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UNIT 2 : PERCEPTION , ATTITUDE , VALUES AND MOTIVATION 

PERCEPTION 

 Perception is the cognitive process through which individuals perceive and interpret 

information to give meaning to their experiences. It involves the interaction between the 

external stimuli and an individual‟s internal psychological processes, such as beliefs, values, 

attitudes, and past experiences. In an organizational context, perception influences how 

employees perceive their work environment, their superiors, colleagues, tasks, and overall 

organizational culture.  Perception is the process of selecting, organizing, and interpreting 

information.  

  “The Perception Process”, includes the perception of select stimuli that pass through our 

perceptual filters, are organized into our existing structures and patterns, and are then 

interpreted based on previous experiences. Although perception is a largely cognitive and 

psychological process, how we perceive the people and objects around us affects our 

communication. We respond differently to an object or person that we perceive favorably 

than we do to something we find unfavorable 

 

Perception is a subjective and individualized process. It is shaped by the unique characteristics and 

experiences of each individual, leading to differences in how people perceive the same situation. It 

is influenced by factors like cognitive biases, stereotypes, emotions, and cultural backgrounds. 

Perception is also an ongoing and dynamic process that can be influenced by new information and 

feedback 

The process of perception can be divided into three main stages: 

1.Selecting Information 

We take in information through our senses , as information comes in through our senses, various 

factors influence what actually continues on through the perception process  Selecting is the first 

part of the perception process, in which we focus our attention on certain incoming sensory 

information. We tend to pay attention to information that is salient. Salience is the degree to which 

something attracts our attention in a particular context.  The degree of salience depends on three 

factors: visual and aural stimulation, needs and interests, and expectations  

https://open.lib.umn.edu/communication/chapter/2-1-perception-process/#jones_1.0-ch02_s01_s01_f01
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 Visual and Aural Stimulation: It is probably not surprising to learn that visually things 

become salient in our perceptual field and get our attention. Stimuli can be attention-getting 

in a productive or distracting way. Creatures ranging from fish to hummingbirds are attracted 

to things like silver spinners on fishing poles . Having our senses stimulated isn‟t always a 

positive thing though. Think about the couple that won‟t stop talking during the movie  

 Needs and Interests: We select and attend to information that meets our needs- whether a 

sign helps us find the nearest gas station, the sound of a ringtone helps us find our missing 

cell phone, or a speaker tells us how avoiding processed foods will improve our health. 

we‟ve all gotten sucked into a television show or random project and paid attention to that at 

the expense of something that actually meets our needs like cleaning.  

 Expectations: The relationship between salience and expectations is a little more complex. 

Basically, we can find both expected and unexpected things salient. If you are expecting a 

package to be delivered, you might pick up on the slightest noise of a truck engine or 

someone‟s footsteps approaching your front door. Since we expect something to happen, we 

may be extra tuned in to clues that it is coming. For something unexpected to become 

salient, it has to reach a certain threshold of difference. If you walked into your regular class 

and there were one or two more students there than usual, you may not even notice. If you 

walked into your class and there was someone dressed up as a wizard, you would probably 

notice. Now that we know how we select stimuli, let‟s turn our attention to how we organize 

the information we receive. 

 

2.Organizing Information 

Organizing is the second part of the perception process, in which we sort and categorize information 

that we perceive based on innate and learned cognitive patterns. Three ways we sort things into 

patterns are by using proximity, similarity, and difference.  

 Proximity: In terms of proximity, we tend to think that things that are close together go 

together. For example, have you ever been waiting to be helped in a business and the clerk 

assumes that you and the person standing beside you are together? Even though you may 

have never met that other person in your life, the clerk used a basic perceptual organizing 

cue to group you together because you were standing in proximity to one another. 

 Similarity: We also group things together based on similarity. We tend to think similar-

looking or similar-acting things belong together. For example, if you were out with a friend 

who was around the same height, had the same skin color, and same hair color, people 

might assume you are related. 

 Difference: We also organize information that we take in based on difference. In this case, 

we assume that the item that looks or acts different from the rest doesn‟t belong with the 

group. For example, let‟s say a group of five people were standing in line at the movies and 

four of the people were wearing casual jeans and t-shirts, and the fifth person a business 

suit. You might assume the person dressed in the suit was not in the same group as those 

dressed in jeans and t-shirts. 

 

Simplification and categorizing based on patterns isn‟t necessarily a bad thing. In fact, without this 

capability we would likely not have the ability to speak, read, or engage in other complex 
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cognitive/behavioral functions. Our brain innately categorizes and files information and experiences 

away for later retrieval, and different parts of the brain are responsible for different sensory 

experiences. In short, it is natural for things to group together and looking for patterns helps us in 

many practical ways. 

Example a chicken, cow, and grass- and asked them to group the two objects that went together. 

Most of the U.S. American children chose the chicken and cow, citing they were both animals. 

However, most of the Chinese children choose cow and grass, stating that cows eat grass. The 

reasons for this have been explained by differences in cultural backgrounds which cultivate different 

cognitive styles. White explains that “East Asians are typically oriented toward interdependence, 

harmony, and relatedness. Westerners are typically oriented toward independence. Interdependent 

persons think about objects in relation to context, whereas independent persons tend to focus on 

categories that share properties such as „animal-ness 

3. Interpreting Information 

Although selecting and organizing incoming stimuli happens very quickly, and sometimes without 

much conscious thought, interpretation can be a much more deliberate and conscious step in the 

perception process. Interpretation is the third part of the perception process, in which we assign 

meaning to our experiences using mental structures known as schemata. Schemata are like 

databases of stored, related information that we use to interpret new experiences. We all have fairly 

complicated schemata that have developed over time as small units of information combine to make 

more meaningful complexes of information. This schema started developing before we even went to 

preschool based on things that parents, peers, and the media told us about school. For example, 

you learned that certain symbols and objects and concepts like a calculator, notebook, recess, and 

grades are associated with being a student or school. As you progressed through your education, 

your schema adapted to the changing environment. 

How smooth or troubling schema reevaluation and revision is varies from situation to situation and 

person to person. For example, some students adapt their schema relatively easily as they move 

from elementary, to middle, to high school, and on to college and are faced with new expectations 

for behavior and academic engagement. Other students don‟t adapt as easily, and holding onto 

their old schema creates problems as they try to interpret new information through old, incompatible 

schema. 

Schemata guide our interactions, providing a script for our behaviors. We know, in general, how to 

act and communicate in a waiting room, in a classroom, or on a first date. For example, if you are 

doing a group project for class and you perceive a group member to be shy based on your schema 

of how shy people communicate, you may avoid giving him presentation responsibilities in your 

group project because you do not think shy people make good public speakers. 

Schemata are also used to interpret others‟ behavior and form impressions about who they are as a 

person. In the United States and many other Western cultures, people‟s identities are often closely 

tied to what they do for a living. When we introduce others, or ourselves, occupation is usually one 

of the first things we mention. Think about how your communication with someone might differ if he 

or she were introduced to you as an artist versus a doctor. We make similar interpretations based 

on where people are from, their age, their race, and other social and cultural factors. 
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Importance of Perception 

Decision Making: Perception influences how individuals interpret information, which directly 

impacts their decision-making processes within the organization. 

