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ABSTRACT
This study was intended to establish the relationship between motivation tools and
work productivity of academic staff in private universities in central Uganda.
Specifically, the study was to investigate the way motivation tools are applied in
private universities in central Uganda as a mechanism for encouraging academic
staff to conduct assigned work, to determine the Level of work productivity of the
academic staff in the private universities in central Uganda, to establish the
relationship between the way motivation tools are applied and the level of academic
staff work productivity in private universities in central Uganda, and to establish the
difference caused by gender in the way motivation tools are applied and the level of
work productivity of the academic staff of private universities in central Uganda. The
descriptive comparative survey designs involving a correlational research design was
used in this study. 665 respondents participated in the study. They included
professors, associate professors, senior lecturers, lecturers, assistant lecturers and
teaching assistants. The respondents were selected using Sloven’s formula, The
proportional stratified sampling technique was employed. While universities were
selected using simple random sampling. Data was collected from four private
universities which included: 215 academic staff of Kampala International University,
77 academic staff from Nkumba University, 65 academic staff from Uganda Christian
University, and 37 academic staff from Cavendish University. The study used 2 sets
of non-standardized and research administered questionnaires. Interview guide
collected information from 24 academic staff. Data were analyzed using descriptive
analysis, Independent t- sample test and Pearson’s linear correlation coefficient. The
way motivation tools were applied was disagreed which aliudes to unmotivated. The
level of academic staff work productivity in private universities was merely agreed
which alludes to low productivity. There was no significant relationship between the
way motivation tools were applied and level of academic staff work productivity.
There was no significant difference caused by sex in the way motivation tools are
applied and the level of academic staff work productivity in private universities in
central Uganda. In conclusion, academic staffs were unmotivated leading to low
productivity. The researcher recommended thus, that through human resource office
the university council should improve and implement the staff manual policies

Xv




concerning staff remuneration, welfare and other financial benefits. The salary
offered should be based on labor market conditions, cost of living, and performance
in order to retain and avoid high labor turnover of the staff. Research can be
conducted on the gaps this study has left, such as investigating self-actualization as

it affects intrinsic and extrinsic reward.

xvi




CHAPTER ONE
INTRODUCTION

This study investigated the relationship between motivation tools and work
productivity of academic staff in private universities in central Uganda. Motivation
tools are conceived in this study as the independent variable while work productivity
as the dependent variable. The study is made up of five chapters. This chapter
presents the background, problem statement, purpose, specific objectives,

questions, hypotheses, scope and significance of the study.

BACKGROUND TO THE STUDY

Historical Perspective

In many African countries, the provision of higher education by private institutions is
new but a growing phenomenon. When compared to other parts of the world, most
African countries have however been slow to expand the private higher education
sector (Altbach, 1999). As of today, the sub-Saharan countries have more than 100
private universities, and more than half of them were established in the 1990s. In
fact, between 1991 and 1999, nearly 65 private universities were established in sub-
Saharan Africa (World Bank, 2002). According to James (1991), the increasing social
demand for higher education and the demand for a different type of education led to
initiating policy measures encouraging the private sector in many countries, the
majority of had been dominated by a virtual monopoly of public higher education
institutions. Varghese (2004 b) also found out that, inability of the public sector to
satisfy the growing social demand for higher education necessitated the entry of the
private sector in order to improve access conditions. According to Farrant (1997), in
many countries the morale of teachers is low because they possess no great status,
lack promotion opportunities, are poorly paid and have to teach under unsatisfactory
conditions. Consequently, many private institutions of higher education were

established.

In Uganda, the growth of private universities became faster after the liberalization
of education in 1988. Private education in Uganda dates to 1925 when the first
private school was established due to growing dissatisfaction with curricula offered

by missionary schools (Ssekamwa, 2000). Private universities emerged to the fore of
1




higher education in Uganda and consequently transformed the system from being
homogenously public to a public-private mix in which private are now outnumbering
public universities, especially in terms of enrolment (Mugabi, 2009). An analysis of
Uganda’s private higher education sector shows that private universities arocse due to
excess demand and as such, are characterized largely reliance on tuition fees, part-
time faculty, insufficient educational facilities, duplication of academic programmes,
and focus on teaching instead of teaching and research as expressed in their mission
statements (NCHE,2006; Mugabi, 2008).

