
Time spent at work
To some people, work is a great pleasure that gives thern a sense

of personal fulfilment. For others, it is more of a necessity, a way to
ma ke a living.

Working hours

Many people spend a large part of their lives at work. Statistics from
national household surveys in different countries show that the
annual hours worked by employees vary considerably. For example, in

the following Asian economies in 2007, people worked on average

more tha n 42 hours a week.

. South Korea

o Ba ng ladesh

. Sri Lanka

. Hong Kong

o Malaysia

. Tha ila nd .

This contrasts with Western European countries - for
example, Germany 41 .2 hours per week, Belgium
38.6 hours per week. Workers in France are only
required to work 35 hours per week, but in practice
some work longer.

A major reason for these lower working hours is

the existence of laws that prohibit employees from
working more than a maximum number of hours
in a week. ln France, for example, employees work
only 35 hours a week. This contrasts with Mexico (40

hours) and South Korea (45 hours).

Work satisfies human needs

Through work, we are able to satisfy our needs. At
a basic level, we need food, shelter and clothing
to survive These are physiological needs and are

associated with biological well-being. Hopefully, a

job of work will provide us with the income to meet

Maslow's
motivated
10.4)

hierarchy of needs. People are

to move up the pyramid (see Unit
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these needs. However, because we spend 35 hours or more a week at
work, it is desirable that work does more than meet just these basic

biological needs.

Abraham Maslow set out what he referred to as a hierarchy of
needs (see Figure 1 0.1 1)

ACT]VITY

Find out how many hours
people spend at work in a typical
week in you r neig h bou rhood.
Prod uce you r f ind ings in the
form of a pie chart.



Need Description

Physiological needs Life essentials, such as food, shelter and clothing; must
be met in order to keep the body functioning. There are
many people in the world who struggle to meet therr
physiological needs.

Safety and security needs ln order to be safe from danger, people need to be able
to live work in a clean and orderly space. Work needs to
be secure, and employees should have the right to take
part in pension and sick-pay schemes.

Love and social needs Humans need to be able to give and receive love and
friendship. This involves building up good relationships
and a feeling of belonging ln the workplace, these
needs can be satisfied by the companionship of fellow
em ployees, the pleasu re of working in a g rou p or tea m
and company social activities.

Esteem needs Based on our desire for self-respect and the respect
of others. Employees have a need to be recognised as
individuals, to have a job title or some form of status or
prestige, and to have their efforts noticed.

Self-actua I isation needs Humans need to develop skills and creativity and achieve
full potential as individuals. Employees need the chance
to progress and develop through training and use
creative talents and abilities to the full.

The following table sets out the needs identified by Maslow.

Fewer people achieve the top levels in the hierarchy than the
lower levels. Barack Obama, the President of the United States,
not only earns a top incoffie, but also does a job where he has

a direct influence on the lives of people across the globe. This is

likely to give him a lot of personal satisfaction. ln a similar way,
footballers like Cristiano Ronaldo and the tennis stars Venus and
Serena Williams not only earn high salaries, but are also able to
express themselves through their sport, rruhich for them is their
work.

Barack Obama: someone who is likely to self-

actualise from his work as President of the
U nited States
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ln some parts of the world, diamonds are

found close to the earth's surface and are

literally washed out of riverbeds or from the
earth with high-pressure hoses. What would
be a suitable payment system for people

working in these conditions?

Payment systems

The payment for a normal working week is the basic wage or salary.

Many employees receive extra benefits on top of their basic wage,

either as money or in some other form. Payment systems may include

some form of bonus, or incentive, to encourage employees. The

bonus payment might be for high-quality work, or for completing a

task ahead of schedule.

Not all employees receive a wage or salary. Salespeople may be paid

on a commission basis - that is, a percentage of the revenue, or
profit, that they make for the company by selling the firm's products.

I

The main ways of calculating pay are described below.

FIat rate

This is a set rate of pay, based on a set number of hours - for example,

$200 for a 40-hour week. This is easy to calculate and administer, but
it does not give the employee any incentive to work harder.

Time rate

Under this scheme, the worker receives a set rate per hour. Any
hours worked above a set number are paid at an overtime rate, The

overtime rate may be time and a half (i e 150 per cent of the normal
rate) or double time (i.e. 200 per cent of the normal rate).