Conflict Resolution: Different perceptions of a situation can lead to conflicts within the 

organization. Understanding and managing these perceptions are essential for effective conflict 

resolution. 

Leadership Effectiveness: Leaders need to understand how their actions are perceived by others 

within the organization to effectively lead and inspire their teams. 

Organizational Culture: Perception shapes the organizational culture by influencing how 

employees perceive the values, norms, and expectations within the organization. 

Employee Motivation: Perception of fairness, recognition, and rewards can significantly impact 

employee motivation and engagement levels. 

Communication: Perception affects how messages are perceived and interpreted by employees. 

Effective communication strategies should take into account the perceptions of the audience. 

Performance Evaluation: Perception influences how employees perceive performance evaluation 

criteria, which can impact their motivation and performance levels. 

Team Dynamics: Differences in perception within teams can affect collaboration and team 

dynamics. Understanding and managing these differences are crucial for team effectiveness. 

Change Management: Perception plays a significant role in how employees perceive and adapt to 

organizational changes. Managing perceptions effectively can facilitate smoother change 

management processes. 

Customer Relations: Perception of the organization by customers and stakeholders influences 

their interactions and relationships with the organization, impacting its reputation and success. 

 

MANAGEMENT BEHAVIOURAL ASPECT OF PERCEPTION 

In the context of management, understanding the behavioral aspects of perception is crucial for 

leaders and managers to effectively interact with their employees, make informed decisions, and 

create a positive work environment. Here are some key behavioral aspects of perception in 

management: 

Selective perception: Individuals tend to selectively perceive information based on their interests, 

needs, and expectations. In a management setting, this means that managers may focus more on 

information that confirms their existing beliefs or biases, while ignoring contradictory data. It is 

important for managers to be aware of their selective perception and actively seek out diverse 

perspectives and information to make objective decisions. 

Stereotyping: Stereotyping refers to the tendency to assign certain traits or characteristics to 

individuals or groups based on preconceived notions or generalizations. In a management context, 

stereotyping can lead to biased judgments and decision-making. Managers should strive to avoid 
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stereotyping and treat each employee as an individual, recognizing their unique abilities, skills, and 

contributions. 

Halo effect: The halo effect occurs when a positive or negative impression of an individual 

influences perceptions of their other attributes or qualities. For example, if a manager has a positive 

impression of an employee based on their performance in one area, they may assume the 

employee is competent in all areas. This can lead to biased performance evaluations and promotion 

decisions. Managers should make an effort to evaluate employees based on objective criteria and 

avoid letting one aspect influence their perception of the individual as a whole. 

Attribution theory: Attribution theory focuses on how individuals interpret and explain the causes 

of behavior. Managers may attribute an employee‟s behavior to internal factors (such as ability or 

motivation) or external factors (such as the task difficulty or resources available). Understanding 

attribution theory can help managers make more accurate judgments about employee performance 

and provide appropriate feedback and support. 

Emotional influence: Emotions can significantly impact perception. Managers should be mindful of 

the emotional state of their employees and how it may affect their perceptions and behavior. 

Emotionally intelligent managers can effectively manage their own emotions and recognize and 

respond to the emotions of their employees, creating a more positive and supportive work 

environment. 

Perceptual biases: Various cognitive biases can distort perception and influence decision-making 

in management. Some common biases include confirmation bias (favoring information that confirms 

existing beliefs), availability bias (relying on readily available information), and anchoring bias 

(relying too heavily on initial information). Managers need to be aware of these biases and strive to 

make objective and unbiased decisions. 

 

Factors influencing the perception: 

1. External factors                                                      2. Internal factors 

1. External factors:  these factors consist of environmental influences and are in the form of the  

characteristics of perceptual inputs or stimuli. These characteristics may distinguish a particular   

stimulus from other stimulus of the same group.  

 Size:  size of the object is also one of the important thing. In this one particular thing is  

having   the   data.   But   it   may   be   big   or   small.   We   will   take   the   object   should   

be   understandable and selected data.        

  Intensity:   the  intensity  principle  of   attention  states   that   the   more  intense   the   

external  stimulus is the more likely, it is to be perceived. A loud sound, strong order or bright 

light   is noticed more as compared to a soft sound, weak odour , or dim light  

 Repetition: in this repetition states the object or data or pictures are more influencing the   

peoples, when they are looking are seeing repeatly.  For to this repetition will make to   

purchase or change the behavior 

 Novelty and familiarity: novelty and familiarity principle states that either a novel or a   

familiar external situation can serve as attention-getter. Now objects or events in a familiar  

setting or familiar objects or events in new setting draw better attention. 
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 Contrast:    the contrast principle states that stimuli which stand against the background.   

Letter of bold types , building colors are influence the people and attract the colors. 

2.Internal   factors:     internal   factors   are   related   to   the   individual‟s   complex   

psychological  makeup. 

 Self- concept: the way a person views the world depends a great deal on the concept or  

image he has about himself. This concept plays an internal role in perceptual selectivity. This 

is  totally based on individual‟s psychological balance.            

 Belief:     A   person‟s   beliefs   have   profound   influence   on   his  perception.   The   

individual  normally censors stimulus inputs to avoid disturbance of his existing beliefs. So 

peoples are  having their own beliefs and opinions. These are also influence the perception.   

 Expectations: expectations affect what a person perceives. Expectations are related with 

the   state of anticipation of a particular behavior from a person. 

 Inner needs: people‟s perception is determined by their inner needs. The people‟s are 

having  some inner needs in the minds. So at that time people also search for their needs 

when the need   parallel items are compared, people will receive quickly..                                                                

Barriers in perceptual accuracy 

These barriers highlight the challenges individuals face in accurately perceiving and interpreting 

information, emphasizing the importance of self-awareness, critical thinking, and openness to 

diverse perspectives in overcoming perceptual inaccuracies. 

Stereotyping: Preconceived beliefs or stereotypes about individuals or groups can lead to 

oversimplified perceptions and judgments, overlooking individual differences. 

Selective Perception: Individuals may selectively perceive information that confirms their existing 

beliefs or expectations while ignoring contradictory evidence, leading to biased perceptions. 

Projection: Projecting one's own thoughts, feelings, or motives onto others can distort perceptions 

and lead to misunderstandings or misinterpretations. 

Halo Effect: Allowing one positive or negative trait to influence overall perceptions of an individual, 

leading to biased evaluations. 

Confirmation Bias: Seeking out or interpreting information in a way that confirms pre-existing 

beliefs or hypotheses, while discounting evidence to the contrary, leading to skewed perceptions. 

Attribution Errors: Incorrectly attributing the causes of behavior to internal factors (personality, 

ability) or external factors (situational factors), leading to inaccurate perceptions of individuals' 

motivations and capabilities. 

