workplace design, procedures and environments, 
everyday living environments, and user products.

The line between industrial/organizational (I/O) psychology and 
human factors is often blurred. Both deal with issues related to human 
performance, such as decision making, group/team dynamics, leadership, 
stress, training, and organizational culture. However, the disciplines dif-
fer somewhat in theories, approaches, methodologies, and in the envi-
ronments in which human performance is studied. For example, while 
both fields are concerned with team dynamics at work, human factors 
scientists take it one step further by examining these issues within natu-
ralistic environments. These environments are characterized as dynamic, 
ambiguous, high stakes, and time stressed, having shifting, ill-defined, 
or competing goals, or ill-structured problems such as in aviation, health 
care, nuclear power, and the military (Zsambok & Klein, 1997). Similarly, 
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human factors scientists focus more on systems (e.g., displays, automation) 
and how these need to be designed and employed properly to perform a 
task. Although the applications may differ, at the end of the day research-
ers from both fields are interested in optimizing human performance at 
work. 

There are a number of areas in which the influence of human factors 
is especially evident, including, but not limited to, aviation and medical 
safety, industrial equipment design, and military simulation and weapon 
systems. These and other areas require individuals and teams with exten-
sive expertise to operate and interact efficiently and effectively. While 
we know what it takes to develop expertise, less is known (yet undoubt-
edly critical) about the role motivation plays. Given this, the purpose of 
our paper is twofold. First, we review the existing literature to see how 
motivation is conceptualized and researched within the human factors 
domain and define motivation from a human factors perspective. Next, 
we explore a specific topic—expertise—and discuss the motivational fac-
tors in the development and maintenance of expertise from a human fac-
tors perspective. We believe that using a concrete topic like expertise will 
allow us to derive more focused implications about motivation from the 
human factors perspective. It is our hope that this chapter will serve as 
food for thought that encourages researchers to critically examine motiva-
tion and its application within and outside the human factors field.

Motivation and Human Factors

Our review of the human factors literature indicated that while motiva-
tion is clearly important to the field, it is only occasionally discussed, and 
rarely assessed, despite the possibilities for study. Therefore, the field has 
borrowed much of its data from I/O psychology. More specifically, we 
found one such article discussing motivation from a human factors per-
spective (Luczak, Kabel, & Licht, 2006). However, much of this article is 
derived from I/O theories of motivation (e.g., Maslow’s hierarchy of needs, 
Hackman and Oldham’s job characteristic model, and Herzberg’s two-
factor theory) and discussed how these theories relate to the workplace. 
Lacking from this article (and others) is a discussion of what motivation 
means in naturalistic environments (i.e., in the “wild”) where humans 
and technology interact, and how motivation impacts these interactions. 
Consequently, for the purpose of this chapter, we define motivation as 
an individual’s drive, effort, and direction to become skilled at the use of 
required tools and systems in order to facilitate human-system integration 
in naturalistic environments. This definition is consistent with Kanfer’s 
(1990) assertion that motivation contributes to the direction, intensity, and 
persistence of behavior. In other words, higher levels of motivation should 
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be demonstrated through increased time and effort. We next briefly dis-
cuss what it takes to become an expert in naturalistic environments.

expertise and Human Factors

As noted, the high-consequence domains in which human factors play a role 
utilize experts to accomplish tasks—from flying a sophisticated airplane 
to monitoring a nuclear power plant to engaging in net-centric warfare. 
Based on our experience, we argue that there are four critical components 
to becoming an expert (Smith, Ford, & Kozlowski 1997; Ericsson & Lehman, 
1996). First, an expert must have a high degree of domain knowledge and 
skills (i.e., cognitive, behavioral, and attitudinal). This comes by learning 
declarative knowledge, converting declarative knowledge to procedural 
knowledge, and finally making concepts and skills become habitual and 
automatic (Anderson, 1990). Second, to assist in the learning of domain 
knowledge and skills, experts must also engage in deliberate practice, or 
the act of consciously doing “activities that have been found most effec-
tive in improving performance” (Ericsson, Krampe, & Tesch-Römer, 1993, 
p. 367). As repetitive practice alone is not enough, experts must engage 
in guided practice in which thoroughly crafted scenarios are developed 
to elicit the desired behaviors (Salas & Burke, 2002). Third, experts must 
actively seek feedback on performance (good and bad). By receiving timely 
and diagnostic feedback, experts can correct deficiencies before they 
become engrained. Finally, experts must be metacognitively aware of what 
they do and do not know (i.e., “knowing about knowing”). In the develop-
ment and maintenance of expertise, metacognition is important because 
it allows experts to actively assess their learning or performance, monitor 
progress in terms of intended goals, and adjust strategies when the current 
method is not working (Sternberg, 1998). By being cognitively engaged in 
the learning or performance process, experts are able to identify where 
gaps exist and can implement strategies to ensure success.

To further complicate matters, it is rare in naturalistic environments that 
experts will work in isolation. Rather, they must work as a part of a team 
to accomplish a task by communicating, coordinating, and cooperating. 
But simply bringing together a team of experts does not create an expert 
team. Our knowledge of expertise and teams tells us that it takes more 
than individual expertise to create an expert team. There are three criti-
cal team processes that a team of experts must accomplish to become an 
expert team. First, expert members must develop shared cognition or the 
ability to examine the social processes that are related to the team’s effec-
tiveness, including knowledge acquisition, processing, and application 
(Larson & Christensen, 1993). Shared cognition leads to better team pro-
cesses, such as communication and coordination, as well as more accu-
rate expectations and predictions of situation outcomes (Cannon-Bowers 
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& Salas, 2001). Shared cognition thus leads to team situation awareness, 
or a shared (or overlapping) understanding of the environment and task 
(Stout, Cannon-Bowers, & Salas, 1996). This allows team members to per-
ceive situations similarly and make decisions effectively. Finally, while 
effective decisions are important, the dynamic, fast-paced nature of nat-
uralistic environments often requires a compromise between efficiency 
and effectiveness. Expert teams hold shared mental models that allow 
them to assess a situation and make reasonable decisions under stress. 
That is, they recognize important cues in the environment, translate these 
cues into patterns, share this information among team members, generate 
response options (e.g., cue-strategy associations), and choose a course of 
action—all done in seconds or minutes (see Salas, Rosen, Burke, Good-
win, & Fiore, 2006, for a discussion).

Motivation and expertise: Future Directions

Acquiring expertise is not an easy feat. It has been argued that this pro-
cess can take a minimum of 10 years of study within a given area. Given 
this, it is surprising that the concept of motivation has not been more 
readily explored. However, as noted, the role of motivation has not been 
extensively studied by the human factors community, let alone in regards 
to expertise. Given the concern with expertise development and mainte-
nance within human factors, it is important that these researchers begin 
to explore motivation’s role in this process. Using what we know about 
expertise and motivation independently, we propose several key research 
questions that the I/O and human factors communities need to answer 
regarding the role of motivation in the development and maintenance of 
expertise in naturalistic environments.

What Motivates Experts to Persevere?

Along the path of expertise, individuals routinely face obstacles and fail-
ures, yet they are motivated to continue along the path to excellence—
even against the odds. A lot can be learned from the sports arena in what 
motivates experts, despite losses, to persevere—for example, Tiger Woods 
misses the U.S. Open cut, New York Yankees lose the World Series. What 
is it that these experts find instrumental to enable them to continue? The 
lucrative salary? A need to be the best? Or simply the “love of the game”? 
We know that sports stars (or experts), in addition to their unbelievable 
talent, have a positive attitude (i.e., they believe they are the best), are 
focused on the end goal (e.g., getting the ball in the hole), know how to 
practice and do so daily, and are masters at the art of recovery (i.e., they 
keep their cool under pressure) (Lotz, 2005). In addition, these experts 
receive instant and continuous feedback as they perform (e.g., a golfer 
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slices the ball to the right, a batter swings and misses at the plate). Experts 
internalize this feedback and make adjustments as necessary for their next 
shot. Based on what we know from the motivational literature, we could 
then argue that these experts are driven or motivated by their confidence 
(i.e., self-efficacy; they believe they can accomplish the task) as well as the 
need for enjoyment (i.e., they like what they do), achievement (i.e., they 
want to succeed), and self-actualization (i.e., they want to feel fulfilled). 
Given this, we could argue that experts within organizations should be 
motivated by similar needs. So, research is needed to uncover the internal 
mechanisms that make experts persevere even against the odds. Longitu-
dinal and anthropological studies are much needed.

How Can We Assess, Measure, and Capture 
Motivation in Naturalistic Environments?

When examining motivation and expertise, it is not enough to just cap-
ture outcome data (e.g., Was the task completed successfully?). Rather we 
must also look at the internal processes taken and the factors impacting 
this outcome. Given the dynamic nature of naturalistic environments, this 
task is not an easy one. Further complicating this issue is the fact that 
motivation is a cognitive phenomenon, making it difficult to observe and 
capture. Here we discuss several methods of capturing motivation in the 
process of developing and maintaining expertise.

Motivation has historically been measured using self-report methods, 
such as paper-and-pencil metrics that ask individuals to rate their level 
of motivation using a Likert-type scale. Although convenient and easy to 
capture, such methods are often criticized due to the bias of individual 
perception. This is not to say that self-report methods are not a viable 
option for collecting information about motivation, but it is also important 
to consider other potential methods. Within this section we suggest three 
alternative methods for measuring motivation: declarative knowledge, 
verbal protocol, and behavioral observation, which can be applied at both 
the individual and team levels.

Lacking from self-report measures are diagnostic data to improve future 
performance. Therefore, beyond self-report measures, we can also capture 
motivation using behavioral observations. While motivation is intrinsic 
to the individual, it is exposed through a number of “behavioral mark-
ers.” Taking these behavioral markers, we can then develop a checklist 
to be used by trained raters who will observe performance and indicate 
the presence or absence of a behavior. Behavioral indicators of motivation 
include, but are not limited to, willingness to engage in a task, attendance 
(at work, in class), active participation in a task, actively seeking feedback/
clarification, and setting challenging, yet obtainable goals. As individu-
als gain expertise and see their own success, self-efficacy will improve, 
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thus increasing one’s motivation to learn and achieve more. Through 
behavioral observations, an increase in demonstrated behaviors should 
be noticeable.

If trained raters are not available to conduct behavioral observations, 
motivation can also be captured using verbal protocol methods. Verbal 
protocols involve asking the individual to speak aloud while conducting 
a task. Participants are told what to talk about (e.g., What are you doing? 
Why are you doing this? What are you going to do next?). This procedure 
can indicate motivation for expertise development in that motivated indi-
viduals should identify more of the processes relevant both to accurate 
task performance and to expertise development (e.g., expressing meta-
cognition by demonstrating a clear understanding of the processes one 
is completing). Additionally, it would be assumed that motivated indi-
viduals would be able to apply information more broadly due to a deeper 
understanding of the material. While this method is time consuming (i.e., 
the recorded data must be encoded and analyzed), it provides insights 
into the cognitive processes of individuals that can not be acquired using 
self-report or observation methods (Walker, 2005). So, much richer, deeper, 
and diagnostic methodologies are needed to assess the degree of motiva-
tional activity in experts—methodologies that go beyond self-report and 
are better indictors of motivation. This is indeed a big challenge.

What Role Does the Environment Play in Expert’s Motivation?

The environment in which experts interact poses additional challenges to 
maintaining motivation. Experts and expert teams do not work in a vac-
uum but rather in an environment filled with factors that are sometimes 
impeding while at other times facilitating success. These environmental 
factors include stress (e.g., time pressure, task load, noise) and technol-
ogy (e.g., automation). This leads us to ask, what role do these environ-
mental factors play in motivation and expertise? To answer this question, 
we must first consider the relationship between stress and subsequent 
motivation for expertise development. Stress is something that is inherent 
in naturalistic environments. Research suggests that moderate levels of 
stress enhance performance (Hancock & Warm, 1989). When there is too 
little or too much stress or stimulation in the environment, we know that 
performance suffers. What role does this play in motivating an expert to 
persevere? Does motivation diminish? We know that when setting goals, 
we must make them challenging yet still obtainable to maintain motiva-
tion. We would hypothesize similar findings in terms of stress—too little 
or too much stress will lessen one’s motivation to learn and perform. As 
such, we must understand the optimal level of stress that will help moti-
vate individuals to practice expert skills.
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Also prevalent in naturalistic environments is technology (e.g., automa-
tion), which is often used to facilitate work and reduce worker demands. 
While there are a number of benefits to implementing technology (e.g., 
improved productivity, safety), the human is also taken out of the loop, 
making users a passive participant in a once active environment (lead-
ing to boredom and proficiency loss). How does this technology influ-
ence one’s motivation to maintain expertise in such environments? The 
aviation community witnessed this as modern-day aircraft transferred to 
enhanced automation and glass cockpits (i.e., electronic instrument dis-
plays) in their aircraft. These days, it is common for the pilot to turn on 
the autopilot, set the navigation course, and then monitor the systems, 
interacting only when a problem occurs. To continue along these lines, 
how do these experts stay motivated to maintain their “stick and rudder” 
skills, so to speak, when too much technology may cause the expert to 
become bored and lose proficiency? How will this impact their motiva-
tion to remain vigilant as they monitor these systems? This is where the 
design of systems may play a role. What features can be designed into a 
system to improve one’s motivation to develop and maintain expertise? 
For example, incorporating a means of feedback into system design may 
increase an expert’s motivation by continually prompting individuals as 
to their progress (aiding in goal progression and metacognition).

Concluding remarks

The purpose of this paper was to examine the role of motivation, using as 
a focal issue the development and maintenance of expertise, in natural-
istic environments. We highlighted several factors at the individual and 
team levels, as well as external factors, that may facilitate or hinder this 
process. From this review, we recognize that we know a lot about motiva-
tion and expertise as separate constructs but have much to learn about 
how they impact one another—and this is important.

Several reasons emphasize the value of incorporating motivation into 
human factors research and theory. Foremost, it is vital that systems (e.g., 
technology, training) be designed such that they motivate those that use 
what they have to offer (e.g., reduced workload, enhanced decision mak-
ing, enhanced teamwork). Without motivation, experts will not be willing 
to use a system, or may use it improperly, resulting in a loss of perfor-
mance, unnecessary costs, or even loss of life. However, before we can do 
this we must understand what motivates experts to persevere as well as 
identify ways to capture this motivation. We submit that the human fac-
tors community still has a lot to learn from I/O psychology and vice versa. 
It is our hope that this essay brings forth this issue so that the bridge 
between the two domains can be better constructed.
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Motivation in Health Psychology: A 
Social-Cognitive Perspective

James E. Maddux

Theory and research in health psychology are concerned largely with 
understanding why so many people engage in so many unhealthy behav-
iors and how to persuade them to engage in healthier behaviors. In this 
sense, health psychology is deeply concerned with the concept of motiva-
tion, or how to move people to change their behavior.

I was asked to provide an overview of the role of motivation in health 
psychology and to describe briefly the unique motivational challenges and 
problems that face theorists and researchers in health psychology. After 
reading a manuscript version of the opening chapter of this volume (writ-
ten by the editors), I realized that this was going to be more difficult than 
I anticipated because I came to the conclusion that there are few unique 
challenges and problems involved in motivating people to stop engaging in 
unhealthy behaviors and to begin engaging in healthier behaviors. I came 
to this conclusion because as I read the opening chapter, I became more 
convinced that what I have believed all along about motivating people to 
engage in different health behaviors is true—that although the behaviors 
targeted may differ, the basic processes and mechanisms that influence 
motivation are the same. It seems to me, therefore, that the problems faced 
by health psychology theorists and researchers in understanding health-
related motivation are basically the same as those faced by theorists and 
researchers in industrial/organizational psychology.

Let us begin with a definition of the basic concept featured in the title 
of this volume—motivation. In the opening chapter of this volume, work 
motivation is defined as “the psychological processes that determine (or 
energize) the direction, intensity, and persistence of action within the 
continuing stream of experiences that characterize the person in relation 
to his or her work.” The authors also state that work motivation “unifies 
cognition, affect, and behavior,” and that it “is not a property of either the 
individual or the environment, but rather the psychological mechanisms 
and processes that connect them.”

These statements are not unique descriptors of motivation in the work-
place. We can likewise define health-related motivation as “the psycho-
logical processes that determine (or energize) the direction, intensity, 
and persistence of action within the continuing stream of experiences 
that characterize the person in relation to his or her health.” Likewise, 
we can say that health-related motivation “unifies cognition, affect, and 
behavior,” and that it “is not a property of either the individual or the 
environment, but rather the psychological mechanisms and processes 
that connect them.” The opening chapter also states that work motiva-
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tion “is more precisely defined as a set of processes that determine a per-
son’s intentions to allocate personal resources across a range of possible 
actions… and accounts for the critical processes by which an individual 
exerts control over his behavior.” This statement is also true of theories 
of motivation in health psychology. In fact, I find it hard to imagine any 
theorist or researcher in health psychology who would disagree with any 
aspect of the definition of motivation offered in the opening chapter.

I believe that these statements describe accurately the goal of the vast 
majority of theories of motivation and behavior change that have guided 
the vast majority of research in health psychology. I believe this because 
the vast majority of theories of motivation and behavior change in health 
psychology (e.g., the health-belief model, protection motivation theory, 
self-efficacy theory, theory of reasoned action/planned behavior, and var-
ious stages of change theories) are social-cognitive theories. According to 
the opening chapter, this is also true of I/O psychology.

Despite some differences, these social-cognitive theories have much in 
common. First, they share a set of principles or assumptions about the 
basic psychological processes or activities in which people engage. They 
also share a set of basic conceptual elements, units, or variables from which 
the principles and processes are built. From my reading of the opening 
chapter, this also seems true of theories of motivation in I/O psychology.

Social-cognitive theories view motivation not as a unified construct but 
simply as a “catchall phrase” to describe collectively the various social 
and cognitive factors that interactively influence behavior change. The 
basic assumptions of social-cognitive theories (e.g., that learning is a 
largely social process, that we must understand person × situation interac-
tions, that the individual is capable of some degree of self-regulation) and 
the basic variables (e.g., goals, plans, outcome expectancies, self-efficacy 
beliefs) are concerned with some important aspect of what is traditionally 
viewed as motivation. These theories, however, do not view motivation as 
a separate variable or influence that mediates the effect of the interacting 
variables on behavior change. These variables are not assumed to influ-
ence something called motivation that then in turn influences behavior. 
Thus, in social-cognitive theories, motivation cannot be measured and 
studied directly, but only by measuring and studying the interacting 
influences of a variety of more specific social-cognitive variables.

Thus, to simply say that someone is motivated or not motivated to lose 
weight, engage in safe sex, or exercise regularly tells us nothing about the 
person’s reasons for not engaging in those behaviors, and nothing about 
how to persuade or encourage the person to engage in those behaviors. 
What we need is information about the basic social-cognitive variables 
that are shared by the major theories—goals, plans, intentions, expectan-
cies, and so on. One person may value the goal of losing weight but not 
have a clear plan for doing so. A second person may value the goal of losing 
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weight and have a clear plan but not feel self-efficacious about implement-
ing the plan. A third person may feel self-efficacious about implementing 
the plan yet not be confident that it will work. All three of these people 
can be said to be “unmotivated” to lose weight, but the reasons for their 
failure to make the attempt are different, and therefore they require dif-
ferent interventions to encourage them to make the attempt and persist in 
the face of challenges and setbacks.

My knowledge of theories of motivation in I/O psychology led me to 
the same conclusion about work motivation and persuading and encour-
aging people to change work-related behavior (including behavior that 
influences health and safety in the workplace). One worker may desire 
to be more productive but not know how to go about it. Another may 
know how to be more productive but not believe that he or she will be 
sufficiently rewarded for greater productivity to make it worth the effort. 
Another may share the goal of increased productivity and feel self-effica-
cious for the plan provided by management but may not believe that the 
plan will work. All three of these people can be said to be unmotivated 
to be more productive, but they have different reasons for not trying and 
require different interventions to get them more motivated.

Social-cognitive theories of health behavior, therefore, have largely 
abandoned the generic concept of motivation as a pseudo-explanation, 
and therefore as not particularly useful. For this reason, research in health 
psychology on changing health behavior is directed not toward under-
standing motivation but instead toward understanding the complex 
reciprocal influences on health behavior of a number of specific social-
cognitive variables in specific domains and under specific conditions. My 
sense is that I/O psychology has done the same.

A major reason for the focus on processes and mechanisms rather than 
motivation in health psychology is that the health-related behaviors that 
have received the most attention from researchers—smoking, exercise, 
diet, safer sex practices, adherence to medical regimens—are more simi-
lar than different and are influenced by the same motivational variables 
described previously. For example, the behaviors that lead to HIV infec-
tion are more similar to than different from the behaviors that cause or 
contribute to the development of a number of serious health problems—
smoking, excessive alcohol consumption, unhealthful dietary practices, 
chronic sedentary behavior. In each of these examples, the behaviors 
involved are easy and simple. Putting out a cigarette, putting down a 
drink, and putting on a condom are simple behaviors and require little 
physical effort. At the same time, however, these behaviors are associated 
with powerful human urges and pleasures that, once aroused, are not eas-
ily resisted.

These behaviors also share obstacles to change. The major obstacle or 
barrier to abandoning an unhealthy behavior and adopting a healthier 
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one is the conflict between proximal and distal consequences and the 
power that proximal consequences exert over behavior. Most unhealthy 
behaviors are unhealthy only if performed repeatedly over time (e.g., 
many years), yet they are immediately gratifying and pleasurable. Like-
wise, adopting a healthier behavior (e.g., starting an exercise program, 
giving up high-fat foods, interrupting foreplay to put on a condom) 
almost always involves effort, discomfort, or frustration. Having sex, 
smoking, consuming alcoholic drinks, and eating high-fat foods are 
immediately gratifying and pleasurable, while the costs of these behav-
iors usually exist only in an unimagined and indefinite future. Likewise, 
giving up these activities involves immediate loss of pleasure and an 
increase in discomfort.

This conflict between proximal and distal consequences is probably the 
major motivational problem in health psychology. I suspect, however, that 
this is also true of motivating office workers to stop chatting at the water 
cooler and return to their desks, members of a construction crew to wear 
proper safety equipment or take recommended safety precautions, and 
members of a work team to set aside their petty personal squabbles and 
work collaboratively toward the team’s goals.

Certainly each problem, behavior, and target group presents a unique 
challenge. For example, efforts to motivate middle-aged people to exer-
cise regularly will differ in important ways from efforts to motivate 
teenagers to use condoms. Nonetheless, the processes or mechanisms 
of change that are the focus of theory are the same. The specific fears, 
expectations, goals, and obstacles that influence the motivation of mid-
dle-aged men and women to exercise differ greatly from the fears, expec-
tations, goals, and obstacles that influence the motivation of 16-year-old 
boys and girls to use condoms during sex, but they are not governed by 
different psychological processes or mechanisms. This seems also true 
of behavior in the workplace. Thus, there probably is no need for a sepa-
rate theory of exercise motivation, theory of safe-sex motivation, theory 
of construction-site safety behavior, or theory of office worker produc-
tivity. Such theories may differ in the specific details that are linked to 
the general variables, processes, and mechanisms, but they do not dif-
fer with regard to the variables, processes, and mechanisms that they 
invoke as factors in motivation. What are needed are good theories of 
motivation and behavior change regardless of the domain in which they 
are developed and applied.

Differences: The Workplace Versus Nonwork Settings

That being said, I can think of at least two differences between the work-
place and nonwork environments that may be lead to some differences 
in the motivational challenges faced by I/O psychologists and health 
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psychologists (as well as clinical psychologists). Perhaps one major dif-
ference between the behaviors targeted for change by I/O psychologists 
and those targeted for change by health (and clinical) psychologists is that 
individuals in the workplace often have their goals imposed on them by 
bosses and managers, while the goals of concern to health (and clinical) 
psychologists are typically freely chosen by individuals, not imposed by 
an authority who has the power to deliver rewards for compliance and 
sanctions for noncompliance. Each situation has its advantages and disad-
vantages. I/O psychologists, on the one hand, are more often faced with 
the difficult task of motivating people to strive for goals that they have not 
chosen and may even strongly disagree with. Yet, the power hierarchy and 
reward structure of the workplace (compared to nonwork life) allows for 
the imposition by others of rewards for compliance (e.g., money) and sanc-
tions for noncompliance (e.g., firing) that can serve as powerful motivators 
for behavior change. It also allows for mandated environmental changes 
that can greatly influence behavior. Health (and clinical) psychologists, on 
the other hand, have the advantage of motivating people to pursue goals 
that they typically have freely chosen and that are congruent with other 
personal goals and personal values. Yet they are faced with the difficult 
task of motivating people to pursue these goals while relying largely on 
self-incentives, self-rewards, and self-sanctions. In addition, in nonwork 
settings, individuals typically must reconstruct their own environments 
to facilitate behavior change rather than relying on this being done by 
a powerful other. Nonetheless, I think these are relative differences, not 
absolute differences.

In summary I think that the conceptualizations of motivation in I/O 
psychology and health psychology are much more similar than differ-
ent because both conceptualizations view motivation not as a singular 
force but as a set of situational, behavioral, affective, and cognitive pro-
cesses that interact in a complex manner to influence the initiation and 
maintenance of goal-directed effort. In addition, theories of motivation 
in both fields are, for the most part, social-cognitive theories that deal 
with the same basic conceptual building blocks, although sometimes 
given different labels by different theories. I also believe that most theo-
rists and researchers in both fields would agree that progress in under-
standing motivation is best facilitated not by the continual spinning off 
of mini-theories for this behavior or that one, or this setting or that one, 
but by striving for theoretical integration not only within the two fields 
but also across the two fields. I hope that more will be “motivated” to 
do so.
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Law and Motivation
Gary L. Renz
Richard D. Arvey

Although both legal and organizational scholars agree that human moti-
vation pertains to the psychological forces that influence action, the two 
disciplines differ greatly in their approach and interest in the topic. In 
the organizational sciences, researchers and practitioners are interested 
in the determinants, processes, and consequences of motivation as they 
influence job performance and productivity. The study of work motiva-
tion is directed toward understanding and predicting behaviors in a 
specific context, and research findings are used to identify and develop 
organizational practices that will enhance work motivation in the future. 
In contrast, motivation in the legal arena focuses on past-oriented states 
of mind that precede or accompany a specific act in the past, irrespective 
of context. Motivation in this setting is important not because of its influ-
ence on future behavior, but rather as a critical factor in determining an 
individual’s guilt and punishment in criminal proceedings, and liabili-
ties and damages in civil actions for past behavior. Although legal schol-
ars recognize the complexities of motivation, concern for understanding 
the determinants or processes underlying motivation is encompassed in 
an organizational scheme based on the individual’s state of mind at the 
time of the act. Accordingly, with the exception of decision making that 
pertains to early release among incarcerated persons, there is little legal 
concern about predicting motivation and the direction, intensity, and per-
sistence of behavior in the future.

In the legal arena, the emphasis on determining an individual’s motiva-
tion at a particular point in the past has led to nuanced distinctions among 
motivational states of mind, including mens rea, motive, intent or intention, 
negligent or negligence, knowing or knowingly, scienter, willful, wanton, 
willful and wanton, recklessness or reckless disregard, foreseeable, mal-
ice and malice aforethought, unconscionable, and even evil or wicked 
intentions. These terms correspond to different ways of characterizing 
the individual’s motivation to act, and differ in terms of the individual’s 
motives or reasons for action, intended outcomes, and regulatory control 
over action. In legal proceedings, the individual’s state of mind plays a 
critical role in judgments made about the culpability of wrongful acts.

In organizational settings, an individual’s intentions are typically 
expressed with respect to accomplishment of a task-related outcome, such 
as completing a report by a deadline, winning a contract, or performing a 
task without error, although secondary outcomes associated with the task 
outcome, such as recognition from peers and sense of mastery, are consid-
ered important determinants of the formation of an intention. Intentions 
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represent broad representations of future action states; goals represent 
more precisely defined outcome states that may be distinguished along 
a number of dimensions, including specificity, difficulty, timeframe, and 
complexity. For example, an individual may intend to become lead man-
ager in his or her company; goals associated with this intention specify 
the steps, methods, and timeframe for behaviors that lead to accomplish-
ment of the intention.

The objective of this essay is twofold: (1) to consider how concep-
tions of an individual’s state of mind with respect to intent and motives 
affect legal decision making, and (2) to suggest fruitful points of contact 
between legal and psychological approaches to motivation. Toward this 
end, we organize our discussion in two sections. In the first section we 
discuss three definitional problems: intent and affect, intent and outcome, 
and motives. In the second section, we discuss communalities between 
psychological and legal perspectives on motivation and suggest further 
directions for research.

Definitional Problems

Intent and Affect

In the legal arena, intentions are distinguished largely in terms of culpa-
bility for wrongful actions, with particular attention given to the extent to 
which the intention is infused with strong, negative affective properties. 
For example, the terms intentional, knowing, willful, and conscious charac-
terize less culpable states of mind than the terms malicious, evil, or wicked. 
Unfortunately, terms that represent different states of mind are often used 
inconsistently in the law, with the usage and meaning varying across legal 
contexts and jurisdictions, as well as over time. For example, according to 
Black’s Law Dictionary (1979), malice is defined as

the intentional doing of a wrongful act without just cause or excuse, 
with an intent to inflict an injury or under circumstances that the law 
will imply an evil intent. A condition of mind which prompts a per-
son to do a wrongful act willingly, that is, on purpose, to the injury of 
another, or to do intentionally a wrongful act towards another with-
out justification or excuse.… Malice in law is not necessarily personal 
hate or ill will, but it is the state of mind which is reckless of law and 
of the legal rights of the citizen.

This definition first equates malice to an “evil intent,” but then later 
asserts that malice does not need to involve “personal hate or ill will,” 
only recklessness. It is not clear what would amount to an “evil intent” to 
injure someone that does not also involve ill will or hate. The U.S. Supreme 
Court has made similar distinctions in the degree of culpability reflected 
in different terms or phrases referring to states of mind. In Kolstad v. Amer-
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ican Dental Association (1999), for example, the U.S. Supreme Court equated 
“malice” with simply having the intent to injure someone. However, the 
Court also noted that Congress intended to differentiate a simple intent to 
act from more culpable intentions, using the terms malice and reckless indif-
ference to signify the more culpable intentions. Similar distinctions among 
intentional states of mind were also critical in the civil rights Supreme 
Court case, Smith v. Wade (1983). In this case, the Court held that puni-
tive damages could be awarded upon evidence of “actual malice” or upon 
evidence that the actor disregarded a known risk of harm to others when 
acting. The Court stated:

A jury may be permitted to assess punitive damages…when the 
defendant’s conduct is shown to be motivated by evil motive or intent, or 
when it involves reckless or callous indifference to the federally protected 
rights of others. (Smith v. Wade, 461 U.S. at p. 56, emphasis added)

These rulings suggest that the U.S. Supreme Court differentiates intent 
in terms of degree of culpability, reserving the extreme sanction of puni-
tive damages for intent that is evil or recklessly indifferent to others’ 
rights. Interestingly, although “actual malice” and “reckless disregard” 
of foreseeable consequences reflect different states of mind, they were 
deemed equally culpable and deserving of punitive damages.

These cases raise an important legal question about whether a person 
who acts to injure another person intentionally possesses affectively laden 
evil intent, ill will, or personal hate. From a psychological perspective, 
this question may be fruitfully related to theory and research on the rela-
tive influence of affect on an individual’s intentions. Cognitive appraisal 
theories (e.g., Lazarus, 1991) and affective events theory (AET; Weiss & 
Cropanzano, 1996), for example, suggest that discrete emotions and atti-
tudes emerge during the secondary appraisal process, and may be dis-
tinguished from more spontaneous, affect-driven behaviors that occur in 
response to events interpreted to have personal relevance. In this perspec-
tive, states of mind characterized by specific emotions, such as hate, repre-
sent the outputs of secondary appraisal processes that involve cognitively 
mediated judgments. Such states of mind may also be distinguished from 
non-consciously-mediated affectively driven acts in response to an event, 
such as when an individual who is being assaulted engages in self-protec-
tive behavior.

Intent and Outcomes

The concept of intent in legal usage is quite broad. Black’s Law Dictionary 
(1979) defines intent as the “purpose or design with which a person acts,” 
and intention as the “determination to act in a certain way or to do a cer-
tain thing. When used with reference to civil and criminal responsibility, 
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a person who contemplates any result, as not unlikely to follow from a 
deliberate act of his own, may be said to intend that result, whether he 
desires it or not.” In short, the law allows a factfinder to assume that if 
a person intentionally performs an act, then he or she also intended the 
foreseeable consequences of that act. Whether he or she actually intended 
the consequences that ensue is an important issue, but given the problems 
associated with directly proving that a person intended specific conse-
quences, the law allows intent to be inferred from the fact that the act was 
performed. Consistent with psychological views on the overdetermina-
tion of specific acts, legal perspectives recognize that outcomes may occur 
as a consequence of factors beyond the individual’s control, but give moti-
vational weight to the co-variation between an individual’s intention, acts, 
and subsequent outcomes. As in the organizational context, motivation is 
typically inferred from the co-variation between an employee’s perfor-
mance intention and his or her performance.

In criminal actions the actor’s intent is critical because usually some 
type of culpable state of mind is required to convict a person of a crime 
(see Anderson v. United States, 2005). To be convicted of most crimes a per-
son must have the requisite mens rea, which is defined as “a guilty mind; a 
guilty or wrongful purpose; a criminal intent” (Black’s Law Dictionary, 1979). 
The severity of the punishment for crimes, whether jail sentences or mon-
etary fines, is also influenced by the culpability of the actor’s state of mind. 
Longer sentences and greater fines are imposed for acts performed with 
more culpable states of mind. However, an intentional act may be done for 
acceptable reasons, which would usually not result in guilt or liability if so 
acting was reasonable under the circumstances, for example, self-defense.

In civil actions, a culpable intent is not always required to be liable 
for damages. A culpable intent is not required to be liable for breach of 
contract, although intent is relevant in tort actions. A tort is defined as 
a wrongful act other than breach of contract that causes a person harm 
when there was a legal duty to avoid or prevent that harm. A tort gives 
the injured party the right to sue for damages in a civil suit. Thus, only 
monetary damages can be awarded for tortious acts, although a separate 
criminal action may be brought for the same tortious act. Generally speak-
ing an actor’s intent is irrelevant in breach of contract lawsuits. On the 
other hand, in civil actions involving torts the actor’s intent determines 
whether acts were negligent or intentional. If the actor accidentally causes 
the harm, this may create a cause of action for negligence, or there may 
not be any liability. However, if the same act was performed intention-
ally, then this may create a cause of action for an intentional tort. The 
distinction between negligence and intentional torts is important in the 
consideration of amounts and types of damages awarded. For example, 
in some civil actions punitive damages may be awarded to punish people 
who acted with particularly culpable intentions. Punitive damages are 
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often used to punish culpable corporate actions because jail sentences 
cannot be imposed, although top managers may be imprisoned (such as 
Bernard Ebbers of WorldCom and Jeffrey Skillings of Enron). Thus, an 
actor’s intent may impact both liability and damages in some types of 
civil actions. Unfortunately, there are exceptions to this general rule that 
intent is required for liability and guilt. The law has developed the con-
cept of “constructive intent,” which states that a lack of intent to harm 
someone is not always a defense to an intentional tort, or even a crime, 
if the actor should have “reasonably expected or anticipated a particular 
result” (Black’s Law Dictionary, 1979). Similarly, a person can be liable for 
“constructive fraud” and have “constructive knowledge” and “construc-
tive malice.” Thus, actual intent is usually required, but not always, to 
establish liability or guilt.