Piece rate

This system is sometimes used in the textile and electronics industries,
for example. Payment is made for each item produced that meets

a given quality standard. The advantage of such a scheme is that it

encourages effort. However, it is not suitable for jobs that require

time and care. Also, the output of many jobs in service industries
is impossible to measure accurately. For example, how could you

measu re the output of a teacher; bus d river or doctor?

Bonus

A bonus is paid as an additional encouragement to employees. lt can

be paid out of additional profits earned by the company as a result of
employees'efforts and hard work. Bonuses may also be used as an

incentive to workers just before the firm closes down for a holiday period.

The bonus incentive encourages employees to keep up a high work rate.

Commission

This is a payment made as a percentage of the sales a salesperson

has made. For example, in a retail store, an employee might receive

10 per cent of each sale made, or may be paid an hourly rate plus 5
per cent commission on every sale made. The commission thus acts

as an incentive to sell more.
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ACTIVITY

Working in groups of two or
three, identify the payment
system that is used to
reward employees in a given

workplace. This may be a

workplace where friends or
relatives work. Compare the
adva ntages a nd d isadva ntages
of the different payment
system s.



Performance rates

Performance rates are a good way of encouraging high performance.

An employee will be set targets to achieve, based on some form of
work measuremeni. For example, a standard time may be set to do

a particular task. An employee who meets the standard will receive

a set rate of pay. For exceeding the target, the employee will receive

additional payments. The higher the target reached, the higher the
level of pay.

Profit sharing

Under profit sharing, pay varies with the level of profit a company

makes. The organisation sets a target for profit. lf profit reaches this

target, or exceeds it, the organisation will pay either a set sum for
each employee, or will calculate the pay as a percentage of each

employee's salary. Schemes such as this recognise the importance
of hard-working employees in helping companies to make higher
profits. The profit-sharing reward will usually be in addition to other
payment schemes. The table summarises the benefits of different
payment schemes.
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Payment scheme Key benefit

Flat rate Easy to calculate, cheap to run.

Time rate A good way of encouraging employees to work longer hours.

Piece rate Acts as an incentive to employees to produce higher levels of
output.

Bonus Rewards high levels of performance and can be targeted at
high performers.

Commission Directly relates pay to sales made or other measures of
output.

Performance rate Directly links pay to meeting or exceeding targets

Profit sharing Enables employees to see the direct link between their efforts
and company profits.
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What types of financial reward systems would
be suitable in the following situations? Briefly
justify your choice.

. Firefighters (i e employees with
responsibility for putting out fires and

attending other emergencies).
. Proferrional footballers playing in a

knockout cup, where it is hoped that they
will reach the f ina I .

. Homeworkers who are producing textile
garments for a supplier who provides them
with equipment and materials to produce

h ig h-q ua I ity texti les.

. Shopworkers whose job it is to put new
goods onto the shelves.

, A company specialises in making handmade
furniture using skilled craft workers. Each item

of furniture is unique. The company is keen to
make high profits and believes that the craft
workers play a n im porta nt pa rt in the success

of the business. Suggest a payment system,

or combination of payment systems, that
would enable the company to be successful

and its employees to receive appropriate
rewards for their efforts. Explain the reason

for you r choice.

A ca ll centre sells insu ra nce over the phone.

The employees have been making several

mistakes and there is a high turnover of
staff. The current payment system is flat rate.

Suggest alternative payment systems that
might encourage higher levels of employee
performance. Explain the reasons for your
suggestions.



A company may
fringe benefit to

build a school or a clinic as a

encourage loyalty

Fringe benefits
Fringe benefits a re non-fina ncia I incentives g iven to em ployees. They
can act as a real incentive to attract employees into a particular job
and then to retain them in the company.

ln designing fringe benefits, it is important to consider factors
that are Iikely to be attractive. Subsidised or free housing is a
strong incentive in city a reas where accom modation is expensive
and there are long waiting Iists for houses. Some jobs may have
accommodation provided - for example, a dormitory or hostel for
workers at a mine or factory. Some hotel workers are provided with
accommodation at their place of work.

Fringe benefits are a useful way of meeting employee needs. The
table shows how fringe benefits relate to Maslow's hierarchy.