Cultural Differences: Differences in cultural background and norms can lead to misunderstandings 

and misinterpretations of behavior, affecting perceptual accuracy in cross-cultural interactions. 

Emotional Influences: Strong emotions can cloud judgment and perception, leading to distorted or 

exaggerated perceptions of situations or individuals. 

Information Overload: Being overwhelmed with excessive information can lead to selective 

perception or overlooking important details, affecting accuracy in processing information. 
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Perceptual Defense: Unconsciously ignoring or distorting information that threatens one's self-

esteem or challenges deeply held beliefs, leading to inaccurate perceptions of reality. 

 

SOME PERCEPTUAL SKILLS 

These perceptual skills are essential for managers in navigating complex organizational dynamics, 

fostering positive relationships, making sound decisions, and achieving strategic goals. 

Empathy: The ability to understand and share the feelings and perspectives of others, which is 

crucial for effective communication, collaboration, and leadership. 

Active Listening: The skill of fully concentrating, understanding, responding to, and remembering 

what is being said, which fosters better understanding and rapport in interpersonal interactions. 

Nonverbal Communication: The ability to interpret and respond to nonverbal cues such as body 

language, facial expressions, and tone of voice, enhancing communication effectiveness and 

emotional intelligence. 

Critical Thinking: The skill of objectively analyzing and evaluating information, arguments, and 

situations, enabling managers to make informed decisions and solve complex problems. 

Perspective Taking: The capacity to see situations from different viewpoints and understand the 

motivations and concerns of others, facilitating empathy, conflict resolution, and negotiation. 

Situational Awareness: The ability to perceive and comprehend one's environment, including 

understanding context, anticipating changes, and recognizing potential opportunities or threats. 

Feedback Reception: The skill of receiving and processing feedback constructively, being open to 

criticism, and using it to improve performance and relationships. 

Pattern Recognition: The capability to identify patterns, trends, and relationships in data, 

situations, or behaviors, aiding in decision-making, problem-solving, and strategic planning. 

Adaptability: The capacity to adjust one's responses, strategies, and behaviors in changing 

circumstances, enabling managers to remain flexible and resilient in dynamic environments. 

Self-awareness: The ability to recognize and understand one's own emotions, strengths, 

weaknesses, and biases, fostering personal growth, effective leadership, and interpersonal 

relationships. 

 

ATTITUDES AND ORGANISATION 

There are three primary attitudes; job satisfaction, job involvement, and organisational commitment.  

 Job satisfaction refers to an individual's general attitude towards his or her job, which is 

either positive or negative, i.e. satisfied or dissatisfied.  

 Job involvement measures the degree to which a person identifies with his job, actively 

participates in it and considers his performance important to his selfworth.  
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 Organisational commitment is an orientation in terms of loyalty, identity and involvement in 

the organisation.  

These attitudes are measured so that behaviours like productivity, absenteeism and turnover 

can be predicted. Managers need not be interested only in understanding the attitudes of the 

people, but also in changing them. Since attitudes are learned they can be changed. Persuasive 

communications are used to change attitudes. But attitudes are slow to change. Because they 

are based on deep-seated beliefs and values. 

 

According to Baron, Attitude is defined as, lasting evaluations of people, groups, objects, or issues- 

in fact, of virtually any aspect of the social or physical world.  

Petty and Cacioppo state, Attitudes are general evaluations people make about themselves, other 

persons, objects, or issues. They are acquired through experience and exert a directive influence on 

subsequent behaviour.  

 

PROCESS OF CHANGE IN ATTITUDE 

Pre-Contemplation: 

 Individuals are not aware of any need for change in their attitudes. 

 They may be unaware of conflicting information or may not perceive any problem with their 

current attitudes. 

Contemplation: 

 Individuals become aware of conflicting information or experiences that challenge their 

current attitudes. 

 They begin to consider the possibility of changing their attitudes but may still feel ambivalent 

or uncertain. 

Preparation: 

 Individuals actively seek out information or experiences that could help them resolve the 

conflict in their attitudes. 

 They may engage in research, discussion, or self-reflection to gather more information and 

perspectives. 

Action: 

 Individuals make a conscious decision to change their attitudes based on the information 

and experiences they have gathered. 

 They may take specific steps to implement the changes, such as adjusting their behavior or 

beliefs. 

Maintenance: 

 Individuals work to sustain their new attitudes over time. 



9 
 

 They may seek support from others, engage in continued learning, or practice new 

behaviors to reinforce the changes. 

Termination (optional): 

 In some cases, individuals reach a point where the attitude change becomes fully integrated 

into their identity and no longer requires conscious effort to maintain. 

 This stage may not be reached in all instances of attitude change, particularly if the change 

is not deeply ingrained or if circumstances change 

 

PROCESS OF FORMATION OF ATTITUDE 

There are basically two sources of formation of attitude: 

1. Social Learning : It is acquiring attitudes from others. There are broadly three processes of 

acquiring attitudes through social learning: 

 Classical Conditioning is a basic form of learning in which one stimulus regularly precedes 

another. It is learning based of association, that when first stimulus is present, the second 

would follow. Prejudices and preferences are created through classical conditioning. 

Classical Conditioning can play a role in the development of attitudes. 

 Instrumental Conditioning is concerned with learning to express the “right” views. 

Instrumental Conditioning is created through rewarding a desirable behaviour and 

discouraging an undesirable behaviour. Thus a particular type of attitude is created towards 

a particular type of action through Instrumental Conditioning. 

 Modeling as a concept, deals with individuals acquiring new behaviours through observing 

the actions of others. Individuals tend to do what others do, not what others say. Thus 

attitudes may be transmitted from one person to another, or from one group to another, or 

from one generation to another. 

2. Direct Experience : Attitudes are also formed through real life experience, which may be also 

called as direct experience or personal experience. Various studies suggest that strength of the 

attitudes acquired through direct experience is stronger than the strength of attitudes acquired 

indirectly. Attitudes acquired through direct experience are held more confidently and are more 

difficult to be subjected to change. If you hold strong attitude about an object, issue, or a person, 

and you want others to properly understand your stand, it is better to let others have direct 

experience with the attitude object. 

 

Methods of Effecting Attitude Change 

Persuasive Communication: This involves presenting information in a compelling manner to 

influence attitudes. It often employs techniques such as using strong arguments, vivid imagery, and 

emotional appeals. 

Social Influence: Attitudes can be influenced by social norms, peer pressure, and conformity. 

People may adopt attitudes that are consistent with those of their social group or that are perceived 

as socially desirable. 
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Direct Experience: Attitudes can be changed through firsthand experience. Positive or negative 

experiences with a person, product, or idea can shape attitudes toward it. 

Role-playing and Simulation: By assuming different roles or engaging in simulations, individuals 

may gain new perspectives and develop empathy, leading to attitude change. 

Education and Information: Providing accurate and relevant information can challenge 

misconceptions and lead to attitude change, particularly when the information is presented by 

credible sources. 