The numbers of private both secular and religiously affiliated universities in Uganda
have since 1988 grown from one to twenty-two institutions (NCHE, 2006). Indeed,
Makerere University was the only leading institution of higher learning in Uganda,
accounting for 95 percent of the total university enrolments till 1988. The remaining
five percent of enrolment were shared between six other universities which included;
Mbarara University of Science and Technology established in 1989, Ndejje University
started in 1992, Nkumba University started in 1999, and the Islamic University in
Uganda formed by organization of Islamic conference based on Islamic foundation in
1988, Uganda Martyrs University started in 1993 and Bugema University was formed
based on Seventh day Adventist in 1994. The enrolments into universities increased
by over 90 percent while the number of tertiary institutions increased by 1.8 percent
in the same period (Senteza-Kajubi, 1999). This indicates that there is need for more

institutions at tertiary level to absorb the high numbers of students.

Over a period of 8 years 10 new private universities have been licensed to operate,
through National Council for Higher Education (NCHE). Various studies have shown
that people work hard if their needs are met (Aluko, 1998, 2001; Muliins, 1999;
Lussier, 2000). The studies indicate that management in institutions must be aware
that employees have their values, attitudes and sentiments that affect their
performance, and that the effect differs from one employee to another. However,
the issue of staff welfare and general motivation seem to have remained a challenge

in the higher education sector.




Theoretical Perspective

The study was theoretically based on expectancy theory. This theory posits that the
strength of a tendency to act in a specific way depends on the strength of an
expectation that the act will be followed by a given outcome and on the
attractiveness of that outcome to the individual. Expectancy theory posits that
academic staff can be motivated to perform better when there is a belief that the
better performance will lead to high productivity appraisal and that this shall result
" into realization of personal goal in form of some reward. Therefore employee
productivity is equated as: Motivation = Valence x Expectancy. Expectancy
represents an individual’s belief that a particular degree of effort is a performance -

outcome perception.

It represents a person’s belief that a particular outcome is contingent on
accomplishing a specific level of productivity. Valence refers to the positive or
negative value people place on outcomes. In Vroom'’s expectancy model, outcomes
refer to different consequences that are contingent on employee productivity, such
as pay, employee benefits, promotions, training and working conditions. An
outcome’s valence depends on an individual’s needs and can be measured for

research purpose with scales ranging from a negative value to a positive value.

The theory implies that academic staff are motivated to perform better when
motivation tools such as financial rewards ( salary, Allowances and bonuses), and
non-financial rewards (employee benefits, recognition, promotion practices, training
and working conditions) offered in the university are the same, with the belief that
such performance will lead to improved level of work productivity in terms of teacher
preparation, syllabus completion, evaluation, research and publication, time
management, commitment to the university, resource utilization and community

service,

Conceptual Perspective

Jack (2003) conceptualized work productivity as how well an employee does his or
her job to achieve organizational goals and objectives. Work productivity refers to
the amount or quality of work that an employee does for an organization as




measured by the effort put in, knowledge or competency applied, time spent,
activities accomplished, etc in relation to the expectations of an organization. While
an employee whose amount or quality of accomplished work meets the expectations
is considered optimally productive, one whose such a mount or quality is below the
expectations is considered less productive; yet the employee whose amount or
quality of accomplished work is above the set work standards is considered more
productive. In this study, work productivity is conceptualized in terms of teacher
preparation, syllabus completion, evaluation, research and publication, time
management, commitment to the university, resource utilization and community

service,

Teacher performance and commitment imply effective learning outcomes that
necessitates the teacher to be prepared in the following areas: command of
theoretical knowledge about learning and human behaviors, display of attitudes that
foster learning and genuine human relationships; competence in the subject matter
to be taught and control of technical skills of teaching that facilitate student’s
learning (Smith 2009). For the teacher to perform effectively then, he/she should
promote student’s learning through creating a positive learning climate, selecting
appropriate instructional goals and assessments, using the curriculum effectively,
and employing varied instructional behaviors that help all students learn at higher
levels {Ama and Ama, 2004).