Motives

Although “intent” is the most critical state of mind in the legal context, the 
mental state referred to as “motive” is also important. Black’s Law Diction-
ary (1979) defines motive as the “cause or reason that moves the will and 
induces action.” Consistent with psychological formulations, motive and 
intent refer to different constructs and have different implications for states 
of mind. Black’s Law Dictionary notes that “in common usage intent and 
motive are not infrequently regarded as one and the same. In law, there is 
a distinction between them. Motive is the moving power which impels to 
action for a definite result. Intent is the purpose to use a particular means 
to effect such result.” Consistent with psychological formulations, motive 
is conceptualized as the driving force, and motives are presumed to influ-
ence intentions, which in turn influence actions. The presence of specific 
motives is presumed to make more likely specific goal-directed actions 
that might satisfy those motives.

Although both psychological and legal conceptualizations view motives 
as energizing forces for action, there are several important differences in 
usage. In psychological theories, motives are typically viewed as inte-
grated affective-cognitive constructs that give rise to preferred action ten-
dencies. Individual differences in motive strength give rise to individual 
differences in the direction, intensity, and persistence of actions. In the 
legal setting, motives are largely conceptualized as cognitively mediated 
reasons for action. Individual differences play no appreciable role in such 
motives, and the presence of a motive for wrongful action implies little 
about the intensity of the action performed.

The existence of motives as reasons for action does not automatically 
mean that there was culpable intent and behavior. For example, socially 
unacceptable motives, such as selling a product above market value to 
make more money, do not necessarily generate culpable intentions, much 
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less actual wrongful behavior. Two individuals with the same motive (e.g., 
sell products at inflated value) can intentionally choose lawful or unlaw-
ful means for satisfying their motive. Moreover, wrongful behaviors and 
intentions to act can result from good motives (e.g., a person may steal 
to feed his or her family). In short, motives help explain why a person 
formed a specific intention, but intention is still the critical element of 
proof in the law.

Summary

In both work and legal contexts, an individual’s motivation for action 
must be inferred from the relationships among motives, intentions, and 
actions. In the legal context, an individual’s culpability and punishment 
for wrongful acts depends importantly on the ability to establish clear 
and conscious intention to perform the act. Motives, or reasons for form-
ing the intention and subsequently performing the act, are also taken into 
account in establishing intention.

Psychological and legal perspectives on human motivation also share 
common assumptions about the overdetermination of behavior, the impor-
tance of motives, or reasons for intention and action, and the strong link 
between intention and behavior. The influence of affectively laden rea-
sons for action, such as hate, represent an intriguing problem from both 
psychological and legal perspectives. Current psychological theorizing 
suggests that affective-cognitive processes may influence broad intentions 
and action tendencies without conscious mediation, but the attribution of 
specific emotions, such as hate, typically involves conscious appraisal. As 
such, psychological theorizing suggests that the performance of acts asso-
ciated with emotion-specific motives and intentions appears consciously 
mediated, and is consistent with jury instructions that ask jurors to con-
sider “conscious objective” or conscious intent in decision making (e.g., 
Texas Pattern Jury Instruction, PJC 110.37, referring to Tex. Civ. Prac. & 
Rem. Code, §41.008(c)(12)).

A final issue to consider pertains to motivation and criminal actions in 
organizational contexts, in particular with respect to executive malfea-
sance and employment law. In these contexts, wrongful acts often occur 
over periods of time, and intentionality and motives must be inferred 
from patterns of behavior, rather than specific verbalizations or acts. The 
rash of corporate accounting and executive malfeasance scandals led Con-
gress to pass the Sarbanes-Oxley Act in 2002. This law makes many types 
of intentional deception criminal. For example, the law created criminal 
sanctions for top managers who intentionally reported false financial 
statements (see 18 USCS Section 1350 (2005)). Similarly, Section 802 of the 
Sarbanes-Oxley Act states that “whoever knowingly alters, destroys, muti-
lates, conceals, covers up, falsifies, or makes a false entry in any record, 
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document, or tangible object with the intent to impede, obstruct, or influence 
the investigation or proper administration of any matter within the jurisdic-
tion of any department or agency of the United States or any case filed 
under Title 11, or in relation to or contemplation of any such matter or 
case, shall be fined under this title, imprisoned not more than 20 years, or 
both” (emphasis added). Section 1102 of the Sarbanes-Oxley Act “makes it 
a crime for any person to corruptly alter, destroy, mutilate, or conceal any 
document with the intent to impair the object’s integrity or availability for use in 
an official proceeding” (emphasis added). In this law, organizational fraud is 
criminal if the acts were knowing and intentional.

Organizations also need to be concerned about many different types 
of civil actions where intent and motive are relevant. Perhaps the best 
known area where an actor’s state of mind is an important issue is employ-
ment law. Title VII of the Civil Rights Act of 1964 makes it “an unlawful 
employment practice for an employer…to discriminate against any indi-
vidual with respect to his compensation, terms, conditions, or privileges 
of employment, because of such individual’s race, color, religion, sex, or 
national origin” (42 USC §2000e-2(a)(1), 2005, emphasis added). In this stat-
ute, the phrase “because of” refers to the actor’s state of mind, which may 
be conceptualized as either intent or motive (e.g., the U.S. Supreme Court 
wrote that discriminating “because of” a personal characteristic is a “dis-
criminatory motive” in Wisconsin v. Mitchell (1993)). Punitive damages can 
be awarded in Title VII discrimination cases when the intentional acts 
were particularly culpable (Kolstad v. American Dental Association, 1999).

While an individual’s state of mind is often a critical issue in employ-
ment law cases, in some types of sexual harassment actions both the 
complainant’s and defendant’s states of mind are important. The U.S. 
Supreme Court has held that sexual harassment actions require evidence 
that the harassing acts were performed “because of’ the complainant’s 
gender and that such acts were in fact “unwelcome” (Meritor Savings Bank 
v. Vinson, 1986). The Court also held that even if the victim engaged in 
the sexual activities “voluntarily,” consensual sexual activities that were 
“unwelcome” may constitute sexual harassment. The Supreme Court’s 
opinion can be analyzed in terms of both intent and motive in the sense 
that intent addresses the question of whether the complainant voluntarily 
participated or consented in the sexual activities, whereas the motive issue 
addresses why he or she participated in the sexual activities. A victim of 
sexual harassment could intentionally engage in voluntary sexual activi-
ties, but if the motive was to keep his or her job, then there could be sexual 
harassment. Evidence of possible motives for consenting helps factfinders 
decide if the sexual advances were unwelcome.

In summary, most criminal, and many civil, actions require evidence 
of action intentionality before an individual or organization can be found 
liable or guilty. Unfortunately, the terms and phrases used to describe 
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legally relevant states of mind are often difficult to differentiate from each 
other, and the line between motives and intent is sometimes unclear. The 
culpability of the motives and intent often determines whether acts are 
unlawful, as well as influencing the degree and type of penalties and 
sanctions for such acts.

References

Anderson v. United States, 125 S. Ct. 2129, 161 L. Ed. 2d 1008 (2005).
Black’s Law Dictionary (5th ed.). (1979). St. Paul, MN: West Publishing Co.
Kolstad v. American Dental Association, 527 U.S. 526, 119 S. Ct. 2118, 144 L. Ed. 2d 

494 (1999).
Lazarus, R. S. (1991). Emotion and adaptation. New York: Oxford University Press.
Meritor Savings Bank v. Vinson, 477 U.S. 57; 106 S. Ct. 2399, 91 L. Ed 2d 49 (1986).
Texas Business and Commerce Code, §17.45 & 50 (2006).
Texas Pattern Jury Instruction, PJC 110.37 (2006).
Texas Civil Practice and Remedies Code, §41.008(c)(12) (2006).
U.S. Code, 42 U.S.C. §2000e et seq. (2005).
Weiss, H. M., & Cropanzano, R. (1996). Affective events theory: A theoretical dis-

cussion of the structure, causes, and consequences of affective experiences 
at work. Research in Organizational Behavior, 18, 1–74.

Wisconsin v. Mitchell, 508 U.S. 476; 113 S. Ct. 2194; 124 L. Ed. 2d 436 (1993).

Work Motivation: Insights from Economics
Bruce E. Kaufman

Economists were the first social scientists to theorize about work motiva-
tion, dating back to Adam Smith. A cynic might say that this theory can 
be boiled down to one word, money, or possibly two words, pay more. Both 
descriptions capture an important kernel of truth about the view of econ-
omists on work motivation, but both also caricature and misrepresent. In 
the short space allotted to me, I will attempt to survey and summarize 
the economics literature on work motivation, outlining both where money 
and pay more accurately capture the main current of theory in economics 
and where they do not. Needless to say, this survey can only provide a 
snapshot view, particularly with regard to the large and rapidly growing 
literature of the past decade.
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Framework and approach

Before plunging into specific studies and models, brief discussion of the 
conceptual framework and methodological approach of economists to the 
subject of work motivation is helpful. Not only does this help sketch the 
big picture for noneconomists, but it also introduces important trends and 
recent innovations in economic theorizing on this subject.

The term work motivation is relatively new to economics and before the 
1990s was infrequently encountered. Part of the reason is terminological. 
The economist’s notion of work motivation is how much work a person is 
willing to provide. In economic theory, this is called labor supply, for which 
there is a well-developed conceptual model and huge literature (Blundell 
& Macurdy, 1999).

The paucity of research in years past on work motivation also reflects 
certain methodological predispositions in economics. The mainstream 
view is that the goal of economic theory is to predict aggregate forms of 
behavior, such as the cause of business cycles, differences in labor force 
participation rates of men and women, and firms’ adjustment of employ-
ment in reaction to a hike in the minimum wage. At this level of analysis, 
the individual differences in work motivation that are the staple of psycho-
logical research are typically viewed as largely irrelevant to economists. 
Further, economists tend to take a largely utilitarian or instrumental view 
of the subject of work motivation. That is, economists have little intrinsic 
interest in the theory and process of work motivation; rather, their interest 
is in identifying certain stable and relatively uncomplicated generaliza-
tions about work motivation that may be quite simplistic and even unre-
alistic to psychologists, but yet which serve reasonably well for purposes 
of explaining and predicting aggregative forms of economic behavior. A 
final consideration is that economists adopt a division of labor on the sub-
ject of work motivation in which they emphasize external influences on 
work motivation, such as financial incentives, and leave to psychologists 
the study of internal mental and emotional processes.

After terminology and methodology come theoretical considerations. 
Economists, like other social and behavioral scientists, seek to develop 
theoretical models about their subject. From the 1930s to the 1980s the 
approach taken by the dominant school of economists (generally asso-
ciated with the neoclassical school) was to construct economic theory 
on a small core of highly abstract and universalistic axioms concerning 
the human agent, technology of production, and structure of markets. 
Believing psychology to be obstructive to this goal because of its focus on 
individual differences and plethora of competing and partially noncom-
mensurate theories and concepts, these economists purged economic the-
ory of as much psychological content as possible. Naturally, a topic such as 
work motivation was seriously suspect and received little attention, with 
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modest exceptions from the heterodox side of economics and allied fields 
such as industrial relations (Kaufman, 1999).

In the last two to three decades, however, the theoretical tide has partly 
turned, opening the door to greater consideration of work motivation 
and other psychological concepts and processes in mainstream econom-
ics. Two different developments have led the way. The first is the rise of 
the new field of behavioral economics. Behavioral economics is devoted to 
incorporating greater psychological content and realism into economic 
analysis. Begun in the 1960s–1970s by a few mavericks, in the last decade 
behavioral economics has surged into the mainstream and is now one 
of the hottest areas of research (Rabin, 1998; Sent, 2004). Indeed, readers 
may be surprised to learn that work motivation (labor supply) is a cen-
tral research topic of several Nobel Prize winners, such as Herbert Simon, 
Gary Becker, George Akerlof, and Joseph Stiglitz.

Another trend favoring more explicit consideration of work motivation 
by economists is the notable broadening that has taken place over the last 
several decades in the theoretical and topical domain of the discipline. 
Through the 1960s, the theoretical core of economics was called price the-
ory, and as the term suggests, the focus was on the operation of markets 
and the determination of price by demand and supply. In this framework, 
work motivation is part of labor supply; labor supply is typically concep-
tualized as a discrete and measurable quantity, such as hours of work or 
labor force participation; and the principal concern of theory is to deter-
mine the relationship between the price of labor (the wage rate) and the 
quantity of labor people desire to supply. Here it is perhaps reasonable to 
say that money is indeed the central (but not sole) variable in the econo-
mist’s theory of work motivation.

In recent decades economics has transitioned to a broader and more 
inclusive perspective. Rather than the operation of markets per se, the 
domain of economics is now widely regarded as the allocation of scarce 
resources to competing ends. In this mode, economics becomes an exercise 
in benefit-cost analysis and constrained optimization in order to identify 
equilibrium solutions to all types of choice problems. I have elsewhere 
called this version of economics choice theory (Kaufman, 2004). Choice 
theory subsumes price theory and uses it as a foundation, but then goes 
on to analyze optimal (or rational) choice in a host of nonmarket contexts, 
based on myriad pecuniary and nonpecuniary benefits and costs. Thus, 
in recent decades economists have applied rational choice theory to sub-
jects as diverse as criminal activity, employment discrimination, drug 
addiction, fertility, marriage, personnel management practices, and social 
status. This broadening of theoretical approach and topic domain, partic-
ularly under the aegis of the new fields of personnel economics and con-
tract theory, has also facilitated a more detailed and inclusive examination 
of work motivation. For example, we now see a burgeoning economics 
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literature on a third dimension of labor supply—work effort (Fairris, 2004; 
Berg, 2006), an outpouring of research on incentives and work motiva-
tion (Goldsmith, Veum, & Darity, 2000; Neilson, 2007), an equally large 
outpouring of research on principal-agent problems and work motiva-
tion (Malcomson, 1999), and even consideration of explicitly psychologi-
cal dimensions of the subject such as extrinsic versus intrinsic motivation 
(Frey, 1997; Bénabou & Tirole, 2003).

Given this brief overview, I now turn to various strands of theorizing in 
economics on work motivation.

economists on Work Motivation: The First 200 Years

Economists and writers on economic affairs engaged in a spirited debate 
about work motivation as early as the 18th century (Coats, 1958). The crux 
of the debate was whether the stick of poverty or the carrot of higher wages 
was the more effective device for getting the laboring masses to work 
hard. Here were surfaced some conflicting assumptions about work and 
people that remain core issues in modern theories of work motivation.

Early in the debate, most writers adopted what has become known as 
the “utility of poverty” hypothesis (Marshall, 1998). This hypothesis is 
grounded on the assumptions that people have an aversion to work and 
prefer leisure over gainful exertion. The way to maximize work effort, 
therefore, is to keep people poor and on the edge of survival, in effect 
using the stick of starvation to drive them to work every day. From this 
perspective, offering people higher wages as an incentive to provide more 
labor is counterproductive since the higher income only leads them to quit 
work earlier. In modern economics, the utility of poverty doctrine asserts 
that the labor supply curve is negatively sloped. The utility of poverty 
idea is well expressed by Arthur Young, who commented, “Everyone but 
an idiot knows that the lower classes must be kept poor or they will never 
be industrious” (quoted in Ekelund & Hébert, 1997, p. 46).

On the opposite side of the debate were economists who put forward 
what has become known as the “economy of high wages” doctrine. One 
of the first and most effective proponents of this viewpoint was Adam 
Smith. Smith accepted the idea that work was typically an unpleasant or 
onerous experience for most people, and thus they would only perform it 
if rewarded. However, he took a more optimistic view of human nature. 
Smith asserted that people have an innate desire to better their condition 
and, if given sufficient opportunity and inducement, will work long and 
hard toward that end. He also asserted, however, that people have a desire 
for present ease and enjoyment and will therefore diminish their supply 
of work absent sufficient reward. The implication of Smith’s reasoning is 
that high wages are the better device to spur work motivation since people 
weigh the prospect of financial gain from extra work against the enjoy-
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ment of extra leisure and will be motivated to choose work if the prospec-
tive gain is high enough. Smith thus remarks, “When wages are high…we 
shall always find the working-men more active, diligent and expeditious, 
than when they are low” (quoted in Marshall, 1998, p. 318). In modern 
terms, the economy of high wages doctrine holds that the labor supply 
curve is positively sloped.

The next major contribution by economists to the subject of work moti-
vation was in the late 19th century by Englishman W. Stanley Jevons. In 
The Theory of Political Economy (1957), Jevons is among the first of econo-
mists to clearly work out the “marginal” idea upon which the core of mod-
ern-day economic theory is based. This idea holds that to maximize any 
quantity, such as profit or utility (satisfaction), the decision maker should 
continue the activity as long as the marginal (incremental) gain is greater 
than the marginal cost and stop when the two become equal.

Jevons applies this reasoning to the worker’s optimal supply of labor. 
He defines labor as “any painful exertion of mind or body undergone 
with a view to future good” (1957, p. 168). Jevons qualifies this definition 
by noting that for the first few hours labor may be pleasurable or agree-
able, but asserts that after some length of time factors such as fatigue 
and monotony cause additional labor to become irksome. Given this, the 
question of work motivation—that is, how much work a person will pro-
vide—is determined by a balancing of the marginal gain from extra work 
versus the marginal cost. According to Jevons, the marginal gain is the 
extra utility gained from the consumption of goods made possible by an 
extra hour’s work, while the marginal cost is the additional psychologi-
cal and physiological “pain” from work. Based on the law of diminishing 
returns, Jevons argues that the marginal gain from extra consumption at 
some point progressively declines, while beyond some point the marginal 
cost of performing extra labor progressively rises. He demonstrates both 
mathematically and diagrammatically that the optimal labor supply is the 
work hours (and intensity of work effort) where marginal gain comes into 
balance with marginal cost. Thus, this theory implies that (other being 
things equal) a higher wage will elicit greater labor supply (since on the 
margin the gain now outweighs the pain), as will any action by manage-
ment (e.g., improved working conditions, less overt bossing) that reduces 
the pain or increases the agreeableness of work.

We now come to the foundational theory of labor supply (work motiva-
tion) that has provided the bedrock framework of analysis for the last half 
century. It had its roots in the work of late-19th-century Austrian econo-
mists and was fleshed out in the 1930s and 1940s by economic theorists 
such as Hicks and Stigler (also Nobel laureates). Often called the income-
leisure model, it represents a subtle but important departure from Jevons 
pleasure-pain model. The central concept is opportunity cost, which means 
the next best alternative a person gives up when item X is chosen. Thus, 
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in choosing how much to work, people are assumed to weigh two goods 
that both provide satisfaction: the consumption goods made possible by 
the extra income gained from an hour of work, and the enjoyment of an 
extra hour of leisure time. More consumption goods require more work 
but come at the cost of less leisure; hence, it is not the pain of work per 
se that people balance against the pleasure of more consumption goods, 
but the pain of foregone leisure (Spencer, 2004). In this theory, therefore, a 
person is motivated to work more as long as the marginal gain in satisfac-
tion from extra income and consumption goods exceeds the marginal loss 
of satisfaction from less leisure; when the marginal gain just equals the 
marginal loss, the person has reached the optimal amount of work.

The income-leisure theory again highlights the role of wages as a deter-
minant of work motivation, for the model can be manipulated to derive 
one of the most important constructs in labor economics—the supply 
curve of labor (the relationship between the wage and desired work). But it 
also shows that “more money,” perhaps contrary to conventional wisdom, 
will not necessarily induce greater work. The model shows that a higher 
wage tugs a person in two conflicting directions: A “substitution effect” 
motivates the person to desire more work since the opportunity cost of 
leisure is greater, while an “income effect” motivates the person to desire 
less work since a higher wage yields more income, and with extra income 
a person wants to “buy” more leisure (by working less). The net outcome 
on work motivation depends on the effect that is largest, which ultimately 
depends on a person’s preferences or tastes for extra income versus extra 
leisure (Kaufman & Hotchkiss, 2005). A workaholic, for example, will 
likely have a larger substitution effect and smaller income effect, while 
the reverse will be true for a laid-back person. At this point economists 
stop, believing deeper exploration of tastes and preferences is not part of 
their subject domain.

The income-leisure model has been generalized and extended in numer-
ous directions, such as a model of family labor supply and more than 
two uses of time (e.g., market work, home work, leisure). This theory of 
work motivation has spawned a huge applied and empirical literature. 
Space permits only mention of some of the most important and interest-
ing examples.

One, for example, is the division of labor between men and women 
(Blau, Ferber, & Winkler, 2006). That is, why a half century ago did most 
married men go off to market work and most married women remain 
at home and do housework, and why did this gap narrow so dramati-
cally over the subsequent five decades? The primary explanation offered 
by economists with respect to the first part of this question rests on the 
law of comparative advantage: That is, in the 1950s the marginal gain in 
income to the family was far greater if the man did market work, while 
with numerous children and many household chores the family gained 
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the most if the women handled these responsibilities. The gap has closed, 
in turn, because the earnings available to women have risen dramati-
cally, causing them to substitute from housework and (perhaps) leisure 
to market work. Fewer children and modern household technology have 
also accommodated this shift.

A second example concerns the role of financial incentives on work 
motivation. A hot political topic in recent decades, for example, is the 
effect of tax rates on work motivation. Will cutting taxes induce people to 
work more? Economic theory shows the answer may be yes but also no, 
depending on the size of the income effect (work less) and the substitution 
effect (work more). Empirical research suggests, however, that high tax 
rates help explain why average work hours are lower in Europe than the 
United States, and why countries such as Sweden have a larger portion of 
part-time workers (Kaufman & Hotchkiss, 2005). The opposite side of this 
coin concerns the effect on work motivation of more generous welfare and 
social insurance benefits. Economic theory predicts that more generous 
welfare benefits reduce people’s desired labor supply (more income leads 
to a greater demand for leisure; the lower net wage from market work as 
welfare payments are withdrawn lowers the opportunity cost of leisure), 
while more generous social insurance programs, such as social security 
and unemployment compensation, also create strong incentives to reduce 
time devoted to work.

A final example concerns volunteer labor supply, such as time donated 
to a volunteer fire department or nonprofit charitable organization. The 
prediction of economic theory is that people are less likely to volunteer 
the higher is their opportunity cost of time, say as measured by hourly 
compensation at work. Thus, we should expect to find more women vol-
unteering than men. But other considerations also have to be included 
(Cappellari & Turati, 2004). For example, people are motivated to volun-
teer because it builds valuable job experience or looks good on a resume 
and thus promotes future earnings (an “investment good” explanation). 
Likewise, some people volunteer because they enjoy the activity, making 
a job such as volunteer firefighter a “consumption good” that is purchased 
with the person’s time.

Work Motivation: recent advances and extensions

Since the mid-1980s research by economists on work motivation has greatly 
expanded in terms of both breadth and depth (Ritter & Taylor, 1997). Rela-
tive to earlier research, three theoretical innovations have been at cen-
ter stage: explicit attention to work effort (augmenting the standard labor 
supply analysis of hours and labor force participation), the phenomenon 
of incomplete labor contracts (introducing problems of principal-agent, 
moral hazard, etc.), and incorporation of a richer array of psychological 
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and ethical variables (e.g., morale, fairness). In this section I provide a brief 
overview of several major lines of development in the literature encom-
passing these three innovations.

Forms of Pay

Firms use money to motivate their workers, but face the challenge of fig-
uring out the best form in which to give this money. A dollar of compen-
sation, for example, can be paid as an hourly wage, a piece rate, or as part 
of a profit-sharing plan. The challenge facing firms is to identify the pay 
form that gives the biggest “bang for the buck.” Which pay form (or mix 
of forms) should they choose? The answer of economists is: It depends! 
In particular, it depends on both the benefits and costs of alternative pay 
forms, including the effect each pay form has on worker motivation.

Economists distinguish pay systems along two different dimensions, 
giving rise to a 2 × 2 matrix (Kaufman & Hotchkiss, 2005). One dimension 
is a choice between input- and output-based pay systems, where the typi-
cal input measure is a unit of time and an output measure is units of the 
good produced (e.g., a wage per hour vs. a piece rate); the second dimen-
sion is between an individual and collective form of pay (e.g., individual 
bonus vs. profit sharing). Firms thus have choice over their form of pay 
and have to decide two related problems: what form of pay to adopt and 
the optimal level of this pay.

If managers had perfect information and worker contributions to pro-
duction were completely separable, economic theory shows that firms 
would always pay employees an individual form of output-based pay. An 
example would be a piece rate for a production worker or commission 
rate for a sales worker. The great advantages of this type of pay form are, 
first, it aligns the interests of the firm and worker by making both parties 
better off from greater production, and second, it provides workers the 
maximum incentive to supply effort in production. Economic theory goes 
further—it also provides tools to determine the feasible range of the piece 
or commission rate (bounded by a zero-profit constraint for the firm and 
an exit constraint for the worker) and the precise level that maximizes 
firm profit (Neilson, 2007).

Since many employees receive some other form of pay, the next ques-
tion considered by economists is the factors that account for this. Two rea-
sons firms turn to an input (time) basis of pay are, first, the difficulty and 
expense of measuring workers’ output and, second, the law of unintended 
consequences. The more difficult or expensive it is to measure workers’ 
output (e.g., as in production of a service such as teaching or customer 
care), the more attractive it becomes to pay them on a time basis; likewise, 
a piece or commission rate can lead to unintended costly consequences, 
such as when employees neglect product quality in order to maximize 
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product quantity. Time rates, however, also have their well-known defects. 
In particular, with a time rate the firm buys a unit of an employee’s time 
but may get no productivity if the worker completely loafs (shirks) on the 
job. This phenomenon represents a case of “moral hazard,” meaning an 
action on the part of one party that opportunistically takes advantage of 
a gap or unenforceable feature of a bilateral contract at the expense of the 
other. To prevent loafing on a time rate, firms employ supervisors and 
install a host of monitoring devices and punitive sanctions (e.g., perfor-
mance appraisals, termination for poor performance). Since these also 
cost money, the firm must choose its pay form by balancing benefits and 
costs—greater effort and output but higher measurement costs and unin-
tended consequences with a piece rate versus a wage form of pay that 
is cheaper to implement and measure but which yields lower effort and 
output and entails more bureaucratic control costs.

A similar weighing of benefits and costs concerns choice of individual 
versus group forms of pay. Individual forms of pay tightly link personal 
accomplishment and reward; the downside is in “team” forms of produc-
tion (where individual performance is affected by the performance of 
workmates) they undercut incentives for cooperation and fail to reward 
collaboration. Group forms of reward (e.g., profit sharing), on the other 
hand, foster cooperation but reduce the link between individual effort 
and reward, causing employees to “free ride” on the effort of others.

alternative Motivational effects of Higher Pay

Given the form of pay, the next question is whether it makes sense for the 
firm to spend more total dollars on pay. That is, will extra money spent on 
wages, piece rates, or profit sharing motivate employees to work harder, 
and if so, what might be the best way to provide this higher pay? Four dif-
ferent economic theories address these questions. All four suggest a yes 
answer to the first part of the question but then provide different answers 
to the second part. In effect, higher pay acts as both carrot and stick, but 
the nature of the carrot and stick varies in each theory, as does the manner 
in which the carrot and stick motivate work effort.

One popular theory is called the efficiency wage model (Shapiro & Stiglitz, 
1984; Ritter & Taylor, 1997). The starting point for this theory is that if firms 
pay only the going market rate of wages (or piece rates, profit sharing, etc.), 
then employees have little motivation to work hard because if fired, they 
can easily find alternative jobs paying roughly the same. Thus, to motivate 
workers, the firm voluntarily pays higher than the market rate—a wage pre-
mium called an efficiency wage. The higher the efficiency wage, the more 
workers have to lose if terminated, and therefore the greater incentive they 
have to be diligent, loyal, and hardworking. Further, when firms pay above-
market wages, their labor demand declines while the number of workers 
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who want jobs increases, leading to unemployment and longer job searches 
in the labor market, and yet a further incentive to avoid being fired.

A second popular theory is called the tournament wage model (Lazear 
& Rosen, 1981; Neilson, 2007). It is inspired by the incentive effects of 
sports tournaments, such as in professional golfing and tennis. In these 
tournaments, the dollar value of the winnings increases disproportion-
ately as one gets closer to the number one position. Thus, the difference 
in prizes between a sixth place and fifth place finish, respectively, may be 
only $50,000, but the difference between a second and first place finish 
may be $1 million. The disproportionate increase in the prize for win-
ning the tournament provides a very large incentive for players to “give 
their all,” thus maximizing motivation and performance. This model has 
been applied to employee compensation, particularly among salespeople 
and corporate executives. The pay structure among lower, middle, and 
top executives, for example, exhibits the same pattern of disproportionate 
steps, with the cadre of vice presidents earning, say, $300,000 per year and 
the CEO $5 million. This pay structure, according to the theory, motivates 
the vice presidents to go all out so that they are positioned to win the top 
job when the current CEO steps down.

A third popular theory is the deferred compensation model (Lazear, 1979; 
Neilson, 2007). This theory starts from the observation that many employ-
ment relations are long term, and indeed, many firms want people to hold 
long-term jobs in order to reduce hiring, training, and turnover costs. 
The exemplar is people who work at one company their entire working 
lives (“lifetime” jobs). But if employees have lifetime jobs, or a reasonable 
expectation thereof, they may also lose the incentive to exert maximum 
work effort and therefore choose to “coast to retirement.” In this model, 
firms solve this motivation problem by restructuring the time profile of 
compensation. That is, the firm must pay a competitive lifetime compen-
sation package to attract employees, but it redistributes this pay so that 
in the early years employees are paid less than the market rate, and in 
the later years they are paid more as a bonus for diligent and faithful 
work. One particular form this bonus of deferred compensation takes is 
a pension.

A fourth theory is called the fair wage or gift exchange model (Akerlof, 
1982). More than the others, it draws on ideas from psychology and the 
behavioral sciences. The concept is that people give less to another party 
when they feel unfairly treated and give more when treated better than 
the average. Applied to work effort, this theory implies that paying less 
than the market wage can be counterproductive for firms since the saving 
on direct compensation may be more than offset by the decline of work 
effort and productivity. Conversely, firms may find that paying above 
market wages actually adds to profit to the extent workers reciprocate this 
“gift” by commensurately working harder. This latter result is the same as 

RT7451X.indb   597 5/28/08   12:45:30 PM



���	 Work	Motivation:	Past,	Present,	and	Future

in the efficiency wage model, although the emotional source of the extra 
work effort is different. With an efficiency wage the extra work effort is 
motivated by fear of job loss, with the gift exchange model it is motivated 
by gratefulness for financial gain.

Morale and Intrinsic Motivation

In one way or another, most economic research on work motivation (labor 
supply) has been centered on the role of monetary incentives. In recent 
years, however, economic research has begun to give more attention to 
various psychological and nonpecuniary aspects of work motivation. Two 
examples concern employee morale and intrinsic sources of motivation.

For example, one line of research suggests that work effort and morale 
are tightly linked and morale, in turn, is closely related to perceptions of 
fair treatment and mutual gain. Thus, compensation remains an important 
motivational device but gains its power less from a direct incentive effect 
than from an indirect effect operating through morale (Bewley, 1999).

A second line of research considers intrinsic sources of work motivation. 
Only recently have mainstream economists begun to consider the pos-
sibility that the manipulation of extrinsic motivators, such as monetary 
compensation, can also affect the power of intrinsic motivators (e.g., love 
for the job). In particular, several articles in highly visible journals have 
explored the economic basis of intrinsic motivation and the hypothesis 
that paying people more money to do a job may simultaneously under-
cut their innate interest in the work (e.g., Frey, 1997; Bénabou & Tirole, 
2003). This line of theorizing, at least until recent years, was distinctly 
unorthodox because it effectively introduces interdependency between 
two fundamental and heretofore independent constructs in microeco-
nomic theory—preferences (the structure of the utility function) and mar-
ket incentives (the budget constraint).

Conclusion

Economists have theorized about work motivation for more than two 
centuries. Reflective of the market-oriented nature of the discipline, their 
attention has not been on the internal person-centered psychological 
process of motivation, but rather on the motivational role and effects of 
external economic variables, such as wages, income, and unemployment, 
on labor supply to firms and the national economy. No economist would 
claim that “only money matters” in explaining work motivation, but he or 
she would claim that money—or, more broadly, incentives—is a crucial 
consideration. This claim is corroborated by interviews and case studies 
with business managers who consistently report that the level and fair-
ness of pay is one of the most important influences on work motivation 
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(Wiley, 1997). A perhaps unexpected insight of economic theory, on the 
other hand, is that more money will not always induce greater work moti-
vation and, indeed, may lead to less. A second insight is that, whatever 
the precise relationship between money and work motivation, the optimal 
(profit-maximizing) use of money to motivate work effort always depends 
on a weighing of relative benefits and costs. With the rise of behavioral 
economics and choice theory, the range of benefits and costs considered 
by economists has expanded greatly in recent years, opening the door to 
closer dialogue with the discipline of psychology.
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Work motivation represents one of the more enigmatic topics in work 
and organizational science. The chapters in this volume make it clear 
how complex this topic is. This concluding chapter is not meant to be a 
summary of these chapters. Instead, we offer a structure to help under-
stand this complexity, identify major themes and future research direc-
tions, and present our thoughts on potential practical utility of this work. 
Scientific advances during the 20th century greatly improved our knowl-
edge about the determinants, processes, and consequences of motivation 
related to work. Programs of research guided by expectancy-value theo-
ries, self-regulation and goal-setting formulations, social exchange and 
justice approaches, and self perspectives (e.g., self-determination theory), 
in turn, stimulated the development of new organizational and mana-
gerial practices to promote positive worker attitudes and enhance job 
performance. Yet, a quick perusal of the popular literature suggests that 
developing and maintaining a motivated workforce remains a major chal-
lenge in contemporary organizations. Why, in the face of so much prog-
ress, is the successful management of worker motivation so elusive? There 
have been attempts to describe motivation theory in ways managers can 
understand (e.g., Pritchard & Ashwood, 2007); however, in this chapter we 
propose that the principal reason for this state of affairs lies not (as is often 
suggested) in a basic disconnect between theory and practice, but rather 
in the complexity of the problem.

Motivation in Perspective

It should be clear from the chapters in this volume that work motivation 
covers an immense scientific territory. One way to put all this into per-
spective is to organize this territory in terms of four major foci: (1) basic 
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motivation processes, (2) proximal person-situation antecedent influences, 
(3) motivation-outcome linkages, and (4) partly exogenous influences. 
Many research programs have been devoted to basic questions about the 
operation of motivational processes as they occur in the workplace (e.g., 
the goals an individual adopts, the intensity of action and effort devoted 
to job performance, the reliability of work behavior, and the tenacity of 
goal pursuit). Other basic research aims at understanding the influence of 
affective traits and states (e.g., anger) on motivational processes and their 
outcomes. A second foci of research investigates how personal attributes 
(e.g., conscientiousness) influence and interact with situational conditions 
to affect motivational processes. A third area focuses on elucidating the 
link between motivational processes and organizationally relevant out-
comes, such as job performance, work attitudes, turnover, and employee 
well-being. Finally, a fourth line of inquiry investigates the impact of 
partly exogenous factors, such as culture, nonwork demands, and orga-
nizational events on motivational processes. Research in this area also 
includes studies of how job design and setting-specific contexts, such as 
job skill training, teams, and customer service work, influence motivation 
and setting-specific outcomes, such as learning, emotional exhaustion, 
and team performance, respectively. The breadth of the field is further 
complicated by the diversity of approaches that draw from virtually all 
areas of psychology, including cognitive science, affective neuroscience, 
social psychology, personality psychology, and life span development 
psychology, as well as allied fields such as sociology and communications. 
With so many approaches and issues, it is often difficult to keep up with 
new developments, much less to identify the appropriate conceptualiza-
tion for a specific problem.