Fear Appeals: This approach involves creating fear or anxiety about potential consequences of 

certain attitudes or behaviors, motivating individuals to change their attitudes to avoid these 

consequences. 

Counter-Conditioning: Attitudes can be changed by associating them with new, positive stimuli 

through processes such as classical conditioning. For example, positive associations can be formed 

through repeated exposure to a particular stimulus. 

FUNCTIONS OF ATTITUDE 

Adaptive Function:  Attitudes help individuals adapt to their environment by guiding their 

responses to different situations. They serve as mental shortcuts that inform behavior and decision-

making. 

Ego-Defensive Function:  Attitudes can serve to protect individuals' self-esteem and sense of 

identity. They may help people defend against threats to their self-concept by justifying their beliefs 

or behaviors. 

Value-Expressive Function:  Attitudes express individuals' core values, beliefs, and self-concept. 

They signal to others who they are and what they stand for, contributing to a sense of identity and 

belonging. 

Knowledge Function: Attitudes help individuals organize and make sense of their social world. 

They provide a framework for interpreting and categorizing information, guiding perceptions and 

judgments. 

Utilitarian Function:  Attitudes serve a practical purpose by helping individuals maximize rewards 

and minimize punishment in their interactions and decisions. They guide behavior toward outcomes 

that are perceived as desirable. 

Social Adjustment Function:  Attitudes facilitate social interaction and cohesion by aligning 

individuals with the norms and expectations of their social groups. They help maintain social 

harmony and cohesion by signaling conformity to group values. 

Instrumental Function:  Attitudes serve as tools for achieving goals and fulfilling needs. They 

motivate behavior by directing individuals toward desired outcomes and influencing the choices they 

make.  

Affective Function:  Attitudes elicit emotional responses and contribute to individuals' overall 

affective experiences. They can evoke positive or negative feelings toward people, objects, or ideas, 

influencing the intensity and direction of emotional reactions. 
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Effects of employee attitudes 

Job satisfaction: Employee attitudes, particularly their level of job satisfaction, significantly impact 

their overall well-being and motivation. When employees have positive attitudes towards their work, 

they are more likely to experience higher job satisfaction. This, in turn, leads to increased employee 

engagement, productivity, and commitment to the organization. 

Employee retention: Positive employee attitudes can contribute to higher levels of employee 

retention. When employees are satisfied with their work and have positive attitudes towards their 

organization, they are more likely to stay with the company for a longer period. Conversely, negative 

attitudes, such as dissatisfaction or a lack of commitment, can result in higher turnover rates, 

leading to increased recruitment and training costs for the organization. 

Organizational commitment: Employee attitudes also influence their level of organizational 

commitment. Organizational commitment refers to the extent to which employees identify with and 

are loyal to their organization. Positive attitudes, such as a strong sense of belonging and 

dedication, foster higher levels of commitment, resulting in increased employee loyalty, discretionary 

effort, and a reduced likelihood of turnover. 

Productivity and performance: Employee attitudes can impact their productivity and job 

performance. When employees have positive attitudes towards their work, they are more likely to be 

motivated, engaged, and willing to go the extra mile. On the other hand, negative attitudes, such as 

disengagement, apathy, or cynicism, can lead to decreased productivity, poor performance, and a 

negative impact on overall organizational effectiveness. 

Team dynamics and collaboration: Employee attitudes can affect team dynamics and 

collaboration within the organization. Positive attitudes, such as trust, respect, and cooperation, 

contribute to a harmonious and supportive work environment. This fosters effective teamwork, open 

communication, and the sharing of ideas and knowledge. Conversely, negative attitudes, such as 

conflict, distrust, or resistance, can hinder collaboration, create a toxic work environment, and 

impede team performance. 

Customer satisfaction: Employee attitudes indirectly influence customer satisfaction and loyalty. 

Positive attitudes, such as enthusiasm, friendliness, and a genuine concern for customer needs, can 

enhance the quality of customer interactions and lead to increased customer satisfaction. On the 

other hand, negative attitudes, such as rudeness or indifference, can have a detrimental impact on 

customer experiences, leading to decreased customer satisfaction and potential loss of business. 

 

VALUES 

 Values play important roles in people‟s identity because they affect attitudes, behaviors, 

motivation, and perceptions. Everyone has a value system, and thus, it tends to be relatively 

long-lasting and stable. The value system firstly is generated from the family generation, and 

then is altered by communities such as school, neighborhood, workplace, and other multiple 

social environments. Values have a big impact on how much people are committed to and 

engaged toward their work and colleagues because they are comprised of a judgmental 

factor that carries personal thoughts about good, right, or desirable. The basic beliefs about 

what is good, bad, acceptable, or unacceptable come from one‟s own culture 
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 Values are so embedded that it can be inferred from people's behaviour and their expressed 

attitudes. But values are a strong force in people. What may `appear' to be strange 

behaviour in an employee can make sense if managers understand the values underlying 

that behavior.   

Types of Values 

1. Terminal value is once again subdivided into 'personal value' and 'social value'. Terminal values 

are a comfortable life, an exciting life, a sense of accomplishment, pleasure,true friendship, wisdom, 

freedom, happiness, etc. Terminal value refers to describe end states existence. These are the 

goals that a person would like to achieve during his or her lifetime.It is an end state of existence. 

Terminal Values : Terminal values represent the desirable and states of existence, the goals of an 

individual would like to achieve during his/her life time. They are as follows : 1) World Peace, 2) 

Happiness. 3) Equality, 4) Achievement, 5) Inner Peace, 6) Beauty in Nature, 7) Family Security,8) 

Self-Respect 9) Salvation, 10) Friendship, 11) Mature Love, 12) Pleasure, 13) Freedom, 14) 

Wisdom. 15) Prosperity, 16) National Security 

2.  Instrumental values: Instrumental values represents preferable modes of behavior or means of 

achieving one‟s terminal values. 1)Honesty 2)Forgiving Nature, 3) Helpfulness 4) Self-control 5) 

independence,6) Obedience, 7) Ambition,8) Open-mindedness, 9) Cleanlinees,10) Affection and 

Love, 11) Politeness,12) Rationality, 13) Responsibility, 14)Courage 15) Competence,16) 

Cheerfulness 17)intelligenee,18) imagination. 

The instrumental values are the preferable modes of behavior or conduct. The values are 

broadminded, cheerful, forgiving, helpful, loving, logical, polite, responsible,self-controlled, 

imaginative, clean, competent. 

Nature and Importance of Motivation 

1. Nature of Motivation: 

Motivation refers to the internal processes that drive and direct individuals‟ behavior towards 

achieving certain goals or fulfilling specific needs. Here are some key aspects of the nature of 

motivation: 

 Individualistic: Motivation is highly individualistic, as different people are motivated by 

different factors and have unique goals and desires. Individuals have diverse needs, values, 

interests, and aspirations, which influence what motivates them and how they are motivated. 

 Dynamic: Motivation is a dynamic process that can fluctuate over time. It is influenced by 

various factors, including personal experiences, external circumstances, and changes in 

goals or priorities. Individuals‟ motivation levels can vary, and it requires continuous attention 

and reinforcement. 