The independent variable in this study was motivation tools. George and John
(2008) conceptualized motivation as “the willingness to exert high level of effort to
reach organizational goals, conditioned by the effort’s ability to satisfy some
individual need”. While motivation tools are financial and non-financial elements of
reward employed in any organization. Motivation tools in this study is grouped into;
financial rewards (salary, allowances, bonuses) and non-financial rewards (employee
benefits, recognition and acknowledgement and promotion). Although it is likely that
motivation tools influence performance directly and mediate or modifies the effect of
interventions aimed at changing performance (Rowe, de Savigny, Lanata,
Victora.2005), there are few studies on its influence on practice change in health

workers in low-income settings (Victora, 2005).




Therefore, it is assumed that as mechanisms by which employees are inspired and
their needs satisfied, motivation tools play a vital role in enabling an organization to
realize its goals and objectives of an organization by trying to motivate, inspire, and
raising their satisfaction and self-esteem in order to be highly productive that in turn
will lead to the fulfillment of organization’s goals and objectives. In recent years,
emphasis has been placed on the role motivation tools play in getting employees to

put in their best efforts to work.

Contextual Perspective

There is a growing concern about low productivity in many organizations in Uganda
within the context of rewarding employees (Uganda Private Organization
Association, 2003). In Kampala International University, the situation at hand is
assumed to be characterized by low commitment and morale, dissatisfaction among
the employees and high turnover rates has indicated that employee motivation has
been taken for granted (Staff Association Report, 2011). It has been observed
however, that teacher productivity in Uganda in general, and at university level in
particularly is low, which productivity at university, is reflected in irregular
attendance, failure to meet deadlines, and not doing full day's work (Uganda
Government, 2008). The staff of Makerere University complained of the unattractive
general terms of service and other conditions of work (Mak, 2000). Makerere’s
strategic plan 2001-2005 also pointed out that one of the weaknesses of the
university was its non-competitive terms of service. The levels of remuneration and
terms of service were conceived as not very competitive in the job market and
assumed to leading to inadequate motivation and poor retention of staff.

Many of private institutions in central Uganda are operating under difficulties as they
struggle to meet both national and international demands. It has become a tradition
that, the sole source of funds is the students’ tuition fees, thus leading to hiking of
fees beyond the capacity of would be students. According to Maicibi (2005), a
person who has consistently and continuously put up good behavior needs to be
rewarded as and when due. Promotions should be as regular as expected. These

have positive correlation to the workers in terms of commitment and productivity.




However the effect of motivation tools on work productivity depends on the
relationship between the amount of labour input and physical output. But the
question is how the universities should re-double their efforts to provide an enabling
environment for the workers to improve on their productivity. The conception is that
lack of all these basic needs has negatively impacted on productivity more especially
in academic arena. The problem of financial rewards, employees’ benefits,
recognition and acknowledgement, work conditions, promotions, work productivity in
terms of teacher performance (teaching preparation, syllabus completion,
evaluation, research, time management, and completion of work outputs),
commitment and resource utilization is common among the private universities in

Uganda generally and central region in particular.

Over time, many of the private universities have been acquiring and continue to
acquire loans to enable them fund especially their infrastructure and other facilities.
However, some have had a very difficult time with the loans to the extent of near
collapse or being placed under receivership in mid-2001 (Mugeere, 2001). Further,
Mugeere {2001) observes that, most of the private universities in Uganda have
meager resources to sustain the staff, whereby most of the universities entertain
part time staff. The staffs complain of the unattractive general terms of service and
other conditions of work. The levels of remuneration and terms of service are not
very competitive in the job market. The pay is poor. For instance professors earn
about 1.5 million Ugandan shillings ($ 500), while associate professors earn about
1.2 million Ugandan shillings ($ 461).

According to the Daily Monitor issue, Thursday , December 16, 2006, lecturers were
working abnormally under skewed conditions amidst poor pay, for instance lecturers
were involved on normal workload, research supervision, community service and
publication to mention a few. The report also mentioned that in some faculties, a
lecturer is at work from 7:00am to 10:00pm each working day and the weekend
lecturers engage in extra-load, not because they like it but because of poor
remuneration. In some universities there is an incentive for marking, setting exams
and invigilation but they are taxed heavily therefore, making motivation tools

ineffective.




