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MORAL AND MOTIVATION 

 MORAL 
1. MORAL It is the mental attitude which makes the individual perform his work either willingly and 
enthusiastically or poorly and reluctantly. It is used to describe the level or quality of the attitude or 
reaction displayed by an individual or by a group as being high or low, good or poor, positive or 
negative. The qualities indicating high morale are known by such terms as enthusiasm, personal 
satisfaction, team spirit, pride of achievement, and willingness to work. 
2. MORAL Professor Michael J. Jucius defines morale “as a state of mind and emotions, affecting 
willingness to work, which in turn affects individual and organizational objectives.” What it is What it 
does Where it resides Whom it affects What it affects 
3. MORAL Professor Dale S. Beach defined morale as the “total satisfaction a person derives from his 
job, his work group, his boss, the organization, and his environment. It is also affected by his personality 
structure. Morale pertains to the general feeling of well-being, satisfaction, and happiness of people.” 
Professor Flippo describes morale as a “mental condition or attitude of individuals and group which 
determines their willingness to cooperate.” 
 
 FACTORS INFLUENCING MORAL 
 1. The employees themselves 2. Management practices 3. Outside factors 4. State of communication in 
the firm. 
 

 INDICATIONS OF LOW EMPLOYEE MORAL 
 1. Customer complaints 2. Frequent absenteeism and tardiness 3. Frequent sick leave 4. Low 
production, spoilage of materials due to inattention 5. Unjustified overtime 6. Careless handling of 
machines causing breakdowns 7. Spoilage and waste of supplies and materials 8. Grievance and 
complaints 9. High labor turnover 10.Rumors, quarrels or fights 11.Frequent violations of rules and 
regulations 12.Lost man-hours because of long breaks and frequent trips to comfort rooms 
13.Unsatisfactory ratings in performance appraisal. 
 

 METHODS USED IN DETERMINING MORAL 
 1. Counseling and exit interview 2. Grievance procedure 3. Spy system or “management informers” 4. 
Interview 5. Studying or reviewing the employees’ records 6. Observation 7. Attitude or Morale survey 



Definitions:  
Flippo has described morale “as a mental condition or attitude of individuals and groups which 
determines their willingness to co-operate. Good morale is evidenced by employee enthusiasm, 
voluntary confirmation with regulations and orders, and a willingness to co-operate with others in the 
accomplishment of an organization’s objectives. Poor morale is evidenced by surliness, insubordination, 
a feeling of discouragement and dislike of the job, company and associates.” In the words of Yoder, 
“morale is a feeling, somewhat related to esprit de corps, enthusiasm or zeal. For group of workers, 
morale, according to a popular usage of the word, refers to the over-all tone, climate or atmosphere of 
work, perhaps vaguely sensed by the members. 
 

TYPES 
The following are the two types of moral: 
1. Individual and Group Moral: 
Individual morale is a single person’s attitude towards work, environment etc. Whereas group morale 
reflects the general attitude of a group of persons. Group morale is everybody’s concern and may go on 
changing with the passage of time. Individual and group morale are interested but not necessarily 
identical. They have an effect on each other. The individual’s personal perception of the present 
conditions may be high but the group’s perception may be low or vice-versa. 
2. High or Low Moral: 
Morale may be referred to high morale or low morale. In the words of McFarland, high morale exists 
when employee attitudes are favorable to the total situation of a group and to the attainment of its 
objectives. Low morale exists when attitudes inhibit the willingness and ability of an organization to 
attain its objectives. The words such as zeal, enthusiasm, loyalty, dependability denote high morale. Low 
morale may be described by words like lack of interest, laziness, apathy, bickering, jealousy, 
quarrelsome, pessimism, etc. 
 

MORAL AND MOTIVATION: 
Morale and motivation are inter related but differ from each other. Morale refers to the attitude of a 
person towards his work and environment while motivation is a process to inspire people. Motivation is 
an inner feeling which energizes a person to work more for satisfying his unsatisfied demands. 
Motivation revolves round needs and incentives while morale will determine the willingness to co-
operate. Morale is a group phenomenon while motivation is an individual’s readiness to work more. 
Moral is related to the combination of various factors operating at work but motivation concerns to the 
job only. Motivation helps in mobilizing energy while morale is concerned with the mobilization of 
sentiments. 
 