 Complex: Motivation is a complex phenomenon influenced by a combination of internal and 

external factors. It is not solely driven by one factor but rather by a multitude of factors, such 

as personal values, social norms, rewards, recognition, and the individual‟s perception of 

their abilities and the task at hand. 

 Multi-dimensional: Motivation can be categorized into different types or dimensions. Some 

common motivational factors include intrinsic motivation (internal drive based on personal 

interest and enjoyment), extrinsic motivation (external rewards or incentives), achievement 



13 
 

motivation (desire for success and accomplishment), and affiliation motivation (desire for 

social interaction and belonging). 

2. Importance of Motivation: 

Motivation plays a crucial role in individuals‟ personal and professional lives, as well as in 

organizational contexts. Here are some key reasons highlighting the importance of motivation: 

Enhanced performance and productivity: Motivated individuals are more likely to exert effort, 

persevere in the face of challenges, and strive for higher levels of performance. They are driven to 

achieve their goals, which leads to increased productivity and improved performance at both 

individual and organizational levels. 

Goal achievement: Motivation provides individuals with the drive and determination to pursue and 

accomplish their goals. It helps individuals set clear objectives, develop action plans, and maintain 

focus and persistence until the goals are achieved. Without motivation, individuals may lack 

direction and struggle to make progress towards their desired outcomes. 

Increased job satisfaction and engagement: Motivation contributes to higher levels of job 

satisfaction and engagement. When individuals are motivated, they experience a sense of 

fulfillment, enjoyment, and meaning in their work. Motivated employees are more likely to be 

proactive, take ownership of their tasks, and actively contribute to the success of the organization. 

Employee retention and loyalty: Motivation plays a role in employee retention and loyalty. When 

individuals are motivated and satisfied in their roles, they are more likely to remain committed to the 

organization and less likely to seek opportunities elsewhere. This reduces turnover rates, saves 

recruitment and training costs, and promotes stability within the organization. 

Innovation and creativity: Motivated individuals are more inclined to think creatively, seek 

innovative solutions, and take calculated risks. They are not just focused on completing tasks but 

also on finding better ways of doing things. Motivation fosters a positive and proactive mindset that 

encourages individuals to generate new ideas and contribute to organizational growth and 

innovation. 

Positive work environment: Motivated individuals contribute to a positive work environment. Their 

enthusiasm and drive can be contagious, inspiring and energizing others. A motivated workforce 

enhances teamwork, communication, and collaboration, creating a supportive and high-performing 

organizational culture.  

 

ACHIEVEMENT MOTIVE  

The achievement motive, also known as the need for achievement , refers to an individual‟s desire 

or drive to set and accomplish challenging goals,  excel in performance, and attain personal 

success. The achievement motive plays a significant role in motivating  individuals to strive for 

excellence  and accomplish meaningful outcomes.     

 Definition and characteristics: The achievement motive reflects an individual‟s desire to 

excel in tasks, solve problems, and meet high standards of performance. People with a high 

achievement motive are typically motivated by personal accomplishments, self-improvement, 
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and mastery of skills. They have a strong drive to succeed and are willing to take on 

challenges and risks to attain their goals.  

 Goal orientation: Individuals with a high achievement motive tend to be more focused on 

mastery-oriented goals rather than performance-oriented goals. They are driven by a desire 

for personal growth and competence rather than solely seeking external rewards or 

outperforming others. They derive satisfaction from making progress, acquiring new skills, 

and achieving self-defined standards of excellence. 

 Persistence and effort: The achievement motive is associated with a high level of 

persistence and effort. Individuals with a strong achievement motive are willing to invest 

time, energy, and resources to overcome obstacles and achieve their goals. They exhibit a 

strong work ethic, a willingness to learn from setbacks, and a determination to improve their 

performance. 

 Preference for challenging tasks: Individuals with a high achievement motive are inclined 

to seek out and engage in challenging tasks. They actively pursue opportunities that provide 

a chance to demonstrate their abilities and achieve success. They thrive in situations where 

they can set ambitious goals, receive feedback on their performance, and experience a 

sense of accomplishment through their efforts. 

 Feedback and recognition: Individuals with a high achievement motive value feedback and 

recognition for their efforts and accomplishments. They seek constructive feedback to 

improve their performance and use it as a means to gauge their progress towards their 

goals. Recognition and acknowledgment of their achievements further motivate them to 

continue striving for excellence. 

 Impact on performance and success: The achievement motive has a significant impact on 

individuals‟ performance and success. Individuals with a high achievement motive are often 

high achievers who excel in their chosen domains, such as academics, sports, or 

professional careers. Their drive for achievement fuels their motivation to continuously 

improve and surpass their previous accomplishments.  

 Cultivation and development: The achievement motive can be cultivated and developed 

through various means. Providing individuals with opportunities to set challenging goals, 

offering feedback and recognition for their efforts, and fostering a supportive and growth-

oriented environment can enhance the development of the achievement motive.  

Understanding the achievement motive is important for both individuals and organizations. 

Individuals can leverage their achievement motive to set and pursue meaningful goals, enhance 

their performance, and experience personal fulfillment. Organizations can recognize and nurture the 

achievement motive in their employees to promote a culture of excellence, engagement, and 

continuous improvement.   

 

THEORIES OF WORK MOTIVATION 

1.   Maslow’s Need Hierarchy Theory 

 Abraham Maslow first introduced the concept of a hierarchy of needs in his 1943 paper, 

titled "A Theory of Human Motivation," and again in his subsequent book, "Motivation and 

Personality." This hierarchy suggests that people are motivated to fulfill basic needs before 

moving on to other, more advanced needs 

https://www.verywellmind.com/biography-of-abraham-maslow-1908-1970-2795524
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 The levels of hierarchy in Maslow‟s need hierarchy theory appear in the shape of a pyramid, 

where the most basic need is placed at the bottom while the most advanced level of 

hierarchy is at the top of the pyramid. 

 According to Maslow human needs were arranged in a hierarchy, with physiological 

(survival) needs at the bottom, and the more creative and intellectually oriented „self-

actualization‟ needs at the top. 

 Maslow argued that survival needs must be satisfied before the individual can satisfy the 

higher needs. The higher up the hierarchy, the more difficult it is to satisfy the needs 

associated with that stage, because of the interpersonal and environmental barriers that 

inevitably frustrate us. 

 

Higher needs become increasingly psychological and long-term rather than physiological and short-

term, as in the lower survival-related needs 

1.  Physiological needs  are biological requirements for human survival, e.g., air, food, drink, 

shelter, clothing, and sleep. Our most basic need is for physical survival, and this will be the first 

thing that motivates our behavior. Once that level is fulfilled, the next level up is what motivates us, 

and so on. 

The human body cannot function optimally if physiological needs are not satisfied. Maslow 

considered physiological needs the most important as all the other needs become secondary until 

these needs are met. Once an individual‟s physiological needs are satisfied, the need for security 

and safety becomes salient. 

