Goal setting
A goal is what an individual is trying to accomplish through his or her behavior and actions. Goal-setting theory, like the different approaches to job design, focuses on how to motivate employees to contribute inputs to their jobs. The theory also stresses the importance of ensuring their inputs result in acceptable job performance levels. 
Edwin Locke and Gary Latham, leaders in goal-setting theory and research, suggest that the goals employees try to attain at work have a major impact on their levels of motivation and performance. Just as you might have a goal to get an A in this course or to find a good job or nice apartment upon graduation, employees likewise have goals that direct their behaviors in organizations. Salespeople at Dillard’s department stores, for example, have weekly and monthly sales goals they are expected to reach, and telephone operators have goals for the number of customers they should assist each day. CEOs of organizations such as IBM, Chrysler, and Acme Metal strive to meet growth, profitability, and quality goals. 
Goal setting is used in organizations not just to influence input levels employees are motivated to contribute but also to ensure the inputs are directed toward furthering organizational goals. Goal-setting theory explains what types of goals are most effective in producing high levels of motivation and performance and why goals have these effects. 
What Kinds of Goals Lead to High Motivation and Performance? 
According to goal-setting theory, there are two major characteristics of goals that, together, lead to high levels of motivation and performance. One is specificity; the other is difficulty. 
Specific goals lead to higher performance than do vague goals or no goals. Specific goals are often quantitative, such as a salesperson’s goal of selling $600 worth of merchandise in a week, a telephone operator’s goal of assisting 20 callers per hour, or a CEO’s goal of increasing monthly and annual revenues by 10 percent. Vague goals are much less precise than specific goals. A vague goal for a salesperson might be to “sell as much as you can.” A vague goal for a CEO might be to “increase revenues and quality.” 
Difficult goals lead to higher motivation and performance than do easy or moderate goals. Difficult goals are hard (but not impossible) for most employees to reach. Practically all employees can achieve easy goals. Moderate goals can be achieved, on average, by about half of the people working toward the goal. 
The theory states that specific and difficult goals lead to higher motivation and performance than do easy, moderate, or vague goals or no goals at all. Goal-setting theory is supported by research studies conducted in a wide variety of organizations. Although most of the studies have been conducted in the United States, research conducted in Canada, the Caribbean, England, Israel, and Japan suggests that specific, difficult goals lead to high levels of motivation and performance in different cultures as well. 
Specific, difficult goals lead to high motivation and performance whether the goals are set by managers for their subordinates, by employees themselves, or by managers and employees together. When managers set goals for subordinates, it is important that the subordinates accept the goals—that is, agree to try to meet them. It is also important that employees are committed to attaining goals—that is, want to attain them. Sometimes managers and employees may set goals together (a process often referred to as allowing subordinates to participate in goal setting) to boost subordinates’ acceptance of and commitment to the goals. High self-efficacy also helps ensure that employees will be motivated to try to reach difficult goals. Recall from Chapter 5 that self-efficacy is a person’s belief that she or he can success- fully perform a behavior. Employees with high self-efficacy believe they can attain difficult goals, and this belief contributes to their acceptance, commitment, and motivation to achieve them. Sometimes providing employees with flexibility to achieve their difficult goals can in- crease their self-efficacy and performance. For example, at TechTarget, an interactive media company in Needham, Massachusetts, employees are given specific, difficult goals on a quarterly basis, but they are then given the flexibility to set their own hours and schedules to meet them. Finally, goal setting seems to work best when employees are given feedback about how they are doing. 
Why Do Goals Affect Motivation and Performance? 
Why do specific, difficult goals lead to consistently higher levels of motivation and performance than easy or moderate goals or vague goals such as “do your best”? There are several reasons, and they are illustrated in the case of Mary Peterson and Allison Rios, who are the division managers of the frozen desserts and frozen vegetables divisions, respectively, of a food-processing company. Both divisions overran their operating budgets the previous year. One of the priorities for the current period is to cut operating expenses. When Peterson and her supervisor, the vice presi- dent who oversees the dessert division, met to decide Peterson’s goals for the year, they agreed that she should aim to cut operating expenses by 10 percent. Rios met with the vice president of the vegetables division on the same issue, and they decided on a goal of reducing operating expenses by 25 percent. At year end, even though Peterson met her goal of reducing expenses by 10 percent and Rios failed to meet her goal, Rios’s performance was still much higher than Peterson’s because she had reduced expenses by 23 percent. 