MORAL AND PRODUCTIVITY: 
Morale reflects the attitude of employees towards their work, it will be of interest to know if it has any 
bearing on productivity. A number of research studies reveal that there is no direct relationship 
between morale and productivity. High morale may lead to higher productivity but in some cases 
production may go down even. It is generally felt there is a positive relation between morale and 
productivity but the degree may not be the same. For example, 10 per cent increase in morale may lead 
to higher productivity but production may not necessarily increase by 10 per cent. 
Miller and Form have given four combinations of productivity and morale . 
(i) High productivity-high morale 
(ii) Low productivity high morale 
(iii) High productivity-low morale; and 



(iv) Low productivity-low moral. 
The first situation occurs when the individual is satisfied from the job and prevailing environment. He 
will try to achieve high standards of performance which will lead to higher productivity. In the second 
situation (low productivity and high morale) the employee may be satisfied from his work and situations 
prevailing, showing high morale. Lack of proper teaching of the employee, lack of administrative skill of 
the supervisor, defective materials, out-dated technology may lead to low productivity in-spite of high 
morale. In the third-situation, management may use strict supervision, prescribe punishments for low 
productivity and use better technology for raising productivity in-spite of low morale. The fourth 
situation occurs where factors obtained in combination of high productivity high morale are lacking. 
There is a complexity of relationship between morale and productivity. This relationship cannot always 
be predicted. It may differ from organization to organization and from one time to another time. 
Factors Affecting Moral: 
The employee morale is a very complex phenomenon and is influenced by many factors. Different 
authors like McFarland. Bradshaw and Krugman. Roach and Apple white name given different criterion 
for the determination of morale On the basis of all these classifications, the important factors in the 
determination of levels of morale are as describe below: 
1. The Organization: 
The first factor affecting the employee morale is the organization itself. The organization influences the 
worker’s attitudes to their jobs. The public reputation of an organization may build up for better or 
worse, their attitudes towards it. 
 

2. The Nature of Work: 
The nature of the work, the worker is expected to perform also affects his attitude towards the job as 
well as his morale. If the employee is expected to perform routine or specialized jobs, he will feel bored 
and alienated. Repetition of the same task again and again makes the working situation worse for the 
employees. Another factor is the large impersonal organizational structure. Sometimes, if the employee 
feels that he is just a cog in the machine instead of a person, his morale will become very low. Lack of 
understanding of organizational goals may also affect the morale. Another factor which causes low 
morale is the assembly line operations moving at a constant speed. 
 
3. The Level of Satisfaction: 
The level of satisfaction, a worker derives from his job is another determinant of morale. If the job 
factors and the satisfaction they bring is perceived to be favorable by the employee morale will tend to 
be higher than if there factors seem to be unfavorable. The job factors include the factors such as 
opportunities for promotions, job security, steadiness of employment, opportunities to learn the job 
and to use his own ideas, pay working conditions, recognition, cooperativeness of co-workers, group 
relationship etc. 
 
4. The Level of Supervision: 
The level of supervision received by an employer has a tremendous influence on his morale. High rate of 
employee turnover indicates that the leadership is ineffective. On the other hand, if employees are 
given freedom to do the job, their morale will be high. Nobody likes to be supervised all the time. 
 
5. Concept of Self: 
What is the employee’s concept of himself? The answer to this question influences the attitudes of the 
employees to the organizational inurnment. How an employee perceives himself, is a very important 
question. The morale of persons who have lots of self confidence or who enjoy good mental and 



physical health is generally high as compared to those who lack self confidence or suffer from poor 
physical or mental health. 
the rewards as fair and satisfactory, their morale will tend to by higher than if the perception is in the 
opposite direction. Moreover, if the rewards and opportunities for the future tend to be bleak, morale 
will tend to be low as compared to the situation where the worker perceives opportunities for 
satisfaction and for attainment in the rewards that lie ahead in the future. 
 
6. The Employee’s Age: 
Studies have reported that age and morale are directly related. Other things being equal, elder 
employees seem to have higher morale. This is because of the reason that perhaps younger workers are 
more dissatisfied with higher expectations than their elders. The older employees have more stability 
which comes with maturity, a serious attitude towards job. more reliability, less absenteeism, proven 
steady work habits, a sense of responsibility and loyalty and less tendency to be distracted by outside 
interest as influences. 
 
7. The Employee’s Educational Level: 
 Studies have concluded an inverse relationship in the educational level of the employee and his morale. 
Higher the educational level lower will be the job satisfaction and vice versa. The higher he thinks he 
should be the more dissatisfied he will be. 
 