These refer to basic physical needs like drinking when thirsty or eating when hungry. According to 

Maslow, some of these needs involve our efforts to meet the body‟s need for homeostasis; that is, 

maintaining consistent levels in different bodily systems (for example, maintaining a body 

temperature of 98.6°). 

Maslow considered physiological needs to be the most essential of our needs. If someone is lacking 

in more than one need, they‟re likely to try to meet these physiological needs first. For example, if 

someone is extremely hungry, it‟s hard to focus on anything else besides food. Another example of 

a physiological need would be the need for adequate sleep. 

 

https://www.thoughtco.com/homeostasis-defined-373304
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2.  Safety needs –  people want to experience order, predictability, and control in their lives. Safety 

needs can be fulfilled by the family and society (e.g., police, schools, business, and medical care). 

For example, emotional security, financial security (e.g., employment, social welfare), law and order, 

freedom from fear, social stability, property, health, and wellbeing (e.g., safety against accidents and 

injury). 

Once people‟s physiological requirements are met, the next need that arises is a safe environment. 

Our safety needs are apparent even early in childhood, as children have a need for safe and 

predictable environments and typically react with fear or anxiety when these are not met. Maslow 

pointed out that in adults living in developed nations, safety needs are more apparent in emergency 

situations (e.g. war and disasters), but this need can also explain why we tend to prefer the 

familiar or why we do things like purchase insurance and contribute to a savings account 

3.  Love and belongingness needs  refers to a human emotional need for interpersonal 

relationships, affiliating, connectedness, and being part of a group. 

Examples of belongingness needs include friendship, trust, acceptance, receiving and giving 

affection, and love.  This need is especially strong in childhood and can override the need for safety, 

as witnessed in children who cling to abusive parents. 

According to Maslow, the next need in the hierarchy involves feeling loved and accepted. This need 

includes both romantic relationships as well as ties to friends and family members. It also includes 

our need to feel that we belong to a social group. Importantly, this need encompasses both feeling 

loved and feeling love towards others. 

Since Maslow‟s time, researchers have continued to explore how love and belonging needs impact 

well-being. For example, having social connections is related to better physical health and, 

conversely, feeling isolated (i.e. having unmet belonging needs) has negative consequences for 

health and well-being. 

4. Esteem needs are the fourth level in Maslow‟s hierarchy and include self-worth, accomplishment, 

and respect.   Maslow classified esteem needs into two categories: (i) esteem for oneself (dignity, 

achievement, mastery, independence) and (ii) the desire for reputation or respect from others (e.g., 

status, prestige). 

Esteem presents the typical human desire to be accepted and valued by others. People often 

engage in a profession or hobby to gain recognition. These activities give the person a sense of 

contribution or value. 

Low self-esteem or an inferiority complex may result from imbalances during this level in the 

hierarchy. Maslow indicated that the need for respect or reputation is most important for children 

and adolescents and precedes real self-esteem or dignity. 

Our esteem needs involve the desire to feel good about ourselves. According to Maslow, esteem 

needs include two components. The first involves feeling self-confidence and feeling good about 

oneself. The second component involves feeling valued by others; that is, feeling that our 

achievements and contributions have been recognized by other people. When people‟s esteem 

needs are met, they feel confident and see their contributions and achievements as valuable and 

important. However, when their esteem needs are not met, they may experience what psychologist 

Alfred Adler called “feelings of inferiority.” 

https://www.thoughtco.com/status-quo-bias-4172981
https://www.thoughtco.com/status-quo-bias-4172981
https://www.simplypsychology.org/bowlby.html
https://www.thoughtco.com/adlerian-therapy-stages-4173522
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5. Self-actualization needs are the highest level in Maslow‟s hierarchy, and refer to the realization 

of a person‟s potential, self-fulfillment, seeking personal growth, and peak experiences. 

This level of need refers to what a person‟s full potential is and the realization of that 

potential.  Maslow describes this level as the desire to accomplish everything that one can, and “to 

become everything one is capable of becoming”. 

Individuals may perceive or focus on this need very specifically. For example, one individual may 

have a strong desire to become an ideal parent. In another, the desire may be expressed 

athletically. For others, it may be expressed in paintings, pictures, or inventions.  

Self-actualization refers to feeling fulfilled, or feeling that we are living up to our potential. One 

unique feature of self-actualization is that it looks different for everyone. For one person, self-

actualization might involve helping others; for another person, it might involve achievements in an 

artistic or creative field. Essentially, self-actualization means feeling that we are doing what we 

believe we are meant to do. According to Maslow, achieving self-actualization is relatively rare, and 

his examples of famous self-actualized individuals include Abraham Lincoln, Albert Einstein, 

and Mother Teresa. 

Need Effect if unmet 

Physiological 
• physical illness 

• hoarding behavior 

Safety 
• anxiety 

• psychological trauma 

Love and 

belonging 

• loneliness 

• antisocial behavior 

Esteem 

• feeling worthless 

• feeling invisible or 

unappreciated 

• low self-confidence 

• depression 

Self-actualization 

• boredom 

• cynicism 

• lack of meaning in life 

Maslow’s hierarchy of needs doesn't follow a strict linear progression. Individuals can feel 

various needs at the same time or shift between levels. Maslow noted that the order of needs might 

be flexible based on external circumstances or individual differences. For example, that for some 

individuals, the need for self-esteem is more important than the need for love. For others, the need 

for creative fulfillment may supersede even the most basic needs. 

https://www.thoughtco.com/maslow-theory-self-actualization-4169662
https://www.bbc.com/news/magazine-23902918
https://www.thoughtco.com/abraham-lincoln-16th-president-united-states-104273
https://www.thoughtco.com/albert-einstein-1779799
https://www.thoughtco.com/mother-teresa-1779852
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Maslow proposed that human beings possess two sets of needs. This five-stage model can be 

divided into deficiency needs and growth needs. The first four levels are often referred to as 

deficiency needs ( D-needs ), and the top level is known as growth or being needs (B-needs ). 

Deficiency needs 

 Deficiency needs are concerned with basic survival and include physiological needs (such 

as the need for food,  and sleep) and safety needs (such as the need for security and 

freedom from danger). Behaviors associated with these needs are seen as „deficiency‟ 

motivated, as they are a means to an end. 

 Deficiency needs arise due to deprivation and are said to motivate people when they are 

unmet. Also, the motivation to fulfill such needs will become stronger the longer they are 

denied. For example, the longer a person goes without food, the more hungry they will 

become. 

 Maslow initially stated that individuals must satisfy lower-level deficit needs before 

progressing to meet higher-level growth needs. However, he later clarified that satisfaction of 

a need is not an “all-or-none” phenomenon, admitting that his earlier statements may have 

given “the false impression that a need must be satisfied 100 percent before the next need 

emerges 

Growth needs 

 Growth needs are more psychological and are associated with realizing an individual‟s full 

potential and needing to „self-actualize‟. These needs are achieved more through intellectual 

and creative behaviors. Growth needs do not stem from a lack of something but rather from 

a desire to grow as a person.  