Why did Rios’s more difficult goal motivate her to perform at a level higher than Peterson? First, Rios’s difficult goal prompted her to direct more attention toward reducing expenses than Peterson felt she needed to expend. Second, it motivated her to put forth more effort than Peterson felt she had to put forth. Consequently, Rios spent a lot of time and effort working out ways to reduce expenses; she developed more efficient inventory and product distribution systems and upgraded some of her division’s production facilities. Peterson, on the other hand, devoted much less attention to reducing expenses and focused exclusively on cutting back inventories. Third, Rios’s difficult goal motivated her to create a plan for achieving her goal. The plan outlined the cost savings from each change she was proposing. By contrast, Peterson, confident that she could reach her goal through improved inventory management, didn’t do much planning at all. Fourth, Rios’s difficult goal made her more persistent than Peterson. Both Rios and Peterson changed their inventory-handling procedures to try to cut costs, and they originally decided to focus on reducing their inventories of both raw materials and finished products. The former, however, was much easier than the latter to cut back. Peterson, confident that she could attain her easy goal, decided to maintain her finished- product inventories as they were and focus solely on reducing the raw-materials inventories. Rios also encountered problems in reducing her finished-product inventory but persisted until she was able to come up with a viable plan to do so. 
To sum up, specific, difficult goals affect motivation and performance by 
· 		●  directing employees’ attention and action toward goal-relevant activities  
· 		●  causing employees to exert higher levels of effort  
· 		●  causing employees to develop action plans to achieve their goals  
· 		●  causing employees to persist in the face of obstacles or difficulties
·   It is important to note that research shows that goal setting affects motivation and performance even when employees are not given any extra extrinsic rewards for achieving their goals. Not surprisingly, however, specific, difficult goals tend to have more powerful effects on performance when some financial reward is given for goal attainment. Goal set- ting can operate to enhance both intrinsic motivation (in the absence of any extrinsic re- wards) and extrinsic motivation (when employees are given extrinsic rewards for achieving their goals).  Because goals work so well, setting them may lead employees to not perform activities not related to the specific goals they’re supposed to attain (recall the discussion of organizational citizenship behavior in Chapter 3). Research has found, for example, that employees with specific, difficult goals may be less likely to help a coworker who is having a problem because it might interfere with the achievement of their own goals. A telephone operator who spends time explaining how to use a new electronic directory to a coworker, for example, might fail to meet her own goal of assisting 20 callers per hour because of the 15 minutes she spent helping her coworker. Some of these unassigned goals, however, may be paramount to the organization’s overall effectiveness.  Moreover, it’s important that employees do not so single-mindedly purse their goals that they behave in questionable or unethical ways. Clearly, no goal is so important that a person’s or an organization’s ethics should be compromised.  
Limits to Goal-Setting Theory 
MANAGEMENT BY OBJECTIVES (MBO) A goal-setting process in which a manager meets with his or her supervisor to set goals and evaluate the extent to which previously set goals have been achieved. 
Although goal-setting theory has received extensive research support for a variety of jobs and organizations, some recent research suggests that there may be certain limits on the theory’s applicability. Research suggests that there are three circumstances under which setting specific, difficult goals will not lead to high motivation and performance: 
· When employees lack the skills and abilities needed to perform at a high level. Giving an employee the goal of writing a computer program to calculate production costs will not result in high levels of motivation and performance if the employee does not know how to write computer programs.  
· When employees are given complicated and difficult tasks that require all of their attention and require a considerable amount of learning. Good performance on complicated tasks depends on employees directing all of their attention to learning the task at hand. When employees are given difficult goals for such tasks, some of their attention will be directed toward trying to attain the goal and not toward actually learning about the task. Under these circumstances, assigning a specific, difficult goal actually reduces performance. Once the task has been mastered, goal setting will then have its customary effects.  Ruth Kanfer and Philip Ackerman of the University of Minnesota explored the effects of goal setting on the performance of Air Force personnel who were learning the complicated, difficult tasks involved to become air traffic controllers. During the early stages of learning, assigning goals to the recruits resulted in lower levels of performance because it distracted some of their attention away from learning how to direct air traffic and toward trying to achieve the goal. Once the recruits had developed a certain level of mastery over the task, setting specific, difficult goals did enhance performance.  
· When employees need to be creative. As we discussed in Chapter 5, creativity is the generation of new and useful ideas whether they be products, services, or processes. Given that creativity involves coming up with something that is novel and has not been thought of before, it is often not appropriate to provide employees with specific, difficult goals as the out- come of their creative efforts is unknown. If they are coming up with something really new, a specific, difficult goal cannot be set a priori because managers do not yet know what it is that they will create. Additionally, if creativity is desired and employees are given specific, difficult goals, it is likely they will focus on achieving the goals rather than being creative. However, this does not mean more general kinds of goals cannot help motivate creativity. Indeed, research has found that giving employees the general goal to be creative can help encourage creativity. And, clearly, creative pursuits are driven by organizational objectives and group goals, such as providing new services that will meet clients’ needs.  
Management by Objectives 
Some organizations adopt formal systems to ensure that goal setting actually takes place on a periodic basis. Management by objectives (MBO) is a goal-setting process in which a manager meets periodically with his or her supervisor to set goals and evaluate how well previously set goals have been met.81 The objective of MBO is to make sure that all goal setting contributes to the organization’s effectiveness. Most MBO programs are usually reserved for managers, but the programs can also be used as a motivational tool for nonmanagers. Although the form and con- tent of MBO programs vary from organization to organization, most programs have three basic steps: goal setting, implementation, and evaluation (see Exhibit 7.7).