8. The Employee’s Occupational Level: 
The occupational level of the employee also influences his level of morale. The higher up in 
organizational hierarchy an employee is higher will be his morale. The morale of the people who are 
lower in the levels of hierarchy is generally low because they compare their own attainments with those 
of others 
. 
9. The Off the Job Activities of the Employee: 
The relationship of an employer with his family and work group influences his behavior and attitude 
while he is on the job. His off the job activities e.g. whether his family life is happy or not, whether he 
has excessive drinking habits etc. The influences and pressures of a formal and informal group have a 
significant effect on the morale of workers. 
 

MOTIVATION. 
MEANING OF MOTIVATION 
The term ‘Motivation’ is derived from the word ‘motive’. Motive may be defined as needs, wants, drives 
or impulses within an individual. Motives or needs of a person are the starting point in the motivation 
process. Motives are directed towards the achievement of certain goals which in turn determine the 
behavior if individuals. Motives give direction to human behavior because they are directed towards 
certain ‘goals’ which may be conscious or sub-conscious. A goal is an outward stimulus for the motive to 
work. Motivation has been defined by Michael J. Jucius as: thee act of stimulating someone or oneself to 
get a desired course of action, “to push the right button to get a describes motivation as the complex of 
forces starting and keeping a person at work in an organization. In starts and maintains an activity along 
a prescribed line. It is something that moves the persons to action and continues him in the course of 
action already initiated. Thus, motivation is a ‘will to work’. We may define motivation as “a willingness 
to expend energy to achieve a goal or reward. It is a force that activates dormant energies and sets in 
motion the action of the people. It is the function that kindles burning passion for action among the 
human beings of an organization.” 
 



NATURE OF MOTIVATION 
1. Motivation is personal and internal feeling. It is a psychological phenomenon which generates within 
an individual. 
2. Motivation is a behavioral concept that directs human behavior towards certain goals. 
3. Motivation is a continuous process. 
4. Motivation can be either positive or negative. 
5. Motivation is different from job satisfaction. 
6. Motivation is an integral part of management process and every management must motivate his 
subordinates to create in them the will to work. 
 

SIGNIFICANCE OF MOTIVATION 
1. Motivated employees give greater performance than demotivated ones. 
2. Motivation inspires employees to make best possible use of different factors of production. 
3. Higher motivation leads to job satisfaction workers. As a result labour absenteeism and turnover are 
low. 
4. Motivational schemes create integration of individual interests with organizational objective. 
 

TYPE OF MOTIVATION 
Positive or Inceptive Motivation: Positive motivation is generally based on reward. According to Flippo, 
“Positive motivation is a process of attempting to influence other to do your will through the possibility 
of gain or reward.” People work for incentives in the form of the four P’s of motivation: praise, prestige, 
promotion and pay cheque. Positive motivation has its own benefits. The receipt awards, due 
recognition and praise for work well done definitely lead to good team spirit, co-operation and a feeling 
of happiness. Negative or Fear Motivation: Negative motivation is based on force and fear. Fear cause 
persons to work in a certain way because they are afraid of the consequences if they don’t. If workers 
do not work, they are threatened with lay off or demotion. Negative motivation has certain limitations. 
Imposition of punishment frequently results in frustration among those punished, leading to the 
development of maladaptive behavior. Punishment also creates a hostile state of mind and an 
unfavorable attitude to the job. Moreover, it may result in lower productivity because it tends to 
dissipate such human sets as loyalty, co-operation and esprit de corps. In spite of these demerits, 
negative motivation has been used to achieve the desired behavior. 
Management Techniques Designed to Increase Motivation .Management generally use financial and 
non-financial motivation techniques to motivate their employees: 
1. Financial Motivators: Such motivation is connected directly or indirectly with money. Wages and 
salary, bonuses, profit sharing, leave with pay, medical reimbursement, etc., are included under this 
type of motivation. 
2.Non-Financial Motivators: These motivators are not connected with momentary rewards. In the words 
of Dublin, “non-financial incentives are the psychic rewards or the rewards of enhanced position, that 
can be secured in the work organization. 
Some of the most commonly used non-financial motivations are: 
(1) Appraisal, praise and prestige 
(2) Status and pride 
(3) Competition 
(4) Delegation of authority 
(5) Participation 
(6) Job security 
(7) Job enlargement 



(8) Job rotation 
(9) Job loading 
(10) Job enrichment 
(11) Reinforcement 
(12) Quality of work life 

MODERN THEORIES OF MOTIVATION 
SOME OF THE IMPORTANT MODERN THEORIES OF MOTIVATION ARE: 
1. Maslow’s Hierarchy of Needs. 
2. McGregor’s Theory X and Theory Y. 
3. Theory Z of Ouchi. 
4. Two Factor Theory of Herzberg. 
5. Vroom’s Expectancy Theory. 
 