Motivation approaches and Organizational utility

From an organizational perspective, work motivation represents a key 
lever in maximizing the use of human capital for organizational success. 
Different approaches to work motivation often sort themselves out in 
terms of their potential utility for different organizational functions or 
objectives. Human resources personnel concerned with effective person-
nel selection, for example, often use personality trait measures to identify 
applicants who are more likely to be dependable, passionate about their 
work, and work well with others to attain high levels of unit performance. 
Trait-based research on work motivation, investigating the influence of 
individual differences in dispositions, work interests, achievement ori-
entations, and interpersonal style preferences, is particularly useful in 
the context of selection, placement, and classification. In contrast, in the 
context of employee performance management, organizations have often 
looked to research on the operation of motivational processes. Research 
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on goal setting, self-regulation, work design, self-determination, and 
organizational justice focuses on the key mechanisms and architecture of 
motivational processing and helps to guide the development of manage-
rial, leadership, and compensation strategies that foster employee com-
mitment, high levels of individual and team effort, and task persistence 
in the face of obstacles. Extending Lewin’s famous dictum that “there is 
nothing so practical as a good theory,” it seems safe to assert that today’s 
multiplicity of work motivation formulations offer organizations a wealth 
of practical strategies for improving motivation for work, skill develop-
ment, and job performance in a variety of contexts. The problem lies in 
knowing which one to use when.

Identifying the appropriate scientific approach to address a real-world 
problem is further complicated by recent economic, technological, and 
demographic changes. Economic globalization has created a new world. 
In contrast to the industrial economies of the 20th century, post-industrial 
economies in the 21st century increasingly produce services rather than 
goods, and demand that organizations be nimble with respect to adopt-
ing new technologies, retooling work roles in response to new demands, 
and making more effective use of an increasingly diverse, self-directed, 
and sometimes scarce workforce. These changes pose stiff new challenges 
for theory, research, and practice in work motivation. For example, steady 
job growth in the service sector and the increasing use of teams has revi-
talized and extended research directed toward examining the impact of 
affect and interpersonal relations on work motivation and its outcomes. 
The continuous introduction of new technologies into the workplace has 
raised a host of questions about how best to motivate tenured and often 
older employees to undertake new skill learning. Workforce trends, char-
acterized by a growing aging workforce, scarcity of talented younger 
workers, and increased gender and cultural diversity, require reconsidera-
tion of the extent to which motivational practices, developed largely from 
research using young adult male baby boomers, generalize to females, 
other ethnic groups, workers in different regions of the world, and older 
workers. Taken together, post-millennium changes in organizational 
needs, workforce characteristics, and worker wants, needs, and values, 
have created a wealth of potentially useful future research directions for 
work motivation theory and research.

Multiple Changing influences on Work Motivation

A final consideration in understanding what makes work motivation such 
an enigmatic topic pertains to the sheer number of influences on work 
motivation. Sociocultural influences; economic conditions; the sociotechni-
cal context of work; individual differences in values, interests, personality, 
emotion, and motives; abilities; and knowledge all operate simultaneously 
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to affect an individual’s choice with respect to work goals and the per-
sonal resource allocation strategies used to accomplish work goals. These 
influences also operate on different timescales that exert direct and lagged 
effects on motivational processes. Work conditions and worker attributes, 
for example, change naturally and by design, creating multiple paths of 
influence on work motivation. Changes in the nature of work, brought 
about by economic developments and shifts in organizational priorities, 
for example, exert indirect effects on work motivation by changing the 
value that organizations place on particular employee behaviors and 
by shifting the rewards that organizations provide for demonstration 
of those behaviors. In post-industrial economies, adaptability, initiative, 
teamwork, and affect regulation may be more highly valued by service 
sector employers than domain knowledge or technical skills. Develop-
ment and evaluation of managerial practices that effectively motivate the 
acquisition and expression of these preferred stylistic behavior patterns 
represents a rapidly growing area of study.

Even on the job, task demands on an individual’s motivation change 
over time. Tasks that are daunting at the outset often become less effortful 
with practice and the development of knowledge, skills, and behavior rou-
tines that facilitate performance. As task demands on motivation decline, 
individuals and organizations must forge personally meaningful chal-
lenges and rewards to sustain high levels of performance motivation and 
job engagement. Successful completion of a simple tax return typically 
demands a high level of resource allocation among novice accountants. 
With experience, however, such returns are easier and may become bor-
ing. Employee motivation must be sustained through additional support. 
Managerial practices must promote the adoption of valued new goals that 
correspond to organizational objectives, such as assigning more complex 
tax returns, learning new accounting procedures, or building new client 
relationships. Although contemporary approaches to work motivation 
recognize that an individual’s motivation may wax and wane over short 
periods of time and is not always maximal, there is still lack of sufficient 
understanding of how managers can “energize” employees to sustain high 
levels of work motivation that will promote further skill learning and per-
formance in response to changing task opportunities and demands.

At the same time, organizations must keep in mind intraindividual 
change over longer time spans. As adult intellectual and personal devel-
opment unfolds across the life course, employee needs, wants, work and 
reward preferences, and capabilities change. Individuals acquire new 
knowledge and skills, develop new interests and passions, seek new oppor-
tunities and rewards, experience new constraints, and build and protect 
self-percepts of competence and professional identity. And although there 
is evidence of age- and cohort-related patterns of intellectual and personal 
development, large individual differences continue to exist in the trajecto-
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ries of adult development. Identifying effective strategies to enhance work 
motivation and its outcomes in an increasingly diverse workforce with 
respect to age, nonwork demands, work experience, gender, cultural back-
ground, interests, and differing levels of socioemotional development is 
thus a formidable challenge for a growing number of organizations (Erez, 
this volume; Kossek & Misra, this volume).

Management practices to enhance work motivation among job incum-
bents have typically focused on broad principles of behavior change that 
have shown wide applicability across persons. These practices gain trac-
tion in the workplace by appropriate matching of organizationally con-
trolled incentives to principles grounded in basic theory and research on 
human motives for action. As the workforce becomes more diverse, how-
ever, it becomes increasingly difficult to develop incentive schemes that 
correspond well to diverse employee motives and values.

Against this background of continuous change in person attributes and 
job demands, organizations enact planned and unplanned changes that 
also affect employee motivation (Boswell, Colvin, & Darnold, this vol-
ume; Parker & Ohly, this volume). The introduction of new technologies 
can change how work is performed, modify patterns of social exchange 
among workers, and require employees to engage in additional skill train-
ing. Implementation of new strategic objectives may entail organizational 
restructuring and necessitate layoffs that shift the dominant motivational 
orientation among employees from one of challenge or achievement to 
one of prevention and protection from threats to self-esteem and job loss. 
Changes in team leadership and supervision may introduce new, localized 
changes that affect work motivation, including, for example, the imple-
mentation of group or individual goal setting, changes in the content, fre-
quency, or style with which employee feedback is given, and modification 
of the incentive structure for organizational citizenship behaviors.

Chapter Objectives

Accordingly, a principal objective of this chapter is to enhance the com-
prehensibility and potential practical utility of recent theory and research 
on work motivation in two ways. First, we return to the “three C’s” organi-
zation of the field presented in Chapter 1 in order to review progress and 
abiding issues related to content, context, and change, respectively. Rather 
than reiterate previously described advances and future research needs 
identified in previous chapters, we focus on providing a broad and inte-
grative view that will hopefully stimulate new thinking about the domain 
and innovation in how we study work motivation. We then employ an 
adaptation of Stokes’s (1997) quadrant model of scientific research to iden-
tify current concerns in the field. According to Stokes, research may be 
organized into four broad quadrants on the basis of two areas pertaining 
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to the inspiration for the work: (1) quest for fundamental understanding 
and (2) considerations of use. Building on the three C’s framework, we 
present a series of research questions organized in terms of their empha-
sis on science and use. In the final section of the chapter, we address a few 
remaining issues and provide a few final thoughts on the field.

The Three C’s of Work Motivation

As described in Chapter 1, a large portion of research in work motiva-
tion focuses on delineating the impact of different personal characteristics 
(content) and situational conditions (context) on motivational processes 
and their outcomes. A heuristic model of work motivation as a function of 
these two themes is shown in Figure 16.1. Several features of this heuristic 
framework warrant note. First, the model builds upon well-established 
person-situation interactionist perspectives that emphasize the indepen-
dent and interactive influences of person and situation factors on work 
motivation and behavior (see Diefendorff & Lord, this volume; Klein, 
Austin, & Cooper, this volume; Schneider, 1983). In the Figure 16.1 heuris-
tic, however, the range of person and situation influences is considerably 
broadened to include nonconscious, biologically based influences as well 
as pervasive cultural, work unit, cohort, and non-work-life influences, 
such as caregiving, avocational activities, and social/community relations. 
Constructs within the content and context themes are further organized 
in terms of the proximity of their hypothesized influence on each other 
and motivational processes. Biological influences, for example, are con-
ceptualized as distal inputs to motivational processes that operate largely 

Biological Influences

Culture/Non-Work

Work Group/Unit

Motivational Processes
Goal Choice and Goal Strivingiving

Person
Characteristics

Situation
Characteristics

Cognition,
Personality, and Emotion

Figure 16.1
A prototypical person-situation interactionist model of work motivation.
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through their influence on the development of individual differences in 
cognitive abilities, personality traits, and affective tendencies. Similarly, 
situational influences are organized in terms of the putative pathway by 
which they influence work motivation. Cultural and cohort variables, 
for example, are expected to affect characteristics of the work group or 
unit, including social norms and communication patterns. Although we 
assume that distal influences (e.g., biological influences) are mediated by 
proximal factors (e.g., personality and emotion), it is also possible that dis-
tal influences may exert direct effects on motivational processing as well. 
Changes in non-work-life conditions, for example, may affect goal choice 
directly, such as when hospitalization of a spouse temporarily reduces 
commitment to difficult performance work goals, irrespective of work 
group structure. Finally, as shown in Figure 16.1, motivation processes are 
conceptualized as lying at the person-situation interface and are encapsu-
lated by person and situation influences. Consistent with extant theories, 
motivational processes are depicted as two interrelated systems govern-
ing goal choice and goal pursuit, or goal striving. The outcome of these 
processes influences attitudes, affect, and action, most often in the form of 
direction and intensity of personal resource allocations.

Change, the Third C

Most modern models of work motivation can be reasonably fit to the Fig-
ure 16.1 heuristic. But, as suggested in several chapters in this volume, 
the interactionist heuristic provides an incomplete account of work moti-
vation phenomena. As depicted, the interactionist heuristic is static and 
does not account for temporal and cumulative changes in variables over 
time at multiple levels.

We suggest an expanded heuristic framework that incorporates the 
change dimension to redress these shortcomings. As shown in Figure 16.2, 
content and context influences continue to represent major input classes 
to the motivational system. The addition of the time/change dimension, 
however, permits explication of multilevel influences on different moti-
vation inputs that potentially vary over time. In particular, the addition 
of a change dimension to the person-situation interactionist model sug-
gests that content and context influences operate in a continuous, dynamic 
manner to influence motivation processes over time. That is, as indicated 
by the bold arrows in Figure 16.2, prior motivation, content, and con-
text factors are posited to influence future levels of the factor. Although 
speculative, we also suggest that there may also be an asymmetry in the 
malleability of content and contextual factors. By definition, contextual 
factors represent conditions and events that originate as a consequence 
of experiences with a changing environment. In contrast, content factors 
refer to the more gradual development and entrainment of individual 
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differences in sensitivities and preferences that likely have a strong and 
relatively stable biological foundation. From a practical perspective, in the 
adult arena, organizations and individuals are more likely to change work 
motivation and behavior by changing the context than by changing per-
son variables.

Second, as indicated in Figure 16.2, content, context, and motivation 
processes are also proposed to exert important cross-level influence over 
time. For example, an individual’s goal choice and striving at T1 may 
exert a positive affective influence that is reflected in higher self-efficacy 
judgments at T2. The consequences of goal striving at T1 may also exert 
upward influence on contextual variables at T2, such as when an individ-
ual’s goal progress is noticed and emulated by others, or changes the way 
that work is performed in the unit.

The proposed heuristic model presented in Figure 16.2 also provides 
a somewhat different perspective for understanding the impact of 
macro-level organizational events on individual-level work motivation. 
To illustrate how the heuristic model might be used in this integrative 
manner, we provide a brief example using an organizational change 
intervention. Figure 16.3 depicts the impact of an organizational change 
intervention, such as an organizational merger. As shown, the impact of 
organizational change is proposed to exert unique effects on contextual 
and content variables that, in turn, influence motivational processes. In 
a merger, for example, individuals may experience a disruption of their 
work environment as old teams from previously distinct firms are dis-
solved and new, integrated teams and work roles are created. However, 

Genetic/Biological 
Influences 

Cognition, Personality,
and Emotion

Cultural/Non- 
work Context 

Socio-technical 
Context 

Co
nt
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Motivational Processes Goal
Choice and Goal Striving
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Time/Change 
T1
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Figure 16.2
A heuristic model of work motivation as a function of context, content, and change.
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the impact of the change program on work motivation through changes 
in contextual factors is likely to lag behind the influence on motivation 
through the changes in personal factors. Organizational change com-
munications regarding workforce needs, for example, may exert a direct 
influence on goal choice by shifting the individual’s goal orientation for 
job performance from accomplishment to avoiding job layoff. In addi-
tion, consistent with expectancy-value models (e.g., Triandis, 1980), the 
implementation of an organizational change program can elicit cogni-
tive-affective reactions to new work role demands. In contrast, changes in 
contextual variables, such as work conditions, are likely to exert greater 
influence on motivational processing over time as the impact of these 
changes on nonwork demands and the social context of work unfolds 
and alters employee expectations for performance-contingent outcomes.

Our heuristic conceptualization suggests several important issues for 
future research in work motivation that are briefly summarized below.

Content

Extant Self-Report Measures of Individual Differences 
in Nonability Traits and Preferences

Extant self-report measures of individual differences in nonability traits 
and preferences may fail to capture important person influences on moti-
vational processes. Extant theories of work motivation focus almost exclu-
sively on purposive or explicit goal choice and goal striving. However, as 
Diefendorff and Lord (this volume) indicate, research in neuroscience and 

Time/Change

Organizational Change

T1

T2

T3

Figure 16.3
Influence of organization change program on work motivation.
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social psychology provides strong evidence for the important role that 
implicit, nonconscious processes play in motivation. An emerging body of 
research, including recent work by Lord and his colleagues (e.g., Johnson, 
Lord, Rosen, & Chang, 2007; Lord & Moon, 2006) and Stajkovic, Locke, 
and Blair (2006), show that implicit, automatic processes influence motiva-
tional states and explicit motivational processes.

A related line of research investigates implicit motives. In contrast to 
explicit motives assessed in self-report measures, implicit motives rep-
resent individual differences in preferences that are closely linked to 
emotional processes, are activated by action experiences, and are not con-
sciously accessible (i.e., cannot be assessed through self-report) (cf. Micha-
lak, Puschel, Joormann, & Schulte, 2006). McClelland (1987) proposed three 
implicit motives—achievement, affiliation, and power—and argued that 
individual differences in these motives are distinct from explicit motives. 
Subsequent theorizing and research, for example, by Brunstein and Maier 
(2005), Schultheiss and Braunstein (2001), and Spangler (1992), indicate that 
implicit motives influence explicit motivational processes. Kehr (2004) also 
suggests that implicit motives may interfere with conscious goal striving. 
Although the evidence to date is largely in terms of motivation and action 
in the context of relatively narrowly prescribed tasks, the impact of non-
conscious processes and motives on work motivation represents a very 
promising area for future research. For example, individual differences 
in implicit relational motives (e.g., affiliation and power) may influence 
the need and effectiveness of conscious attempts to regulate behavior and 
emotions in jobs that involve extensive interpersonal contacts.

To date, most research on the influence of individual differences on work 
motivation has investigated differences that can be captured through self-
report measures of personality, affect, interests, and values. Identification 
and valid measurement of nonconscious motives represents a critical first 
step in this new area (e.g., James, 1998).

Intraindividual Differences in Nonability Traits and Action Tendencies

Most work motivation theories emphasize interindividual differences on 
work motivation, but do not consider the role of intraindividual differ-
ences in person determinants over time. Although interindividual differ-
ences (rank order) tend to remain relatively stable across the life span, 
within-person differences do not. A growing body of research provides 
evidence for developmental, intraindividual change in work goals, per-
sonality traits, and emotion regulation skills across the life span (see, e.g., 
Kanfer & Ackerman, 2004).

Organizations currently face a host of personnel challenges related to the 
changing composition of the workforce. Graying baby boomers, increasing 
age-diverse work groups, and the scarcity of young new entrants into the 
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workforce have increased attention to age-related issues in virtually every 
domain of human resource management. Indeed, workers aged 45–65 are 
the largest-growing segment of the workforce. In the context of motiva-
tion, relatively little is known about the origins, developmental processes, 
or consequences of age-related changes in work values, motives, goals, and 
goal pursuit. New knowledge in these areas is needed in order to develop 
evidence-based programs that will motivate older workers to remain in 
their jobs longer, to participate in intergenerational knowledge transfer, 
and to update and learn new job skills. Increased knowledge about adult 
development influences on work motivation will also enable organizations 
to develop tailored incentive plans and job design systems that enhance 
work motivation across age and cohort segments of the workforce.

Recent studies by Caldwell, Herold, and Fedor (2004) and Treadway et al. 
(2005) suggest that organizational change and politics may have a stronger 
negative effect on work attitudes of older workers than younger workers. 
Research on job embeddedness (Mitchell, Holtom, Lee, Sablynski, & Erez, 
2001) also suggests that older workers may be less likely to leave their job 
if leaving the job entails loss of important social relations. Such research, 
however, implies that organizations may keep older workers by mak-
ing turnover more aversive. We think an alternative, more constructive 
approach is to better understand what facilitates work motivation (rather 
than discourages turnover) among this age/cohort group. Kanfer and 
Ackerman (2004) suggest, for example, that work motivation among older 
workers may decline as a function of three types of person-job misfit: mis-
fit driven by age-related declines in key person abilities and skills, misfit 
driven by boredom and lack of challenge, and misfit driven by the absence 
of meaningful performance incentives. Presumably, motivation should be 
enhanced by organizational programs that correspond to the type of mis-
fit experienced. For example, self-directed learning sabbaticals and role 
flexibility may provide a meaningful incentive for older workers who are 
bored with their job. In contrast, integrated work role/job redesign may 
be useful for older workers (e.g., pilots) for whom previous high levels of 
performance become difficult to sustain, despite increased effort.

For some older workers, the decision to remain on the job is driven pri-
marily by financial considerations. Kanfer (in press) suggests that different 
motivational interventions may be needed for older workers with salient 
security concerns. For these workers, altering job conditions to reduce age-
sensitive barriers to work (e.g., work schedule flexibility to facilitate health 
care or caregiver nonwork demands) may be most beneficial. Research is 
needed to identify the constellation of person-work conditions that con-
tribute to different forms of work motivation decline and the efficacy of 
program components on performance, retention, and work attitudes.
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Reconceptualizing Individual Differences in Nonability Traits

This volume does not include a chapter devoted solely to the influence of 
individual differences in nonability traits. However, numerous reviews of 
the literature exist. Guion and Gottier (1965) and Weiss and Alder (1985) 
provide qualitative reviews of evidence on personality-performance 
relations through the mid-20th century. Qualitative and meta-analytic 
reviews of the empirical literature on the influence of broad personality 
traits on work behaviors and job performance through the late 20th cen-
tury can be found in Barrick and Mount (1992), Barrick, Mount, and Judge 
(2001), Hough and Schneider (1996), Kanfer, Ackerman, Murtha, and Goff 
(1996), Kanfer and Kantrowitz (2002), Latham (2007), Locke and Latham 
(2000), Naylor, Pritchard, and Ilgen (1980), and Mitchell and Daniels (2003). 
Reviews of the recent literature specifically directed toward examining 
the influence of personality traits on work motivation variables and pro-
cesses are provided, for example, by Ambrose and Kulik (1999), Austin 
and Klein (1996), Judge and Ilies (2002), Kanfer (1990), Latham and Pin-
der (2005), Kanfer and Heggestad (1997), Ng, Sorensen, and Eby (2006), 
Payne, Youncourt, and Beaubien (2007), and Pinder (1998). Although early 
reviews of personality-performance relations were less positive, a perusal 
of late-20th-century reviews provides consistent support for the notion 
that individual differences in select nonability traits exert nontrivial influ-
ence on work motivation processes and outcomes.

Three trends in theory and research on the effects of individual dif-
ferences in nonability traits on motivational processes and outcome war-
rant note. First, the history of progress in identifying key nonability trait 
influences on work motivation is largely the history of progress in social-
personality psychology. Early-20th-century theory and research in per-
sonality psychology focused on the role of individual differences in single 
motivational traits, such as the need for achievement. Findings by Atkin-
son (1957) and many others (see Heckhausen, 1991) showed that individu-
als with higher levels of need for achievement were more likely to adopt 
more difficult goals and more effective self-regulatory strategies than 
persons lower in need for achievement. Corresponding to these findings, 
theories and research in the work and organizational psychology domain 
often specified individual differences in achievement-related variables 
as an important determinant of motivational processes (e.g., Hackman & 
Oldham, 1976; Locke, Shaw, & Saari, 1981).

With the rise of the Five-Factor Model (FFM) in social-personality psy-
chology during the early 1980s, interest in the role of nonability traits bur-
geoned and work motivation research also shifted toward examination 
of how Big Five trait constructs, such as conscientiousness, influenced 
work motivation and job performance. Although conscientiousness incor-
porates individual differences in achievement, the factor encompasses a 
constellation of closely related personality traits (e.g., dependability) that 
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tend to go together. Consistent with earlier findings in the achievement 
motivation literature, findings obtained using the FFM indicate a positive 
relation between trait conscientiousness and motivational processes in 
the context of work (Barrick, Mount, & Piotrowski, 2002; Barrick, Mount, 
& Strauss, 1993; Colquitt & Simmering, 1998). In the late 20th century, 
new social-personality formulations by Dweck and Leggett (1988), Hig-
gins (1998), and others (Elliot & Thrash, 2002; Kanfer & Heggestad, 1997) 
prompted organizational research attention to the differential impact 
of individual differences in approach and avoidance motives for work-
related action (e.g., Wallace & Chen, 2006; VandeWalle, 1997). Although 
the pursuit of theoretical advances in social-personality psychology has 
proved quite useful, work motivation researchers have tended to neglect 
potentially important advances in other individual differences research 
domains, including intellectual development, developmental psychology, 
and vocational psychology.

Second, the burgeoning interest in the role of nonability traits in work 
motivation complements a broader trend toward the development of per-
son-centric formulations of work motivation. Person-centric formulations 
are best suited for understanding work motivation and performance in 
the context of “weak” situations or ill-defined work roles that characterize 
many modern jobs. However, the boundaries of such conceptualizations 
are not well specified. Further research investigating the factors that alter 
context strength, for example, by extending recent work by Johns (2006), 
appears needed to determine when and how individual differences in 
nonability traits influence work motivation and its outcomes.

Third, and perhaps most importantly, individual differences in non-
ability traits represent propensities in behavioral consistencies, or action 
styles, not action per se (cf. Kanfer & Ackerman, 2005). Although it is com-
mon to refer to individuals as motivated or unmotivated, such descrip-
tions represent the perceiver’s correspondence between the individual’s 
action propensities and a presumably fixed environment—not an attri-
bute of the individual per se. Programmers with a high need for achieve-
ment, for example, may show high levels of effort in an important team 
project, but show substantially less effort on a similar task assignment 
that is perceived to be boring or meaningless. To facilitate motivated 
action, individual differences in behavioral consistencies must be aligned 
with perceived affordances in the work environment. As such, individual 
differences in conscientiousness (or some other broad person attribute) do 
not represent motivation, but rather the individual’s propensity to behave 
in particular ways under particular perceived contextual conditions. Tur-
bulence in the job context and influences on how the individual perceives 
the job context in light of such turbulence plays a critical role in determin-
ing when a propensity for action will be expressed in behavior.
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Research to date also indicates that there are important individual dif-
ferences in the character of behavioral consistencies, and that these con-
sistencies affect motivational processing and its outcomes. For example, 
there appear to be important individual differences in the amount and 
direction of attention that is directed to various features of the work 
environment. Individual differences in motivational orientation related 
to approach and avoidance tendencies likely capture at least part of 
this individual difference in environmental sensitivity. Individuals 
who are approach oriented, or promotion focused, for example, may 
be less vigilant or affectively reactive with respect to workplace events 
that have negative downstream implications, more likely to interpret 
difficult goals from a challenge perspective, and more likely to inter-
pret error feedback and failures independent of the self. In contrast, 
individuals who are avoidance oriented tend to show greater negative 
affective reactivity to workplace events, are more likely to perceive 
difficult goals from a threat perspective, and often interpret negative 
feedback in connection to the self system. Although psychophysiologi-
cal research provides support for the existence of distinct motivational 
systems differentially oriented toward appetitive and aversive events, 
it remains a task of future research to clarify whether and how these 
physiological differences in sensitivity scale up to stable tendencies in 
how individuals interpret interpersonal interactions or changes in the 
work environment.

A second aspect of behavioral consistencies that is often combined 
with the first pertains to individual differences in response character-
istics. For some individuals, high levels of motivation are accompanied 
by a pattern of increased vigor and initiative. For other individuals, 
high levels of motivation may be accompanied by increased cognitive 
activity or tighter control over self-regulatory processes, particularly 
emotion regulation. Such differences may also conceivably be a func-
tion of which propensity is activated—approach or avoidance disposi-
tions. That is, individuals who are high in approach orientation may 
respond with vigor, whereas individuals high in avoidance motivation 
may respond with increased cognitive activity. To date, relatively little 
is known about the patterns of physiological, cognitive, affective, or self 
processes activated with different action propensities or inter- and intra-
individual differences.

A third general attribute of action styles of particular importance for 
work motivation researchers pertains to the potential relations among 
seemingly disparate individual differences, including cognitive abilities, 
personality traits, vocational interests, and self variables. To date, work 
motivation research has focused largely on personality traits. But, as Ack-
erman (1997) notes, the development of personality traits must be inter-
dependent to some degree with ability development, the development of 
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vocational interests, and self conceptions (e.g., self-concept, self-efficacy). 
Following this line of reasoning, several researchers (e.g., Ackerman, 1996, 
1997, 2001; Holland, 1959; Mischel & Shoda, 1995) have suggested theoreti-
cal conceptualizations of the person space in terms of cross-domain trait 
complexes that operate in an integrated manner to affect motivation and 
performance. Ackerman and Beier (Ackerman & Beier, 2006; Beier & Ack-
erman, 2005), for example, provide evidence for higher-order trait com-
plexes that offer incremental predictive validity of domain knowledge 
and achievement.

For present purposes, the cross-domain conceptualization of individual 
differences in terms of personality, interests, abilities, and self variables 
offers a promising new alternative to personality trait studies in work 
motivation. The first step in such a line of inquiry is to identify basic 
motivational trait complexes. Previous research in personality psychol-
ogy (see, e.g., Hogan & Shelton, 1998) and achievement motivation (see, 
e.g., Kanfer & Heggestad, 1997) provides evidence for the existence of 
three broad but distinct motives for action in the workplace; accomplish-
ment/mastery, communion/affiliation, and striving/dominance (Barrick 
et al., 2002; Judge et al., 2001). These motives may also be linked to the 
three implicit motives proposed by McClelland (1985) through dimen-
sions of self-concept. Research is needed to investigate the viability of trait 
complexes organized in terms of these three motives. The next step is to 
examine the unique and differential predictive validity of each trait com-
plex for motivational processes (e.g., self-regulation) and work outcomes. 
In our view, research is also needed to elucidate how various person attri-
butes (e.g., achievement, interests, abilities, self variables) relate to differ-
ent aspects of action styles. For example, ceteris paribus, individuals who 
are high on an accomplishment-oriented trait complex may respond with 
more planning than individuals who are high on a communion-oriented 
trait complex.

In summary, the empirical evidence provides support for the widely 
held notion that individual differences in nonability traits make a dif-
ference for work motivation, particularly in the weak work situations 
characteristic of many post-industrial jobs. Future research is needed 
in two areas. First, a broader organizational scheme is needed for orga-
nizing the full array of relevant person attributes. A cross-domain trait 
complex approach, which identifies historically disparate variables that 
go together, seems very promising. Second, research is needed to explore 
the association between different attribute constellations and different 
aspects of action styles, such as vigor, affect regulation, and planning. 
Findings from such research have potential implications for broadening 
our common understanding for how individual differences in behavioral 
consistencies are expressed in the workplace.
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Context

Contextual Influences on Work Motivation

Contextual influences on work motivation span more than the immediate 
work environment. Work motivation theories have traditionally regarded 
the workplace as the epicenter for contextual influences, and have looked 
at how organization-driven changes in work design, conditions, and 
worker relations influence work motivation. In this paradigm, the broader 
context in which work occurs has been largely ignored. Over the past 
few decades, there has been mounting evidence to suggest the need for 
a revised paradigm that includes consideration of both the societal and 
personal context in which work occurs. Culture, work unit (e.g., teams), 
cohort, and non-work-life norms, activities, and demands condition the 
interpretation and value that individuals place on work conditions, work-
place relations, and workplace policies. As workforce diversity increases, 
implicit assumptions about common culture, values, and the primacy of 
work in an employee’s life may diminish the success of workplace design 
interventions and managerial strategies on work motivation that do not 
take into account characteristics of the person and the communities in 
which work occurs. Recent work by Mitchell et al. (2001) on job embed-
dedness, for example, suggests that community links represent an impor-
tant determinant of motivation for remaining at a job. Future research 
is needed to examine the impact of cultural norms, group-based values, 
and national socioeconomic policies as they affect employee perceptions 
of work design features and motivation to remain in the organization.

Impact of the Sociotechnical Context of Work on Work Motivation

The impact of the sociotechnical context of work on work motivation may 
have stronger effects on the entrainment of distinct motivational strate-
gies than on short-term motivational processes and outcomes. Field evi-
dence for the effectiveness of work redesign interventions on employee 
motivation and performance is typically found through measures of 
work attitudes and job performance obtained within a year or so after 
the intervention. However, such evidence often does not address how the 
design intervention affects employee attrition or changes in goal striving 
among remaining employees. Over the life course, workplace experiences 
exert important cross-level influences on person factors that influence 
work motivation. Individuals who work in high-performing teams, such 
as crisis response and project teams, for example, may develop inter-
ests, values, motives, and capabilities that facilitate high levels of work 
motivation uniquely suited to that context. In contrast, individuals who 
work independently or in isolation, such as writers and customer call 
operators, may develop motivational strategies that are less effective in 
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a highly organized team context. The entrainment of motivational goal-
planning and goal-striving strategies as a function of long-term experi-
ence in a particular sociotechnical context remains a significant topic for 
future research, with potentially important implications for personnel 
recruitment, selection, and work design.

Change

Fluidity of Work Motivation and Changes Over Time and Conditions

On the one hand, the malleability of an employee’s motivation provides 
the rationale for many managerial practices designed to increase the effi-
ciency of human capital. On the other hand, although work motivation is 
widely recognized to vary across time and conditions, surprisingly little 
is known about the determinants of motivational variability. Over the past 
decade, there has been growing interest in the determinants, characteris-
tics, and consequences of variations in the intensity of work motivation 
over time (Dalal & Hulin, this volume). Studies investigating the effects of 
time on task generally show positive relationships between time on task 
and feelings of fatigue, boredom, decreased motivation, and lower perfor-
mance (see Ackerman & Kanfer, 2007). At a more macro-level, research 
by Sonnentag and her colleagues (Sonnentag & Frese, 2003; Sonnentag & 
Kruel, 2006; Sonnentag & Fritz, 2007) demonstrates the beneficial influ-
ence of off-job recovery activities on reducing perceived job stress and 
improving well-being.

A second line of theorizing and research on variability examines 
the impact of an individual’s future time perspective on motivational 
processes, including intrinsic motivation and patterns of self-regulation. 
Research by Raynor and Entin (1982), for example, shows that the inten-
sity of task effort changes over time as a function of time to task comple-
tion and the interrelationship of task components. More recent integrative 
findings by Simons, Dewitte, and Lens (2004) further show that future 
time perspective influences intrinsic motivation and self-regulatory strat-
egies in student achievement settings. In this perspective, individuals 
alter their allocation of attention and effort to a task as a consequence of 
interindividual influences (i.e., future time perspective).

Nonetheless, there is a lot more to learn about variability in work moti-
vation. Perhaps the most basic question pertains to the unit of analysis. 
With few exceptions (e.g., Weiss & Cropanzano, 1996), work motivation 
theories regard motivation as a continuous stream. As Dalal and Hulin 
(this volume) note, however, tasks and goals often serve to demarcate 
motivation over time. Little is known about how these episodic markers 
may influence basic motivational processes, including goal choice, goal 
striving, and goal disengagement (Ployhart, this volume). And, as Mitch-
ell et al. (this volume) note, little is known about the influence of multiple, 
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concurrent task assignments on motivational processes. Identifying natu-
rally occurring within-individual and situational motivational episode 
markers over time represents an important next step in helping to account 
for motivation over time.

Emerging research on variability in work motivation relies on resource 
formulations that stress the limited nature of personal resource alloca-
tions. Baumeister’s theory of ego depletion (Baumeister, Bratslavksy, 
Muraven, & Tice, 1998; Muraven, Tice, & Baumeister, 1998), for example, 
proposes that the motivational processes involved in self-regulation 
represent a limited resource that is consumed and depleted with sus-
tained use over time. From a somewhat different perspective, Hobfoll’s 
(1989) conservation of resources theory proposes that individuals seek 
to maximize personal resources. Under conditions of job stress, indi-
viduals experience resource loss and are motivated to engage in activi-
ties that may prevent further resource loss (i.e., resource conservation). 
Both formulations suggest a negative relation between resource loss 
and work motivation. Both formulations also suggest that interventions 
that reduce resource consumption (e.g., job redesign) or permit resource 
replenishment will enhance motivation and performance. Ego depletion 
theory focuses primarily on resource losses associated with sustained 
self-regulatory activities; conservation of resources theory focuses 
more broadly on resource losses associated with job stress. Since job 
stress typically initiates self-regulatory processes, the two conceptual-
izations appear to overlap in the proposed loci of resource loss. A ques-
tion for future research, however, is the extent to which the theories 
can also be used to understand how motivational resource capacity can 
be enlarged or refueled “on line.” For example, Hobfoll’s theory sug-
gests that work conditions, such as supervisory support, may buffer the 
negative impact of resource losses associated with sustained self-regu-
lation. As Bakker, Hakanen, Demerouti, and Xanthopoulou (2007) note, 
research is needed to examine multiform resource depletion and accu-
mulation. For example, Kanfer and Ackerman (1989) found that individ-
uals with higher levels of attentional resources (i.e., cognitive abilities) 
reported fewer resource-consumptive off-task cognitions during skill 
acquisition than individuals with lower levels of attentional resources. 
Similarly, features of the workplace, such as supervisory and co-worker 
support, may provide individuals with additional resources that buf-
fer or even obviate the impact of self-regulatory resource depletion. In 
emergency situations and high-risk teamwork, for example, individu-
als often demonstrate high levels of sustained motivational intensity 
over long periods. Investigation of how interpersonal interactions may 
enhance an individual’s resource pool appears a promising avenue for 
future research.
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Meta-motivational Developments Over Time: 
Transformation and Accommodation

As noted previously, most theories of work motivation regard motivation 
as relatively malleable. But little is known about contextual influences that 
may facilitate or hinder work motivation as a whole. Research in develop-
mental psychology and neurobiology, for example, suggests that observed 
variability in complex processes, such as vision, may arise as a consequence 
of entrainment or transformation of component forces in interaction with 
each other over time. Research by Frese, Kring, Soose, and Zempel (1996) 
on personal initiative among East German workers, for example, shows an 
association between decades of work in highly structured, low-autonomy 
positions and low levels of personal initiative and persistence in the face 
of obstacles. Similarly, work environments that create affectively charged 
incentives for action may transform motivational orientation. Meta-moti-
vational developments that shape regularities in motivational processing 
take time, and the key features of the individual and environment that 
contribute to their development are largely unknown. Accommodation 
(changes in the work environment to accommodate personal needs and 
motives) and transformation (changes in the person to accommodate the 
work environment) represent two potential meta-motivational develop-
ments, but there may well be others. Exploratory research is needed to 
identify and delineate the key parameters surrounding the development 
and resilience of such meta-motivational structures and their potentially 
unique influences on motivational outcomes.