1. Goal setting. The manager and the supervisor meet and jointly determine the goals the manager will try to achieve during a specific time period, say, 6 or 12 months. In our earlier example, Allison Rios, the division manager for frozen vegetables, met with the vice president to whom she reports, and together they decided that she should work throughout the coming year toward the goal of reducing operating expenses by 25 percent.  
2. Implementation. The manager is given the autonomy to decide how to meet the goals in the specified time period. Progress toward goal attainment is periodically assessed and discussed by the manager and her or his supervisor. In our example, Rios came up with several ways to cut expenses, including the development of more efficient inventory and product distribution systems and upgrading the production facilities. Rios made and implemented these decisions on her own and periodically met with her supervisor to review how her plans were working.  
3. Evaluation. At the end of the specified time period, the manager and supervisor again meet to assess the extent of goal attainment, discuss why some goals may not have been attained, and set goals for the next period. 
[bookmark: _GoBack]The success of an MBO program depends on the appropriateness and difficulty of the goals set. Clearly, the goals should focus on key dimensions of a manager’s performance such as cut- ting operating expenses, expanding sales, or increasing the profitability of a division’s product line that are under the manager’s control. And, as we’ve seen, goals should be specific and difficult. Finally, for MBO to work, a certain amount of rapport and trust must exist between man- agers and their supervisors. A manager who doesn’t trust her supervisor, for example, might fear that if some unforeseen, uncontrollable event prohibits her from attaining a difficult goal, the supervisor will penalize her (for example, by not giving a raise). To avoid this situation, the manager may try to set easy MBO goals. Managers and supervisors must be committed to MBO and be willing to take the time and effort needed to make it work. Moreover, when conditions change, a willingness to change objectives in midstream can be important; if an objective is no longer appropriate, there is no point in continuing to work toward it. 
Goal Setting and Job Design as Motivation Tools 
Recall from Chapter 6 that motivating employees to contribute their inputs (which include their time, effort, and skills) to their jobs is a key challenge in an organization. Goal-setting theory suggests that one way to meet this challenge is to set specific, difficult goals. Employees exert more effort for such goals than they do for easy or vague goals, and they are more likely to persist in the face of obstacles. In addition to motivating employees, goals focus employee inputs in the right direction so that the inputs result not only in acceptable levels of job performance but also in the achievement of organizational goals. 
Together, job design and goal setting address some of the many questions managers face in the realm of motivation: How can I make my subordinates more interested in doing a good job? What is the best way to assign specific tasks to each of my subordinates? How can I get my subordinates to care about their work? How can I achieve increases in performance and quality necessary for the organization to achieve its goals? In terms of the motivation equation (Inputs fi Performance fi Outcomes), job design and goal setting focus primarily on how to motivate employees to contribute their inputs to their jobs and organizations (see Exhibit 7.1). 
Summary 
Job design and goal setting are the foundations of a motivating work setting. The ways in which jobs are designed and the types of goals set can have profound effects on employee motivation and performance and the extent to which an organization is able to achieve its goals. In this chapter, we made the following major points: 
· One of the earliest systematic approaches to job design was scientific management, which stresses job simplification and job specialization. Scientific management focuses on extrin- sic motivation and can result in an efficient production process. It also may result in high levels of job dissatisfaction.  
Job enlargement and job enrichment focus, respectively, on the horizontal and the vertical loading of jobs. Each attempts, by raising levels of intrinsic motivation, to overcome some of the problems that arise when jobs are designed according to the principles of 
scientific management. 
· The job characteristics model also focuses on intrinsic motivation. The model proposes  that five core dimensions (skill variety, task identity, task significance, autonomy, and feedback) lead to three critical psychological states (experienced meaningfulness of the work, experienced responsibility for work outcomes, and knowledge of results) that in turn lead to several outcomes (intrinsic motivation, job performance, job satisfaction, and low absenteeism and turnover). Individual differences (growth-need strength, knowledge and skills, and satisfaction with the work context) affect the key relationships in the model. Research suggests that intrinsic motivation and job satisfaction do tend to result from the core characteristics and psychological states as proposed by the model; however, job performance is not necessarily affected.  
· The social information processing model suggests that the social environment provides employees with information about which aspects of their job design and work outcomes they should pay attention to and how they should evaluate them. This information influences motivation. In addition, employees’ past behaviors have implications for how they view their current jobs and current levels of motivation, particularly when these past behaviors were freely chosen or entailed personal sacrifices.  
· Goal-setting theory and research suggest that specific, difficult goals lead to higher motivation and performance than do easy goals, moderate goals, vague goals, or no goals. Specific, difficult goals influence motivation and performance by directing employees’ attention toward goal-relevant activities, influencing effort expenditure, influencing levels of persistence, and causing employees to develop action plans. When employees are performing very complicated and difficult tasks that require all of their attention and a considerable amount of learning, specific, difficult goals should not be set until the employees have mastered the tasks.  
·   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