The above scenario seemed to be the same among private universities in Central
Uganda. However, all these studies left gaps to be explored which this study has
attempted to investigate. Further, to isolate factors affecting employee productivity
in selected private universities in Uganda and to investigate the motivation tools is

the main cause of the matter in the study.

STATEMENT OF THE PROBLEM

Most of the successful people that are around have been proved to be very efficient
time managers seen in their productivity (Shadare & Hammed, 2000). Since
productivity involves human resources, staff personnel management must be geared
to attract, retain and motivate the best human assets available in private institutions.
The level of productivity of the academic staff in many private universities in Uganda
is far below (Kasozi, 2008; Nambassa 2003). Therefore, employee productivity does
not seem to have improved overtime, This failure to fully improve on work
productivity in the private University may lead to several undesirable outcomes;
promotion not straightforward, brain drain due to lack of commitment, unclear
policies in remuneration, lack of qualified staff, high labour turnover, unattractive

general terms of service and working conditions.

Many private universities in central Uganda have fewer professors, senior lecturers,
lecturers which imply that the universities may not achieve their goals and contribute
to national development the way they are expected to do, due to lack of qualified
teaching staff and inefficient management. This in the long run shall affect the
quality of teaching, graduates, and the moral of teaching among the staff. It is also
believed that, due to lack of remuneration policy and increment, clear promotion
policy, training of staff, conducive working environment, recognition of best
performing academic staff, unclear terms of service, unclear employee benefits and
recognition of gender balance. In view of that, the core business of the universities
and their university website ranking in contributing to teaching, research and

community service shall be compromised and affected.

Armstrong (2007) observes that when employees are unhappy, frustrated,
uninspired and not motivated, their level of production becomes low. This situation




was also revealed by Aacha, (2010), Sangaire, (2007), Kagubaire, (2006), Nyuakiiza,
(2005) Mugeere, (2001); Farrant, (1997), Carron, (1996), Kasaija, (1991), that
where teachers pay is very low, there is normally de facto recognition that the
labour process' in schools has to be organized in such a way that enables teachers,
the autonomy to generate additional income. It is persistence is a threat to the
survival of the universities, since unproductive staff members cannot enable the
universities to pursue their objectives effectively. It is however, not clear whether
the cause of the problem is related to the motivational toois and academic staff

productivity, with a view of suggesting ways of remedying the situation.

Thus, the assumed decline in employee motivation and in commitment to high-
quality work performance may have a tremendous effect on work productivity as
well as overall efficiency. Such scenario has created a major impact in private
universities in central Uganda and conceived as leading to poor quality service
delivery in terms of low productivity of teachers. Hence the need for this study
investigating the importance of the motivation tools as a factor that enhances work
productivity of academic staff in private Universities. The question therefore is there

relationship between motivation tools and work productivity?

PURPOSE OF THE STUDY

The purpose of this study was to analyze the way motivation tools are applied to
academic staff members, the level of these staff's work productivity, and the
relationship between the two variables and establish the gender difference in level of
application of motivation tools and level of work productivity in private universities in

central Uganda.

RESEARCH OBJECTIVES

The specific objectives of the study were:

1. To investigate the level of application of motivation tools in private universities
in central Uganda as a mechanism for encouraging academic staff to conduct
assigned work.

2. To determine the level of work productivity of the academic staff in the private

universities in central Uganda.




3.

To establish the relationship between the way motivation tools are applied and
the level of academic staff work Productivity in private universities in central
Uganda,

To establish the gender difference in fevel of application of motivation tools
and level of work productivity of the academic staff of private universities in

central Uganda.

RESEARCH QUESTIONS
This research work sought answers to the following questions constructed within the

framework of the objectives;

1. What is the level of use of motivation tools?

2. What is the level of work productivity of academic staff in private universities
in central Uganda?

3. What is the relationship between the way motivation tools is applied and the
level of academic staff work productivity in private universities in central
Uganda?