Work Motivation in Pasteur’s Quadrant: 
Thoughts on Practical Utility

The previous section identified major themes and future research direc-
tions with respect to gaps in our scientific knowledge about the deter-
minants, mechanisms, and processes involved in work motivation. 
According to Stokes (1997), the aim of such research is to improve our sci-
entific understanding of the phenomena. Stokes named this pure research 
quadrant after Niels Bohr, a Danish physicist who won the Nobel Prize in 
1922 for his theoretical and research contributions to understanding the 
structure of the atom.

Few would argue that scientific knowledge is not valuable, but for most 
work and organizational professionals, such progress represents only 
part of the reason for conducting research. Work and organizational psy-
chology professionals are frequently asked to help address workforce 
management issues brought about by opportunities, constraints, and 
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changes in the external marketplace as well as the organization itself. 
Some issues are immediate, such as how best to motivate layoff survivors, 
and other issues are longer term, including how to manage an age-diverse 
work unit. Research inspired by these real-world problems uses scientific 
knowledge to evaluate solutions and potentially add to the body of sci-
entific knowledge. In Stokes’s model, such research lies in what he calls 
Pasteur’s quadrant, or the realm of research inspired by both a desire for 
basic understanding and consideration of use. Stokes named this quadrant 
after Louis Pasteur, a French chemist whose theorizing and research led 
to the development of germ theory and the process of pasteurization. As 
Stokes notes, Pasteur’s work shows commitment both to the fundamental 
understanding of microbiological processes and to controlling their prac-
tical effects on humans. Stokes further distinguished research in Pasteur’s 
quadrant from pure applied research (Edison’s quadrant), in which the 
purpose of research is to successfully apply scientific knowledge for mass 
production or commercial gain.

Stokes’s conceptualization of the research enterprise eloquently shifts 
emphasis away from the old and tired debate on the value of basic versus 
applied research and toward a more useful understanding of how scien-
tific and societal progress is made. We suggest that progress in work moti-
vation over the past century and likely through much of the 21st century 
has and will rely heavily on theorizing and research that falls in the Bohr 
and Pasteur quadrants. Following Stokes’s conceptualization, we focus 
next on describing salient current concerns and emerging questions about 
work motivation inspired by real-world problems. We further organize 
these concerns into two broad categories based on our informal analysis 
of recurring issues raised by consulting and human resource manage-
ment professionals. The first category of organizational concerns pertains 
to why work motivation strategies are not readily generalizable across all 
segments of the workforce and occupational fields. The second category 
of concerns pertains to why and how changes in the nature of work and 
workforce affect work motivation.

Workforce Diversity and Work Motivation

Globalization and demographic trends have increased workforce diver-
sity in the United States and other developed countries. Not surprisingly, 
organizations have become increasingly concerned about how to attract, 
manage, and retain talented employees in an increasingly diverse work-
force. Two issues arise in connection with workforce diversity. The first 
issue pertains to how best to promote work motivation in growing seg-
ments of the workforce, such as aging workers. Across much of the devel-
oped world, organizations have begun to focus greater attention on their 
ability to meet future labor needs and prevent critical loss of talent and 
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organization-relevant knowledge associated with older worker attrition. 
Although social and economic policies discourage early retirement in 
many countries, the age structure of the workforce in many organizations 
has led to substantial employee turnover associated with retirement. In 
some sectors, the dearth of younger, educated workers has led organiza-
tions to develop policies targeted explicitly to increase the attractiveness 
of work among older workers. Some organizations, for example, permi-
tolder workers to match their geographic workplace to their seasonal resi-
dence pattern (e.g., working in Arizona during the winter and New Jersey 
during the summer). In other organizations, the aging of the workforce 
is creating concern about how best to motivate intergenerational knowl-
edge transfer. Still other organizations seek to attract aging workers for 
positions that demand behavioral dependability and strong interpersonal 
skills.

Gender diversity is also now prevalent in many developed countries, 
with nearly half the workforce in these countries now comprised of women 
and women increasingly constituting the majority in service sector teams. 
Although gender differences in basic motivational processes have not 
been demonstrated, it is not clear how gender influences work-related 
motive structures, motivational orientation, and motivation for work. A 
related concern pertains to the effects of gender diversity in teams as it 
affects team-level motivational processes. Likewise, work life influences 
on motivational processes may differ across gender. For instance, men 
and women with children may differ when it comes to pursuing jobs and 
careers that require long and inflexible work hours as well as travel.

The second workforce diversity issue relates to facilitating work moti-
vation in workforce diverse teams that may be comprised of young 
and older male and female workers, and employees with different cul-
tural backgrounds, values, and expectations. Interpersonal conflicts and 
communication difficulties are often cited as major impediments to indi-
vidual and team motivation. In addition, leaders may need to apply differ-
ent motivational interventions to manage culturally heterogeneous teams 
versus culturally homogenous teams, and further, cultural values such as 
collectivism and power distance may interact with leadership interven-
tions to influence individual and collective motivation (Chen & Gogus, 
this volume).

In sum, much remains to be learned about basic motivation processes 
and applied issues pertaining to motivation-related interventions in a 
context of an increasingly more diverse workforce. Incorporating diver-
sity dimensions such as employee gender, age, sexual orientation, cultural 
background, nationality, and disability into basic and applied research 
on individual and collective work motivation will practically advance our 
knowledge of work motivation in years to come.
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Work Motivation in the Context of Work and adult life

The issues discussed in this volume support the view that work continues 
to figure prominently in adult life. Nonetheless, there are signs that the 
meaning and function of employment is changing as individuals live lon-
ger and enjoy better health, change jobs and careers more often, and place 
more emphasis on personal development and relationships. As noted by 
Toossi (2005), young adults, on average, are electing to obtain higher lev-
els of education during early adulthood and entering the workforce at a 
later age than previous generations. With the rising age of full-time entry 
into the workforce, the greater likelihood of at least one brief unemploy-
ment spell during the adult years, the mean age of workforce participa-
tion withdrawal near age 70, and average life expectancies over 80, today’s 
young adults can expect that work will occupy little over half their life-
time, compared to nearly two-thirds the lifetime of their working parents. 
Such subtle shifts in the centrality of work in adult life have far-reaching 
implications for both motivation to work and motivation at work.

One consequence of this shift pertains to what individuals may want 
from work in the future. Work motivation theories have long recognized 
the importance of linking personal resource expenditures at work to 
the attainment of both intrinsic and extrinsic rewards and outcomes. As 
work comes to represent but one aspect of adult life, it seems reasonable 
to expect that individuals will increasingly regard careers as a series of 
jobs that utilize acquired knowledge and skills in different organizations, 
rather than as a series of jobs that develop firm-specific knowledge and 
skills within one organization (see Feldman & Ng, this volume; Wanberg 
& Kammeyer-Mueller, this volume). This perspective suggests that the 
incentives and rewards that workers seek in a job may also change. Classic 
extrinsic rewards, such as pay and promotion, may become relatively less 
important in the future than opportunities to perform intrinsically sat-
isfying and enjoyable tasks, and opportunities that permit workers to 
increase their domain knowledge, technical skills, and contextualized 
interpersonal competencies, and so gain competitive advantage in their 
job search (see, e.g., Chen & Klimoski, 2003).

The changing nature of work in developed countries has received more 
attention than the changing nature of adult life, but the implications of 
such changes for work motivation also remain largely unexplored. As the 
number of jobs in the manufacturing sector continues to decline, the num-
ber of jobs in the professional/technical and service sectors continues to 
rise. In these growing occupational sectors, technological advances have 
made many kinds of work portable, affording employees increased flex-
ibility in where and when work is performed.

But the nature of job demands in these two sectors suggests that there 
may be substantial differences in the type of motivational strategies 
required and their effectiveness. In service sector jobs, for example, nega-
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tive affective events occur with regularity and require employees to engage 
in emotion and behavior regulation to avoid undesirable conflicts with 
customers. Motivational strategies to prevent the occurrence of unwanted 
emotions and behaviors in response to affective events are notoriously 
difficult to enact and have historically been only moderately successful. In 
contrast, professional/technical jobs typically demand accomplishment 
of production goals, such as timely completion of a new product design 
or technical drawing. In these jobs, employees must engage emotion and 
behavior regulation to promote and sustain task effort over time. Such 
strategies are generally easier to implement and environmentally support. 
As such, job demands may serve as powerful moderators of the effective-
ness of explicit motivational interventions and processes to enhance per-
formance across different occupations and jobs.

The increased use of teams in both professional/technical and service 
sector organizations has also placed emphasis on the importance of team-
level motivation for unit success. In the professional/technical sector, 
teams are often comprised of individuals with different technical skills 
who must work together in a coordinated manner to accomplish the team 
objective. In these contexts, an individual’s motivation is a necessary but 
not sufficient condition for successful team performance (Chen & Kanfer, 
2006). Team-level motivation is required to guide and support individual 
team member behaviors in ways that promote team performance (Salas, 
Kosarzycki, Tannenbaum, & Carnegie, 2004). In health care, for example, 
surgical team performance is a function of the individual team member 
motivation to perform his or her role, as well as motivation to devote per-
sonal resources toward the execution of team-level action patterns. Moti-
vation in these teams involves both downward and upward cross-level 
influences. In certain service sectors (e.g., retail), however, teams are often 
comprised of individuals with similar job skills, and team-level perfor-
mance reflects the simple aggregate of individual performances. In these 
contexts, cross-level influences between team- and individual-level moti-
vation may be less pronounced.

A Few Final Thoughts

Work motivation is a bit like the elephant in the tale of the blind men and 
the elephant. Because work motivation is not directly observable, we can 
only know it by studying its parts. Each stream of research portrays a dif-
ferent picture of the phenomena, depending on what was studied. Each 
researcher is right in a certain sense, but none are able to fully describe 
the phenomena, since no one can see work motivation or study it in its 
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entirety. One main purpose of this volume was to describe work motiva-
tion from a variety of perspectives for the purpose of developing a com-
prehensive framework that may inform and stimulate new ideas about the 
nature and function of work motivation in the broader context of human 
experience within and outside the realm of work.

In preparing this volume, we encountered a few provocative concepts 
that we believe may prove particularly helpful for future theory develop-
ment and research in work motivation. The first concept pertains to the 
emergent nature of motivation and its outcomes. Research in the neurosci-
ences suggests that emergent phenomena, such as vision, reflect the con-
sequence of interactions among simple elements that operate on different 
timescales at different levels of analysis. We think that applying the con-
cept of emergence to work motivation may prove quite useful. In particu-
lar, we envision developmental processes and economic and sociocultural 
conditions as basic elements that interact, but operate on quite different 
timescales. Developmental processes across the life span exert gradual 
change in knowledge, skills, and abilities, and dominant motive tenden-
cies. Socioemotional development processes influence relational tenden-
cies that may promote, conflict, or disrupt work motivation. Economic and 
sociocultural conditions experienced during young adulthood will also 
form work values and interests that will continue to operate over decades. 
During early adulthood these factors importantly influence job choice and 
motivational orientation toward work. Over the life course, however, work 
histories may entrain attitudes toward learning, the acquisition of new 
job-related skills, and relational behaviors (cf. Schooler, Mulatu, & Oates, 
2004). In the post-millennium, the greater use of teams, for example, may 
encourage the development of more collaborative interpersonal relations 
and more collectively oriented conceptions of achievement and power.

At a different level of analysis, organizational practices, conditions of 
work, and workplace events and co-worker relations influence which 
tasks an individual takes on and the intensity of effort allocated to job 
performance over time. At the micro-level of analysis, affectively charged 
events influence momentary emotional states that affect the way an indi-
vidual copes with obstacles to goal accomplishment. Work motivation and 
its outcomes at any point in time reflect the interaction among these mul-
tilayered processes as they operate simultaneously at different levels of 
analysis and timescales. That is, the complexity of work motivation stems 
from the fact that it is local and global, personal and situational, as well as 
stable and malleable.

It is common to distinguish theories of work motivation in terms of their 
level of analysis. Social psychological approaches seek to explain the influ-
ence of group processes on collective motivation processes and perfor-
mance. Individual differences in self-efficacy, for example, are aggregated 
to identify collective sense of efficacy. Most theories of work motivation are 
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grounded at the individual level of analysis, but do not specify a temporal 
period or the timescales of factors that contribute to individual motivation 
during the period under investigation. Most research on work motiva-
tion encompasses a relatively short time span that is often bounded by 
organizational conventions (e.g., quarterly performance, training period) 
rather than episodes or epochs in work life (e.g., employee’s probation-
ary period). To study work motivation from an emergence perspective, we 
will need to develop multiscale models that specify the timescale of key 
determinants in the context of more natural work life episodes.

A second issue pertains to the distinction between motivation to work 
and motivation during work. The motivation to work is relatively well 
modeled by expectancy type formulations that emphasize explicit choice 
processes among alternatives that differ in value. However, motivation 
during work is less well explained by these formulations. Theories of self-
regulation have been used to understand how individuals manage their 
thoughts, feelings, and behavior in the pursuit of conscious goals, but 
extant theories do a relatively poor job of explaining goal disengagement, 
goal conflicts, or their resolution. Recent evidence further suggests that 
these conscious motivational processes represent only part of the moti-
vational system. Research to support the existence of a second, noncon-
scious, affectively driven motivational system, and evidence to indicate 
how it operates and interacts with explicit motivational processes may 
provide the answers to these questions and spur a fundamental change in 
the way we think about and promote work motivation.

The importance of work motivation to organizations and individuals 
is undeniable. Organizational success demands a capable and motivated 
workforce; neither alone is sufficient, and the task of developing and sus-
taining employee motivation for performance that contributes to organi-
zational objectives occupies a central place in organizational planning. 
Similarly, a growing body of evidence supports the idea that an indi-
vidual’s motivation for and at work importantly contributes to personal 
well-being and health. Past research has yielded important new knowl-
edge that has been used to improve organizational practices and increase 
organizational effectiveness. As the chapters in this volume attest, current 
research on content, context, and change determinants of work motiva-
tion continues in this tradition and has broadened the scope of study to 
include new knowledge that may be used to improve personal well-being. 
We are enthusiastic and confident that future research in work motivation 
has the potential to yield even greater knowledge of importance—not just 
for organizations and the individuals who populate them, but for social 
policy makers and society as well.

RT7451X.indb   626 5/28/08   12:45:38 PM



Work	Motivation	 ���

References

Ackerman, P. L. (1996). A theory of adult intellectual development: Process, per-
sonality, interests, and knowledge. Intelligence, 22, 229–259.

Ackerman, P. L. (1997). Personality, self-concept, interests, and intelligence: Which 
construct doesn’t fit? Journal of Personality, 65, 171–204.

Ackerman, P. L. (2000). Domain specific knowledge as the “dark matter” of adult 
intelligence: gf/gc, personality, and interest correlates. Journal of Gerontology: 
Psychological Sciences, 55B, 69–84.

Ackerman, P. L., & Beier, M. E. (2006). Determinants of domain knowledge and 
independent study learning in an adult sample. Journal of Educational Psy-
chology, 98, 366–381.

Ambrose, M. L., & Kulik, C. T. (1999). Old friends, new faces: Motivation research 
in the 1990s. Journal of Management, 25, 231–292.

Atkinson, J. W. (1957). Motivational determinants of risk-taking behavior. Psycho-
logical Review, 64, 359–372.

Austin, J. T., & Klein, H. J. (1996). Work motivation and goal striving. In K. R. Mur-
phy (Ed.), Individual differences and behavior in organizations (pp. 209–257). San 
Francisco: Jossey-Bass.

Bakker, A. B., Hakanen, J. J., Demerouti, E., & Xanthopoulou, D. (2007). Job 
resources boost work engagement, particularly when job demands are high. 
Journal of Educational Psychology, 99, 274–284.

Barrick, M. R., & Mount, M. K. (1991). The big five personality dimensions and job 
performance: A meta-analysis. Personnel Psychology, 44, 1–26.

Barrick, M. R., Mount, M. K., & Judge, T. A. (2001). Personality and performance at 
the beginning of the new millennium: What do we know and where do we 
go next? International Journal of Selection and Assessment, 9, 9–29.

Barrick, M. R., Mount, M. K., & Strauss, J. P. (1993). Conscientiousness and perfor-
mance of sales representatives: Tests of the mediating effects of goal setting. 
Journal of Applied Psychology, 78, 715–722.

Barrick, M. R., Stewart, G. L., & Piotrowski, M. (2002). Personality and job perfor-
mance: Test of the mediating effects of motivation among sales representa-
tives. Journal of Applied Psychology, 87, 43–51.

Baumeister, R. F., Bratslavsky, E., Muraven, M., & Tice, D. M. (1998). Ego-depletion: 
Is the active self a limited resource? Journal of Personality and Social Psychol-
ogy, 74, 1252–1265.

Beier, M. E., & Ackerman, P. L. (2005). Age, ability, and the role of prior knowledge 
in the acquisition of new domain knowledge: Promising results in a real-
world learning environment. Psychology and Aging, 20, 341–355.

Brunstein, J. C., & Maier, G. W. (2005). Implicit and self-attributed motives to 
achieve: Two separate but interacting needs. Journal of Personality and Social 
Psychology, 89, 205–222.

Caldwell, S. D., Herold, D. M., & Fedor, D. B. (2004). Toward an understanding of 
the relationships among organizational change, individual differences, and 
changes in person-environment fit: A cross-level study. Journal of Applied 
Psychology, 89, 868–882.

RT7451X.indb   627 5/28/08   12:45:39 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Campbell, J. P., & Pritchard, R. D. (1976). Motivation theory in industrial and orga-
nizational psychology. In M. D. Dunnette (Ed.), Handbook of industrial and 
organizational psychology (pp. 63–130). Chicago: Rand McNally.

Carver, C. S., & Scheier, M. F. (1981). Attention and self-regulation: A control theory 
approach to human behavior. New York: Springer Verlag.

Chen, G. (2005). Newcomer adaptation in teams: Multilevel antecedents and out-
comes. Academy of Management Journal, 48, 101–116.

Chen, G., & Kanfer, R. (2006). Toward a systems theory of motivated behavior in 
work teams. Research in Organizational Behavior, 27, 223–267.

Chen, G., & Klimoski, R. J. (2003). The impact of expectations on newcomer perfor-
mance in teams as mediated by work characteristics, social exchanges, and 
empowerment. Academy of Management Journal, 46, 591–607.

Colquitt, J. S., & Simmering, M. J. (1998). Conscientiousness, goal orientation, and 
motivation to learn during the learning processes: A longitudinal study. 
Journal of Applied Psychology, 83, 654–665.

Deci, E. L., & Ryan, R. M. Intrinsic motivation and self-determination of behavior. New 
York: Plenum.

Dweck, C. S., & Leggett, E. L. (1988). A social-cognitive approach to motivation 
and personality. Psychological Review, 95, 256–273.

Elliot, A. J., & McGregor, H. A. (2001). A 2 × 2 achievement goal framework. Journal 
of Personality and Social Psychology, 80, 501–519. 

Elliot, A. J., & Thrash, T. M. (2002). Approach-avoidance motivation in personality: 
Approach and avoidance temperaments and goals. Journal of Personality and 
Social Psychology, 82, 804–818.

Erez, M. (This volume). Social-cultural influences on work motivation. In R. Kan-
fer, G. Chen, & R. D. Pritchard (Eds.), Work, Motivation: Past, present, and 
future.

Feldman, D. C. (1996). The nature, antecedents, and consequences of underem-
ployment. Journal of Management, 22, 385–407.

Feldman, D. C., & Ng, T. W. H. (This volume). Motivation to engage in training 
and career development. In R. Kanfer, G. Chen, & R. D. Pritchard (Eds.), 
Motivation: Past, present, and future.

Frese, M., Kring, W., Soose, A., & Zempel, J. (1996). Personal initiative at work: Dif-
ferences between East and West Germany. Academy of Management Journal, 
39, 37–63.

Gagne, M., & Deci, E. L. (2005). Self-determination theory and work motivation. 
Journal of Organizational Behavior, 26, 331–362.

Gollwitzer, P. M. (1990). Action phases and mind-sets. In E. T. Higgins & R. M. 
Sorrentino (Eds.), Handbook of motivation and cognition (Vol. 2, pp. 53–92). 
New York: Guilford Press.

Greenberg, J., & Cropanzano, R. (1999). Advances in organizational justice. Stanford, 
CA: Stanford Press.

Guion, R. M., & Gottier, R. F. (1965). Validity of personality measures in personnel 
selection. Personnel Psychology, 18, 135–164.

Guzzo, R. A., Jette, R. D., & Katzell, R. A. (1985). The effects of psychologically 
based interventions on worker productivity: A meta-analysis. Personnel Psy-
chology, 38, 375–391.

Hackman, J. R., & Oldham, G. R. (1976). Motivation through the design of work: 
Test of a theory. Organizational Behavior and Human Performance, 16, 250–279.

RT7451X.indb   628 5/28/08   12:45:39 PM



Work	Motivation	 ���

Heckhausen, H. (1991). Motivation and action. Berlin: Springer Verlag.
Heller, W., Schmidtke, J. I., Nitschke, J. B., Koven, N. S., & Miller, G. A. (2002). 

States, traits, and symptoms. Integrating the neural correlations of emotion, 
personality, and psychology. In D. Cervone & W. Mischel (Eds.), Advances in 
personality science. New York:Guilford Press.

Higgins, E. T. (1998). Promotion and prevention: Regulatory focus as a motiva-
tional principle. In M. P. Zanna (Ed.), Advances in experimental social psychol-
ogy (vol. 30, 1–46). New York: Academic Press.

Hobfoll, S. E. (1989). Conservation of resources: A new attempt at conceptualizing 
stress. American Psychologist, 44, 513–524.

Hogan, R., & Shelton, D. (1998). A socioanalytic perspective on job performance. 
Human Performance, 11, 129–144.

Holland, J. L. (1959). A theory of occupational choice. Journal of Counseling Psychol-
ogy, 6, 35–45.

Hough, L. M., & Schneider, R. J. (1996). Personality traits, taxonomies, and applica-
tions in organizations. In K. R. Murphy (Ed.), Individual differences and behav-
ior in organizations (pp. 31–88). San Francisco: Jossey-Bass.

Ilgen, D. R., & Pulakos, E. D. (1999). Introduction: Employee performance in today’s 
organization. In D. R. Ilgen & E. D. Pulakos (Eds.), The changing nature of per-
formance: Implications for staffing, motivation, and development (pp. 1–18). San 
Francisco: Jossey-Bass.

James, L. R. (1998). Measurement of personality via conditional reasoning. Organi-
zational Research Methods, 1, 131–163.

Johns, G. (2006). The essential impact of context on organizational behavior. Acad-
emy of Management Review, 31, 386–408.

Johnson, R. E., Lord, R. G., Rosen, C. C., & Chang, C. H. (2007). The implicit effects 
of (un)fairness on motivation: What we aren’t aware of might be important! Unpub-
lished manuscript.

Judge, T. A., & Ilies, R. (2002). Relationship of personality to performance motiva-
tion: A meta-analytic review. Journal of Applied Psychology, 87, 530–541.

Kanfer, R. (1990). Motivation theory and industrial and organizational psychology. 
In M. D. Dunnette (Ed.), Handbook of industrial and organizational psychology 
(2nd ed., Vol. 1, pp. 75–130). Palo Alto, CA: Consulting Psychologists Press.

Kanfer, R. (In press). Work and older adults: Motivation and performance. In C. 
J. Czaja & J. Sharit (Eds.), The future of work for an aging population. Baltimore: 
John Hopkins University Press.

Kanfer, R., & Ackerman, P. L. (1989). Motivation and cognitive abilities: An inte-
grative/aptitude-treatment interaction approach to skill acquisition. Journal 
of Applied Psychology (Monograph), 74, 657–690.

Kanfer, R., & Ackerman, P. L. (2004). Aging, adult development, and work motiva-
tion. Academy of Management Review, 29, 440–458.

Kanfer, R., & Ackerman, P. L. (2005). Work competence: A person-oriented per-
spective. In A. J. Elliot & C. S. Dweck (Eds.), Handbook of competence and moti-
vation (pp. 336–353). New York: Guilford Press.

Kanfer, R., & Heggestad, E. D. (1997). Motivational traits and skills: A person-cen-
tered approach to work motivation. Research in Organizational Behavior (Vol. 
19, pp. 1–56). Greenwich, CT: JAI Press.

RT7451X.indb   629 5/28/08   12:45:39 PM



��0	 Work	Motivation:	Past,	Present,	and	Future

Kehr, H. (2004). Integrating implicit motives, explicit motives and perceived abili-
ties: The compensatory model of work motivation and volition. Academy of 
Management Review, 29, 479–499.

Latham, G. P. (2007). Work motivation: History, theory, research and practice. Thou-
sand Oaks, CA: Sage.

Latham, G. P., Erez, M., & Locke, E. A. (1988). Resolving scientific disputes by 
the joint design of crucial experiments by the antagonists: Application to 
the Erez-Latham dispute re participation in goal setting. Journal of Applied 
Psychology, 73, 753–772

Latham, G. P., & Pinder, C. C. (2005). Work motivation theory and research at the 
dawn of the 21st century. Annual Review of Psychology, 56, 485–516.

Locke, E. A., & Latham, G. P. (2000). A theory of goal setting and task performance. 
Englewood Cliffs, NJ: Prentice-Hall.

Locke, E. A., Shaw, K. N., & Saari, L. M. (1981). Goal setting and task performance: 
1969–1980. Psychological Bulletin, 90, 125–152.

Lord, R. G., & Moon, S. M. (2006). Individual differences in automatic and con-
trolled regulation of emotion and task performance. Human Performance, 19, 
327–356.

McClelland, D. C. (1987). Human motivation. New York: Cambridge University Press.
Mckee-Ryan, F. M., Song, Z., Wanberg, C. R., & Kinicki, A. J. (2005). Psychologi-

cal and physical well-being during unemployment: A meta-analytic study. 
Journal of Applied Psychology, 90, 53–76.

Michalak, J., Puschel, O., Joormann, J., & Schulte, D. (2006). Implicit motives 
and explicit goals: Two distinctive modes of motivational functioning and 
their relations to psychopathology. Clinical Psychology and Psychotherapy, 13, 
81–96.

Mischel, W., & Shoda, Y. (1995). A cognitive-affective system theory of personal-
ity: Reconceptualizing situations, dispositions, dynamics, and invariance in 
personality structure. Psychological Review, 102, 246–268.

Mitchell, T. R., & Daniels, D. (2003). Motivation. In W. C. Borman, D. R. Ilgen, & 
R. J. Klimoski (Eds.), Handbook of psychology: Industrial psychology (Vol. 12, pp. 
225–254). New York: Wiley.

Mitchell, T. R., Holtom, B. C., Lee, T. W., Sablynski, C. J., & Erez, M. (2001). Why 
people stay: Using job embeddedness to predict voluntary turnover. Acad-
emy of Management Journal, 44, 1102–1122.

Muraven, M., Tice, D. M., & Baumeister, R. F. (1998). Self-control as a limited 
resource: Regulatory depletion patterns. Journal of Personality and Social Psy-
chology, 74, 774–789.

Naylor, J. C., Pritchard, R. D., & Ilgen, D. R. (1980). A theory of behavior in organiza-
tions. New York: Academic Press.

Ng, T. W. H., Sorensen, K. L., & Eby, L. T. (2006). Locus of control at work: A meta-
analysis. Journal of Organizational Behavior, 27, 1057–1087.

Payne, S. C., Youngcourt, S. S., & Beaubien, J. M. (2007). A meta-analytic examina-
tion of the goal orientation nomological net. Journal of Applied Psychology, 92, 
128–150.

Pinder, C. C. (1998). Work motivation in organizational behavior. Saddle River, NJ: 
Prentice-Hall.

Pritchard, R. D., & Ashwood, E. L. (2007). Managing motivation: A manager’s guide to 
diagnosing and improving motivation. New York: LEA/Psychology Press.

RT7451X.indb   630 5/28/08   12:45:40 PM



Work	Motivation	 ��1

Salas, E., Kosarzycki, M. P., Tannenbaum, S. I., & Carnegie, D. (2004). Principles 
and advice for understanding and promoting effective teamwork in organi-
zations. In R. Burke & C. Cooper (Eds.), Leading in turbulent times: Managing 
in the new world of work (pp. 95–120). Malden, MA: Blackwell.

Schneider, B. (1983). Interactional psychology and organizational behavior. In L. 
L. Cummings & B. M. Staw (Eds.), Research in organizational behavior (Vol. 5, 
pp. 1–31). Greenwich, CT: JAI Press.

Schooler, C., Mulatu, M. S., & Oates, G. (2004). Occupational self-direction, intel-
lectual functioning, and self-directed orientation in older workers: Findings 
and implications for individuals and societies. American Journal of Sociology, 
110, 161–197.

Schultheiss, O. C., & Brunstein, J. C. (2001). Assessment of implicit motives with 
a research version of the TAT: Picture profiles, gender differences, and rela-
tions to other personality measures. Journal of Personality Assessment, 77, 
71–86.

Simons, J., Dewitte, S., & Lens, W. (2004). The role of different types of instru-
mentality in motivation, study strategies, and performance: Know why you 
learn, so you’ll know what you learn! British Journal of Educational Psychology, 
74, 343–360.

Sonnentag, S., & Frese, M. (2003). Stress in organizations. In W. C. Borman, D. R. 
Ilgen, & R. J. Klimoski (Eds.), Handbook of psychology (Vol. 12, pp. 453–491). 
Hoboken, NJ: Wiley.

Sonnentag, S., & Kruel, U. (2006). Psychological detachment from work during off-
job time: The role of job stressors, job involvement, and recovery-related self-
efficacy. European Journal of Work and Organizational Psychology, 15, 197–217.

Sonnentag, S., & Fritz, C. (2007). The Recovery Experience Questionnaire: Devel-
opment and validation of a measure for assessing recuperation and unwind-
ing from work. Journal of Occupational Health Psychology, 12, 204–221.

Spangler, W. D. (1992). Validity of questionnaire and TAT measures of need for 
achievement: Two meta-analyses. Psychological Bulletin, 112, 140–154.

Stajkovic, A. D., Locke, E. A., & Blair, E. S. (2006). A first examination of the rela-
tionships between primed subconscious goals, assigned conscious goals, 
and task performance. Journal of Applied Psychology, 91, 1172–1180.

Stokes, D. E. (1997). Pasteur’s quadrant. Washington, DC: Brookings Institution Press.
Toossi, M. (2005). Labor force projections to 2014: Retiring boomers. Monthly Labor 

Review, 25–44.
Treadway, D. C., Ferris, G. R., Hochwarter, W., Perrewe, P., Witt, L. A., & Goodman, 

J. M. (2005). The role of age in the perceptions of politics-job performance 
relationship: A three-study constructive replication. Journal of Applied Psy-
chology, 90, 872–881.

Triandis, H. C. (1980). Values, attitudes, and interpersonal behavior. Nebraska Sym-
posium on Motivation 1979: Beliefs, attitudes and values (pp. 195–259). Lincoln: 
University of Nebraska Press.

VandeWalle, D. (1997). Development and validation of a work domain goal orien-
tation instrument. Educational and Psychological Measurement, 8, 995–1015.

Wallace, C., & Chen, G. (2006). A multilevel integration of personality, climate, 
self-regulation, and performance. Personnel Psychology, 59, 529–557.

RT7451X.indb   631 5/28/08   12:45:40 PM



���	 Work	Motivation:	Past,	Present,	and	Future

Weiss, H. M., & Adler, S. (1984). Personality and organizational behavior. In B. M. 
Staw & L. L. Cummings (Eds.), Research in organizational behavior (Vol. 6, pp. 
1–50). Greenwich, CT: JAI Press.

Weiss, H. M., & Cropanzano, R. (1996). Affective events theory: A theoretical dis-
cussion of the structure, causes, and consequences of affective experiences 
at work. Research in Organizational Behavior, 18, 1–74.