One fringe benefit that is an important incentive is payment of school
fees. ln most countries in the developing world, education is highly
regarded because it enables children to go on to get better jobs.
However, school fees can be high for low-income families. An offer to
pay all or part of children's school fees can be a powerful incentive.
For example, the oil company Shell provides 2,600 scholarships a

year to help with school fees for post-secondary school pupils in the
areas of Nigeria where Shell is operating (Shell Secondary School
Scholarship Scheme). Fringe benefits related to education and health
insurance are powerful tools for winning employee loyalty.

It makes sense for a company to identify the sorts of fringe benefits
that will provide the greatest incentive.

Companies need to design fringe benefits to give the greatest
possible benefit to their employees. For example, in a rural area, it
may be sensible to offer employees the use of company cars. In a

congested urban area, the employees may be more interested in
subsldised use of public transport.

Some fringe benefits will be relatively low-cost to a company and may
be related to the company activity. Purchases of company products

Level in the hierarchy of
needs

Example of fringe benefit

Physiological needs Housing provides shelter.
Subsidised canteen meals provide cheap food.

Safety and security needs Insurance and health care benefits (e.9. the company
pays the health insurance of its employees).

Love needs Sports clubs or social activities where employees can
meet and enjoy recreation together.

Esteem needs Company cars, laptop computers and other status
items.

Self-actua I isation needs The company pays for employees to go on training
and development courses, which enable them to
develop their skills and master their line of work. These
might include courses in higher education.



may be subsidised. Many transport companies allow employees and

their families to travel for free or at very low prices.

Some f ringe benef its a re intended to ma ke em ployees feel good

about working for their company: tickets may be provided to sports
events a nd concerts, a nd com pa ny away-days or short holidays to
attractive locations may be offered. Fringe benefits may relate directly
to unsocial hours that some employees are expected to work - for
example, a free evening meal and taxi home for those working after
a certain time. Some employees, such as sales representatives,may
benefit from a petrol or car allowance.

ln some countries, employees
have to declare fringe benefits
when they fill in their income
tax forms, even if the benefits
do not involve money (i e are

non-financial).
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ACTIVITY

Working as a small group,
choose a n occu pation. Desig n

three f ringe benefits that would
be likely to attract and retain
the motivation of employees in

you r occu pation.
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",, From the following Iist of fringe benefits, identify the ones

that would be most attractive to employees in the situations
listed below. ln each case, justify your choices.

Subsidised school fees I subsidised public transport /
subsidised canteen services I car petrol allowance / low-cost
company goods / free accommodation
. Employees live a long way from their place of work.

. There is a shortage of housing and what is available is very

expen s ive.

. Employees do not have access to cooking facilities and have

to travel a long way to work.
. Education is expensive and there is a strong emphasis placed

on educational qualifications.

sweets and chocolate) is seeking to develop rewards systems

that encourage high performance. What sorts of fringe
benefits could it create that would act as an incentive for
high-performi ng em ployees?

ln what circu msta nces

stronger incentives to
financial rewards?

a re f ringe benef its Iikely to act as

motivate employees than alternative
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Motivation
Motivation is what causes people to act or do something in a

positive way. By understanding why people behave in the way they
do, managers can make work more fulfilling for people,and thus
motivate them. A well-motivated workforce will work harder and
contribute more to the success of a business.

Many people believe that real motivation comes from inside an
individual. This is intrinsic motivation. lt is associated with meeting
higher-level needs. For example, an individual will take pride in
completing a task or project if this makes them feel good about
themselves and they have the opportunity to use their talents and
skills.

The other form of motivation is extrinsic. This occurs when some
form of reward or punishment is given. A bonus or commission can
be positive extrinsic motivators. Fear of losin g a job can be seen as a
negative extri nsic motivator.

The importance of motivation to a business
Motivated employees work harder. They also feel proud to work for
their em ployer. Th is is pa rticu la rly im porta nt where they come into
contact with customers. ln these situations they are much more likely to
be positive and present the company and its products in a positive way.

Motivation of employees is closely related to Maslow's hierarchy of
needs. The higher the level of needs that can be fulfilled, the more
likely employees are to be motivated.

Factors influencing motivation
There are a number of factors that can increase motivation, outlined
in the following pa rag ra phs.