4. Is there a difference caused by gender in the way motivation tools is applied
and the level of work productivity of the academic staff in private universities
in central Uganda?

HYPOTHESES

1. There is no significant relationship between the way motivation tools are

applied and the level of academic staff work productivity in private

universities in central Uganda.

There is no significant difference caused by gender in the way motivation
tools are applied and the level of academic staff work productivity in private

universities in central Uganda.

SCOPE
Geographical Scope




The study was conducted in four private universities which included: Uganda
Christian University (UCU), Kampala International University (KIU), Nkumba
University (NU), and Cavendish University Uganda (CUU). These universities were
selected because they were easily accessible, offered a rich basis for selecting the
target population, and had diversified backgrounds. Some were secular and others
religious, and represented other universities in the region in terms of foundation
attributes and academic staff size. Indeed, out of the private universities in central
Uganda the selected universities had over 60% of the academic staff.

Theoretical Scope
This study was based on the Expectancy Theory of Victor Vroom (1964), Porter and
Lawler (1968). The study is confined to the expectancy theory because the theory
explains why people work and behave the way they do in terms of efforts and

direction.

Content scope
The study was confined to examining the staff motivational tools used to encourage

academic staff members to work, the fevel of these staffs’ work productivity, the
relationship between the two variables, and whether sex caused a significant

difference in each of them in private universities in central Uganda.

Time Scope
Data collection was from March 2011 to May 2011 after which analysis and

interpretation of the data gathered was followed.

SIGNIFICANCE OF THE STUDY
The findings of the study are of relevance to future researchers and academics o

explore on empirical studies and improve on existing knowledge.

The findings of the study are of importance to the policy makers like NCHE and
university administrators to develop strategies of improving education quality by
setting standards to monitor quality assurance and performance. It also identifies

strategies of improving staff working conditions.
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The study will create awareness among top management about the work
productivity of academic staff or effects of different motivation tools so as to enable

them to improve on the services and retain the labour force.

The international, and university stakeholders will derive useful information from the
findings of the study which can assist them plan and impiement unbiased measures
to monitor work productivity with considerations to the factors/tools mentioned in
this study that motivate the academic staff to achieve high teaching efficiency.

OPERATIONAL DEFINITIONS OF KEY TERMS
In this study, the following terms were operationally defined:

Academic staff means someone who teaches or does research at a college or
university and this includes professors, associate professors, senior lecturers,
lecturers, assistant lecturers and teaching assistant who accomplish different tasks
given to them by their supervisors such as carrying out research, teaching,

evaluating students and giving career guidance to students.

Motivation tools: As used in this study these are financial rewards, non financial
rewards; employees’ benefits, recognition, promotion practices, training and work

conditions.

Financial reward: These refer to salaries/wages, allowances, and bonuses,

employee benefit, recognition and acknowledgement.

Working conditions: These include elements with employee security, competition
and safety of the employees such as adequate furniture in office, ICT services like
internet, telephone, enough lighting, ventilated properly for fresh air, adequate
hygiene in office and adequate safety policies (for fire, work related accidents etc.

Employee benefit: as elements of remuneration given in addition to the various
forms of cash pay such as ftransport allowance, medical ailowance, housing

allowance and retirement package
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Promotion practices: This is reassignment of a higher level job to an internal
employee (which is supposed to be assigned exclusively to internal employees) with
delegation of responsibilities and authority required to perform that higher level job

and normally with higher pay.

Recognition: This is a tool widely applied by organizations to motivate their

employees in order to acknowledge the efforts.

Work productivity: This is measured in this study in terms of teacher preparation,
syllabus completion, evaluation, research and publication, time management,

commitment to the university, resource utilization and community services.

Teaching Preparation: This is a systematic detailed plan which includes detailed
course outlines, appropriate schemes of work, detailed lesson plans, clearly stated
objectives, detailed, simply and systematic teaching notes and suitable teaching

materials.

Syllabus Completion: This means an outline or summary of the main points of
text, lecture, or course of study which includes teaching whole syllabi as stated in
the course outline, cover respective items of the syllabus on the time scheduled.

Research and publication: This means process of steps used to collect and
analyze information to increase the understanding of topic or issues and publishing a
printed work which consists devoting enough time to supervise students’ research
work, publishing chapters in edited books, conference articles, books and journals.