MASLOW’S HIERARCHY OF NEEDS 
They are in brief, the following: In essence, he believed that once a given level of need is satisfied, it no 
longer serves to motivate. The next higher level of need has to be activated in order to motivate the 
individual. 
1. Physiological needs: Physiological needs may be synonymous with the biological needs of the human 
beings like hunger, thirst, sleep and sex, etc. 
2. Safety needs: This second level of needs is roughly equivalent to the security needs. Maslow stressed 
emotional as well as physical safety. These are needs to be free of physical danger and to the fear of 
losing a job, property, food or shelter. The whole organism may become a safety seeking mechanism. 
Yet, as is true of the physiological needs, once these safety needs are satisfied, they no longer motivate. 
3. The Belongingness and Love needs: As man is a social animal, hence once his physiological and safety 
needs are fulfilled, he seeks affection, love and belongingness from other human beings. He craves for 
affectionate relationships and a place of belongingness with his people. These desires motivate their 
behavior consciously or unconsciously. 
4. The Esteem needs: The esteem level represents the higher needs of human beings. The needs of 
power, achievement and status can be considered to be part of this level. Maslow carefully pointed out 
that the esteem level contains both self-esteem and esteem from others. 
5. Needs for Self-actualization: Maslow regards this as the highest needs in his hierarchy. It is the desire 
to become what one is capable of becoming—to maximize one’s potential and to accomplish something. 
The desire for self-fulfillment, actualization and leaving a meaningful life is reflected in this need. In 
effect, self-actualization is the person’s motivation to transform perception of self into reality. According 
to the concept of ‘need hierarchy’, the satisfaction of the ‘physiological needs’, which are the most 
fundamental, results in the ‘safety need’ becoming more powerful and felt by the individual concerned. 
Once these are fulfilled, the need for ‘belonging’ becomes uppermost and the persons behavior is 
directed towards securing a respected place in his group consisting of both his superiors and his equals. 
Ultimately, the needs for ‘esteem’ and ‘self-actualization’ come into play. An important consideration to 
remember is that a satisfied need is not a motivators of behavior. Maslow further suggests that these 
levels are interdependent and overlapping. Each higher need level emerges before the lower needs have 
been completely satisfied. The hierarchy of needs is not always fixed. Different people may have 
different orders. There is not definite evidence that one a need is satisfied it loses its motivating force. It 
is also doubtful that satisfaction of one need automatically activates the next need in the hierarchy. 
Some persons will not aspire after their lower order needs have been satisfied. Despite these 
limitations, Maslow’s theory provides a convenient conceptual framework for the study of motivation. 
 



MCGREGOR’S THEORY ‘X’ AND THEORY ‘Y’ 
McGregor has developed a theory of motivation on the basis of hypotheses relating to human behavior. 
According to him, the function of motivating people involves certain assumptions about human nature. 
Theory X and Y are two sets of assumptions about the nature of people. Theory X: The traditional 
assumptions about the nature of people, according to McGregor, are included in Theory X as follows:1. 
Average human beings have an inherent dislike of work and will avoid it if they can; 2. Because of this 
human characteristic of disliking work, most people must be coerced, controlled, directed, and 
threatened with punishment to get them to put forth adequate effort toward the achievement of 
organizational objectives; 3. Average Human beings prefer to be directed, wish to avoid responsibility, 
have relatively little ambition, and want security above all. 
Theory Y: After describing Theory X, McGregor questioned if this view of human behavior is correct, he 
propounded Theory Y which, he said, would better represent the human behavior. 1. The expenditure of 
physical effort and mental effort in work is an natural as play or rest. 2. External control and the threat 
of punishment are not the only means for producing effort toward organizational objectives. People will 
exercise self-direction and self control in the services of objectives to which they are committed. 3. The 
degree of commitment of objectives is in proportion to the size of the rewards associated with their 
achievement. 4. Average human beings learn, under proper conditions, not only to accept responsibility 
but also to seek it. The central principle implicit in the assumptions of Theory Y is that integration of 
behaviors is the key process in management, because it results in the creation of conditions conducive 
for the members to achieve their efforts towards the success of the enterprise. The concept of 
integration and self-control demands that the needs of the individual and that of the organization 
should be recognized. An organization should be recognized. An organization designed on the basis of 
Theory Y is characterized by decentralization of authority, job enrichment, participative leadership and 
two-way communication system. The focus is on self-control and responsible jobs. Theory X places 
exclusive reliance on external control of human behavior while Theory Y relies on self-regulation. A 
question often posed in which Theory (X or Y) better. Most people believe that Theory Y is more 
describable and productive. But it may not be best approach for all situations. Theory X might be more 
suitable in some crisis situations but less appropriate in more routine and formalized situations. In some 
developing countries like India Theory X may still be useful at the lower levels of organisation. 
 