Job satisfaction

The happier people are with their jobs, the more satisfied they will be.
Jobs should be designed to increase this satisfaction. Employers will
often measure job satisfaction by using rating scales for employees
to report their reaction to their jobs. A rating scale could be set out
from 1 to 5 (where 1 represents'not at all satisfied'and 5 represents
'extremely satisfied').

A number of factors influence job satisfaction, including:

. the nature of the work, including how interesting it is

. variety of work tasks

o encou ragement f rom others
o su ita b le rewa rd s

. feelings of being treated fairly

. good relationships with colleagues and managers.

Motivated employees help
a company to be

profitable

L*able their compi
makehigherrrilJ
d profits

The management theorist
Fredenck Herzberg argued that

.

only intrinsic motivation should
be counted as a true motivating
force. When we do something
because we want to do it, ws
are truly motivated. Do you
agree? Why, or why not?

ACTIVITY

Create a job satisfaction survey
for a job of your choice - perhaps
one in your school, or one
that your parents do. lt should
contain 10 questions designed to
find out how satisfied employees
are with their work.



CASE STUDY I The 100 best companies to work for

Each yea I
the American
business
mag azine
Fortu ne ca rries

out a survey
of em ployees

to find out
America's best
com pa ny to
work for. The
2 009 su rvey

contains 57

.questions, given to a sample of 400 employees.

Questions relate to views about management, job
satisfaction and friendship among the workforce.
ln 2009, the top 1 0 companies included a

number of internet-based companies, such as

Google, where pay and fringe benefits were still

Google staff : Google employees

report some of the highest levels of
job satisfaction - with high pay and

interesting jobs

high, in spite of a global slowdown in economtc
activity.

Questions

1 Write down five questions to include in a survey

to find out about the best companies to work
for. Why would you choose these questions?

2 ln the survey outlined above, employees were
asked about their opinions on their current
level of job satisfaction a nd the effectiveness of
management. How would studying the answers
to these q uestions have a ided ma nagers to
ma ke cha nges that wou ld en ha nce motivation ?

3 Carry out an internet search to find the most
recent report on America's 1 00 best companies
to work for. What are the top three companies?
Why do employees rate them so highly?

Job rotation

Job rotation widens employees' experience and increases motivation
by moving them through a range of jobs. Variety and change

provide greater interest, and the experience gives employees a better
understanding of how the jobs fit together. They are also more likely to
feel that they are being challenged and thus meeting higher-order needs.

Job enrichment

While job rotation involves increasing the variety of tasks, job

enrichment involves increasing the challenge involved. Work activities
become more complex and demand a greater range of skills. ln job

enrichment, it is important to clarify the objectives of the tasks to
be carried out and to give the employees clear feedback on their
performance.

EXAM TIP

thLwb abor; ct whether
It is bebrer tr*rhe
wffiweg*mn_evat *f
& bvtsLwgss to qa_se

LwoewtLves pr th r&ets ta
w,LaW* evt upLo He&s w o rW
wore effeatuJeLy.



Managers as motivators
People are the essential resource in an organisation that helps it
to achieve its objectives. Managers help to steer the organisation
towards meeting these objectives. As people work best when they
are motivated, an important task for management is to motivate
employees. This is often referred to as human resource management
or people management.

Good human resource
ma nagers listen to their
employees and use

approaches such as job
rotation a nd job en rich ment
to create job satisfaction.
They realise that employees
a re a Il h u ma n beings, with
their own hopes a nd fea rs.

Appraisal involves managers sitting down tr ,
with employees to discuss and agree targets Many companies use an

and training plans annual appraisal interview
as a way of motivating

employees. The employee meets with his or her manager to set
ta rgets to identify performa nce strengths a nd wea knesses over the
past year. A training and development plan can then be created for
the employee which sets out ways for improving work performance
and enjoyment of work. Suitable training may also be identified.

Management styles

Management style refers to a manager's pattern of behaviour.
There are three main styles: autocratic, democratic and laissez-faire.

. Autocratic means taking decisions by oneself. Autocratic
managers make decisions on their own and then tell staff what
they will do and how to do it This tightly controlled approach may
be called'tell and do'. The autocratic manager may provide clear
instructions, but staff may be demotivated because there is little
opportunity for their own ideas.

o Democratic means decision making by people, after considering
everyone's ideas. Persuasive democratic management usually means
that the leader makes the decisions, and persuades the followers
that these a re the rig ht decisions. ln consu ltative democratic
management, the group will have a lot of input into the discussion

- that is, they are'consulted'- even if the leader still makes the
final decision.