Time Management: This is about effective scheduling of time, goal setting,
prioritizing and choosing what to do and what not to do. For example, prepare for
lectures; attend to lecture periods, seminar presentations, finish teaching in time,
meet deadiines for submission of course work results, marking semester

examinations and semester results.
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Commitment to the University: This means conscious choice to do something.
For example feel like part of the family in the university, feel as if this university’s
problem is part and partial, proud of the university, and feel as sense of belonging.

Resource Utilization: This is the total amount of resources actually consumed,
compared against the amount of resources planned to specific process which
includes ensuring minimum resource wastage, and safeguards the properties of the

university, and use facilities wisely and carefully.

Community services: This refers to voluntary work, intended to be for the
common good, usually done as part of organization scheme. This entails
participation in opinion leadership in the local community, providing guidance and
counseling, participation in local meetings and belonging to professional

associations.
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CHAPTER TWO
LITERATURE REVIEW

INTRODUCTION
This chapter gives the theoretical review, conceptual framework, related literature

relevant to the study and summary of related literature. The chapter is presented in

sub-themes of study objectives.

THEORETICAL REVIEW

In this study, the researcher opted to view employee productivity at the centre of
performance management of all organizations, especially in this area of stiff
competition. All organizations are looking for ways by which to enhance the
productivity of employees. The most widely accepted explanation of motivation has
been propounded by Victor Vroom’s expectancy theory in 1964, but has it's origins in
the ancient Greek principle of hedonism, which assumes that behavior is directed
towards pleasure and away from pain. Individuals will choose from alternative
courses of action the one they think will maximize their pleasure or minimize their
pain. It is probably the leading theory of motivation, and is used to inform decisions
on the design and management of contingent pay schemes and to measure the

effectiveness of such schemes (Armstrong, 2010).

In this theory motivation tools has got influence towards individual’s behavior in
realizing organizational goals and objectives. It underpins the path-goal theory of
leadership developed by House (1971). His theory is commonly known as
expectancy theory. The theory argues that the strength of a tendency to act in a
specific way depends on the strength of an expectation that the act will be followed
by a given outcome and on the attractiveness of that outcome to the individual.
Expectancy theory says that an employee can be motivated to be productive when
there is a belief that the outcome of productivity will lead to good improvement and
that this shall result into realization of personal goal in form of some reward.
Therefore an employee is equated as: motivation = valence x expectancy.
Expectancy represents an individual’s belief that a particular degree of effort is a

performance —outcome perception.
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It represents a person’s belief that a particular outcome is contingent on
accomplishing a specific level of performance. Valence refers to the positive or
negative value people place on outcomes. In Vroom's expectancy model, outcomes
refer to different consequences that are contingent on productivity, such as pay,
employee benefits, promotions, training and working conditions. An outcome’s
valence depends on an individual's needs and can be measured for research
purposes with scales ranging from a negative value to a positive value., This means
that when universities employ motivation tools to motivate staff, productivity may be
affected.

From Vroom’s (1964) theory, this study is of the view that motivation tools, as
outlined in the theory can be linked to the productivity of university staff. Expectancy
theory assumes that academic staff will be motivated to produce only if they expect
that productivity will lead to the goal they value. Increased effort will lead to high
productivity of academic staff. This implies that satisfaction from the initial effort
must be equitable to make the effort worthwhile and there must be a feedback.
Expectancy theory therefore explains the motivation tools and work productivity of

academic staff.

The model on the role of motivation tools, depict the link between all the dimensions
and elements of motivation. Though there are two types of motivation, few
individuals feel that intrinsic motivation carries more weight in activating individuals
to put effort in their work, However, it is possible that individual difference plays a

couple of roles in motivation
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Fig.2.1 Porter and Lawlier's Expectancy Model as modified from Vroom's
expectancy theory (Adopted from L.W. Porter and E.E Lawler III, 19638)

Porter and Lawler’s developed an expectancy model of motivation that extended
Vroom’s work. This model attempted to (1) identify the source of people’s valences
and expectancies and (2) link effort with performance and job satisfaction. The

model is explained below:

Predictors of effort. Effort is viewed as a function of the perceived value of a
reward (the rewards valence and the perceived effort-reward probability
expectancy). Employees should exhibit more effort when they believe they will

receive valued rewards for task accomplishment.
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Predictor of performance. Performance is determined by more than effort. It
indicates that the relationship between effort and performance is moderated by an
employee’s abilities and traits and role perceptions. That is, employees with higher
abilities attain higher performance for a given level of effort than employees with
less ability. Similarly, effort results in higher performance when employees clearly
understand and are comfortable with their roles. This occurs because effort is

channeled into the most important job activities or tasks.

Predictors of Satisfaction Employees receive both intrinsic and extrinsic rewards
of performance. Intrinsic rewards are self-granted and consist of intangibles such as
a sense of accomplishment and achievement. Extrinsic rewards are tangible
outcomes such as pay and public recognition. In turn, job satisfaction is determined
by employees’ perceptions of the equity of the rewards received. Figure 2.1 further
shows that job satisfaction affects employees’ subsequent valence of rewards.
Finally, employees’ future effort-rewards probabilities are influenced by past
experience with performance and rewards. And will be followed by a particular level
of performance. In other words, it is an effort-performance expectation. An

instrumentality

The theory focuses on three things: efforts and relationship, performance and
reward relationship, rewards and personal goal relationship. In summary effort
(motivation) depends on the likelihood that rewards will follow effort and that the
reward is worthwhile, Implying that, there must be a link between effort and reward
(line of sight), the reward should be achievable and should be worthwhile. In this
study, the researcher opted to view employee productivity at the centre of
performance management of all organizations, especially in this era of stiff
competition. All organizations are looking for ways to enhance the productivity of

employees.

In this case, personal expectation are too high relative to what they put in and, in
turn, too high in comparison with what others contribute and receive, the more
motivation tools, more employee productivity or higher quality of work and vice

versa, whereby private universities, understudy one would expect the staff to get
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distributive fairness for empioyee productivity by examining underlying issues
grouped around relevant outcome constructs such as financial reward systems,
promotions, supervision and general working conditions that collectively reveal levels
of motivation. In other words, the state where an employee is in the ladder on
hierarchy of needs influences the work performance of that employee. Individual
needs have to be identified in order to motivate people's work behaviour. The
knowledge of an employee's unfulfilled needs may enable companies to influence

the work performance.

CONCEPTUAL FRAMEWORK
Figure.2.2 provides a conceptual frame work, a scheme of concepts, variables or

constructs which the study operationalized in order to achieve its objectives
(Makerere University Graduate School,MUG,2001) as cited in ( Bakkabulindi,
2009).The Figure.2.2 is developed from Porter and Lawler's Extension of expectancy
model of motivation that extended Vroom’s work (Fig 2.1). It related what Vroom’s
paradigm terms the personal inputs that is Motivation tools (Financial rewards, non-
financial rewards and working conditions of employees) to what he calls the personal

out comes)such as work productivity.

The conceptual frame work indicates extraneous variables can affect the interplay
between the two variables, namely independent variable; motivation tools and
dependent variable; work productivity of academic staff. If the extraneous variables

are not controlled can affect motivation of academic staff.
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Fig 2.2 Conceptual model on Work Productivity to motivation tools.
(Adopted from Fig.2.1 using ideas by Homans, 1961, Jerald)

The conceptual model (Fig.2.2) depicts motivation tocls namely; financial rewards
involve salary provided, allowances and bonuses determined from work productivity
(teaching preparation, syllabus completion, evaluation, research and publication,
time management, commitment to the university, resource utilization and
community services. While non-financial rewards involves employee benefits,
recognition, promotion practices, training and working conditions of staff derived
from work productivity among the private universities under study. Both financial
rewards and non-financial rewards affect high level of work productivity of academic

staff when the extreneous variables (Proper Quality Assurance system, Availability of
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enough teaching material, clear HR policies and proper work load allocation of

academic staff) are in place.