RT7451X.indb   632 5/28/08   12:45:40 PM



633

Author Index

A
Aaker, J. L., 510
Aarts, H., 125, 134
Abraham, C., 109, 119, 123
Abrams, D., 440
Ackerman, P. L., 2, 7, 8, 55, 72, 78, 82, 

102, 107, 112, 115, 117, 135, 199, 
206, 207, 219, 223, 236, 261, 
262, 263, 320, 321, 322, 341, 
349, 379, 405, 407, 420, 421, 
425, 434, 486, 548, 549, 611, 
612, 614, 615, 616, 619

Adams, G., 446
Adams, G. A., 446
Adams, J. S., 320, 554
Adigun, I., 518
Adkins, C. L., 439
Adler, S., 524, 613
Aduk, O., 158
Aggen, S. H., 82
Ahlburg, D., 70, 438
Aiello, J. R., 240
Aiken, L. S., 46
Ajzen, I., 27, 50, 104, 111, 444, 556, 557
Akerlof, G., 597
Ala-Mursula, L., 247
Alas, R., 526
Albert, K. A., 414, 458
Albrecht, D. G., 406
Alder, G. S., 240, 241
Alderfer, C. P., 107, 410
Alexander, P., 105, 106
Alge, B. J., 128, 240, 241, 258
Algera, J. A., 111
Allen, D., 295, 299, 302, 307
Allen, R. S., 517
Allen, T. D., 418
Alliger, G. M., 77
Allport, F. H., 554
Altmann, E. M., 125, 134
Alvares, K. M., 71, 73, 78
Amabile, T. M., 245, 253
Amason, A. C., 346

Ambrose, M. L., 2, 240, 241, 288, 613
Ames, C., 114
Ames, D. R., 520
Amick, B., 518
Amodio, D. M., 559
Amsel, R., 406
Anastasi, A., 23, 24, 35
Ancona, D. G., 221, 222, 223
Anderson, J. R., 113, 170, 570
Anderson, N., 364, 365
Andrews, F. M., 351
Andrews, J., 245
Ang, S., 380
Antonucci, T. C., 479
Appelbaum, E., 376
Arachtingi, B. M., 437
Arad, R., 373
Arbuckle, B., 120
Archer, J., 114
Ardelt, M., 420, 425
Argote, L., 351
Argyris, C. P., 365
Arkin, R. M., 509
Aronson, J., 559
Arthur, J. B., 383
Arthur, M., 324–325, 328, 340, 345
Arthur, M. B., 447
Arthur, W., 380, 412
Arvey, R. D., 459
Arzy, N., 529
Ashby, F. G., 120
Ashford, S. J., 421, 422, 438, 439, 440
Ashforth, B. E., 436, 437, 458
Ashkenas, R., 363, 389
Ashwood, E. L., 4, 602
Atance, C. M., 542, 543, 548
Atchley, R. C., 446
Atkinson, J. W., 6, 64, 65, 67, 76, 111, 209, 

210, 213, 319, 555, 613
Atwaer, L. E., 332, 343
Au, K., 527
Au, K. Y., 519
Aube, C., 258, 295, 307

RT7451X.indb   633 5/28/08   12:45:41 PM



���	 Author	Index

Austin, J. T., 70, 71, 85, 104, 105, 156, 
158, 159, 178, 179, 182, 198, 220, 
290, 613

Avolio, B. J., 321, 325, 330, 334, 340, 343, 
348

Axtell, C. M., 241, 243, 244, 245, 260
Aycan, Z., 501, 503, 511, 524, 528

B
Baer, M., 245
Bagozzi, R., 120
Bagozzi, R. P., 120, 122
Bailey, D. E., 247, 286, 287, 562
Bailey, T., 326
Bailyn, L., 247, 485, 486
Baker, W. E., 524
Bakker, A. B., 239, 242, 243, 411, 619
Ballinger, G. A., 241
Baltes, B. B., 247, 376
Baltes, M. M., 405
Baltes, P. B., 405
Bamforth, K. W., 237
Banaji, M. R., 29
Bandura, A., 7, 8, 54, 55, 102, 103, 111, 

112, 113, 119, 131, 136, 153, 155, 
157, 170, 200, 207, 222, 243, 
262, 290, 294, 320, 326, 342, 
437, 448, 454, 455, 503, 505, 
507, 513, 522, 549

Banfield, J. F., 165, 168, 187
Banks, D., 333
Barab, S. A., 134
Barbeite, F. G., 435
Barclay, L. C., 264
Bargh, J. A., 124, 125, 134, 153, 154, 180, 

186, 187, 199, 207, 210, 260, 555, 
557

Barker, J. R., 253
Barker, K., 380
Barling, J., 402
Barndollar, K., 124, 125, 134
Barnes, J. L., 373
Barnes, M. D., 121, 122, 132
Barnes-Farrell, J. L., 240, 418, 446
Barnett, R., 481
Barnett, R. C., 237
Barrett, L. F., 126

Barrick, M. R., 117, 291, 304, 306, 613, 
614, 616

Barron, K. E., 133, 137
Barros, E., 66, 72, 73, 76, 78, 262, 263
Barta, S., 137
Bartol, K. M., 369, 371
Barton, R. F., 111
Bartunek, J. M., 126, 560
Basadur, M., 346
Bass, B. L., 248
Bass, B. M., 321, 324, 325, 330, 340, 348
Bäßler, J., 507
Bateman, T. S., 111, 132
Bator, R. J., 557
Batt, R., 247–248, 366, 375, 376, 380
Baumann, N., 153, 166, 187
Baumeister, R. F., 85, 99, 152, 153, 183, 

199, 211, 262, 561, 619
Baumgartner, H., 120, 122
Bavelas, J. B., 72
Bayer, U., 489
Bayer, U. C., 111, 128
Bazerman, M. H., 122
Beach, L. R., 121, 437
Beacom, A., 488
Beal, D. J., 66, 72, 73, 76, 78, 83, 262, 263, 

296
Beard, K. M., 380
Beaubien, J. M., 256, 257, 295, 303, 307, 

522, 613
Beauvais, L. L., 120
Bebb, M., 334, 348
Beck, R. N., 415
Becker, B. E., 381, 383, 385, 388
Becker, M., 556
Becker, T. E., 116, 254, 255
Beehr, T. A., 446, 447, 520
Behson, S. J., 236
Beier, M., 425
Beier, M. E., 616
Bell, B. S., 112, 162, 163, 164, 176, 183, 

286, 287, 307
Bell, S. T., 412
Bénabou, R., 591, 598
Bennett, L., 73, 77
Bennett, N., 298–299, 367, 368
Bennett, W., 380, 412
Bennett, W. R., Jr., 4
Bennis, W., 345

RT7451X.indb   634 5/28/08   12:45:41 PM



Author	Index	 ���

Berg, N., 590
Berger, C. J., 238
Berkhof, J., 86
Berman, J. M., 425
Bernstein, I. H., 26
Berson, Y., 524
Bertalanffy, L. von., 289
Betz, N. E., 437
Beutell, 480, 482
Bewley, T., 598
Beyer, J. M., 367
Bhagat, R., 525
Bhatia, P., 330, 340
Bianchi, S., 485
Bianco, A. T., 174, 181, 182
Bies, R. J., 88
Biggers, K. E., 123
Bigley, G. A., 448
Billings, R. S., 67
Birch, D., 64, 65, 67, 76, 209, 210, 213
Bird, S. R., 484
Birdi, K., 407
Bishop, J. W., 294, 296
Black, J. S., 380
Blair, E. S., 611
Blair, V., 326
Blanchard, K. H., 324, 556
Blanton, H., 30, 210
Blatt, R., 421, 422
Blau, F., 593
Blau, P., 239
Blau, P. M., 367
Blessing, L. A., 406
Bliese, P. D., 20, 31–32, 43, 44, 46, 47, 49, 

81, 288, 289, 291, 297, 298, 299, 
301, 302, 326, 348, 349

Blonk, R. W. B., 444
Bloom, M., 366
Blount, S., 207, 208, 221, 223
Bluedorn, A. C., 221
Blum, T. C., 245
Blundell, R., 589
Bly, P. R., 4
Bobko, P., 25, 70, 71, 85, 220, 511
Bodenhausen, G. V., 555
Boekaerts, M., 102, 103, 106, 111, 137, 

152, 223
Boettger, R. D., 265
Bognanno, M. L., 366

Bohner, G., 182, 188
Boice, R., 213
Boles, J. S., 480
Bonabeau, E., 289
Bonaccio, S., 67
Bond, J., 472
Bond, J. T., 493
Bongers, P., 518
Bongers, P. M., 237
Boninger, D. S., 221, 548
Bono, J. E., 265, 329, 341, 342
Bordia, P., 109
Borkenau, P., 81
Borman, W. C., 402
Born, M. Ph., 444
Boswell, W. R., 11, 362, 363, 364, 365, 

371, 372, 373, 376, 386, 388, 
389, 418

Bothell, D., 113
Bottger, P. C., 402
Boucsein, W., 83
Boudreau, J. W., 371, 372, 418
Boulian, P., 116
Bourgeois, L. J., 415
Bourgeois, L. J., III, 346
Bourne, B., 487
Bowen, D. E., 304, 386
Bower, G. H., 122, 126, 545
Bowers, C. A., 288, 413, 424
Boxall, P., 362
Boyatzis, R. E., 24, 319
Boyce, L. A., 342, 345
Boychuk, T., 519
Boyd, C. M., 239
Boyd, J. N., 548, 549
Bradley, B. H., 306
Brandimonte, M. A., 543
Brandstaetter, V., 545
Brandstätter, V., 106, 128, 159
Bratslavsky, E., 85, 619
Braver, T. S., 165, 168, 169, 180, 183
Brawley, L. R., 326
Bray, S. R., 326
Brazy, P. C., 559
Breland, B. T., 118
Brendl, C. M., 200, 204, 222
Brett, J. F., 117
Brett, J. M., 417, 418
Bretz, R. D., 435, 436

RT7451X.indb   635 5/28/08   12:45:41 PM



���	 Author	Index

Brewer, M. B., 503, 506, 507
Bridges, W., 363
Bridwell, L. G., 7
Brief, A. P., 214, 215, 216, 367
Briggs, T. E., 247
Briñol, P., 555
Brisson, C., 518
Broadbent, D., 122
Broadbent, M., 122
Brockner, J., 88, 161, 440, 448, 507, 515, 

522, 561
Brodt, S. E., 419
Brogden, H. E., 71
Brousseau, K. R., 260
Brown, C., 502, 516
Brown, D. J., 350
Brown, K. A., 262
Brown, K. G., 181
Brown, S. D., 437, 454
Brown, S. P., 118, 558
Brtek, M. D., 238
Brubaker, D., 543, 549
Bruch, M. A., 408
Brunstein, C., 116 
Brunstein, J. C., 7, 555, 611
Brutus, S., 418
Bruun, S. E., 558
Bryk, A. S., 46, 49, 82
Bu, N., 517
Buchan, N. R., 525
Buckley, M. R., 421
Buehler, R., 207
Buessing, A., 240
Burke, C. S., 287, 328, 331, 570, 571
Burke, M. J., 296
Burns, J. M., 345
Burr, R., 243
Burroughs, S. M., 296
Buschke, H., 543, 549
Buss, A. H., 177
Butler, A. B., 248
Button, S. B., 256
Byrne, M. D., 113

C
Cable, D. M., 377, 378, 458
Cafasso, L., 485
Calcagnini, N., 256

Caldwell, S. D., 612
Callahan, T. J., 370
Callanan, G. A., 437
Callister, R. R., 438, 439
Camazine, S., 289
Campbell, D. J., 111, 179, 235
Campbell, D. T., 336
Campbell, E. M., 252
Campbell, J. P., 2, 549
Campion, M. A., 110, 200, 207, 208, 219, 

234, 238, 248, 286, 307
Canavan, P. J., 222
Cannon-Bowers, J. A., 287, 288, 308, 329, 

332, 351, 413, 424, 570
Cantor, N., 210
Caplan, R. D., 444, 449
Cappellari, L., 594
Cappelli, P., 363
Carayon, P., 246
Carden, W. A., 402
Carl, P., 527
Carnegie, D., 624
Carpenter, M. A., 204, 205, 206, 219, 221
Carroll, J. B., 37
Carson, J., 115
Carver, C., 85
Carver, C. S., 7, 102, 110, 122, 127, 130, 

133, 136, 152, 153, 155, 175, 177, 
207, 220, 320, 322, 448, 449, 559

Cashman, J., 321
Cattell, A. K. S., 82
Cattell, R. B., 81, 82, 405
Cavanaugh, M., 365
Cavanaugh, M. A., 363
Cervone, D., 112, 207, 222, 262
Chacko, T. I., 114
Chaffin, R., 541, 543
Chah, D., 108
Chaiken, S., 554
Chambers, W., 408
Chan, D., 31, 32, 43, 44, 52, 81, 289, 291, 

296, 297, 439
Chan, D. K., 514
Chan, D. K. S., 509
Chan, K. Y., 350
Chandler, C., 342, 345
Chandler, D. E., 456
Chang, C. H., 611

RT7451X.indb   636 5/28/08   12:45:41 PM



Author	Index	 ���

Chang, D. C.-H., 164, 170, 172, 175, 178, 
180

Chang, L., 509
Chapeland, V., 437
Charker, J., 457
Chartrand, J. L., 207, 210
Chartrand, L. C., 260
Chase, S. K., 86
Chatman, J., 380
Chatman, J. A., 377
Chattopadhyay, P., 380
Chen, C. C., 508, 523, 525
Chen, G., 19, 20, 43, 47, 56, 107, 112, 113, 

200, 221, 242, 252, 258, 288, 
289, 291, 292, 293, 294, 295, 
296, 297, 298, 299, 301, 302, 
303, 304, 306, 307, 308, 309, 
320, 321, 322, 326, 331, 332, 333, 
334, 339, 341, 343, 348, 349, 439, 
507, 529, 561, 614, 623, 624

Chen, Y., 503, 506, 507, 515
Chen, Y. R., 515, 522
Chen, Z., 407
Chen, Z. X., 309
Cherns, A., 237
Chesley, N., 485
Chew, I. K. H., 334, 348
Chirkov, V., 505
Chissick, C., 241
Chiu, C. Y., 506
Chiu, R. K., 527
Chmiel, N., 246
Choi, Y., 341
Chow, C. W., 521
Christensen, C., 570
Christiansen, N. D., 376
Chun, W. Y., 125 
Cialdini, R. B., 557
Ciarocco, N. J., 153
Ciavarella, M., 436
Cilliers, P., 167, 168
Citera, M., 110, 199, 207, 208, 220
Clark, A., 484
Clark, B. D., 301
Clark, M. A., 416
Clark, R. A., 555
Clark, R. D., 201, 219
Clegg, C. W., 237
Cleveland, J. N., 186, 418, 423

Clore, G. L., 77
Coats, A., 591
Coch, L., 320
Cohen, J., 46, 387
Cohen, J. D., 165, 168, 169, 180, 183
Cohen, P., 46, 387
Cohen, R. R., 296
Cohen, S. G., 286, 287, 373, 562
Colbert, A. E., 306
Collins, C., 256
Colquitt, J., 485, 488, 492
Colquitt, J. A., 26, 129, 294, 296, 298, 299, 

303, 307, 408, 422, 614
Colvin, A., 362, 389
Colvin, A. J. S., 11, 366, 375, 376, 380
Colvin, C., 204
Conger, J. A., 242, 324, 340, 350 
Conlon, D. E., 129, 135, 296
Conn, A. B., 297
Connell, D. W., 370 
Connell, J. P., 254–255
Conte, J. M., 204, 205, 206, 219, 221
Converse, S. A., 286, 332
Conway, N., 374, 375
Cook, P. J., 366
Coon, H. M., 503
Cooper, C. E., 526
Cooper, C. L., 446
Cooper, J. T., 158, 178, 290
Corbett, J. M., 237
Cordery, J., 267
Cordery, J. L., 238–239, 243, 246, 376
Cordes, C. L., 246
Corney, W. J., 517
Corno, L., 106, 129, 210, 223
Corsun, D. L., 243
Cortina, J. M., 71
Cosmides, L., 181
Costa, P. T., 408
Costa, P. T., Jr., 38
Costes, N., 547, 548
Cotton, J. L., 374
Cottone, K., 252
Covington, M. V., 109
Cowherd, D. M., 366
Cox, W. M., 111, 117, 120
Crawford, J., 527
Crawford, J. R., 549
Credé, M., 79

RT7451X.indb   637 5/28/08   12:45:42 PM



���	 Author	Index

Crocker, J., 86
Croity-Belz, S., 437
Cron, W. L., 107, 109, 118, 121, 130, 131, 

415, 451, 455, 511, 558
Cronbach, L. J., 42
Cropanzano, R., 7, 8, 79, 81, 88, 89, 110, 

199, 207, 208, 214, 215, 216, 220, 
259, 376, 418, 583, 618

Crossan, M., 346
Csikszentmihalyi, M., 181
Cummings, A., 245
Cunningham, C. E., 243
Cyert, R. M., 415

D
Dahl, S., 445
Dalal, R. S., 67, 70, 73, 77, 78, 79, 86, 291
Damrad-Frye, R., 216
Daniels, D., 2, 68, 79, 89, 220, 549, 613
Daniels, E., 19, 20
Dansereau, F., 321
Darity, W., Jr., 590
Darnold, T. C., 11
Dastani, M., 121
Daus, C. S., 77, 89
David, J. P., 86
Davidson, R. J., 559
Davis, M. A., 446
Davison, S. C., 505
Dawis, R. V., 435, 437 
Day, D. V., 130, 152, 153, 159, 162, 199, 

201, 223, 350, 351
Deadrick, D. L., 73, 77
Decety, J., 547, 548
Deci, E. L., 2, 8, 115, 123, 160, 163, 165, 

176, 179, 183, 250, 252, 253, 254, 
264, 330, 445, 511, 519, 554

Deci, L., 116
DeCoster, J., 166
De Cremer, D., 341
DeCuir, A. D., 4
de Faire, U., 242
de Fillipis, A., 437
De Fruyt, F., 436
de Gilder, D., 295
De Gilder, D. D., 343
de Haas, M., 111
Dehaene, D., 154, 165, 166, 171, 181, 187

De Jong, J. P. J., 245
DeKoekkoek, P. D., 445, 446
Delaney-Klinger, K., 265, 267
de Lange, A. H., 237
De Lange, A. H., 243
Delery, J. E., 381, 383, 387
Delespaul, P., 86
De Luque, M. F. S., 515
DelVecchio, W. F., 408
Demaree, R. J., 44
Dembo, T., 105, 113, 119, 130, 158
Demerouti, E., 242, 243, 619
Demir, M., 505
Deneubourg, J. L., 289
Den Hartog, D. N., 320
DeNisi, A., 113, 170, 182
Denny, A. T., 368
Derryberry, D., 120
DeRue, D. S., 489
DeShon, R. P., 20, 35, 39, 47, 51, 86, 87, 

164, 170, 172, 175, 178, 181, 187, 
205, 209, 219, 220, 221, 256, 
258, 293, 295, 296, 297, 303, 308

DeVanna, M. A., 324, 325
Devine, D. J., 307
DeVolder, M. L., 118
de Vries, M., 86
DeVries, M. W., 77
De Witte, H., 445
De Witte, S., 445
Dewitte, S., 618
Dhar, R., 130
Dickinson, T. L., 286 
Dickson, W. J., 319
Dickter, D. N., 240
Diefendorff, J. M., 111, 126, 154, 159, 175, 

199, 200, 201, 210, 222, 240, 
545, 607, 610

Diener, E., 207, 526
Dienes, E., 116, 519
DiFonzo, N., 109
Dijksterhuis, A., 125, 134
Dineen, B. R., 199, 219
Dionne, S., 332, 343
d’Iribarne, P., 502, 524
Dismukes, R. K., 548
Dobbins, G. H., 507
Dobbs, A., 543
Dodge, T. L., 131, 136, 219, 262, 457

RT7451X.indb   638 5/28/08   12:45:42 PM



Author	Index	 ���

Doeringer, P. B., 423
Doerpinghaus, H. I., 380
Doerr, K. H., 262
Dollard, M. F., 239, 240, 243
Donovan, J. J., 70, 114, 118, 122, 130, 131, 

162, 207, 219, 262, 457
Doo, C. B., 415
Dorenbosch, L., 245
Dorfman, P., 504, 512
Dormann, C., 239, 242
Dornyei, Z., 128
Dose, J. J., 319
Doty, D. H., 383, 387
Doucouliagos, C., 370
Dougherty, T. W., 246
Douglass, S., 113
Douthitt, D., 418
Douthitt, E. A., 240
Doverspike, D., 447, 454
Dowson, M., 132, 133, 137
Dragoni, L., 174, 185, 257
Drasgow, F., 68, 74, 82, 350, 520
Driver, M. J., 336
Drolet, A., 512
Dubin, R., 107
Dugdale, B., 82, 262
Dukerich, M., 378
Dunckel, H., 263
Durham, C. C., 119, 258, 294, 295
Durkin, K., 115
Dutton, J. E., 265
Dweck, C. S., 7, 155, 160, 161, 163, 221, 

256, 614
Dyer, L., 389
Dyer, N. G., 47
Dzahari, M. A., 115

E
Earley, P. C., 119, 179, 219, 307, 308, 373, 

502, 503, 504, 505, 507, 508, 
509, 510, 513, 514, 521, 523, 526

Eaton, S., 493
Ebberwein, C. A., 441, 442
Eby, L. T., 418, 455, 507, 613
Eddy, E. R., 236
Edelman, G., 545
Edens, P. S., 412
Edwards, C. S., 221, 548

Edwards, J. R., 52, 238, 377, 378
Edwards, J. W., 380
Ehrenberg, R. G., 366
Ehrhart, M. G., 368
Eichler, A., 556
Einstein, G. O., 543, 547, 548 
Ekeberg, S. E., 104, 556
Ekelund, R., 591
Elder, G., 482
Elg, F., 125
Elizur, D., 508
El-Kot, G., 518
Ellemers, N., 295, 343
Elliot, A. J., 109, 133, 137, 256, 329, 505, 

614
Elliott, E. S., 256
Ellis, J., 543
Elovainio, M., 268
Ely, K., 344, 345
Emmons, R. A., 104, 115, 207, 220
Enz, C. A., 243
Epel, E. S., 549
Epstein, S., 421, 502, 505
Erez, A., 119, 389, 408, 483
Erez, M., 7, 84, 105, 113, 119, 129, 135, 

199, 309, 373, 501, 502, 503, 
504, 505, 507, 511, 513, 514, 515, 
516, 520, 521, 522, 524, 525, 
526, 528, 529, 606, 612, 617

Ericsson, K. A., 569–570
Erikson, E. H., 487
Euwema, M. C., 242, 243
Evans, K. R., 514
Eylon, D., 519

F
Fadiga, L., 547
Fairris, D., 590
Fang, E., 514
Farh, J., 119
Farmer, S. J., 446 
Farnsworth, S. R., 72
Farris, G. F., 351
Fassa, N., 436, 438, 458
Fassinger, R. E., 436
Fay, D., 244, 245, 259, 265
Fazio, F., 547, 548
Fazio, R. H., 29, 30, 555

RT7451X.indb   639 5/28/08   12:45:42 PM



��0	 Author	Index

Feather, N. T., 444
Fedor, D. B., 612
Feij, J. A., 437, 444
Fein, E. C., 118, 455
Feinstein, L., 403
Feldman, D. C., 4, 287, 365, 380, 403, 405, 

406, 407, 409, 412, 413, 415, 416, 
417, 418, 424, 425, 439, 443, 445, 
446, 455, 623

Feldman Barrett, L., 560
Fenigstein, A., 177
Ferber, M., 593
Feren, D. B., 368
Ferguson, M. J., 125
Ferrari, J. R., 211, 213
Ferrer, E., 82
Ferris, G. R., 222, 236, 612
Ferris, M., 247
Festinger, L., 105, 113, 119, 130, 158, 287, 

296
Fetter, R., 340
Fichman, M., 351
Fichten, C. S., 406
Fiedler, F. E., 324
Filby, W. C. D., 107, 108
Finkenauer, C., 85
Finucane, M. L., 122
Fiore, S., 571
Fischer, A. R., 117
Fischer, R., 516
Fishbach, A., 125
Fishbein, M., 27, 50, 104, 554, 556, 557
Fisher, C. D., 73, 78, 79, 235
Fisher, G. G., 89
Fisher, J., 242
Fishman, D. M., 434
Fisk, G. M., 240
Fiske, S., 507
Fitzgerald, L. F., 68, 74, 82
Fitzgerald, M. P., 236
Fitzsimons, G. M., 153, 154, 187
Fleenor, J. W., 418
Fleeson, W., 79, 81
Fleishman, E. A., 321, 322, 323, 324, 325, 

328, 329, 335, 351
Fleming, P., 342, 345
Florey, A. T., 541
Foerster, J., 255
Fogassi, L., 547

Folger, R., 376, 418
Ford, D. H., 110
Ford, J. K., 256, 412, 569
Ford, M. E., 104, 132, 207, 208, 210, 213
Forgas, J. P., 126, 560
Forrier, A., 403, 424
Forster, J., 174, 181, 182, 510
Förster, J., 561
Fouad, N. A., 435
Francesco, A. M., 509
Frank, D., 519
Frank, J. D., 104
Frank, R. H., 366
Frankel, J., 488
Franks, N. R., 289
Frayne, C. A., 154, 185
Frederickson, B. L., 77
Fredrickson, B. L., 259, 266
Fredrikson, M., 242
Freeman, G., 256
Freitas, A. L., 255, 561
French, J., 321, 324
French, J. R. P., Jr., 320
Frese, M., 11–12, 106, 128, 154, 185, 198, 

200, 219, 237, 242, 243, 244, 
245, 264, 265, 512, 618, 620

Frey, B., 591, 598
Frey, D., 243, 247
Fried, Y., 82, 201, 205, 219, 221, 236, 374, 

541
Friedman, R., 125, 175
Friedman, R. S., 125, 255
Friesen, J. D., 436
Frietas, A. L., 164, 174, 175
Frijda, N. H., 216
Frink, D. D., 222, 303
Fritz, C., 618
Frost, C. J., 511
Frost, K. M., 511
Frost, P. J., 219
Frye, R., 351
Fu, P. P., 372
Fu, Q., 121, 130, 131, 455
Fuller, B. E., 441
Fuller, J. A., 89
Fulmer, I. S., 304
Fuster, J. M., 165, 168, 169

RT7451X.indb   640 5/28/08   12:45:42 PM



Author	Index	 ��1

G
Gaertner, L., 506
Gaertner, S., 403 
Gagné, M., 2, 115, 242, 252, 253, 254, 330, 

410, 519
Galanter, E., 104, 110, 156, 200
Galindo-Rueda, F., 403, 409
Galinsky, E., 472, 493
Gall, M. B., 543, 549
Gallese, V., 547
Ganzeboom, H. B. G., 436
Garcia, M., 437
Gardner, D. G., 375
Gardner, T. M., 381
Gardner, W., 321
Gardner, W. L., 266, 321, 510
Garland, H., 119, 135
Garst, H., 244
Gati, E., 520, 524, 525
Gati, I., 436, 437, 438, 458
Gauggel, S., 124
Gavin, M. B., 46, 82
Gawronski, B., 555
Gelfand, M., 501, 503, 511, 524, 528
Gellatly, R., 119
George, E., 380
George, J. M., 72, 75, 115, 120, 213, 214, 

215, 216, 372
Georgiades, A., 242
Gerhart, B., 333, 362, 369, 370, 381, 382, 

388
Geringer, J. M., 154, 185
Gerras, S. J., 46 302, 368
Gersick, C. J., 541
Gersick, C. J. G., 221, 307
Gerstel, N., 478
Ghiselli, E. E., 71, 73
Giambatista, R. C., 208, 210, 211, 219
Gibson, C. B., 204, 205, 206, 219, 221, 

243, 247, 308, 309, 507, 508, 
521, 523

Gibson, L. W., 408
Gigone, D., 67
Gillespie, J. Z., 35, 39, 86, 87, 164, 170, 

172, 175, 178, 187, 205, 209, 220, 
221, 256

Gilson, L. L., 245, 297
Gioia, D. A., 419

Gist, M., 419
Gist, M. E., 243
Givon, M., 436
Gladstein, D., 351
Glaser, J., 240
Glazer, S., 446, 520
Gleicher, F., 221, 548
Glick, W., 239
Glomb, T., 444
Glomb, T. M., 68, 70, 72, 73, 74, 77, 79, 

80, 86, 89, 438
Godbey, G., 484
Godfrey, E. G., 175, 178
Golden, B. R., 378
Goldschmidt, C., 504
Goldsmith, A., 590
Goldstein, H. W., 378
Goldstein, I., 403, 412
Goldstein, N. J., 557
Goleman, D., 421
Gollwitzer, P. M., 7, 103, 104, 106, 111, 

124, 127, 128, 135, 155, 159, 162, 
163, 172, 177, 178, 181, 199, 200, 
210, 211, 212, 222, 260, 545, 556

Gomez, C., 521 
Gomez-Mejia, L. R., 502
Gonzalez-Roma, V., 367
Goode, W., 480
Goodman, J. M., 612
Goodman, P. S., 223
Goodwin, G. F., 287, 331, 571
Gopher, D., 529
Gorard, S., 409
Gosling, S. D., 408
Gosserand, R. H., 154
Gottier, R. F., 613
Gould, A., 108
Graen, G., 321
Graen, G. B., 321, 324
Graf, P., 545
Grandey, A. A., 88, 89, 240
Grannemann, B. D., 264
Grant, A. M., 241, 245, 252, 254
Grant, H., 155, 160, 561
Grassi, F., 547, 548
Gratton, L., 381, 382
Gray, J. A., 175
Graydon, J. K., 107, 108
Greckhamer, T., 518

RT7451X.indb   641 5/28/08   12:45:43 PM



���	 Author	Index

Green, P. J., 86
Green, S. G., 83
Greenberg, J., 8, 157, 205, 365, 366
Greenhaus, J. H., 437, 442, 479, 480, 481, 

482
Greenis, J. L., 181
Greenwald, A. G., 29
Greve, H. R., 123
Grezes, J., 547, 548
Griffeth, R. W., 403 
Griffin, D., 207
Griffin, M. A., 46, 82, 237, 246, 368
Griskevicius, V., 557
Grolnick, W. S., 253–254
Gronn, P., 350, 351
Gross, J. J., 263
Gross, N., 287, 296
Grossberg, S., 170, 178
Gryskiewicz, N. D., 245
Grzywacz, J. G., 248
Guadagno, R. E., 557
Gualtieri, J., 351
Guest, D., 374, 375
Guion, R. M., 613
Gully, S. M., 86, 87, 107, 112, 113, 118, 

256, 287, 294, 295, 297, 303, 
307, 308, 329, 351, 522

Gupta, N., 368, 383
Gupta, V., 504, 512
Gutek, B., 480
Guthrie, J. P., 115, 123
Guzzo, R. A., 4, 367, 368

H
Haase, R. F., 408
Hacker, W., 244
Hackett, G., 437, 454
Hackman, J. R., 6, 235, 236, 237, 286, 287, 

289, 301, 302, 320, 321, 323, 
325, 326, 328, 331, 333, 339, 342, 
344, 375, 378, 410, 515, 613

Hagedoorn, M., 242
Haines, E. L., 555
Haire, M., 71
Hakanen, J. J., 619
Halbesleben, J. R. B., 421
Halford, K., 457
Hall, D. T., 441, 442, 456, 458, 459

Hall, H. K., 256
Hall, R., 47
Hall, R. J., 175, 350
Halpin, S. M., 331
Hambrick, D. C., 346, 505
Hammer, T. H., 442
Hamre-Nietupski, S., 406
Hancock, P. A., 573
Hand, H. H., 119
Hanges, P. J., 30, 44, 47, 155, 175, 178, 

200, 504, 512
Hanisch, K. A., 68, 69, 70, 88, 443
Hanley-Maxwell, C., 406
Hansson, R. O., 445, 446
Hantula, D. A., 109
Harackiewicz, J. M., 109, 133, 137, 256
Harding, F. D., 325, 328, 335
Hardy, L., 107, 108
Harkins, S., 287, 332
Harkness, H., 440, 441
Harman, W., 198, 201, 203, 208, 217
Harman, W. S., 154, 179
Harmon, W. S., 8, 10, 12
Harmon-Jones, E., 559
Harrington, E., 244, 245
Harrington, M., 247
Harriott, J., 211
Harris, E. F., 321
Harris, N. N., 211, 212
Harrison, D. A., 52, 74, 82, 417, 541
Harrison, G. L., 521
Harrison, S., 108
Hart, R. A., 423
Harzing, A. W., 524
Hasan, B., 419
Haslam, S. A., 295, 343, 558
Hassin, R. R., 124
Hastie, R., 67, 121
Haviland-Jones, J. M., 560
Hay, K. E., 134
Hayes-Roth, B., 180
Hayes-Roth, F., 180
Heatherton, T. F., 165, 168, 183, 187, 211
Hébert, R., 591
Heckhausen, H., 106, 114, 128, 136, 159, 

184, 204, 209, 212, 556, 613
Heesink, J. A. M., 444
Heffner, T. S., 287
Heggestad, E., 117, 118

RT7451X.indb   642 5/28/08   12:45:43 PM



Author	Index	 ���

Heggestad, E. D., 68, 109, 117, 175, 185, 
199, 219, 548, 558, 613, 614, 616

Heimbeck, D., 106, 128
Hein, M. B., 322, 323, 325, 328, 329, 351
Heine, S. J., 506, 507
Heinen, B., 320, 326, 328, 329, 331
Helkama, K., 268
Heller, D., 247
Heller, W., 10
Hellström, C., 546
Hellström, T., 546
Helmreich, R. L., 306, 558
Helms, M. M., 517
Hemingway, M. A., 265, 267
Henne, D., 377
Henry, J. D., 549
Henry, R. A., 71, 73
Hepburn, E. T., 175
Heppner, M. J., 441, 454
Herbik, P. A., 296
Herold, D. M., 612
Herriot, P., 365
Herrmann, D. J., 541, 543, 549
Hersey, P., 324
Hershey, D. A., 115
Hertel, G., 558
Herzberg, F., 235, 483, 492
Herzberg, F. B., 511
Heslin, P. A., 455, 456
Heuven, E., 239
Higgins, E., 255
Higgins, E. T., 7, 8, 116, 160, 161, 163, 

164, 174, 175, 181, 182, 255, 440, 
448, 510, 454, 561, 614

Higgins, M. C., 422
Higgs, A. C., 286, 307
Hill, E. J., 247
Hinkin, T. R., 21
Hinsz, V. B., 67, 117, 556, 557, 558, 561
Hirsch, P. M., 444
Ho, V. T., 365, 366
Hobfoll, S., 479
Hobfoll, S. E., 619
Hochschild, A., 485
Hochwarter, W., 612
Hodson, G., 512
Hoffmann, D. A., 291
Hofmann, D. A., 46, 82, 289, 291, 302, 

368, 387

Hofstede, G., 119, 503, 505, 506, 517, 524
Hogan, R., 616
Hogg, M., 440
Holland, J. L., 436, 616
Hollander, E. P., 321
Hollenbeck, J. R., 26, 128, 131, 136, 162, 

207, 209, 219, 258, 265, 287, 
387, 389

Hollensbe, E. C., 115, 123
Holling, H., 201, 219, 301
Holman, D., 241
Holman, D. J., 244, 245
Holmstrom, V. L., 437
Holtom, B. C., 612, 617
Holtz, B. C., 49
Holyoak, K. J., 167, 178
Holz, M., 239, 240
Hom, H. L., 120
Hom, P. W., 403, 502
Hoogduin, K., 411
Hoop, M., 124
Hopfield, J., 167
Hopper, H., 222
Hormuth, S., 77
Horvath, M., 41, 219
Hotchkiss, J., 593, 594, 595
Hough, L. M., 117, 613
Houminer, D., 436, 438, 458
House, R. J., 321, 324–325, 326, 328, 329, 

340, 345, 504, 512
Houtman, I., 518
Houtman, I. L. D., 237
Howard, A., 442
Huang, X., 515, 518, 519, 527
Huff, J. W., 247
Huffcutt, A. I., 25
Hui, C., 375
Hui, C. H., 527
Hulin, C. L., 68, 69, 70, 71, 73, 74, 77, 78, 

79, 80, 81, 82, 86, 88, 235, 291, 
444

Hulstijn, J., 121
Hults, B. M., 368
Humphrey, S. E., 239, 241, 267, 270
Humphreys, L. G., 73
Humphreys, M. S., 366
Hunt, J. G., 320, 323, 335
Hunt, R. G., 525
Hunter, J. E., 35

RT7451X.indb   643 5/28/08   12:45:43 PM



���	 Author	Index

Huselid, M. A., 381, 383, 384, 385, 388, 
402

Hwang, A., 509
Hyde, C., 481
Hyland, M. M., 247

I
Ichniowski, C., 375, 387
Ide, E., 507
Idson, L. C., 164, 174, 175, 561
Ilgen, D. R., 2, 3, 6–7, 8, 65, 66, 68, 70, 

88, 107, 108, 131, 136, 162, 209, 
219, 236, 265, 286, 287, 387, 389, 
418, 489, 555, 613

Ilies, R., 32, 49, 55, 69, 73, 77, 78, 79, 86, 
113, 117, 121, 131, 137, 188, 489, 
613

Incalcaterra, K. A., 295, 297, 303, 307, 
522

Inglehart, R., 524
Ingwer, B., 526
Inkson, K., 447
Inn, A., 77, 82
Ioerger, T. R., 123
Isaac, R. G., 329, 339
Isen, A. M., 120, 483
Isenberg, D. J., 351
Isic, A., 239
Iyengar, S. S., 511
Izzo, M. V., 438