. Laissez-faire is a French phrase that means'let [them] do [it]'and
it is used to describe a loose management style. Managers create
guidelines and objectives, but then leave staff to carry out the
tasks for themselves. This can be successful if the employees are
motivated and good decision makers. However, it can lead to chaos
if staff need strong direction from the manager and are unable,

Managers need to be able
to delegate, that is give

responsibility to another person
for carrying out a task.
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for va rious reasons, to ma ke decisions themselves. The ta ble
summarises the three styles.

Some organisations are more suited to particular styles. ln an advertising
agency, it is helpful to share ideas between lots of people,so democratic
or laissez-faire styles are helpful. Where decisions have to be made
quickly and to a set pattern, a more autocratic style may be useful.
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Management style Adva ntages Disadva ntages

Au toc ra t ic Rapid decision making. Good
for armed forces, fire and
other emergency services.

Can lead to dissatisfaction.
Motivation can drop.

Democratic Makes use of many ideas.
lnvolves consultation about
decision making.

Can be slow in making
decisions.
May lead to disagreement
and arguments.

La issez-fa ire Employees have freedom
to manage their own work
within given guidelines.

Lack of clarity can Iead
to low motivation and
d isagreement.
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ACTIVITY

Working in a small group,
decide on the most suitable
management style to use in
the following scena rios. Expla in

how the style you recommend
would be suitable.

1 A business has received a

large order for goods from a

new customer. These goods
need to be produced within
a very short timef rame.

2 A fault has occurred on
the production line in a

car-producing plant. lt is

not clear what is causing
the fault, so the views of
everyone working on that
line are to be taken into
consideration.

Copy and complete the paragraph below using
the following words.

Laissez-faire / autocratic / democratic
I management style I human resource
ma nagement

It is important to match with the
situation and the type of organisat'on. For
exa m ple, ma nagement may be
most suitable when it is important to consider
the views of a range of people with specialist
knowledge in an organisation. ln contrast,
when decisions need to be made quickly
and with clarity, an _ style may be
more appropriate. A third approach, referred
to as _, gives greater freedom to
individuals within the organrsation to make their

own decisions. People are the most important
resource in the organisation. Looking after their
ind ivid ua I interests is referred to as

With which type of management styles would
you associate the following potential problems?

' Employees are demotivated because they feel
that there is little room for them to think for
themselves.

. Employees are demotivated because they
feel that they are not being led or directed
properly.

. Employees are demotivated because it is

ta king too long to a rrive at decisions.

Suggest ways in which a manager can make his
or her staff feel more valued in the workplace.
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I ldentify and explain TWo reasons why people
work Hl
Explain what is meant by 'maximum weekly
working hou rs'. t3l
ldentify and explain TWo types of human
needs from Maslow,s hierarchy. t4l

analyse the levels of need satisfied bv u
teacher compared to a worker in a fast-food

t4l

why working in teams m ay act as a motivator
for workers. t4l

,' Explain the difference between overtime pay
and bonus pay lql

not be a suitable method of pay for mu.-hin.
operators producing clothing according to
individual customer orders and designrl rcl
ldentify an,c explain TWo reasons why big
companies frequently offer profit sha iing-
schemes to their employees. J 

Hl
: state and explain oNE example of a fringe

benefit that may be suitable in-the foil;;;g
occu pations:
o shop or supermarket worker
. ca r factory worker
o a irline stewa rdess. t6l

Analyse why a company vehicle, offered as a
fringe benefit, may help an individual meet
one of Maslow's higher-level needs. t4l
ldentify and explain TWo reasons why every
business aims to have a well-motivated 

J

workforce. Hl
ldentify and explain TWo factors that
increase job satisfaction for workers in
telephone ca ll centre.

cou ld

a

t4l
; ldentify and explain TWo benefits to owners

of a business of introducing job rotation for

:rnloyees Hl
Analyse how a well-conducted yea rly appraisal
interview may motivate an employee. 