THEORY Z OF OUCHI 
William Ouchi developed Theory Z after making a comparative study of Japanese and American 
management practices. Theory Z is an integrated model of motivation. If focuses attention or 
organizational and behavioural aspects of management. Theory Z suggests that large compiled 
organisations are human systems and their effectiveness depends on the quality of humanism used. 
According to Ouchi, trust, integrity and openness are essential ingredients of an effective organisation. 
Theory Z suggests that involvement of employees in related matters improve their commitment and 
performance. Involvement implies meaningful participation of employees in the decision-making 
process. The leader’s role should be to co-ordinate the efforts of human being in order to develop 
common culture and class feeling in the organisation. Organisation control system should be made 
informal. For this purpose emphasis should be on mutual trust and co-operation rather on superior-
subordinate relationships. 
 

TWO-FACTOR THEORY OF HERZBERG 
Maslow’s needs approach has been considerably modified by Frederick Herzberg and his associates. His 
research purpose to find a Tow-Factor Theory of motivation. In one group of needs are such things as 
organisation policy and administration, supervision, working condition, interpersonal relations, salary, 
status, job security and personal life. These were found by Herzberg and his associates to be only 



dissatisfies and not motivators. In other words, if they exist in a work environment in high quantity and 
quality, they yield no dissatisfaction. Their existence does not motivate in the same of yielding 
satisfaction; their lack of existence would, however, result in dissatisfaction. Herzberg called them 
maintained, hygiene or job context factors. In the second group, Herzberg listed certain satisfiers— and 
therefore motivators—all related to job content. They included achievement, recognition, challenging 
work, advancement and growth in the job. Their existence will yield feeling of satisfaction or no 
satisfaction (not dissatisfaction). 
Herzberg's Two-factor Theory .The Hygiene of maintenance factors (the dissatisfies) will not motivate 
people in an organisation; yet they must be present, or dissatisfaction will arise. The second group or 
the job content factors, Herzberg found to be the real motivators because they have the potential of 
yielding a sense of satisfaction. These his job, whereas hygiene factors only determine how a worker 
feels about his company or organisation in general. Expressed somewhat differently, motivation factors 
are related to job context. On the basis of these factors, Herzberg reached a conclusion that people felt 
motivated if the job was interesting and challenging; if the possibilities of growth existed in it; if they 
were able to obtain a sense of achievement; if they had the responsibility and authority to use their 
discretion; and they were able to advance in the profession and receive recognition for the tasks they 
did. These factors are embedded in the job as such. Guided by these responses, he suggested job 
enrichment instead of job enlargement as a motivational strategy. 
 

VROOM’S EXPECTANCY THEORY 
Vroom’s theory is that people’s motivation towards dong anything will be determined by the value they 
place and the outcome of their effort, multiplied by the confidence they have that their efforts will 
materially aid in achieving a goal. In other words, Vroom makes the point that motivation is a product of 
the anticipated worth that an individual place on a goal and the chance he or she sees of achieving the 
goal. Vroom’s model is built around the concept of valence, expectancy and force. Vroom’s concept of 
force is equivalent to motivation and is gain equivalent to the product of valence and expectancy. In his 
own terms, Vroom’s theory may be stated as: 
Force = Valence × expectancy 
Where force is strength of a person’s motivation, valence is the strength of an individual’s preference 
for an outcome, and expectancy is the probability that a particular action will lead to a desired outcome. 
When a person is indifferent about achieving a certain goal, a valence of zero occurs; there is a negative 
valence when the person would rather not achieve the goal. The result of either would be, of course, no 
motivation. Likewise, a person would have no motivation to achieve a goal if the expectancy were zero 
or negative. The force exerted to do something will depend on both valence and expectancy. Moreover, 
a motive to accomplish some action might be determined by a desire to accomplish something else. 
However, the theory has been criticized on the following grounds: 
(i) The theory is not empirically tested. It is complex and its validity cannot be fully tested. There are only 
a few research studies designed to test the theory. 
(ii) The theory cannot be applied in practice. From a theoretical standpoint, the model seems to be a 
step in the right direction but it does not give the manager practical help in solving motivation problems. 
(iii) There are so many technical and methodological problems to do research on the theory. valence 
cannot be measured on ratio scales, each valence is explained in the terms of all other valences. 