J
Jablin, F. M., 439, 440
Jaccard, J., 30
Jackson, C. L., 296, 411
Jackson, P. R., 237, 238, 245, 246, 260
Jackson, S., 409
Jackson, S. E., 362, 416, 417
Jackson-Mehta, A., 83
Jacobs, T. O., 323, 325, 328, 335, 336, 346
Jacobs-Lawson, J. M., 115
Jagacinski, C. M., 86, 87
James, K., 110, 199, 207, 208, 220
James, L. R., 30, 31, 44, 53, 75, 223, 611
James, W., 124
Jamieson, J., 406
Janicek, G., 221, 223
Janicek, G. A., 207, 208

Jansen, K. J., 205
Janssen, O., 245, 256, 527
Jaques, E., 323, 335, 336, 346
Jauch, L. R., 320, 372
Javidan, M., 504, 512
Jeannerod, M., 547, 548
Jenkins, A., 409
Jenkins, D. G., Jr., 368
Jenkins, G. D., 371
Jennings, P. D., 210
Jensen, M. C., 369
Jermier, J. M., 349
Jett, Q. R., 213, 214
Jette, R. D., 4, 368
Jevons, W., 592
Jex, S. M., 298
Jick, T., 363, 389
John, O. P., 408
Johns, E., 451
Johns, G., 614
Johnson, D. E., 389
Johnson, D. W., 119, 558
Johnson, E. C., 378
Johnson, J. L., 211, 213
Johnson, M., 287, 489
Johnson, R., 558
Johnson, R. E., 164, 170, 172, 175, 177, 

178, 180, 611
Johnson, R. T., 119
Johnson, S., 556
Johnston, J. A., 441, 454
Jonas, E., 243, 247
Jones, C. J., 408
Jones, G. R., 75, 115, 120, 439, 454
Jones, I., 425
Jones, L. M., 291
Jonge, J. D., 243
Joormann, J., 611
Joplin, J. R., 527
Jordan, C. H., 174
Jorgensen, J. D., 438
Joshi, A., 295, 297, 303, 307, 522
Jostmann, N. B., 455
Jourden, F. J., 131
Juang, L. P., 437
Judd, D., 406
Judge, A., 113, 119, 121, 131, 137

RT7451X.indb   644 5/28/08   12:45:44 PM



Author	Index	 ���

Judge, T. A., 32, 49, 55, 69, 73, 77, 78, 79, 
86, 117, 119, 188, 265, 329, 341, 
342, 435, 436, 506, 526, 561, 613

Jundt, D., 287
Jung, D. I., 340, 343

K
Kabel, T., 569
Kacmar, M., 115
Kahai, S. S., 343
Kahalas, H., 558
Kahana, E., 446
Kahn, R. L., 289, 298, 323, 332, 333, 335, 

336, 337, 346, 479
Kahn, W. A., 410
Kahneman, D., 77, 85, 113, 121
Kalleberg, A. L., 484
Kallgren, C. A., 557
Kalnbach, L. R., 117
Kammeyer-Mueller, J. D., 11, 70, 72, 438, 

439, 443
Kane, J. S., 75, 78
Kane, T. D., 326, 341, 342, 343, 344, 349
Kanfer, F. H., 152, 198, 208, 210, 213, 220, 

321, 341, 349, 556
Kanfer, H., 135
Kanfer, R., 2, 3, 7, 8, 19, 20, 43, 47, 52, 55, 

56, 68, 72, 78, 82, 102, 106, 107, 
109, 112, 115, 117, 118, 131, 133, 
134, 135, 152, 153, 154, 155, 158, 
175, 176, 185, 187, 198, 199, 200, 
206, 207, 208, 210, 213, 219, 
220, 221, 222, 223, 234, 235, 
236, 250, 258, 261, 262, 263, 
288, 289, 290, 291, 292, 293, 
295, 296, 298, 299, 302, 303, 
306, 307, 320, 321, 322, 326, 
331, 332, 333, 334, 339, 341, 343, 
348, 349, 373, 379, 402, 405, 
407, 420, 421, 434, 443, 444, 
445, 448, 449, 454, 486, 507, 
529, 548, 549, 554, 558, 559, 
561, 569, 611, 612, 613, 614, 616, 
619, 624

Kantrowitz, T. M., 443
Kanungo, R. N., 242, 324, 340
Kaplan, H. B., 421
Kaplan, L. B., 71

Karasek, R., 236, 237, 241, 265, 266, 518
Karasick, B. W., 367
Karau, S. J., 221, 558
Kark, R., 309, 350, 561
Karniol, R., 204, 206
Karoly, P., 102, 103, 104, 106, 107, 122, 

126, 133, 137, 152, 153, 158, 159, 
183, 184, 186, 199, 201, 211, 223, 
449

Karpinski, A., 86
Kaschel, R., 153, 166, 187
Kashy, D. A., 557
Katz, D., 289, 298, 323, 332, 333, 335, 336, 

337, 346
Katz, H. C., 366
Katz, T., 507, 515, 522
Katzell, R. A., 4, 368
Kauffeld, S., 243, 247
Kaufman, B., 589, 590, 593, 594, 595
Kaufman, C. F. 221
Kavanagh, D. J., 122
Kawakami, N., 518
Kazén, M., 184, 185
Keefe, J., 375, 376, 380
Kehr, H., 2, 7, 8, 611
Kehr, H. M., 53, 187
Keil, C. T., 71
Keith, N., 154, 185
Keith, P., 480
Kelley, H. H., 558
Kelloway, E. K., 402
Kelly, J. R., 75, 77, 221
Kemmelmeier, M., 503
Kemp, R., 245
Kenworthy-U’Ren, A., 111, 132
Keough, K. A., 549
Kernan, M. C., 157, 170, 198, 200, 204, 

208, 209, 210, 219, 220
Kernis, M. H., 264
Kerr, N. L., 558
Kerr, S., 72, 349, 363, 382, 389
Kessler, E., 509
Kevin, M. V., 247
Kiechel, K. L., 342, 345
Kiers, H. A. L., 82
Kilcullen, R. N., 107, 112, 113, 294
Kim, H. S., 512
Kim, K. H., 82
Kim, Y., 505

RT7451X.indb   645 5/28/08   12:45:44 PM



���	 Author	Index

Kimlin, S., 457
King, L. A., 220
King, R. C., 517
Kingston, K. M., 107, 108
Kinicki, A. J., 4, 367, 443, 444, 454, 457
Kinney, R. F., 159
Kinsella-Shaw, M., 434
Kirk, R. E., 48
Kirkman, B. L., 243, 246, 247, 294, 295, 

299, 302, 307, 309, 376, 521 
Kirkpatrick, S. A., 340
Kitayama, S., 503, 504, 506, 506, 507
Kivimaki, M., 247, 268
Kladler, A., 411
Klastorin, T. D., 262
Klein, C., 331
Klein, G., 564
Klein, H., 200, 207
Klein, H. J., 26, 102, 107, 108, 110, 111, 

117, 118, 124, 128, 137, 158, 178, 
199, 219, 258, 290, 455, 613

Klein, J., 128
Klein, K. J., 31, 43, 44, 80, 288, 289, 291, 

297, 298, 299, 300, 348, 387, 437
Kliegel, M., 549
Klimoski, R., 332, 346
Klimoski, R. J., 242, 439, 559, 623
Klinger, E., 104, 111, 117, 120, 130, 137, 

168, 170, 207
Klpea, L., 480
Kluger, A. N., 113, 170, 182
Knight, D., 258, 294, 295
Knowles, M., 266
Kochan, T. A., 375, 387
Koestner, R., 166, 187, 242, 254, 410
Koh, W., 330, 340
Kohn, M. L., 260
Kolb, K. J., 240
Koles, K. L. K., 346
Kompier, M. A. J., 237, 243
Konovsky, M., 418
Koole, S. L., 185, 455
Koopman, P. L., 320
Kopelman, R. E., 367
Kornazheva, B. P., 519
Korotkin, A. L., 322, 323, 325, 328, 329, 

351
Korsgaard, M. A., 340, 346, 419
Kosarzycki, M. P., 624

Kosinski, F. A., Jr., 527
Koslowsky, M., 252
Kossek, E., 475, 477, 485, 493
Kossek, E. E., 477, 485, 492, 493
Kostova, T., 523, 524, 525
Koven, N. S., 10
Kozlowski, S. W., 162, 163, 164, 176, 183, 

258, 439
Kozlowski, S. W. J., 20, 31, 43, 44, 47, 51, 

80, 112, 286, 287, 288, 289, 291, 
293, 295, 296, 297, 298, 299, 
303, 307, 308, 329, 348, 351, 
368, 397, 412, 569

Kraiger, K., 412
Kraimer, M. L., 410, 439
Kramer, M. W., 438, 439
Krampe, R. T., 570
Krause, A., 263
Krieshok, T. S., 441, 442
Kring, W., 11–12, 244, 512, 620
Krishnan, V. R., 502
Kristof, A. L., 210, 372, 377
Kristof-Brown, A. L., 372, 378
Kristoff-Brown, A. L., 306
Kristop-Brown, A. L., 205
Kruel, U., 618
Kruglanski, A. W., 104, 110, 125, 175, 

199, 207
Kruse, D. L., 370
Kuhl, J., 106, 114, 126, 128, 136, 153, 154, 

166, 167, 183, 184, 185, 187, 200, 
204, 212, 220, 222, 445

Kulik, C. T., 2, 288, 613, 559
Kumar, K., 377
Kumar, S., 86, 87
Kunda, Z., 174, 505
Kurland, N. B., 247
Kurman J., 505, 506, 510
Kvavilashvili, L., 543
Kwiatek, P., 507
Kwun, S. K., 259

L
Laird, J. D., 216
Lam, H., 70, 73, 77, 78, 79
Lam, S. S. K., 508
Lamb, P., 438
Lambert, S. J., 492

RT7451X.indb   646 5/28/08   12:45:44 PM



Author	Index	 ���

Lammers, F., 201, 219, 301
Lance, C. E., 39, 438
Landsbergis, P., 243
Landy, F. J., 204, 373
Lane, P. M., 221
Langan-Fox, J., 436
Lange, R., 256
Langfred, C. W., 244, 257
Langton, N., 366
Lapedis, D., 252
Larimer, M. E., 557
Larsen, R. J., 450
Larson, J. R., 570
Latack, J. C., 443, 457
Latane, B., 287, 332
Latham, B. W., 107, 163, 164, 174
Latham, G., 473, 474, 475
Latham, G. P., 2, 7, 8, 50, 53, 54, 55, 72, 

84, 85, 102, 105, 107, 111, 112, 
113, 117, 119, 128, 129, 152, 155, 
157, 163, 164, 174, 183, 187, 199, 
204, 220, 222, 257, 258, 265, 
290, 291, 294, 303, 320, 322, 
326, 342, 349, 372, 402, 448, 
510, 513, 541, 544, 550, 556, 613

Latham, W. R., 4
Lattimore, J., 438
Lautsch, B., 493
Lawler, E. E., 235, 371
Lawler, E. E., III, 320, 333, 364, 371, 385, 

389
Lawler, J. J., 340, 520
Lawrence, B. S., 223
Lawrence, T. B., 210
Lazarus, R. S., 583
Lazear, E., 596, 597
Leach, D. J., 260
Leana, C. R., 403, 443
Leat, M., 518
Lebriere, C., 113
Lee, A. Y., 510
Lee, B. A., 406
Lee, C., 375, 511
Lee, D. Y., 198, 201, 203, 208, 217
Lee, D.-Y., 8, 10, 12, 154, 179
Lee, E. S., 72
Lee, F. K., 109, 118
Lee, J. Y., 28
Lee, K., 252

Lee, M., 475, 477, 485
Lee, M. D., 477, 492
Lee, S., 107, 117, 118
Lee, T. W., 8, 10, 12, 115, 154, 179, 198, 

201, 203, 208, 217, 612, 617
Lee-Chai, A., 124
Lee-Ross, D., 519
Leggett, E. L., 7, 614
Legnick-Hall, C. A., 373
Lehman, D. R., 164, 506, 507
Lehmann, A. C., 569–570
Leibowitz, Z. B., 460
Leiter, M. P., 410
Lem, G., 206
Lemne, C., 242
Lendrum, B., 243
Lens, W., 118, 135, 445, 618
Lent, R. W., 437, 454
Leonard, N. H., 120
Leone, D. R., 519
Leong, F. T., 509
LePine, J., 488
LePine, J. A., 244, 245, 408, 411, 422
LePine, M. A., 245, 411
Lepper, M. R., 511
Lepsinger, R., 346
Leung, C., 507
Leung, K., 509, 525
Levin, K. Y., 322, 323, 325, 328, 329, 351
Levine, D., 375, 387
Levine, D. I., 366
Levine, J. M., 440
Levinson, D., 487, 488
Levison, Y., 211
Levy, P. E., 153, 156, 158, 170, 181, 198, 

200, 418
Lewicki, R. J., 376
Lewig, K. A., 240
Lewin, K., 105, 113, 119, 130, 158, 201, 

320, 321, 502, 513
Lewis, K. G., 380
Lewis, M., 560
Li, J., 511
Liberman, N., 255, 561
Licht, A. N., 504
Licht, T., 569
Lichtenberg, J. W., 437
Liden, R. C., 242, 243, 410, 439
Liefooghe, A., 374, 375

RT7451X.indb   647 5/28/08   12:45:44 PM



���	 Author	Index

Lim, S. G.-S., 208, 221
Lind, E. A., 366, 373
Lindenberger, U., 26
Linney, K. D., 248
Lippitt R., 320, 321
Lipshitz, R., 345
Little, B. R., 104, 110, 127, 137
Little, T. D., 26
Liu, C., 526
Lizzio, A., 457
Lloyd, M., 256
Lobel, S. A., 476
Locke, E. A., 2, 7, 8, 50, 53, 54, 55, 69, 72, 

84, 85, 102, 104, 105, 108, 111, 
112, 113, 115, 117, 119, 128, 129, 
152, 153, 155, 157, 179, 183, 187, 
199, 200, 204, 210, 220, 235, 
257, 258, 265, 290, 291, 294, 
295, 303, 320, 326, 340, 342, 
368, 369, 372, 377, 402, 448, 
454, 506, 510, 513, 526, 541, 
544, 547, 550, 556, 558, 611, 613

Lockwood, P., 174, 510
Lofquist, L. H., 435, 437 
Loher, B. T., 236
Lok, P., 527
London, M., 113, 410, 411, 418, 419
Longenecker, C. O., 419
Loo, R., 406
Lord, R. G., 110, 111, 124, 126, 153, 155, 

156, 157, 158, 159, 164, 170, 172, 
175, 177, 178, 180, 181, 198, 199, 
200, 201, 204, 207, 208, 209, 
210, 219, 222, 325, 350, 545, 559, 
607, 610, 611

Lorenzet, S. J., 236
Losier, G. F., 254
Lotz, B., 571
Louis, M. R., 433, 434, 438, 447
Lounsbury, J. W., 408
Lowe, K. B., 309
Lowell, E. L., 555
Lowestein, M. A., 413
Lowman, R. L., 211
Luczak, H., 569
Luria, G., 368
Luscher, K., 482
Lustgarten, N., 108
Luthans, F., 295, 303, 321

Luzzo, D. A., 114, 414, 458
Lynch, L. M., 413
Lyubomirsky, S., 164

M
MacCoon, D. G., 184
MacDermid, S. M., 66, 72, 73, 76, 78, 

262, 263
MacDuffie, J. P., 383
Mace, C. A., 105
MacIntosh, J., 243
MacKenzie, S. B., 28, 340
MacLeod, M., 549
Macrae, C. N., 165, 168, 187
Macurdy, T., 589
Madjar, N., 247
Maertz, J. R., 527
Maes, S., 102, 103, 106, 137, 223, 237
Maher, K. J., 124
Mahoney, J. A., 219
Mai-Dalton, R. R., 341
Maier, G. W., 7, 116, 611
Major, D. A., 287
Malcomson, J., 591
Malzacher, J. T., 106, 128
Mandler, G., 214, 215
Mannix, E., 308
Maranzano, V., 488
March, J. G., 415
Marek, T., 246
Marion, R., 168 
Markman, A. B., 200, 204, 222
Marks, M., 328
Marks, M. A., 50, 258, 287, 291, 292, 293, 

297, 310, 321, 326, 344
Markus, H., 172
Markus, H. R., 503, 504, 506, 512
Marsh, E. J., 545
Marsh, S., 342, 345
Marshall, M., 591
Marshall, N. L., 237
Marshall, T. C., 510
Martin, C. L., 298–299 
Martin, D. F., 402
Martin, L. L., 206
Martin, M., 549
Martin, R., 86, 237, 246, 239
Martin, W. E., 287, 296

RT7451X.indb   648 5/28/08   12:45:45 PM



Author	Index	 ���

Martineau, J. W., 413
Martinson, V., 247
Martocchio, J. J., 303, 408, 516, 517, 520
Martorana, P. V., 346
Maruyama, C., 558
Maslach, C., 246, 410
Maslow, A. H., 6, 483, 492
Mastekaasa, A., 484
Masuda, A. D., 341, 342, 343, 344, 349
Masumoto, T., 515
Mathieu, J., 328, 344
Mathieu, J. E., 47, 50, 74, 114, 162, 256, 

258, 287, 289, 291, 292, 293, 
294, 295, 297, 298, 301, 304, 
309, 310, 348, 413

Mathiew, J. E., 219
Matsumoto, H., 504, 506, 507
Maurer, T. J., 407, 408, 413, 414, 416, 435
Mausner, B., 235, 511
Maxeiner, M., 137
May, D. R., 321
Mayer, D. M., 368
Maynard, I. W., 107, 108
Mayo, E., 319
Mazerolle, M. D., 30, 31, 53
McArdle, J. J., 82
McCaleb, V. M., 368
McCauley, C. D., 418
McClelland, C. L., 238
McClelland, D. C., 24, 166, 187, 319, 508, 

555, 611
McCormick, E. J., 564
McCormick, M. J., 4
McCown, W. G., 211, 213
McCrae, R. R., 38, 408
McCullers, J. C., 254
McDaniel, M., 549
McDaniel, M. A., 543, 547, 548 
McElroy, J. C., 114
McGehee, W., 83
McGoldrick, A. E., 446
McGrath, J. E., 75, 77, 208, 287, 541
McGraw, K. O., 254
McGuire, W. J., 27
McHugh, P. P., 308, 329, 351
McInerney, D. M., 132, 133, 137
McIntosh, W. D., 206
McKee-Ryan, F. M., 4, 443, 454
McKellin, D. B., 418

McKinnon, J. L., 521
McLendon, C. L., 296
McMahan, G. C., 72, 381, 382, 388
McMurrian, R., 480
McNaughton, N., 175
McNemar, Q., 71
Mechelen, I. V., 82
Meckling, W. H., 369
Medsker, G. J., 238, 286, 307
Meece, J. L., 87
Mehra, P., 502
Meindl, J. R., 525
Meit, M., 549
Meltzoff, A. N., 547
Menon, S. T., 340
Menon, T., 520
Meredith, W., 408
Mertini, H., 239, 240
Merton, R., 477
Mervielde, I., 436
Mervis, C., 110
Messé, L. A., 558
Messick, S., 21, 22
Meyer, J. P., 116, 119, 254, 255
Meyer, R. D., 86
Meyers, J. M., 82
Mey-Tal, G., 211
Michaelsen, L. K., 377
Michalak, J., 611
Michel, J. G., 366
Middlestadt, S. E., 556
Mikkelsen, A., 243
Miles, A., 408
Miles, G., 268
Miles, R., 415, 416, 417
Miles, R. E., 268
Milgram, N., 211
Milkovich, G. T., 362, 369, 370
Miller, B., 485
Miller, G. A., 10, 104, 110, 156, 200
Miller, G. E., 130, 136
Miller, H. E., 65, 69, 71, 72
Miller, J. S., 374, 502
Miller, S. D., 87
Miller, V. D., 439, 440
Millsap, R., 111
Millsap, R. E., 372
Milner, K. R., 20, 47, 51, 258, 293, 295, 

296, 297, 303, 308

RT7451X.indb   649 5/28/08   12:45:45 PM



��0	 Author	Index

Miner, A. G., 70, 73, 77, 79, 80, 86
Miner, J. B., 24
Minette, K. A., 333
Minionis, D., 351
Minnaert, A., 111
Minor, K. F., 341
Minton, J. W., 376
Mirvis, P. H., 459
Mischel, W., 158, 174, 212, 261, 455, 502, 

513, 616
Mitchell, T., 121
Mitchell, T. R., 8, 10, 12, 2, 19, 20, 68, 75, 

79, 89, 154, 179, 198, 201, 203, 
208, 217, 220, 222, 223, 243, 
262, 321, 324, 549, 612, 613, 617

Mitra, A., 368
Moeller, N. L., 236
Moen, P., 446, 482, 485
Mohammed, S., 332, 541
Mohler, C. J., 88
Mohrman, A. M., Jr., 373
Mohrman, S. A., 373, 385
Molden, D. C., 164, 174, 175
Molleman, E., 237
Monterosso, J., 164
Mook, D. G., 87
Moon, S. M., 611
Mor Barak, M., 472
Moreland, R. L., 440
Morgeson, F. P., 234, 238, 239, 241, 248, 

265, 267, 270, 289, 291, 302, 368
Morling, B., 421
Morling, J., 115
Morris, M. W., 520
Morrison, E. W., 244, 438, 439, 440, 515
Morton, K. R., 446
Mossholder, K. W., 298–299 
Motowidlo, S., 402
Motowidlo, S. J., 26
Mount, M. K., 291, 304, 613, 614
Moussa, F. M., 115, 119
Mowday, R., 116, 473, 544
Mowday, R. T., 132
Moye, N. A., 244, 340
Moynihan, L. M., 240, 363, 381
Mueller, W. S., 376
Mulatu, M. S., 12, 625
Mullarkey, S., 237, 246

Multon, K. D., 441, 454
Mulvey, P. W., 124
Mumford, M. D., 322, 323, 325, 328, 329, 

335, 351
Munte, T. F., 165, 168, 187
Muraven, M., 99, 262, 619
Murnighan, J. K., 208, 221
Murphy, K. R., 186, 373, 418
Murray, H. A., 23, 555
Murry, W. D., 343
Murtha, T. C., 82, 262
Muthén, B., 81, 82

N
Naccache, L., 154, 165, 166, 171, 181, 187
Nanus, B., 345
Nason, E. R., 308
Nathan, P., 115
Naumann, S. E., 299, 367, 368
Naylor, J. C., 2, 6–7, 8, 65, 66, 68, 88, 107, 

108, 209, 236, 555, 613
Neal, A., 73, 74, 368
Neale, M. A., 308
Neapolitan, J., 442
Nebeker, D. M., 240
Neece, W. M., 445, 446
Negrey, C., 486
Neighbors, C., 557
Neilson, W., 590, 595, 596, 597
Nelson, D., 558
Nelson, L., 82
Nelson, T. O., 562
Nesselroade, J. R., 26, 82
Netemeyer, R. G., 480
Neubert, M. J., 291, 304
Neukam, K. A., 115
Neuman, G. A., 247
Newell, A., 166, 179, 181
Newman, J. P., 184
Nezlek, J. B., 82
Ng, K. Y., 129, 296
Ng, T. W. H., 455, 613, 623
Nicholas, J. P., 77, 89
Nichols, C. W., 104
Nickell, G. S., 556, 557, 561
Nicolson, N. A., 86
Nielson, N. L., 446 
Niepce, W., 237

RT7451X.indb   650 5/28/08   12:45:45 PM



Author	Index	 ��1

Nietupski, J. A., 406
Niles, S., 509
Niles-Jolly, K., 368
Nilson, A., 445
Nisbett, R. E., 521
Nitschke, J. B., 10
Niu, X., 444, 445
Noble, C. S., 73, 78, 79
Noe, R., 365, 485, 488, 492
Noe, R. A., 114, 236, 296, 408, 414, 422, 

424
Noelle, D. C., 165, 168, 169, 183
Nolan, J. M., 557
Noon, S. L., 71, 73
Noonan, K. A., 367
Norasakkunkit, V., 504, 506
Novensky, N., 130
Nowak, A., 167
Nowinski, J. L., 548
Nuechterlein, K. H., 82
Nunnally, J. C., 26
Nuttin, J., 118, 135, 206, 209, 221
Nyberg, L., 542

O
Oakley, J. L., 241
Oates, G., 12, 625
O’Brien, G. E., 444
O’Brien, K. M., 436
O’Connor, D. J., 440–441
O’Connor, E. J., 261
O’Driscoll, M., 526
Oettingen, G., 112
Offerman, L. R., 321
Ogaard, T., 243
Ohly, S., 245, 259
Okhuysen, G. A., 222
Oldham, G. R., 6, 235, 236, 237, 239, 245, 

247, 320, 328, 339, 375, 378, 410, 
515, 613

O’Leary, A., 26
O’Leary-Kelly, A. M., 303
Olson, C., 375, 387
Olson, J. M., 549
Olson, M. A., 29, 30
Olson, T. M., 86
Olson-Buchanan, J. B., 376
Omodei, M., 436

O’Neil, J. M., 434
O’Neill, D. K., 542, 543, 548
O’Neill, H., 111, 132
Ong, M., 119, 514
Orbell, S., 548
O’Reilly, C. A., 380
O’Reilly, R. C., 165, 168, 169, 180, 183
Orlitzky, M., 371
Osborn, R. N., 320, 372
Osipow, S. H., 437
Ostafin, B. D., 555
Ostendorf, S., 81
Ostroff, C., 304, 367, 386, 388, 416, 439, 

561
Oswald, A., 484
Oswald, F. L., 39
Otsubo, Y., 512
Ouellette, J. A., 557
Owen, E. B., 83
Owens, K. S., 408
Owens, P. D., 346
Oyserman, D., 503
Ozeki, C., 493

P
Pak, H., 112
Palfai, T. P., 555
Palmatier, R. W., 514
Palmer, S. B., 438
Papper, E. M., 238
Paquin, A. R., 4
Parasuraman, S., 248, 482
Park, E. S., 556, 557, 558, 561
Park, H. J., 381
Parker, C. P., 376
Parker, S. K., 234, 237, 238, 239, 241, 243, 

244, 245, 246, 254, 260, 267, 
270

Parsons, C. K., 458
Patterson, D. W., 445, 446
Patton, G. W., 549
Paul, J. P., 235
Paul, M. C., 368
Payne, S. C., 256, 257, 613
Peak, H., 87
Pearce, C. L., 296, 350 
Pearson, C. A. L., 376
Peeters, F., 86

RT7451X.indb   651 5/28/08   12:45:45 PM



���	 Author	Index

Peiperl, M. A., 416, 417
Peiro, J. M., 367, 437
Pekarti, A. A., 527
Pentti, J., 247
Perani, D., 547, 548
Perlow, L. A., 222
Perosa, L. M., 441
Perosa, S. L., 441
Perrewe, P., 612
Perry, B. C., 179
Perugini, M., 120
Pervin, L. A., 106, 110, 201, 455
Pescosolido, A. T., 343
Peters, E., 122
Peters, L. H., 261
Peters, P. A., 111, 372
Peterson, C., 183
Peterson, R. S., 346
Petty, M. M., 370 
Petty, R. E., 555
Pfeffer, J., 243, 366, 367
Pham, L. B., 113
Phan, S. H., 115
Phelps, C. C., 244
Philips, S. M., 209, 219
Phillips, J. M., 86, 87, 118, 131, 136, 162, 

294
Phillips, L. H., 549
Piccolo, R. F., 329, 506, 526
Pickett, C. L., 266
Pickus, P. S., 385
Pierce, J. L., 375
Pieters, R., 120, 122
Pinder, C., 473, 474, 475
Pinder, C. C., 2, 220, 235, 265, 290, 322, 

349, 613
Pinquart, M., 437
Pintrich, P. R., 102, 152
Piortrowski, M., 117, 616
Pitt, D. C., 329, 339
Platt, J. R., 90
Platts, C., 408
Ployhart, R. E., 23, 24, 33, 39, 41, 49, 291, 

304, 379
Pluntke, F., 245, 259
Podsakoff, N. P., 28, 245
Podsakoff, P. M., 28, 119, 321, 340
Poole, M. E., 436
Popper, K. R., 73

Popper, M., 345
Porter, C. O. L. H., 129, 296, 299
Porter, L., 116
Porter, L. W., 235, 320, 448
Posner, M. I., 187
Posthuma, R. A., 527
Potter, J., 408
Powell, A. B., 27
Powell, G. N., 479, 481, 482
Powers, W. T., 104, 155, 179
Prais, S., 403
Pratt, M. G., 247
Prest, W., 219
Pribram, K., 104, 110
Pribram, K. H., 156
Pribraum, K. H., 200
Price, R. H., 444, 449
Pringle, J. K., 447
Pritchard, R., 235
Pritchard, R. D., 2, 4, 6–7, 8, 65, 66, 68, 

88, 107, 201, 209, 29, 236, 301, 
304, 367, 549, 555, 602, 613

Prizmic, Z., 450
Probst, T. M., 520
Procyk, E., 547, 548
Proenca, E. J., 375
Prosser, E. C., 441, 442
Prottas, D., 472
Pulakos, E. D., 3, 286
Purcell, J., 362
Puschel, O., 611
Putka, D. J., 69, 70, 80, 155, 223
Pyszczynski, T., 157

Q
Qin, Y., 113
Quickle, J. S., 175
Quinn, D. M., 86
Quinn, J. F., 446
Quinn, J. M., 557

R
Rabin, M., 590
Radhakrishnan, P., 514
Rafuse, N. A., 416
Ragins, B. R., 374
Rakestraw, T. L., 119
Raley, S., 485

RT7451X.indb   652 5/28/08   12:45:46 PM



Author	Index	 ���

Ramstad, P. M., 372
Randall, D. M., 107
Rasinski, K., 27
Raskin, P., 488
Rastegary, H., 204
Ratajczak, H., 159
Rau, B., 446
Rau, B. L., 247
Rau, R., 242, 244
Raudenbush, S. W., 46, 49, 82
Raven, B. H., 321, 324
Read, S. J., 167
Reed, M. B., 408
Reeves M., 543
Reich, M., 502, 516
Reichers, A. E., 367, 382
Reilly, N., 351
Reilly, R. R., 113
Reise, S. P., 82
Reiter-Palmon, R., 335
Reno, R. R., 557
Rentsch, J. R., 367, 382
Repetti, R. L., 489
Revelle, W., 366
Reynolds, J., 520
Rhodenizer, L., 413, 424
Rhymer, R. M., 82
Richard, E. M., 154, 240
Richards, C. H., 517
Richards, J. M., 263
Richman, W. L., 68, 74
Riordan, C. M., 374
Rips, L. J., 27
Ritter, J., 594, 596
Rittman A. L., 321
Rivero, J. C., 362
Rizzolatti, G., 547
Roberson, L., 111, 132, 559
Roberson, Q. M., 294, 296, 340
Robert, C., 520
Roberts, B. W., 408
Roberts, K. H., 239, 364, 371
Robertson, A., 445, 446
Robertson, K. B., 235
Robillard, K., 406
Robinson, J., 484
Robinson, M. D., 77
Robinson, S. L., 365
Robinson, W., 80

Rochat, S., 240
Rodriguez, M. L., 212
Roe, R. A., 116, 519
Roehling, M. V., 363, 365
Roese, N. J., 549
Roethelisberger, F. J., 319
Rogelberg, S. G., 260
Roney, C. J. R., 130
Roper, 487, 488
Rosch, E., 110
Rosen, B., 242–243, 246, 247, 294, 295, 

299, 302, 309, 376, 419
Rosen, C. C., 611
Rosen, M., 571
Rosen, S., 366, 596
Rosenbloom, D., 243
Rosenzweig, P. M., 525
Ross, M., 204, 206, 207
Ross, P. E., 180
Rotchford, N. W., 208
Roth, K., 523, 524, 525
Roth, P. L., 25
Rothbard, N., 480
Rothbart, M. K., 187
Rotolo, T., 484
Rotundo, M., 72, 444
Rougier, N. P., 165, 168, 169, 183
Rousseau, D. M., 365, 366
Rousseau, V., 258, 295, 307
Royzman, E. B., 86
Rozendaal, J. S., 111
Rozin, P., 86
Rubin, P., 370
Ruddy, T. M., 297
Rueda, M. R., 187
Rupp, D. E., 88
Russell, C. J., 73, 77
Russell, S. S., 89
Ryan, A. M., 27, 41
Ryan, R. M., 8, 115, 116, 123, 160, 163, 

165, 176, 179, 183, 250, 253–254, 
254–255, 264, 505, 511, 519, 554

Ryan, T. A., 68, 105
Rynes, S. L., 333, 370, 371

S
Saari, L. M., 72, 117, 372, 613
Saari, M., 129

RT7451X.indb   653 5/28/08   12:45:46 PM



���	 Author	Index

Saavedra, R., 259, 307
Sablynski, C. J., 612, 617
Sacerdoti, E. D., 179
Sadler, P., 510
Sadler-Smith, E., 518
Sagie, A., 252, 508
Saks, A. M., 436, 437, 458
Salancik, G. R., 243, 367
Salas, E., 114, 256, 286, 287, 288, 308, 

329, 331, 332, 350, 351, 412, 413, 
424, 570, 571, 624

Salgado, S. R., 515
Salovey, P., 255, 561
Salthouse, T. A., 407
Saltz, J. L., 368
Salvaggio, A. N., 368
Sanchez, J. I., 242, 526
Sanchez-Burks, J., 521
Sanders, K., 515
Sanders, M. S., 564
Sanders, R. E., 175
Sapienza, H. J., 340, 346
Sauermann, H., 436, 458
Sawyer, J., 373
Sawyer, J. E., 4
Sayer, A., 237
Schaal, B., 127, 135, 210
Schaap, C., 411
Schafer, R., 480
Schaie, K. W., 405
Schalk, R., 364, 365
Schallberger, U., 244
Schaller, M., 506
Schaubroeck J., 508
Schaufeli, W. B., 243, 246, 410, 411
Scheier, M., 85
Scheier, M. F., 7, 102, 110, 122, 127, 130, 

133, 136, 152, 155, 177, 207, 220, 
320, 322, 448, 449

Schein, E. H., 265, 333, 365, 367, 411, 438, 
458

Scherbaum, C. A., 70, 200, 207
Scherer, L. L., 67
Schermerhorn, J., 321
Scheu, C. R., 219
Schlenker, B. R., 116
Schlossberg, N. K., 460
Schmeichel, B. J., 561

Schmidt, A. M., 20, 47, 51, 258, 293, 295, 
296, 297, 303, 308

Schmidt, F. L., 35, 71
Schmidt, S. R., 443
Schmidtke, J. I., 10
Schminke, M., 88
Schmit, M. J., 27
Schmitt, N., 23, 28, 41, 439
Schmitt, N. W., 372
Schmutte, B., 239, 240
Schneider, B., 23, 367, 368, 378, 529, 607
Schneider, B. J., 367, 382
Schneider, J., 442
Schneider, K. T., 68, 74
Schneider, R. J., 613
Schneider, S. L., 121, 122, 132
Schnetter, K., 112
Scholl, R. W., 120
Schooler, C., 12, 260, 625
Schreurs, P. J. G., 243
Schriesheim, C. A., 321
Schroder, H. M., 336
Schroder, K., 507
Schuler, R. S., 362, 416, 417
Schulman, P., 183
Schulte, D., 611
Schultheiss, O. C., 555, 611
Schultz, P. W., 557
Schulz, R., 130, 136
Schumaker, K. M., 438
Schunk, D., 170
Schunk, D. H., 105, 112
Schwartz, B., 164
Schwartz, D., 486, 494 
Schwartz, J. E., 80
Schwartz, S. H., 107, 504 
Schwarz, N., 182, 188
Schwarzer, R., 507
Schweiger, D. M., 340, 346
Schwind, K., 489
Schwoerer, C., 419
Scott, B. A., 78, 79
Scott, K. D., 294, 296
Scully, J. A., 238
Searle, S., 480
Sears, P. S., 105, 113, 119, 130, 158
Sedikides, C., 506
Sego, D. J., 287, 387
Seibert, S. E., 410, 439