 Once these growth needs have been reasonably satisfied, one may be able to reach the 

highest level, called self-actualization. Growth needs are achieved more through intellectual 

and creative behaviors. 

 Every person is capable and has the desire to move up the hierarchy toward a level of self-

actualization. Unfortunately, progress is often disrupted by a failure to meet lower-level 

needs. 

Characteristics of self-actualizers: 

 They perceive reality efficiently and can tolerate uncertainty; 

 Accept themselves and others for what they are; 

 Spontaneous in thought and action; 

 Problem-centered (not self-centered); 

 Highly creative 

 Concerned for the welfare of humanity; 

 Capable of deep appreciation of basic life-experience; 

 Establish deep satisfying interpersonal relationships with a few people; 

 Strong moral/ethical standards.  

Examples of Maslow’s hierarchy of needs 

Aside from its psychological application, countless disciplines have found Maslow‟s model to 

be a useful teaching tool. Some education professionals refer to the hierarchy when assessing 

https://files.eric.ed.gov/fulltext/EJ1157664.pdf
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educational or behavioral challenges among students by trying to identify where their needs 

aren‟t being met. 

Similarly, the hierarchy is used in some business leadership theories as a guide to support 

employees and build a healthy organization. 

Race and social justice advocates have used this hierarchy as a model to explain how basic 

inequalities significantly hinder underserved people‟s upward mobility.  

“Experiencing food insecurity, having inadequate housing, or being overworked does not 

inherently make us unable to experience moments of genuine happiness, contentment, and 

ease,” the YWCA, a women‟s rights organization, states in an article about race, poverty and 

well-being. 

“However experiences such as food insecurity, inadequate housing, or being overworked 

disadvantage us in our quest to live well. They present barriers that must be overcome, 

challenges that must be faced, and equate us with worry for the possibility of our most basic 

needs not being met, jeopardizing our first desire, to live.”  

Some people in this sphere reframe Maslow‟s hierarchy to be one of rights or inequities to 

better illustrate where and how things like discrimination lead to the denial of these needs. 

Behavior leading to self-actualization:  

 Experiencing life like a child, with full absorption and concentration;  

 Trying new things instead of sticking to safe paths;  

 Listening to your own feelings in evaluating experiences instead of the voice of tradition, 

authority or the majority;  

 Avoiding pretense ('game playing') and being honest;  

 Being prepared to be unpopular if your views do not coincide with those of the majority;  

 Taking responsibility and working hard;  

 Trying to identify your defenses and having the courage to give them up. 

Criticisms of Maslow’s hierarchy 

1. The order of needs within the hierarchy is arbitrary 

Some critics say that while it is logical to put physiological needs first and self-actualization last, 

people do not necessarily pursue or obtain the needs in this order. 

For example, some argue that a healthy relationship with oneself is an important requirement for 

having healthy relationships with others. Maslow himself met people who valued self-esteem more 

than love. However, Maslow did not consider the exact order of needs to be rigid. 

2. Self-actualization is not linear 

In his early work, Maslow argued that a person could only self-actualize once they had met their 

basic needs. However, sometimes, not being able to meet one‟s basic needs helps people identify 

their self-actualization goals. 

https://www.forbes.com/sites/forbeshumanresourcescouncil/2021/06/10/maslows-hierarchy-of-needs-in-your-organization-how-to-support-your-employees-at-every-stage/?sh=2cfdc2903b59
https://ywcaspokane.org/race-poverty-and-access-to-wellbeing-in-america/
https://ywcaspokane.org/race-poverty-and-access-to-wellbeing-in-america/
https://healthyplacesbydesign.org/maslows-hierarchy-of-inequity/
https://open.baypath.edu/psy321book/chapter/c23p2/
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For example, a person may have a stable career for many years, fulfilling their safety needs. 

However, if they lose their job, they may realize that their old career was not satisfying. Needing 

another source of income might spur them to pursue the job they truly want. 

Maslow also acknowledged that unmet needs could be motivation for self-actualization in his later 

work. 

3. The self-actualization teaching is not generalizable 

Another criticism of the concept of self-actualization is that Maslow largely based his ideas on the 

biographies of notable historical figures, most of whom were educated white men. As such, the traits 

he observed in these successful individuals may not apply to all people. 

 

2.  McGregor’s Theory ‘X’ and Theory ‘Y’ 

 Theory X and Theory Y meaning refer to human work management and motivation theories 

suggesting two aspects of employee behavior. While Theory X is a negative theory focusing 

on supervision, Theory Y is a positive theory focusing on rewards and recognition. Managers 

across different companies use both theories to motivate employees to perform better. 

 In the case of the X theory, managers adopt an authoritarian approach to motivate the 

organization‟s employees. It involves having a pessimistic opinion regarding the team 

members and using a carrot-and-stick approach. This technique involves persuading the 

employees to complete their work by offering incentives and punishing them if they cannot. 

 According to the theory, managers believe employees dislike working and are unmotivated. 

Hence, an organization‟s management must strongly intervene to ensure employees do their 

job. In other words, managers must motivate subordinates via certain directives and 

supervise their efforts. 

 Contrary to Theory X, Theory Y involves managers of an organization using a participative 

management style to motivate their team members. In this case, the managers have an 

optimistic view of the employees. They assume that solving employee demotivation is 

possible via a decentralized technique in which team relationships, collaboration, and trust 

can improve. 

 Unlike the X theory, this theory explains that managers must fulfill self-actualization, self-

esteem, and social requirements to motivate their team members. It assumes that the 

subordinates in a company like their work and seek responsibility. Moreover, they can be 

self-directed and creative. 

 Managers following the Y Theory encourage their subordinates to participate in multiple 

activities. They have the belief that team members can handle more responsibilities on their 

own. Regular incentives and open communication form the bedrock of this theory, as the 

managers believe in working with the team members rather than controlling them. 

 Theory X assumes that employees are inherently lazy and will avoid work if they can. They 

need to be coerced, controlled, and threatened with punishment to achieve goals. Theory Y, 

on the other hand, assumes that employees are self-motivated and will be committed to 

achieving goals if they are given the opportunity to participate in the decision-making 

process and if the organizational climate is positive. 

 McGregor's theory is not a prescription for how managers should behave, but rather an 

observation of how different managers behave and the consequences of their behaviour. It's 

https://open.baypath.edu/psy321book/chapter/c23p2/


21 
 

a way to understand the different assumptions that managers make about their employees 

and how those assumptions influence their management style. 

Theory X Assumptions 

 Generally, employees dislike responsibilities and try to avoid completing the assigned tasks. 

 Team members resist change. 

 Average employees require formal direction as they are lazy. 

 Only a centralized or authoritarian approach can motivate the employees.  

 Managers can give rewards to employees upon task completion to keep them motivated. 

 The employees have little or no ambition. 

 Employees are inherently lazy and will avoid work if they can. 

 Employees need to be coerced, controlled, and threatened with punishment to achieve 

goals. 