' ' 
ihl

Good ma nagers use d ifferent styles
according to the situation. Using *l-.re example
of a large restaurant business, iientify and
explain which management riyr. you'would
recommend in each of these scenarios.

'There is a fire and the manager needs his
staff to take all the customers out of the
bu ild in g

' The restaurant manager wants to find out
staff ideas on new ,6n, items.

' The restaurant manager wants all staff to
comply with heartr.r urd safetv ,les, such as
hand-washing and tying bacli long hair. t6l

tnrlysg ONE reason why employees may be
demotivated under a laissez-faire leader. t4l

The Sea Breeze Hotel

Jon is the newly appointed manaqer of the sea
Breeze Hotel and restaurant, which has been
acquired by a new owner. The hotel has become
run down in recent years, partly due to a poor
manager, who was absent much of the time
and failed to give staff direction and leadership.
when he was present he was overpowering,
shouting orders at the staff and keeping fo"r

himself any extra gratuities left by guests. Jon
has a major job on his handrcnd k-nows he
must start by winning the respect of the hotel
workers. His first move on taking over was to call
a staff meeting and explain thaihe would be
consulting his staff over proposed changes and
emphasising a new focus on 'excellent,Zrstomer
se rvice.



1 Describe the management style of the previous
manager of the Sea Breeze Hotel t4l

2 ldentify and explain TWO reasons for the
current low staff morale. t4l

3 Analyse TWO ways in which Jon can win the
respect of the hotel staff t6l

4 Do you agree that Jon's consultative
management style will lead to an

improvement in the guests'experience at the
Sea Breeze? Explain your answer. t6l

5 Jon is proposing to offer workers an hourly
rate of pay, plus a performa nce-related
bonus, based on comments from guests and
h is own observations of customer service
standards. To what extent will this help to
raise standards? t6l

The Rickshaw Taxi Company

The Rickshaw Taxi Company's vehicles are a
com mon sig ht on the streets of Ba ng kok,
Thailand. The drivers lease their cars or lckshaws
from the company, making a monthly payment,
which includes the right to trade using the
company name. Drivers of the company must
g ive 3 months' notice to end the a rra ngement,
except in the case of customer com pla ints, when
drivers may be dismissed instantly. Drivers choose
their own hou rs, d riving a rou nd the streets
waiting to be flagged down by passengers or
waiting in popular locations such as outside
hotels and railway stations. Passenger fares are
set by the company and displayed inside the
rickshaws so that customers can see how much
they should pay. The company keeps the vehicles
in good working order and offers training to
new drivers. The Rickshaw Taxi Company enjoys a

good reputation, due to its cheerful and helpful
d rivers.

1 Explain why it would be difficult for the
government to regulate maximum working
hours for the rickshaw drivers t4l

2 ldentify and explain TWO factors that
determine how much income the dnvers earn
in a week. t4l

3 Analyse ONE advantage and ONE

disadvantage to the Rickshaw Taxi Company
drivers of the leasing scheme. t6l

4 To what extent do you agree that the Rickshaw
Taxi Company helps its drivers to reach higher-
level needs in Maslow's hierarchy? t6l

5 Do you think that the motivation of the drivers
is mainly extrinsic or mainly intrinsic? Explain
you r a nswer. t6l

The factory boss

Michael Chung runs an electronics factory for a

large multinational corporation near Shanghai,
China. His large workforce is low-skilled, as jobs
in the factory are mainly routine production-line
tasks. The production lines are housed in a large
building with artificial light, and progress against
daily targets is displayed on screens, visible to
a ll workers. Brea ks a re reg u lated a nd one mea I

is provided to each worker during each 1 0-hour
sh ift.

Michael passes down orders vla senior managers,
but allows no discussion about business issues.

Michael says, 'l pay all my staff above the
average piece rate for this type of job and they

do as I tell them. lt is the best way to run this
business.'

1 ldentify and explain TWO reasons why piece
payment is suitable for this type of business.

2 ldentify and explain TWO factors that
may motivate workers to continue their
employment at the factory.

3 Describe Michael's management style.

4 To what extent do you agree with Mrchael
this is the best way to manage his staff?

5 Analyse TWO ways in which Michael
could improve the motivatron of his senror
ma nagers.

rate

t4l

t4l
t4l

that
t6l

t6l