RT7451X.indb   654 5/28/08   12:45:46 PM



Author	Index	 ���

Seifert, C., 239, 240
Seijts, G. H., 107, 163, 164, 174, 222
Seitz, S. T., 68, 69, 88
Self, R. M., 374, 438
Seligman, M. E. P., 183
Sels, L., 403, 424
Selwyn, N., 409
Semler, J., 411, 417
Semmer, N. K., 244
Senecal, C. B., 242, 410
Senge, P. M., 333
Sent, E., 590
Seo, M. G., 126, 560
Shafer, R. A., 389
Shaffer, M., 437
Shaffer, M. A., 417
Shah, J., 561
Shah, J. Y., 110, 125, 137, 175, 559
Shalley, C. E., 245
Shamir, B., 309, 324–325, 328, 340, 345
Shamir, S., 324
Shanley, M., 444
Shannon, H. S., 243
Shapiro, C., 596
Shapiro, D., 473
Shapiro, D. L., 132, 521, 544
Shaw, J. D., 368, 383
Shaw, K. N., 72, 117, 372, 368, 613
Sheba, M., 409
Sheeran, P., 109, 119, 123, 548
Sheets, V., 543, 549
Sheldon, K., 220
Sheldon, K. M., 109, 118, 329, 505
Shelton, D., 616
Shenhav, M., 436
Sheppard, B. H., 376
Shi, K., 443, 515
Shiffman, S. S., 77
Shoda, Y., 174, 212, 455, 616
Shokef, E., 520, 524, 529
Shoptaugh, C., 341
Shore, L. M., 423
Shore, T. H., 422
Shortell, S. M., 378
Shuffler, M., 320, 326, 328, 329, 331, 344, 

345
Shultz, K. S., 446
Shuper, P. A., 512
Siegel, D., 529

Siegel, S., 105
Sigelman, J., 559
Silbereisen, R. K., 437
Simmering, M. J., 614
Simmers, C., 248
Simon, D., 167, 178
Simon, H., 181
Simon, H. A., 121, 166, 179, 364, 371
Simon, K. M., 112
Simon, R. W., 486
Simons, J., 618
Sims, C. S., 70, 73, 77, 79, 82
Sims, H. P., 419
Sims, R., 363
Sin, H.-P., 240
Singer, J. D., 82
Singh, R., 442, 516
Singh, V. J., 525
Singleton, B., 370 
Sirianni, C., 486
Sivasubramaniam, N., 343
Skon, L., 558
Slade, E. A., 41
Slamecka, N. A., 545
Sleeth-Keppler, D., 125 
Slocum, J. J. W., 121, 130, 131
Slocum, J. W., 118, 162, 163, 187, 415, 451, 

455, 558
Slocum, J. W. Jr., 511
Slovic, P., 122
Slowick, L. H., 201, 205, 219, 221
Slowik, L. H., 82, 374, 541
Smith, D. B., 32, 346, 378, 446
Smith, D. C., 245
Smith, E. M., 256, 308, 569
Smith, E. R., 166
Smith, L. M., 376
Smith, P. A., 235
Smith, P. B., 516
Smith, P. C., 89, 206
Smither, J. W., 113, 411, 419
Snell, S. A., 381, 389, 505
Sneyd, J., 289
Snijders, T. A. B., 237 
Snow, C., 415, 416, 417
Snow, C. C., 268, 505
Snyder, R. A., 442
Snyderman, B., 235, 511
Somech, A., 309, 521

RT7451X.indb   655 5/28/08   12:45:46 PM



���	 Author	Index

Somers, R. L., 558
Sommer, S. M., 515
Song, M., 522
Song, Z., 70, 443, 444, 445, 454
Sonnenfeld, J. A., 416, 417
Sonnentag, S., 83, 237, 245, 259, 489, 618
Soose, A., 11–12, 244, 512, 620
Sorensen, K. L., 455, 613
Sorenson, S., 70, 444
Sorra, J. S., 32
Sorrentino, R. M., 130, 209, 210, 512
Sosik, J. J., 343
Sousa-Poza, A., 484
Spangler, W. D., 24, 330, 332, 334, 343, 

348, 611
Sparrowe, R. T., 375
Spector, P. E., 236, 526
Speier, C., 213, 243
Spence, J. T., 558
Spencer, D., 593
Spencer, S., 70, 73, 77, 79, 559
Spiegel, S., 164, 174, 175
Spitzmuller, C., 89
Spletzer, J. R., 413
Spratt, M., 385
Spreitzer, G. M., 242, 243, 375, 410, 519
Sprigg, C. A., 243, 246, 267
Sriram, N., 505, 506
Srivastava, S., 408
Stagl, K. C., 287, 331
Stahelski, A. J., 558
Stajkovic, A. D., 295, 303, 611
Stanton, J. M., 89, 240
Staw, B. M., 265
Steele, C. M., 559
Steers, R., 116, 473, 544
Steers, R. M., 132, 448
Steiner, D. D., 240
Steiner, I., 332
Steller, B., 159
Sternberg, R. J., 421, 570
Stetzer, A., 368 
Stevens, C. K., 372
Stevens, M. J., 238
Stevens, S. S., 20
Stewart, G. L., 117, 291, 304, 616
Stierwalt, S. L., 27
Stiglitz, J., 596
Stock, J., 112

Stokes, D. E., 606, 620
Stone, A. A., 77, 80
Stout, R. J., 570
Stout, S. K., 451
Strathman, A., 221, 548
Strauss, G., 375, 387
Strauss, J. P., 614
Street, H., 115
Streufert, S., 336
Stringfellow, A., 522
Stritch, T., 351
Sturges, J., 374, 375
Subich, L. M., 117
Subirats, M., 368
Suckow, K., 88, 119
Suckow, K. J., 88, 89
Sue-Chan, C., 119, 514
Sullivan, S. E., 402
Suls, J., 86
Sumner, K. E., 555
Sun, Z., 505
Sundstrom, E., 286, 305
Super, D. E., 487–488
Sutton, J., 541
Sutton, R. I., 211, 212
Sutton, S. K., 559
Swander, C. J., 207, 219
Swanson, J. L., 435
Symon, G., 425
Szymanski, E. M., 406

T
Taakeda, M. B., 517
Taira, K., 253
Tajfel, H., 494
Takahashi, K., 506, 526
Takata, T., 507
Takeuchi, N., 407
Talaga, J., 447
Tamara, K., 409
Tamkins, M., 367
Tangirala, S., 241
Tannenbaum, S. I., 114, 286, 624
Taris, T. W., 237, 243, 437, 444
Tarulli, B. A., 413, 414
Tasa, K., 107, 163, 164, 174
Tashchian, A., 422
Tatum, B. C., 240

RT7451X.indb   656 5/28/08   12:45:47 PM



Author	Index	 ���

Tatum, H. E., 408
Tauer, J. M., 133, 137
Taylor, E. K., 71
Taylor, L., 594, 596
Taylor, M. A., 447, 454
Taylor, S., 298, 507
Taylor, S. E., 85, 113, 128
Taylor, S. M., 438, 440
Taylor Bianco, A., 510
Teachout, M., 412
Tenebaum, G., 256
Ten Horn, L., 519
Ten Horn, L. A., 116
Terborg, J. R., 65, 69, 71, 72, 78
Terpening, W. D., 372
Tesch-Römer, C., 570
Tesluk, P., 297
Tesluk, P. E., 243, 247, 309
Tesser, A., 206
Tetrick, L. E., 328, 329, 349
Tews, M. J., 72, 89
Thagard, P., 167, 178
Tharenou, P., 413, 424, 439
Thayer, J., 204
Thayer, P. W., 238
Theorell, T., 265, 266, 236, 237, 241
Theravlaz, G., 289
Thierry, H., 68, 88, 178
Thomas, B., 258
Thomas, B. A., 291, 293, 295, 296, 297, 

303, 308
Thomas, D. C., 505, 527
Thomas, K. M., 74, 162, 219
Thomas, K. W., 242, 294, 410
Thompson, C., 472
Thompson, C. M., 54, 69, 80, 130, 137, 

163
Thompson, E., 438
Thrash, T. M., 614
Thum, M., 83
Tice, D. M., 619
Tichy, N., 324, 325, 334
Tinsley, C., 511
Tinsley, H. E., 437
Tio, A., 543, 549
Tirole, J., 591, 598
Tischner, E. C., 69, 80
Toguchi, Y., 506
Tokar, D. M., 117

Tolman, E. C., 87
Tompson, H. B., 417
Tooby, J., 181
Toops, H. A., 71
Toossi, M., 623
Tordera, N., 367
Tosi, H. L., 518
Totterdell, P., 241
Tourangeau, R., 27
Trafton, J. G., 125, 134
Treadway, D. C., 612
Treiman, D. J., 436
Tremble, T., 342, 343, 344, 349
Triandis, H. C., 503, 505, 556, 557, 610
Trice, H. M., 367
Tripp, T. M., 88
Trist, E. L., 237
Trope, Y., 554
Trotschel, R., 124
Trougakos, J. P., 83
Truss, C., 381, 382
Tschan, F., 240
Tubbs, M. E., 104, 556
Tucker, D. M., 120
Tucker, L. R., 77, 82
Tuckman, B. W., 307–308
Tulving, E., 542
Turati, G., 594
Turban, D. B., 109, 118, 438, 439
Turken, U., 120
Turner, J. C., 494
Turner, M. E., 351
Turner, N., 237, 244, 245, 254
Turnley, W. H., 365, 380
Tushman, M. L., 223
Tuttle, T., 558
Tversky, A., 85, 113, 121
Tyler, T. R., 366

U
Uchida, U., 506
Uhl-Bien, M., 321, 324
Uleman, J. S., 124
Ulich, E., 237, 244
Ulrich, D., 363, 385, 389
Ulrich, D. O., 334
Ultee, W. C., 436
Ulven, J. C., 441, 442

RT7451X.indb   657 5/28/08   12:45:47 PM



���	 Author	Index

Unsworth, K. L., 244, 245
Urbina, S., 23, 24, 35
Usunov, J., 519

V
Vaage, K., 445
Vahtera, J., 247
Valacich, J. S., 213
Valcour, P., 247–248
Vallacher, R. R., 123, 156, 167, 176
Vancouver, J. B., 54, 69, 70, 73, 77, 79, 80, 

104, 105, 111, 130, 137, 152, 153, 
155, 156, 158, 159, 162, 163, 178, 
179, 182, 198, 199, 200, 201, 207, 
220, 221, 223, 372, 439, 440

Vandenberg, R. J., 39, 374, 438
Vandenberghe, C., 116, 254, 255
van der Doef, M., 237
Van der Flier, H., 444
Vanderstoep, S. W., 541
van der Torre, L., 121
Van de Vliert, E., 515, 518, 519, 527
Van de Walle, D., 511
VandeWalle, D., 117, 121, 130, 131, 421, 

422, 455
Van Dijk, D., 350, 561
Van Dyne, L., 244, 245, 307, 380
Van Eerde, W., 68, 88, 123, 178, 211, 212, 

213
van Engen, M. L., 245
Van Hooft, E. A. J., 444
van Knippenberg, D., 116, 341
Van Maanen, J., 265, 458
van Ryn, M., 444, 449
van Schie, M., 116
Vansteenkiste, M., 445
van Tuijl, H. F. J. M., 111
Van Yperen, N. W., 237, 242, 256
Vecernik, J., 526
Velthouse, B. A., 242, 294, 410
Ventura, J., 82
Vera, D., 346
Verhaeghen, P., 407
Verhagen, M., 245
Verplanken, B., 557
Vessey, I., 213
Veum, J., 590
Vignoles, A., 403, 409

Vignoli, E., 437
Villanova, P., 71
Vinokur, A., 444
Vinokur, A. D., 444, 449
Viswesvaran, C., 242
Vohs, K. D., 85, 152, 153, 199, 561
Vroom, V., 111
Vroom, V. H., 6, 78, 88, 178, 339, 367, 369, 

402, 444, 483, 486, 555

W
Wageman, R., 321, 325, 326, 331, 344
Wagner, D. T., 489
Wagner, J. A., III, 370
Wahba, M. A., 7
Wakabayashi, M., 407
Waldman, D. A., 334, 348
Walker, A. M., 512
Walker, G., 573
Wall, T. D., 234, 237, 238, 239, 244, 245 

246, 260, 270
Wallace, C., 614
Wallace, J., 258
Wallace, J. C., 255, 291, 293, 295, 296, 

297, 303, 308, 561
Wallace, J. F., 184
Waller, M. J., 204, 205, 206, 208, 210, 211, 

219, 221
Walton, R. E., 321, 323, 325–326, 331, 342
Walumbwa, F. O., 321, 340
Wanberg, C., 444, 445
Wanberg, C. R., 4, 11, 70, 438, 439, 443, 

444, 454
Wang, Y., 515
Ward, A., 164
Warm, J. S., 573
Warr, P., 246, 484
Warr, P. B., 407, 408, 443
Watanabe, H., 546
Watanabe, N., 506, 526
Waterson, P. E., 244, 245
Watson, D., 247
Watson, W. E., 377
Wayne, S. J., 242, 243
Weatherly, E. W., 374
Weaver, J. L., 288
Weber, T., 402
Webster, J., 408

RT7451X.indb   658 5/28/08   12:45:47 PM



Author	Index	 ���

Weckerle, J. R., 446
Weeden, K., 486
Wegge, J., 116
Wegner, D. M., 123, 156, 176
Wehmeyer, M. L., 438
Weichmann, D., 293, 295, 296, 297, 303, 

308
Weick, K. E., 364, 371
Weigold, M. F., 116
Weil, M., 529
Weinberger, J., 166, 187
Weiner, B., 114, 554
Weingart, L. R., 119, 297, 417, 418
Weiss, E. M., 435
Weiss, H. M., 7, 66, 70, 72, 73, 76, 77, 78, 

79, 81, 83, 88, 89, 119, 214, 215, 
216, 259, 262, 263, 583, 613, 618

Weissbein, D. A., 256
Weitz, J., 65, 71, 72
Weitzman, M. L., 370
Welbourne, T. M., 389
Welch, E., 70, 73, 77, 78, 79
Weldon, E., 119
Wentzel, K. R., 132
Werbel, J. D., 436, 437
Werner, J. M., 419
Wernimont, P. F., 235
Wesson, M. J., 128, 129, 296, 258
West, S. G., 46
Wharton, A. S., 484
White, C. S., 517
White, K., 164
White, R. K., 320, 321
White, S. S., 368
White, T. L., 175, 559
Whitely, W. T., 437
Whiteman, J., 107, 112, 113
Whiteman, J. A., 294
Whitener, E. M., 108, 419
Whitney, D. J., 307
Wickens, C. D., 66
Wiechmann, D., 20, 47, 51, 258
Wiesenfeld, B. M., 88
Wiley, C., 598
Wilhelm, J. A., 306
Wilk, L., 114
Wilk, S. A., 414, 424
Wilk, S. L., 240
Willett, J. B., 82

Williams, A. A., 54, 130, 137, 163
Williams, C. R., 207
Williams, H. M., 244, 254
Williams, J., 486
Williams, J. R., 418
Williams, K., 287, 332
Williams, K. B., 332, 558
Williams, K. J., 77, 114, 122, 130, 131, 

136, 162, 219, 262, 457
Wilson, K. L., 457
Winefield, A. H., 239, 243
Winefield, H. R., 239, 243
Winell, M., 132
Winkler, A., 593
Winn, M. I., 210
Winters, D. C., 129
Wisted, W. D., 119
Witt, L. A., 372, 612
Wojnaroski, P., 219
Wolf, A., 409
Wolf, G., 44
Wolfe, D. M., 440–441
Wood, R., 137, 199, 201, 210, 219, 221
Wood, R. E., 106, 152, 153, 179, 326
Wood, W., 557
Woods, T. L., 304
Woodward, C. A., 243
Wright, B. M., 246
Wright, J. A., 247
Wright, P. M., 26, 72, 115, 381, 382, 386, 

388, 389
Wrobel, K., 488
Wrosch, C., 130, 136
Wrzensniewski, A., 265
Wu, A., 521
Wu, C., 505
Wurf, E., 172
Wyland, C. L., 165, 168, 187

x
Xanthopoulou, D., 619
Xie, J. L., 508, 520, 522
Xie, Y., 444, 445

Y
Yamagata-Lynch, L. C., 134
Yamauchi, H., 508
Yammarino, F. J., 330, 332, 343

RT7451X.indb   659 5/28/08   12:45:47 PM



��0	 Author	Index

Ybarra, O., 521
Yee, C., 527
Yeo, G. B., 73, 74
Yetton, P. W., 339, 402
Yoder, C., 549
Young, R., 446
Young, R. A., 436
Youngcourt, S. S., 256, 257, 613
Yukl, G., 320, 345, 346, 372

Z
Zaccaro, S. J., 25, 50, 258, 287, 291, 293, 

297, 310, 320, 321, 322, 323, 325, 
326, 328, 329, 331, 332, 333, 335, 
336, 337, 342, 343, 344, 345, 
346, 349, 351

Zajac, D. M., 256, 294, 295
Zaleski, Z., 118, 135
Zanna, M. P., 549

Zapf, D., 198, 200, 219, 239, 240, 242, 
244, 264

Zeidner, M., 102, 152
Zellmer-Bruhn, M. E., 208, 210, 211, 219, 

521
Zempel, J., 11–12, 244, 512, 620
Zerbe, W. J., 329, 339
Zhang, J. X., 507
Zhou, J., 245, 516, 517
Zhu, W., 330, 334, 340, 348
Zickar, M. J., 41
Ziegert, J. C., 30
Zimbardo, P. G., 548, 549
Zimmerman, B. J., 103, 130, 136, 157, 158, 

178, 182, 448
Zimmerman, R. D., 378
Zinovieva, I. L., 116, 519
Zohar, D., 368, 381, 388, 389
Zsambok, C. E., 564

RT7451X.indb   660 5/28/08   12:45:48 PM



66�

Subject Index

A
AA/EO policies, see Affirmative action/

equal opportunity policies
Achievement motivation theory, 6
ADEA, see Age Discrimination in 

Employment Act
AET, see Affective events theory
Affective events theory (AET), 583
Affirmative action/equal opportunity 

(AA/EO) policies, 376–377
Age Discrimination in Employment Act 

(ADEA), 380
Allied disciplines, essays from, 539–600
 Law and Motivation, 581–588
  actual malice, 538
  affective-cognitive constructs, 585
  affective events theory, 583
  civil actions, 584
  conscious objective, 586
  constructive fraud, 585
  definitional problems, 582–586
  definition of motive, 585
  emotion-specific motives, 586
  evil intent, 582
  intent and affect, 582–583
  intent and outcomes, 583–585
  motives, 585–586
  punitive damages, 584
  Sarbanes-Oxley Act, 586, 587
 Making Time for Memory and 

Remembering Time in 
Motivation Theory, 541–553

  aid-intended recall, 548
  cue-trigger relationship, 545
  direct memory cue, 546
  emotional loading, 546
  episodic future thinking, 

542–543, 545, 548, 549
  episodic memory, 542
  executive functions, 549

  future directions, 547–549
  generation effect, 545
  intentions to act, 547
  I/O psychology, 540
  memory cues, 544
  memory for the future, 541, 549
  memory and goal specificity, 

544–547
  memory trace strength, 548
  prospective memory, 545
  semantic memory, 542
  using episodic future thinking 

to augment motivation 
theory, 544

 Motivation and Expertise at 
Work: A Human Factors 
Perspective, 568–575

  behavioral markers, 572
  expertise and human factors, 

569–571
  expert perseverance, 571–572
  future directions, 571–574
  I/O psychology, 568
  motivation and human factors, 

569
  motivation in naturalistic 

environments, 572–573
  rating of motivation, 572
  role of environment in expert 

motivation, 573–574
 Motivation in Health Psychology: A 

Social-Cognitive Perspective, 
576–580

  behaviors targeted for change, 
580

  conflict between proximal and 
distal consequences, 579

  I/O psychology, 577, 578, 580
  obstacles to change, 578
  social-cognitive theories, 577

RT7451X.indb   661 5/28/08   12:45:48 PM



���	 Subject	Index

  workplace versus nonwork 
settings, 579–580

 The Social Context of Work 
Motivation: A Social-
Psychological Perspective, 
553–567

  affect and emotion, 560
  attribution theory, 554
  competition, 558
  equity theory, 554
  exerting self-control, 561–562
  habits, 557
  identity group, 559
  intentions, 556
  normative influence, 557
  organizational citizenship 

behavior, 558
  regulatory focus, 561
  self-determination theory, 554
  social judgment, 555
  social-psychological topics, 

556–562
  social psychology and 

motivation, 554–556
  stereotype threat, 559–560
  work groups, 558–559
 Work Motivation: Insights from 

Economics, 588–600
  alternative motivational effects 

of higher pay, 596–598
  behavioral economics, 590
  choice theory, 590
  deferred compensation model, 

597
  economy of high wages 

doctrine, 591
  efficiency wage model, 596
  fair wage model, 597
  forms of pay, 595–596
  framework and approach, 

588–591
  gift exchange model, 597
  history, 591–594
  income-leisure model, 592
  labor supply, 589, 590
  lifetime jobs, 597
  morale and intrinsic motivation, 

598
  pleasure-pain model, 592

  price theory, 590
  profit sharing, 596
  recent advances and extensions, 

594–596
  tournament wage model, 596
  utility of poverty hypothesis, 

591
  work motivation, 589
Analysis of variance (ANOVA), 41, 42
ANOVA, see Analysis of variance
A-S-A model, see Attraction-selection-

attrition model
Attraction-selection-attrition (A-S-A) 

model, 378
Attractors, 167

B
Behavioral economics, 590
Big Five
 model of personality, research, 10
 personality traits, relationship 

between motivation to learn 
and, 408

 personality variables, 454
 relationship between Career 

Transition Inventory 
subscales and, 441

 trait constructs, work motivation 
and, 613

 trait-relevant behavior, variability 
in, 99

C
CAPS, see Cognitive-affective-

processing systems
Career development, see Training and 

career development
Career Transition Inventory subscales, 

441
Career transitions, self-regulatory 

perspective on, 433–469
 ambiguity, 451
 bridge employment, 446
 career-matching process, 436
 career reevaluation, 441, 442, 450
 career routine, 441
 career unrest, 440
 controllability, 451

RT7451X.indb   662 5/28/08   12:45:48 PM



Subject	Index	 ���

 creation of surprise, 459
 definition of career transitions, 434
 Employee Retirement Income 

Security Act of 1974, 459
 expectancy theory, 437, 444
 expectancy-valance theory, 442
 goal selection examples, 452–453
 hazy career transitions, 451
 Internet search, 436
 job loss domain, motivation theory 

and, 444
 job search behavior after 

retirement, 446
 laid-off employees, 459
 magnitude, 451
 motivation control skill, 444
 occupational goal attainment, 446
 organizational implications, 

457–460
 overview of current research, 

435–447
  career reevaluation, 440–442
  initial career choice, 435–438
  involuntary job loss, 442–445
  organizational entry, 438–440
  retirement and pre-retirement, 

445–447
  summary, 447
 personal control subscale, 441
 person-job fit, 442
 self-efficacy, 454
 strong situations, 451
 threat of job loss, 444
 transition success, definition of, 455
 unified self-regulatory framework, 

447–457
  antecedents, 451–455
  individual characteristics, 

454–455
  self-regulation, 448–450
  situational characteristics, 455
  summary, 456
  transition characteristics, 

451–454
  transition success, 455–456
 vocational identity, 437
 vocational typology, 436
 weak situations, 451
Causal Chain, 209, 210

CFA, see Confirmatory factor analysis
Classical test theory (CTT), 35
Cognitive-affective-processing 

systems (CAPS), 174–175
Computer self-efficacy (CSE), 419
Conditional reasoning, 30
Confirmatory factor analysis (CFA), 

36, 39
Constructed response measure, 26
Construct validity, 21, 22
Consultative coaching, 344
Content, context, and change of work 

motivation, 1–16
 achievement motivation theory, 6
 Big Five model of personality, 10
 change, 11–12
 content, 9–10
 context, 10–11
 continuity of action, 2
 cultural conflicts in global 

workplace, 11
 cumulative science, 6–7
 cybernetic control formulation, 7
 economic globalization, 3
 emotional reactivity, 4
 employee adaptability, 5
 extraversion, 10
 goal-setting theory, 7
 interstitial definition of work 

motivation, 3–5
 multiple goal regulation, 2
 need hierarchy theory, 6
 neurocognitive theories of 

personality, 10
 neuroticism, 10
 organizational citizenship 

behavior, 5
 overview, 12–13
 personal well-being, 4
 resource allocation model, 7
 thematic heuristic, 7–9
 valence-instrumentality-

expectancy theory, 6
 workforce diversity, 3
 work motivation defined, 5–6
Control theory (CT), 155
Convergent validity, 21
Couch potatoism, 67

RT7451X.indb   663 5/28/08   12:45:48 PM



���	 Subject	Index

Criterion measures, multivariate 
dynamic perspective, 63–100

 ambient turnover, 68
 appraisal theories, 89
 attention to tasks, 67
 between-person change, 74
 burnout, 72
 changing task versus changing 

person, 73
 compositional models, 81
 couch potatoism, 67
 covariance structure analyses, 81
 deficient measure of criterion space, 

71
 duration of behavior, 66
 dynamic feedback loops, 88
 dynamic products of motivational 

process, 65–70
 emotional labor, 89
 expectancy theory, importance of, 

88
 experience sampling methods, 82
 factor analysis, 81
 feedback dynamics, 84
 financial incentives, 75
 future research, 82–89
  expectancy theories, 87–88
  goal orientation theories, 86–87
  goal-setting theory, 82–86
  organizational justice, 88–89
 goal achievement, 85
 goal conflict, 72
 hot theories, 79
 importance of dynamic criteria, 

73–82
  levels of analysis, 80–82
  within-person variance in 

behavioral/performance 
criteria, 76–78

  within-person variance in 
motivational predictors, 
78–79

 importance of multiple criteria, 
70–72

 individual behaviors, 74
 individual-organizational 

interfaces, 69
 intensity of behaviors, 65
 minimum required amplitude, 66

 mood improvements, 80
 motivational criteria, 68
 neglect of affect, 88
 nonrational theories of motivation, 

79
 online motivation, 79
 on-task work behaviors, 64
 organizational citizenship 

behavior, 78, 79, 88
 organizational climate, 81
 organizational display rules, 89
 performance differences, 83
 predictor-criterion relationships, 75
 prospect theory, 85
 prototypical good employee, 78
 psychological climates, 81
 rational theories of motivation, 79
 recall biases, 77, 99
 response space, 68
 self-efficacy, 69
 self-knowledge, 77
 stability versus volatility, 87
 static study of behavior, 77
 streams of research, 83
 stress, 72
 within-person change, 74
 within-person structures, 69
 within-person variation, 79
 within-person volatility, 79
 work withdrawal, 79
Criterion-related validity, 21
CSE, see Computer self-efficacy
CT, see Control theory
CTT, see Classical test theory
Cultural values, see Social-cultural 

influences on work 
motivation

D
Daydreaming, 263
Decision processes, see Goal choice 

and decision processes
Deferred compensation model, 597
Discriminant validity, 21
Dopamine gaiting system, 170
Dopamine release, 169, 171
Dopaminergic gating system, 176, 183

RT7451X.indb   664 5/28/08   12:45:49 PM



Subject	Index	 ���

E
Ecological momentary assessment 

(EMA), 77, 99
EFA, see Exploratory factor analysis
Efficiency wage model, 596
EFT, see Episodic future thinking
Ego depletion theory, 619
EMA, see Ecological momentary 

assessment
Emotion(s)
 anticipatory, 122
 control, 4, 185
 dynamic adjustments and, 177
 gaiting of PFC contents by, 177
 goal choice and, 120
 immediate experience of, 217
 modulating effects of, 169
 motivational role of, 120
 negative, 182, 213, 215, 455, 459
 nonconscious goal processes and, 

126
 regulation, 450, 611, 615
 -relevant cues, 168
 self-regulation and, 188
 social interactions and, 560
 -specific motives, 586
 suppression of, 263
 unwanted, prevention of, 624
 within-person variance, 79
 work, 240
Emotional demands, 267
Emotional intelligence, 421
Emotional labor, 89
Emotional reactivity, 4
Employee
 adaptability, 5
 caregiving demands, 473
 chronological age, 423
 good, prototypical, 78
 involvement/voice systems, 375
 laid-off, 459
 manager energizing of, 605
 monitoring of goals, 186
 motivation
  organizational practices 

influencing, 362
  work teams and, 286

 perception of organizational 
policies, 382

 plan, multiple deadline goals and, 
205

 psychic energy, 402
 relationship, changing nature of, 

363
 relative age, 423
 replacement, 403
 subjective age, 423
 volitional choices, 403
 well-being, goal choice and, 116
Employee motivation, organizational 

systems and, 361–400
 affirmative action/equal 

opportunity policies, 376–377
 Age Discrimination in Employment 

Act, 380
 aligned actions, 362
 attraction-selection-attrition model, 

378
 climate, 367
 climate strength, 368
 collective minds, 364, 371
 contemporary work context, 

363–366
  nature of the employment 

relationship, 363–364
  psychological contracts and 

idiosyncratic deals, 365–366
 deadly combination, 385
 employee mind-sets, shaping of, 

364, 371
 Employee Stock Ownership Plans, 

370
 exceptions to the rule, 366
 expectancy theory, 369
 future research directions and 

challenges, 386–391
  conceptualizing employee 

behavior/performance, 
389–390

  cross-level and systems 
research, 386–388

  distinguishing between 
practices and policies, 
388–389

 gain-sharing programs, 370
 goal-setting theory, 372

RT7451X.indb   665 5/28/08   12:45:49 PM



���	 Subject	Index

 high-performance work systems, 
383

 I-deals, 365, 366
 job autonomy, 375
 line of sight toward strategic 

objectives, 371
 motivation and current 

employment context, 390–391
 New Deal type employment 

relationship, 390
 performance management system, 

371
 policies as rhetoric, 382
 policy implementation, 381
 psychological contracts, 365
 social loafing, 369
 strategically aligned behavior, 389
 systems perspective, 383–385
 work practices and employee 

motivation, 366–382
  career development, 

employability, and changing 
nature of careers, 374–375

  compensation and reward 
systems, 368–371

  employee diversity policies, 
376–377

  employee involvement/voice 
systems, 375–376

  employment security, 375
  intrinsic motivation, 377–379
  organizational culture and 

climate, 367–368
  performance management, 

371–373
  policies versus practices, 381–382
  role of values for specific 

workforce segments, 379–380
Employee Retirement Income Security 

Act of 1974, 459
Employee Stock Ownership Plans 

(ESOPs), 370, 517
Enabling psychological conditions, 

leadership and, 326
Episodic future thinking (EFT), 542
ESMs, see Experience sampling 

methods
ESOPs, see Employee Stock Ownership 

Plans

Experience sampling methods (ESMs), 
77, 82, 99

Exploratory factor analysis (EFA), 36
External motivation, 160

F
Factor loadings, 36
FFM, see Five-Factor Model
Five-Factor Model (FFM), 27, 38, 613
Flow experience, 181
Follower self-identity, 340

G
General linear model (GLM), 41, 42
 data situations, 46
 repeated measures modeling, 48
 trend analysis, 49
Glass ceiling, 486
GLM, see General linear model
Global neuronal workspace (GNW), 

166
 goal establishment and, 178
 goals that hijack, 184
 system, goal maintained in, 170
GNW, see Global neuronal workspace
Goal(s)
 achievement, criterion measures 

and, 85
 assigned deadline, 201
 choice
  emotions and, 120
  influence of success or failure 

on, 112
  past performance and 130
  processes, work organization, 

107
 commitment
  antecedents of, 128
  escalation of, 136
  job design and, 258
  temporality and, 135
 conflict, criterion measures and, 72
 dimensions, 107
 displacement, 183
 domains, 106
 dominant, 158
 employee monitoring of, 186
 frames, 109

RT7451X.indb   666 5/28/08   12:45:49 PM



Subject	Index	 ���

 generation, 234
  unconscious processes, 260
  work team, 290
 hierarchy(ies), 105, 174, 180
  escalation of goal commitment, 

136
  goal striving, 138
  navigation routes, 110
  nonconscious goal processes 

and, 134
  self-regulation and, 133
  tasks performed in isolation, 135
 “hope for”, 108
 importance, contents of 

consciousness and, 188
 intrinsically derived, 179
 intrinsically motivating, 176
 learning, 108
 minimum, 108
 multiple deadline, see Multiple 

deadline goals, self-
regulation and

 orientation
  high-performance-avoid, 121
  job design and, 256
  prove performance, 256
  theories, 86
 -performance discrepancies, 163
 promotion-focused, 259
 pull effects, 125
 revision, 131, 136
 selected, 105
 selection, career transition and, 449, 

450
 self-set, 258
 set, 105, 120
 setting
  dysfunctional patterns of, 115
  participative, 129
 shared, 123
 shielding, 175, 210
 specificity
  memory and, 554
  social-cultural influences and, 

514
 striving, 138, 234
  conscious control of, 181
  leadership and, 322

  multiple deadline goals and, 198, 
199

  work design and, 261
  work team, 290
 subsymbolic activation of, 137
 system theory, 110
 taxonomies, 132
 “try for”, 108
 unconscious creation of, 178
Goal choice and decision processes, 

101–150
 activation decay, 125
 antecedents of conscious/symbolic 

goal-level choice, 111–124
  attributions and perceived 

barriers/enablers, 113–114
  conscious goal choice strategies, 

121–124
  culture, 119
  emotion/affect, 120–121
  experience, 112
  factors influencing attractiveness 

of goal success, 114
  factors influencing both 

expectancy and valence, 
116–119

  factors influencing efficacy/
expectations of goal success, 
112–113

  needs/values, 115
  organizational identification and 

commitment, 116
  rewards, 115–116
  social influences, 119–120
 antecedents of goal commitment, 

128
 “auto-motive” models, 125
 barriers, 114
 choice processes, 137
 compound personality traits, 118
 conflicting multiple goals, 107
 conscientiousness, 117
 current concern, 105
 distal abilities, 112
 employee well-being, 116
 enablers, 114
 expectancy-value theory 

framework, 111

RT7451X.indb   667 5/28/08   12:45:50 PM



���	 Subject	Index

 first-level explanations of task 
behavior, 105

 forethought phase, 103
 goal activation research, 124–126
 goal choice decisions in 

goal assignment and 
reassessment, 128–131

  goal commitment, 128–129
  impact of assignment method on 

goal choice, 129–130
  reassessment following 

feedback, 130–131
 goal choice phenomenon, 106–111
  dimensions of goal choice, 106
  goal dimensions, 107–110
  goal domains, 106–107
  goals, plans, and hierarchies, 

110–111
 goal choice terminology, 1035
 goal frames, 109
 goal hierarchy navigation routes, 