 Employees lack ambition and need constant supervision and direction. 

 Employees are not capable of making decisions and need to be told what to do. 

 An average employee intrinsically does not like work and tries to escape it whenever 

possible. 

 Since the employee does not want to work, he must be persuaded, compelled, or warned 

with punishment so as to achieve organizational goals. A close supervision is required on 

part of managers. The managers adopt a more dictatorial style. 

 Many employees rank job security on top, and they have little or no aspiration/ ambition. 

 Employees generally dislike responsibilities. 

 Employees resist change. 

 An average employee needs formal direction. 

 

These assumptions influence management styles by creating a culture of control and fear, where 

managers are focused on enforcing rules and regulations, rather than on motivating and engaging 

employees. As a result, employees may feel demotivated, disengaged, and less invested in their 

work. 

The impact of Theory X on employee motivation and performance can be significant. The 

assumptions of Theory X can lead to employees feeling undervalued, unimportant and demotivated. 

This can result in low productivity, lack of commitment to the organization and high staff turnover. 

Employees may feel that their opinions and ideas are not valued, and as a result, they may be less 

likely to speak up or take initiative. This can lead to a lack of creativity and innovation in the 

workplace. 

The assumptions of Theory X also influence employees' attitudes towards their work. They may 

view their job as a necessary evil rather than something they are passionate about. They may also 

view their manager as someone who is there to control and punish them, rather than to support and 

guide them. This can lead to a lack of trust and respect between employees and management, 

which can further decrease motivation and productivity. 

Theory Y Assumptions 

 The team members remain motivated by self-control, not external control. 
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 Managers should adopt a decentralized approach to motivate employees to complete their 

tasks. 

 Employees like their work and require little direction. Moreover, They utilize self-direction to 

fulfill organizational goals. 

 The team members seek responsibilities as motivational drivers. 

 Mental and physical exhaustion at work is natural. 

 It is possible to reach organizational goals by trusting team members‟ judgment.  

 Employees can perceive their job as relaxing and normal. They exercise their physical and 

mental efforts in an inherent manner in their jobs. 

 Employees may not require only threat, external control and coercion to work, but they can 

use self-direction and self-control if they are dedicated and sincere to achieve the 

organizational objectives. 

 If the job is rewarding and satisfying, then it will result in employees‟ loyalty and commitment 

to organization. 

 An average employee can learn to admit and recognize the responsibility. In fact, he can 

even learn to obtain responsibility. 

 

The impact of Theory Y on employee motivation and performance can be significant. The 

assumptions of Theory Y can lead to employees feeling empowered, valued, and motivated. This 

can result in high productivity, commitment to the organization, and low staff turnover. Employees 

may feel that their opinions and ideas are valued, and as a result, they may be more likely to speak 

up and take initiative. This can lead to creativity and innovation in the workplace. 

The assumptions of Theory Y also influence employees' attitudes towards their work. They may 

view their job as an opportunity for growth, development, and fulfilment, rather than just a necessary 

evil. They may also view their manager as someone who is there to support, guide and empower 

them, rather than to control and punish them. This can lead to a sense of trust and respect between 

employees and management, which can further increase motivation and productivity. 

 

To effectively implement the assumptions of Theory Y in an organization, managers should: 

 Provide opportunities for employee participation in decision-making and problem-solving. 

 Encourage open communication and feedback to improve employee engagement and 

motivation. 

 Provide autonomy and trust to employees to make decisions and take responsibility for their 

actions. 

 Focus on employee growth and development by providing opportunities for training and 

mentorship. 

 Create a positive organizational climate that values and empowers employees. 

Examples of Theory X and Theory Y 

Example #1 
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Suppose a manager named David has 8 team members, and 5 of them mostly do not complete their 

tasks on time and are not motivated. So, he adopted an authoritarian management style explained 

in Theory X, which involved using rewards and punishment to motivate team members. 

When the team members completed a task, David gave them rewards, for example, appraisals and 

bonuses. However, when they failed to fulfill their responsibilities, the manager punished them with 

a written warning, pay cut, or temporary suspension.  

Example #2 

Suppose Matthew Smith is a manager at Amacon, a tire manufacturing company. He follows Theory 

Y and believes in the idea of decentralization and delegation. Therefore, Matthew gives them more 

authority and responsibility if the team members are not motivated. Moreover, he trusts their 

decisions and helps them understand what they contribute to the organization. 

Rather than punishing the team members or giving them financial incentives, Matthew enables them 

to work together with others to come up with a solution. This fulfills the team members‟ social, self-

esteem, and self-actualization requirements. 

 

As noted above, managers following Theory X utilize an authoritarian and repressive style to 

motivate their team members. Typically, this decreases productivity and establishes a negative work 

environment. On the other hand, the approach explained in Theory Y is developmental and 

liberating. Managers can follow the theory to ensure continuous improvement by empowering, 

enabling, and giving responsibility. 

Advantages of Theory X. 

 Managers may be able to motivate some employees by using an authoritarian management 

style. 

 According to Theory X, there‟s no space for ambiguity. Hence, every team member has 

clarity regarding their roles and responsibilities. 

 The management style may work in situations requiring managers to take control, for 

example, a crisis. Moreover, it can benefit new employees who require a lot of guidance. 

Disadvantages of Theory X  

 All employees cannot work in controlled and strict environments. 
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 This theory does not consider employee development and recognition. 

 Theory X has an incorrect collective assumption that every employee is lazy and lacks 

ambition. 

 It creates a negative work environment owing to the authoritarian management style. 

 The financial incentive cannot motivate all team members. 

 Employees may lose self-confidence if they are subject to punishment publicly.  

 The management style can affect employees‟ development. 

Advantages of Theory Y. 

 The participative management style provides all employees with responsibility and freedom. 

This enables them to deliver better performances. 

 It encourages creative problem-solving, development, and teamwork. 

 This theory showcases every team member‟s contribution to their respective teams. Thus, it 

emphasizes every team member‟s value. 

 The participative approach enables employees to solve problems innovatively. 

 It instills a positive work culture and fosters the development of employees‟ abilities and 

skills. 

Disadvantages of Theory Y 

 Since managers can delegate and decentralize all the work to their team members, they can 

become lazy. 

 Theory Y overgeneralizes how individuals behave at work. 

 This theory does not focus on quantitative metrics. This makes it difficult to measure 

employee success and growth. 

 Employees may abuse the trust, freedom, and confidence given to them. 

 Some employees need guidance and are uncomfortable when the working boundaries are 

undefined. 

 Team members might misuse their power by prioritizing personal interests over 

organizational objectives. 

How would Theory X and Theory Y affect the organization 

Following Theory X leads to establishing a controlled and strict work environment where managers 

use financial incentives, such as bonuses, to motivate employees. In contrast, the participative 

management style of Theory Y gives team members responsibility and freedom. As a result, they 

can collaborate with other employees to develop innovative solutions that fulfill organizational goals. 

As a result, it creates a positive work culture. 

 