110
 goal propensity, 118
 goal pull effects, 125
 goal revision process, 131
 goal system theory, 110
 goal taxonomies, 132
 high-performance cycle, 105
 history of goal choice research, 

105–106
 “hope for” goal, 108
 image theory, 121
 implications of subsymbolic goal 

processes, 127
 individualism-collectivism, 119
 intergoal conflict, 122
 learning goal, 108
 methodological issues, 137–138
 mind-set, teamwork, 123
 minimum goal, 108
 mood-memory relationship, 126
 Motivational Trait Questionnaire, 

117
 nonconscious-conscious boundary, 

126–127
 nonconscious/subsymbolic goal 

choice, 124–126
 participative goal setting, 129
 perceived threats, 127

 prospect theory, 121
 regulatory focus theory, 116
 Rubicon model of action phases, 

106
 selected goal, 105
 self-concordance model, 115
 self-determination theory, 109, 116
 self-efficacy, 113, 114, 130
 self-reflection, 130
 self-regulatory cycle, 103
 shared goals, 123
 social identity, 120
 sport psychology, 107
 subsymbolic choice, 137
 task goal theory, 129
 “try for” goal, 108
 vulnerability to depression, 115
 what remains to be known about 

goal choice, 132–136
  conscious goal choice decision 

making, 134
  dimensions of goal choice, 

132–133
  goal hierarchies and goal choice, 

133
  goal revision, 136
  nonconscious goal choice/

activation, 134–135
  role of temporality, 135–136
Goal-striving and self-regulation 

processes, 151–196
 actional mind-set, 159
 application of neurocognitively 

based principles to self-
regulatory phases, 177–183

  goal attainment and revision, 
182–183

  goal establishment, 178–179
  planning, 179–180
  striving, 180–182
 areas for future research, 186–188
 attention focusing, 165
 attractors, 167
 boundary events, 159
 brain-scale workspace, 165
 CAPS theory, 158
 comparator, 156
 consciously processes information, 

166

RT7451X.indb   668 5/28/08   12:45:50 PM



Subject	Index	 ���

 constraint satisfying systems, 167
 content theories, 155
 control theory assumption, 156
 current concerns, 170
 definition of self-regulation, 

153–154
 deliberate processes, 153
 deliberative mind-set, 159
 discrepancy production, 157
 dopamine gaiting system, 170
 dopaminergic gating system, 175, 

176, 183
 emotion control, 185
 evaluative mind-set, 159
 external motivation, 160
 feedback processes, 182
 flow experience, 181
 functional magnetic resonance 

imaging mapping, 187
 goal hierarchy, 174, 180
 goal-performance discrepancies, 

163
 goal shielding, 175
 identified motivation, 160
 implemental mind-set, 159, 164
 improving self-regulation, 185–186
 integrated motivation, 160
 intrapersonal processes, 153
 introjected motivation, 160
 long-term memory, 169, 171, 80
 mind-set, boundary events, 159
 model of consciousness, 171
 need for integrative models of self-

regulation, 162–164
 negative reactions to task problems, 

184
 neural network, 164, 167
 neurocognitive approach to 

understanding self-
regulation, 165–171

  conscious and unconscious 
processing, 165–168

  importance of prefrontal cortex, 
168–169

  integrated, emergent quality of 
self-regulation, 170–171

  modulating effects of emotions, 
169–170

 neurocognitive principles, 173

 perceived opportunities, 180
 phase models, 164
 phase theories, 155
 regulatory focus theory, 161
 research, 154
 self-regulatory failures, 183–185
 sources of interest, 152
 structural theories, 155
 taxonomy of self-regulation 

theories, 154–162
  content theories, 160–162
  goal orientation theory, 161–162
  phase theories, 158–160
  regulatory focus theory, 161
  self-determination theory, 

160–161
  structural theories, 155–158
  summary of main theories, 162
 toward integrated model of self-

regulation, 172–177
  alignment of goals and feedback 

perceptions, 176
  gaiting of PFC contents by 

emotions, 176
  goal importance modulates PFC 

bias, 175–176
  structure and content result 

from same mechanisms, 
172–175

Growth curve models, 48

H
Health psychology, see Allied 

disciplines, essays from, 
Motivation in Health 
Psychology: A Social-
Cognitive Perspective

High-performance work systems 
(HPWSs), 383

Hindrance stress, 411
HLM, 45
HPWSs, see High-performance work 

systems
HRM, see Human resource 

management
Human resource management (HRM), 

373

RT7451X.indb   669 5/28/08   12:45:50 PM



��0	 Subject	Index

I
IAT, see Implicit Attitude Test
Identified motivation, 160
Implicit Attitude Test (IAT), 29
Implicit motivation assumptions, 

traditional, 475–477
 assuming new work-life 

relationships, 475–477
 Matthew and social context effects, 

477–479
Industrial/organizational (I/O) 

psychology, 6, 540
 goal choice, 103, 115
 Making Time for Memory and 

Remembering Time in 
Motivation Theory, 540

 Motivation and Expertise at 
Work: A Human Factors 
Perspective, 568

 Motivation in Health Psychology: A 
Social-Cognitive Perspective, 
580

Input-process-output (IPO) models, 
287, 309

Integrated motivation, 160
Interruption(s), 213–217
 attention and, 127
 context of, 216
 derailing influence of, 219
 job design reducing, 263
 striving process and, 219
 types, 218
Intrinsic motivation, morale and, 598
Introjected motivation, 160
I/O psychology, see Industrial/

organizational psychology
IPO models, see Input-process-output 

models
IRC, see Item response curve
IRT, see Item response theory
Item response curve (IRC), 40
Item response theory (IRT), 39

J
JCM, see Job characteristics model
Job(s)
 autonomy, 244, 263, 269, 375
 characteristics 

  career transitions and, 446
  model (JCM), 235
  social-cultural influences and, 

527
 demands, stress and, 520
 dimensions, 518
 emotional requirements, 216
 empowerment, 410
 enriched, 255
 enrichment, motivation enhanced 

via, 236
 incumbents, work motivation 

among, 606
 loss, threat of, 444
 loss domain, motivation theory 

and, 444
 passive, 236
 stress, 410
Jobs, motivating, design of, 233–284
 active mental health, 246
 call centers, 234
 classic theories, 235–238
 conceptual space, 257
 contextual characteristics, 239
 customer satisfaction, 259
 daydreaming, 263
 demand-control model, 236
 development of self-regulatory 

patterns, 270
 distal motivation, 236
 effect of work design on extrinsic 

motivation, regulatory focus, 
and goal orientation, 250–257

  extrinsic motivation, 250–255
  goal orientation, 256–257
  regulatory focus, 255–256
 electronic performance monitoring, 

241
 emotional dissonance, 240
 emotional exhaustion, 248
 emotional labor, 239, 267
 emotion work, 240
 enriched jobs, 255
 existing theoretical extensions, 

238–248
  changing work context and 

workforce, 246–248
  expanded motivational states, 

242–244

RT7451X.indb   670 5/28/08   12:45:50 PM



Subject	Index	 ��1

  expanded outcomes, 244–246
  expanded work characteristics, 

239–242
 external regulation, 250
 feedback, 252
 fragile self-esteem, 264
 goal commitment, 258
 growth need strength, 235
 helping behaviors, 245
 identified regulation, 251
 insult from customer, 263
 integrated regulation, 252
 introjected regulation, 251
 job autonomy, 244, 263, 269
 job characteristics, 247
 job characteristics model, 235
 job control, emotional demands 

and, 267
 job crafting, 265
 job-demand-control-support, 241
 just-in-time work design, 246
 knowledge motivation 

characteristics, 239
 lean production, 246
 marital satisfaction, 248
 nutriment, 252
 off-task distractions, reduction of, 

263
 passive jobs, 236
 perception of work characteristics, 

266
 performance outcomes, 245
 potential motivational states, 268
 promotion focus, 255, 268
 reciprocal influences of motivation 

on work design, 265–266
 research agenda, 266–270
 resource allocation perspective, 

257–264
  work design and goal 

generation, 258–261
  work design and goal striving, 

261–264
 secure self-esteem, 264
 self-efficacy, 243
 self-managing teams, 257
 social facilitation theory, 240
 social work characteristics, 239

 strained and burdened 
participants, 253

 task motivation work 
characteristics, 239

 thwarted fundamental needs, 264
 workload demands, 267
 work redesign, 254
Justification mechanisms, 30
Just-in-time work design, 246

K
Knowledge, skills, and abilities 

(KSAs), 421
Known groups validation, 53
KSAs, see Knowledge, skills, and 

abilities

L
Law, see Allied disciplines, essays 

from, Law and Motivation
Leader-member-exchange (LMX), 419
Leadership processes, 319–360
 ambient stimuli, 333
 charismatic influence, 325
 cognitive choice models, 320
 collaborative work, 332
 collective identity, 345
 commitment to organization, 324
 competitive advantage, 334
 consultative coaching, 344
 contextual factors in organization, 

319
 creation of learning climate, 345
 direction setting, 330, 336, 342
 enabling psychological conditions, 

326
 feedback giving, 341
 goal-striving processes, 322
 high quality exchange, 324
 informational complexity, 337
 initiating structure, 324
 inputs to work motivation, 324–337
  functional leadership at 

different organizational 
levels, 335–337

  functional leadership and 
multilevel outcomes, 330–334

RT7451X.indb   671 5/28/08   12:45:51 PM



���	 Subject	Index

  functional perspectives of 
motivating leadership 
activities, 327–330

 leader-follower relations, 324
 leader-member exchange models, 

324
 leader self-identities, 350
 leader sense-making, 341
 leadership functions and 

motivational outcomes, 327
 middle manager, 337
 motivated behavior in 

subordinates, 320
 multilevel linkages among 

motivational processes, 348
 multilevel work motivation, 

338–347
  individual motivational 

processes, 339–342
  organization-level motivation 

processes, 345–347
  team-level motivational 

processes, 343–345
 operations management, 330, 345
 organizational support, 335
 path goal clarify behaviors, 329
 path goal theory, 324
 performance monitoring, 341
 performance-outcome linkages, 329
 psychological conditions, 331
 referent power, 324
 self-concordance, 329, 341
 self-efficacy, 326
 self-identification, 324
 self-transcendence, 350
 social systems, 332
 subordinate motivation, 321
 supportive leadership, 324
 systems character of organization, 

346
 task performing groups in 

organizations, 331
 team-level goal-striving processes, 

344
 temporal aspects of leadership, 348
 transformational leadership, 325, 

342
 work ambiguity, 326
 work clarity, 328, 337

 work motivation, leadership 
influence on, 324

Lean production, job design and, 246
Learning goal, 108
Learning-goal orientation (LGO), 161
LGO, see Learning-goal orientation
LMX, see Leader-member-exchange

M
Management by objective (MBO), 373
MAT, see Motivated action theory
Matthew effect, 477
MBO, see Management by objective
Measurement and analysis of 

motivation, 17–61
 agreeableness, 27
 attention, 19
 CFA model flexibility, 39
 commonalities in motivation 

theory, 19–20
 conditional reasoning, 30
 constructed response measure, 26
 construct validity, 21, 22
 contamination, 22, 28, 34
 convergent validity, 21
 criterion-related validity, 21
 deficiency, 22
 discriminant validity, 21
 disturbance terms, 51
 environmental forms of 

contamination, 34
 evaluation of motivation measures, 

35–41
  classical test theory and 

reliability, 35
  confirmatory factor analysis, 

36–39
  item response theory, 39–41
 factor loadings, 36
 fear-of-failure people, 30
 fuzzy models of emergence, 32
 hammer syndrome, 18
 implications for future motivation 

research, 53–56
  better measurement, 53–54
  longitudinal research, 54–55
  multilevel research, 55–56
 Implicit Attitude Test, 29

RT7451X.indb   672 5/28/08   12:45:51 PM



Subject	Index	 ���

 individual-level motivation 
measures, 31

 initial status, 49
 intraclass correlation, 43
 item characteristic curves, 40
 item discrimination parameter, 40
 justification mechanisms, 30
 known groups validation, 53
 latent growth modeling, 52
 level of measurement, 31
 level of theory, 31
 manifest indicators, 21
 measurement and analysis of 

motivation, 18–19
 measurement of motivation, 20–34
  contemporary measurement 

issues, 31–33
  framework for measures, 33–34
  traditional types of motivation 

measures, 23–31
 method bias, 28, 29
 Miner Sentence Completion Test, 24
 model of cognitive ability, 37
 motivational truisms, 55
 multilevel measurement issues, 32
 multilevel modeling, 44
 multilevel patterns of relationships, 

20
 multiple mediator models, 50
 name game, 27
 open ended response, 26
 persistence, 19
 projective test, 23
 psychometricians, 23
 rater training programs, 33
 repeated measures modeling, 48
 response process validity, 22
 self-efficacy, 19
 self-report, 26
 sphericity, 48
 statistical analysis of motivation 

measures and theories, 41–52
  cross-sectional models, 42–47
  longitudinal methods, 47–50
  other models, 52
  structural equation modeling, 

50–52
 statistics, 18
 structural equation modeling, 36

 supervisory evaluations, 33
 Thematic Apperception Test, 23
 trend analysis, 48
Memory
 bias, 77, 99
 cues, 544
 episodic, 542
 goal specificity and, 544
 long-term, 169, 171, 180
 prospective, 543, 545
 semantic, 542
 trace strength, 548
Memory for the future, 541, 543
Method bias, 28, 29
Mind-set(s)
 actional, 159
 deliberate, 159
 employee, shaping of, 364, 371
 evaluative, 159
 implemental, 159, 164
 implementation vs. deliberative, 212
 inappropriate, 212
 self-regulatory phases and, 159
 teamwork, 123
Miner Sentence Completion Test 

(MSCS), 24
Model
 attraction-selection-attrition, 378
 “auto-motive”, 125
 Big Five, 10
 cognitive ability, 37
 cognitive choice, 320
 consciousness, 171
 cross-sectional, 42–47
  cross-level, 44–46
  homologous, 47
  multilevel, 43–44
 deferred compensation, 597
 demand-control, 236
 efficiency wage, 596
 Five-Factor Model, 27, 38
 growth curve, 48
 homologous, 47
 input-process-output, 287, 309
 job characteristics, 235
 job-demand-control-support, 241
 leader-member exchange, 324
 leader power, 324
 leadership, 349

RT7451X.indb   673 5/28/08   12:45:51 PM



���	 Subject	Index

 multiple mediator, 50
 multiple resource allocation, 102
 person-situation interactionist, 608
 polytomous IRT, 40
 RCM growth curve, 49
 resource allocation, 7
 Rubicon, 106
 self-concordance, 115
 self-regulation, 102, 131
 task procrastination, 211
 tournament wage, 596
 value-expectancy, 134, 483
 work design, 249
Motivated action theory (MAT), 164, 

172
Motivation, see also Work motivation
 analysis, see Measurement and 

analysis of motivation
 “close to completion”, 206
 direction of, 258
 enhancement, job enrichment and, 

236
 expectancy theories of, 549
 expert’s, 571–572, 573
 external, 160
 extrinsic, 250
 family influences on, 483
 future research, 390–391
 identified, 160
 integrated, 160
 intensity component, 258
 intrinsic
  free time studies of, 66
  morale and, 598
 introjected, 160
 lower, workload demands and, 267
 manifested, 19
 measures, 23–31
  implicit, 29–31
  objective, 24–25
  projective, 23–24
  subjective, 25–29
 micro-processes of, 234
 self-controlling aspects of, 562
 social psychology and, 554
 subordinate, 321
 team-level, 343
 theoretical causes of, 19
Motivational Trait Questionnaire, 117

MSCS, see Miner Sentence Completion 
Test

Multiple deadline goals, self-
regulation and, 197–231

 action initiation, 210
 action theory, 200
 assigned deadline goals, 201
 boredom, 210
 Causal Chain, 209, 210
 consequences of procrastination, 

213
 context of interruptions, 216
 derailing influence of interruption, 

219
 discussion, 217–221
  limitations, 220–221
  theoretical contributions, 

217–220
 disruptive thoughts, 200
 employee plan, 205
 evaluation apprehension, 223
 extraverts, 215
 failure in self-regulatory processes, 

202
 felt accountability, 203
 goal attainment, 200, 215
 goal pursuit phase, 200
 goal shielding, 200, 210
 goal striving, 198, 199, 200
 individual differences, 221
 interruptions, 213–217, 218
 introvert, 215
 job emotional requirements, 216
 motivational processes, 199
 motivational pull, 206
 performance feedback, 199
 phase model, 211
 psychological states, 203
 research questions and research 

design, 222–224
 self-monitoring, 215
 self-regulation, 199
 self-regulatory failure, 212
 self-report tracking strategies, 223
 sensitivity to discrepancies, 205
 short-term emotional well-being, 

213
 spacing and pacing behavior, 201
 switching, 209

RT7451X.indb   674 5/28/08   12:45:51 PM



Subject	Index	 ���

 task importance, 204
 task motivational processes, 204
 task procrastination, 198, 211–213
 theoretical foundations for spacing 

and pacing behaviors and 
performance, 198–211

  initial time allocations, 202–205
  pacing and spacing overview, 

201–202
  spacing while striving to reach 

deadlines, 209–211
  time and effort expended during 

action cycle, 205–208
 unexpected external factors, 202
 urgency, 203, 204
Multiple resource allocation model, 

102

N
National Survey of the Changing 

Workforce (NSCW), 472
Need hierarchy theory, Maslow’s, 6
Negative goal discrepancy (NGD), 207
 emotional reactions to, 207
 -pacing relationship, 222
  response, 210
Neural networks, 164, 167
 activation of, 172, 188
 goal attractiveness and, 175
 information processing, 167
 patterns, 180
New Deal employee relationship, 363, 

390
NGD, see Negative goal discrepancy
Nonconscious-conscious boundaries, 

126
Nonwork influences on work 

motivation, 471–499
 age-related career decisions, 488
 application of Matthew effect, 

477–478
 beyond gender and age to family 

life course, workload, and 
mood perspectives, 482–489

  examples of family influences on 
motivation, 483–484

  mixed resource depletion and 
enriching interactive effects 
of caregiving roles, 484–489

  workload and mood as 
interactive influences on 
motivation, 489

 definition of nonwork, 474
 employee caregiving demands, 473
 employer-employee relations, 476
 expansionist perspective on roles, 

481
 flexibility policies, 492
 future research, 490–495
 key terms, 473–475
 life course perspective, 482
 metaphorical second shift, 485
 motivation influences as social 

convoys, 479
 rational view, 480
 relevance of main work-family 

theoretical streams to work 
motivation, 479–482

  resource scarcity/rational 
perspectives, 480–481

  role accumulation and 
enrichment perspectives, 
481–482

 reward and motivation systems, 
478

 role accumulation, 481
 traditional implicit motivation 

assumptions, 475–477
  assuming new work-life 

relationships, 475–477
  Matthew and social context 

effects, 477–479
 two-factor theory, 483
 value-expectancy model, 483
 workplace glass ceiling, 486
NSCW, see National Survey of the 

Changing Workforce
Nutriment, job design and, 252

O
Objective measure, defining feature 

of, 24
On-task work behaviors, 64

RT7451X.indb   675 5/28/08   12:45:52 PM



���	 Subject	Index

Organization(s), see also Employee 
motivation, organizational 
systems and

 ambient turnover, 68
 boundaryless, 363
 climate, 81
 commitment to, 324
 compensation and reward systems, 

368
 continuous learning cultures, 418
 feedback culture, 419
 flexibility policies, 492
 fund-raising cycles, 82
 gain-sharing programs, 370
 goal generation processes, 346
 goals, line of sight to, 364
 jobless, 363
 leadership levels, 335
 learning climate created within, 

345
 new entrant adjustment to, 438
 as social systems, 332
 strategically aligned behavior, 389
 systems character of, 346
 systems research, 386
 task performing groups in, 331
Organizational citizenship behavior, 5, 

88, 402, 606
 competition and, 558
 within-person variance in, 78
 work affect and, 79
Organizational display rules, 89
Organizational justice, 88, 89

P
Pasteur’s quadrant, 620–624
 work and adult life, 623–624
 workforce diversity and work 

motivation, 621–622
Path goal clarify behaviors, leadership 

and, 329
PCA, see Principal components 

analysis
Perceived threats, 127
Performance-goal orientation (PGO), 

161
Performance management system, 

goal of, 371

Personality
 Big Five model of, 10
 goal choice and, 116–119
  FFM traits, 117
  other traits, 118–119
  trait competitiveness, 118
  trait goal orientations, 118
  trait goal propensity, 117–118
 neurocognitive theories of, 10
Person-organization (P-O) fit, 372, 378
PFC, see Prefrontal cortex
PGD, see Positive goal discrepancy
PGO, see Performance-goal orientation
PM, see Prospective memory
P-O fit, see Person-organization fit
Positive goal discrepancy (PGD), 208
Power distance, 508
Prefrontal cortex (PFC), 168, 171
Principal components analysis (PCA), 

36
Procrastination
 consequences, 213
 definition of, 211
 inappropriate mind-set and, 212
 multiple deadline goals and, 198
 work-related, 211–212
Projective test, 23
Prospective memory (PM), 543

R
Random coefficient model (RCM), 41, 

45
 data situations, 46
 growth curve models, 49
RCM, see Random coefficient model
Resource allocation model, 7
Response process validity, 22
Retirement, definition of, 445

S
Sarbanes-Oxley Act, 586, 587
SCT, see Social cognitive theory
SDT, see Self-determination theory
Self-concordance
 leadership processes and, 329, 341
 model, 115
Self-determination theory (SDT), 250
Self-efficacy

RT7451X.indb   676 5/28/08   12:45:52 PM



Subject	Index	 ���

 job characteristics and, 243
 job complexity and, 258
 leadership and, 326
Self-regulation, see also Goal-striving 

and self-regulation processes; 
Multiple deadline goals, self-
regulation and

 career transitions and, 448
 emotion regulation and, 450
 factors influencing, 262
 failure, 183, 202
 goal hierarchies and, 133
 models, 131
 neural networks and, 187
Self-transcendence, leadership and, 

350
SEM, see Structural equation modeling
Social cognitive theory (SCT), 155
Social-cultural influences on work 

motivation, 501–538
 autonomy, 504
 collectivistic cultures, 521
 collectivistic orientation, 508
 cross-functional teams, 522
 cultural factor, 501
 cultural values that influence work 

motivation, 502–505
 culture, goals, goal orientation, and 

self-regulatory focus, 509–513
 culture, self-motives, and 

motivational dispositions, 
505–509

  achievement motivation, 
508–509

  self- and collective efficacy, 
507–509

  self-consistency, 509
  self-enhancement, 506–507
 culture, situational factors, and 

work motivation, 513–523
  externally set goals and 

feedback, 513–515
  job and organizational 

characteristics, 518–520
  rewards, 515–518
  teams, interpersonal relations, 

and work motivation, 520–523
 culture and work satisfaction, 

526–527

 efficacy perceptions, 508
 embeddedness, 504
 extrinsic rewards, 511
 feedback, 507, 514, 515
 future orientation, 503
 goal-setting theory, 513
 goal specificity, 514
 group belongingness, 521
 hierarchy/egalitarianism, 504
 individualism-collectivism, 503
 intrinsic motivation, self-

determination, variety 
seeking, and uniqueness, 
511–312

 job demands, 520
 masculinity/femininity, 503
 mastery/harmony, 504
 motivation and cultural interface, 

524–526
 motivation potential of rewards, 

513
 pay for performance, 516
 personal initiative, 512
 power, 514
 power distance, 508
 reward allocation, 516
 self-consistency, 509
 self-derived motives, 505
 self-identity, 510
 self-protection, 507
 situational factors, 513
 stress-turnover relation, 520
 team work, 520
 total quality management, 525
 transfer of motivational 

approaches, 502
 turnover intentions, 520
 uniqueness, 512
 variety seeking, 511
 Western managerial practices, 502
 work autonomy, 519
Social systems, organizations as, 332
Socioemotional development 

processes, 625
Spacing and pacing behavior (SPB), 

201
SPB, see Spacing and pacing behavior
Stereotype threat, definition of, 559
Stress

RT7451X.indb   677 5/28/08   12:45:52 PM



���	 Subject	Index

 cross-domain approach to, 489
 job demands and, 520
Structural equation modeling (SEM), 

39, 51

T
TAT, see Thematic Apperception Test
Teams, see Work teams
Thematic Apperception Test (TAT), 23
Total quality management (TQM), 525
Tournament wage model, 596
TQM, see Total quality management
Training and career development, 

401–431
 accommodating careers, 407
 context of training development, 

412–415
  back-home support, 413
  composition of trainers and 

participants, 414–415
  place of training and career 

development, 412–413
  timing and spacing of training 

and development, 413–414
 continuous learning cultures, 418
 crystallized intellectual abilities, 

405
 discussion, 420–425
  implications for practice, 

424–425
  methodological improvement, 

422–423
  theory development, 420–422
 emotional intelligence, 421
 employee age, 423
 employee psychic energy, 402
 employees’ volitional choices, 403
 feedback culture, 419
 feedback up, 419
 fluid intellectual abilities, 405
 gender, 408
 hindrance stress, 411
 impact of job content and job 

context, 409–412
  job empowerment, 410
  job stress, 410–411
  motivating potential of jobs, 410
  organizational level, 411–412

 incumbent, currently employed 
workers, 403

 individual differences in 
motivation, 404–409

  Big Five, 408
  cognitive and physical abilities, 

405–407
  demographic and human capital 

factors, 408–409
  personality traits and 

psychological states, 407–408
  self-efficacy, 407
 job content, training, 405
 loss of face, 418
 objective constraints, 405
 on-the-job training, 417
 opportunity structures in career 

paths, 423
 organizational citizenship 

behaviors, 402
 organizational and environmental 

context factors, 415–420
  corporate HR strategy, 416–417
  firm financial performance, 

415–416
  geographical and cross-

functional moves, 417–418
  performance appraisal systems 

and feedback cultures, 
418–419

  technological intensity and 
change, 419–420

 other-initiated work training, 422
 perceived discrimination, 406
 “promote from within” policy, 416
 replacement employees, 403
 replacement hires, 424
 rotational training, 424
 self-initiated work training, 422
 subjective constraints, 406
 vocational-ness of education, 409
 work engagement, 410
Training interventions, work teams 

and, 287
Transformational leadership, 325, 342
Transition success, definition of, 455
Trend analysis, 48

RT7451X.indb   678 5/28/08   12:45:52 PM



Subject	Index	 ���

U
Utility of poverty hypothesis, 591

V
Valence-instrumentality-expectancy 

theory (VIE), 6
Value-expectancy models, 134
VIE, see Valence-instrumentality-

expectancy theory

W
Work
 ambiguity, 326
 autonomy, 519
 characteristics
  expanded, 239
  perception of, 266
 clarification, leader direction 

setting and, 328
 clarity, leadership and, 337
 collaborative, 332
 design, definition of, 234
 direction, 330
 engagement, 410
 mood improvements at, 80
 organization, 107
 perceived impact of, 252
 redesign, 254
 -related procrastination, 211–212
 -related training and career 

development activities 
(WT&CD), 403, 404

 satisfaction, culture and, 526
Work motivation, see also Motivation
 age and, 480
 contemporary theories, 8
 definition of, 3, 235
 early theories of, 5
 fluidity of, 618
 heuristic model of, 609
 knowledge, systematized, 9
 linkage between nonwork and, 491
 management practices enhancing, 

606
 multilevel, 338–347
  follower intrinsic motivation, 

340

  follower self-identity, 340
  individual motivational 

processes, 339–342
  organization-level motivation 

processes, 345–347
  team-level motivational 

processes, 343–345
Work motivation, new perspectives 

and directions in, 601–632
 collective sense of efficacy, 625
 emotion regulation, 611, 615
 extrinsic rewards, 623
 gender diversity, 622
 heuristic model of work motivation, 

609
 implicit motives, 611, 616
 increasing workforce diversity, 617
 meta-motivational developments, 

620
 motivation in perspective, 602–607
  motivation approaches and 

organizational utility, 
603–604

  multiple changing influences, 
604––606

  objectives, 606–607
 motivation to work, 626
 organizational citizenship 

behaviors, 606
 Pasteur’s quadrant, 620–624
  work and adult life, 623–624
  workforce diversity and work 

motivation, 621–622
 person-situation interactionist 

model, 608
 scientific knowledge, 621
 self-determination theory, 602
 self-regulation, patterns of, 618
 socioemotional development 

processes, 625
 supervisory support, 619
 theory of ego depletion, 619
 three C’s of work motivation, 

607–620
  change, 608–610, 618–620
  content, 610–616
  context, 617–618
Work teams, 285–317

RT7451X.indb   679 5/28/08   12:45:53 PM



��0	 Subject	Index

 behavioral manifestations of effort, 
291

 bottom-up influences, 298, 300
 boundary conditions affecting 

motivational phenomena, 
305–309

 building blocks of motivation, 296
 coordination, 292
 cross-level interplay between 

individual and team 
motivation, 298–301

 cultural differences, 308–309
 cultural values, 309
 forms of contextual effects, 298
 framework, 288–290
 generalizability of motivational 

concepts, 291–297
  motivational processes, 291–293
  motivational states, 293–296
  research needs, 296–297
 goal generation, 290
 goal specification, 292
 goal striving, 290, 344
 higher organizational levels, 305
 homologous models, 297
 input factors, 304
 input-process-output models, 287, 

309
 leader-member exchange, 302
 leadership style, 301

 longitudinal studies, 304
 mission analysis, 292
 monitoring progress toward goals, 

292
 motivational processes, 289
 motivational states, 290, 293, 294
 multilevel antecedence and 

outcomes of motivation 
301–304

 multilevel constructs, 291
 multilevel theory, 288
 perceptions of justice, 307
 popularity of, 286
 role specialization, 306
 social identity, 295
 strategy formulation and planning, 

292
 study of military units, 302
 system monitoring, 292
 team developmental stages, 307–308
 team interdependence, 306–307
 team life span perspective, 308
 team monitoring and backup 

behaviors, 292
 team permanency, 306
 top-down influences, 299, 300
 training interventions, 287
 transitional processes, 292
WT&CD, see Work-related training and 

career development activities

RT7451X.indb   680 5/28/08   12:45:53 PM






	Work Motivation Past, Present, And Future 
	Front cover
	Front Flap
	The Organizational Frontiers Series
	SIOP Organizational Frontiers Series
	Title Page
	Copyright
	Dedication
	Contents
	Series Foreword
	Foreword
	Preface
	Acknowledgments
	Contributors
	Chapter 1. The Three C’s of Work Motivation: Content, Context, and Change
	Introduction
	Work Motivation: An Interstitial Definition
	Work Motivation: A Cumulative Science
	A Thematic Heuristic
	Content
	Context
	Change
	Summary and Overview
	References

	Chapter 2. The Measurement and Analysis of Motivation
	The Measurement and Analysis of Motivation
	Commonalities in Motivation Theory
	The Measurement of Motivation
	The Evaluation of Motivation Measures
	The Statistical Analysis of Motivation Measures and Theories
	Implications for Future Motivation Research
	Conclusion
	Acknowledgments
	References

	Chapter 3. Motivation for What? A Multivariate Dynamic Perspective of the Criterion
	Overview
	Dynamic Products of the Motivational Process
	The Importance of Multiple Criteria
	Time and Performance: The Importance of Dynamic Criteria
	Future Research Strategies for Multivariate and Dynamic Motivation Research
	Conclusion
	Author Note
	References
	Endnotes

	Chapter 4. Goal Choice and Decision Processes
	Chapter Overview
	Goal Choice Terminology
	History of Goal Choice Research
	The Goal Choice Phenomenon
	Antecedents of Conscious/Symbolic Goal-Level Choice
	Nonconscious/Subsymbolic Goal Choice
	The Nonconscious-Conscious Boundary
	Goal Choice Decisions in Goal Assignment and Reassessment
	Conclusions
	References

	Chapter 5. Goal-Striving and Self-Regulation Processes
	Definition of Self-Regulation
	A Taxonomy of Self-Regulation Theories
	The Need for Integrative Models of Self-Regulation
	A Neurocognitive Approach to Understanding Self-Regulation
	Toward an Integrated Model of Self-Regulation
	Application of Neurocognitively Based Principles to Self-Regulatory Phases
	Self-Regulatory Failures
	Improving Self-Regulation
	Areas for Future Research
	References

	Chapter 6. Self-Regulation and Multiple Deadline Goals
	Theoretical Foundations for Spacing and Pacing Behaviors and Performance
	Task Procrastination
	Interruptions
	Discussion
	Research Questions and Research Design
	Conclusion
	References

	Chapter 7. Designing Motivating Jobs: An Expanded Framework for Linking Work Characteristics and Motivation
	Introduction
	Classic Theories
	Existing Theoretical Extensions
	Further Directions
	Summary and a Research Agenda
	References

	Chapter 8. Motivation in and of Work Teams: A Multilevel Perspective
	Motivation in and of Teams: A Framework
	Generalizability of Motivational Concepts to the Team Level
	Cross-Level Interplay Between Individual and Team Motivation
	Multilevel Antecedence and Outcomes of Motivation in and of Teams
	Boundary Conditions Affecting Motivational Phenomena in and of Teams
	Conclusion
	References

	Chapter 9. Leadership Processes and Work Motivation
	Leadership Processes: The Inputs to Work Motivation
	Leadership Processes and Multilevel Work Motivation
	Conclusions
	References

	Chapter 10. Organizational Systems and Employee Motivation
	The Contemporary Work Context
	Work Practices and Employee Motivation
	Systems Perspective
	Future Research Directions and Challenges
	References

	Chapter 11. Motivation to Engage in Training and Career Development
	Individual Differences in Motivation for Work Training and Career Development
	The Impact of Job Content and Job Context
	The Context of Training Development
	Organizational and Environmental Context Factors
	Discussion
	References

	Chapter 12. A Self-Regulatory Perspective on Navigating Career Transitions
	Career Transitions: An Overview of Current Research
	A Unified Self-Regulatory Framework
	Organizational Implications
	Conclusions
	References

	Chapter 13. Nonwork Influences on Work Motivation
	Introduction
	Relevance of Main Work-Family Theoretical Streams to Work Motivation
	Moving Beyond Gender and Age to Family Life Course, Workload, and Mood Perspectives
	Summary and Implications for Future Research
	Acknowledgments
	References

	Chapter 14. Social-Cultural Influences on Work Motivation
	Cultural Values That Influence Work Motivation
	Culture, Self-Motives, and Motivational Dispositions
	Culture, Goals, Goal Orientation, and Self-Regulatory Focus
	Culture, Situational Factors, and Work Motivation
	Motivation in the Context of the Cultural Interface
	Culture and Work Satisfaction
	Summary
	Acknowledgments
	References

	Chapter 15. Essays from Allied Disciplines
	Introduction
	Making Time for Memory and Remembering Time in Motivation Theory
	Acknowledgments
	References
	The Social Context of Work Motivation: A Social-Psychological Perspective
	Acknowledgments
	References
	Motivation and Expertise at Work: A Human Factors Perspective
	References
	Motivation in Health Psychology: A Social-Cognitive Perspective
	Law and Motivation
	References
	Work Motivation: Insights from Economics
	References

	Chapter 16. Work Motivation: Forging New Perspectives and Directions in the Post-Millennium
	Motivation in Perspective
	The Three C’s of Work Motivation
	Work Motivation in Pasteur’s Quadrant: Thoughts on Practical Utility
	A Few Final Thoughts
	References

	Author Index
	Subject Index
	Back Flap
	Back cover