Motivation Tools

At one time, employees were considered just as another input into the production of
goods and services. What perhaps changed this way of thinking about employees
was research, referred to as the Hawthorne Studies, conducted by Elton Mayo from
1924 to 1932 (Dickson, 1973). This study found that employees are not motivated
solely by money and employee behavior is linked to their attitudes (Dickson, 1973),
The Hawthorne studies began the human relations approach to management,
whereby the needs and motivation of employees become the primary focus of

managers (Bedeian, 1993).

The general assumption is that an adequately motivated worker will in turn give in
his or her best towards the attainment of a general consensus. Consequently when a
worker is motivated the question of poor performance and inefficiency will be
forgotten issue in an organisation. Managers who are successful in motivating
employees are made often providing an environment in which appropriate or
adequate goals called incentive are made available for the needed satisfaction of the
employee (Bedeian, 1993). A good number of workers are adequately paid in their
jobs so as to work hard and maintain a high standard of productivity while some
even work hard but do not receive much material gains to show for it (Dickson,
1973). The issue under consideration is how a worker in an organisation with a
particular set needs to achieve the reward he/she desires? Generally management

do withhold rewards to motivate employee to achieve productivity.

Many contemporary authors have also defined the concept of motivation as the
psychological process that gives behavior purpose and direction (Kreitner, 1995); a
predisposition to behave in a purposive manner to achieve specific, unmet needs
(Buford, Bedeian, & Lindner, 1995); an internal drive to satisfy an unsatisfied need
(Higgins, 1994); and the will to achieve (Bedeian, 1993). Motivation tools are those

items used by employers to motivate staff.
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Along with perception, personality, attitudes, and learning, motivation is a very
important part of understanding behavior. Luthan (1998) asserts that motivation
should not be thought of as the only explanation of behavior, since it interacts with
and acts in conjunction with other mediating processes and with the environment.
Luthan stress that, like the other cognitive process, motivation cannot be seen. All
that can be seen is behavior, and this should not be equated with causes of
behavior, while recognizing the central role of motivation tools, Evans (1998) states
that many recent theories of organizationa! behavior find it important for the field to

re-emphasize behavior.

One thing these definitions have in common is the inclusion of words such as desire,
want, wishes, aim, goals, needs, and incentives. Luthan (1998) defines motivation
as, "a process that starts with a physiological deficiency or need that activates a
behavior or a drive that is aimed at a goal incentive". Therefore, the key to
understanding the process of motivation tools lies in the meaning of, and
relationship among, needs, drives, and incentives. Relative to this, Minner, Ebrahimi,
and Watchel, (1995) state that in a system sense, motivation tools consist of these
three interacting and interdependent elements. Managers and management
researchers have long believe that organizational goals are unattainable without the
enduring commitment of members of the organizations. Motivation is a human
psychological characteristic that contributes to a person's degree of commitment
(Stoke, 1999).

Motivation is a critical dimension of capacity, defined as the ability of people,
institutions and societies to perform functions solve problems and set and achieve
objectives (Stoke, 1999). Motivation is a general term applying to the entire class of
drives, desires, needs, wishes and similar forces. Likewise, to say that managers
motivate their subordinates is to say that they do those things which they hope will
satisfy their drives and desires and induce the subordinates to act in a desired

manner so as to achieve the organizaticnal goals.

Why is there need for motivated employees? The answer is survival (Smith, 1994).
Motivated employees are needed in rapidly changing workplaces. Motivated
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employees help organizations survive. Motivated employees are more productive. To
be effective, managers need to understand what tools motivate employees within
the context of the roles they perform. Of all the functions a manager performs,
motivating employees is arguably the most complex. This is due, in part, to the fact
that what motivates employees changes constantly (Bowen & Radhakrishna, 1991).
For example, research suggests that as employees' income increases, money
becomes less of a motivator (Kovach, 1987). Also, as employees get older,
interesting work becomes more of a motivator, than motivation tools which the

employers employ.

Motivation tools in this study is grouped into three; financial rewards (salary,
allowances, bonuses, employee benefits, recognition and acknowledgement and
promotion). Although it is likely that motivation tools influences productivity directly
and mediates or modifies the effect of interventions aimed at improving productivity
(Rowe et al., 2005), there are few studies on its influence on practice change in
health workers in low-income settings (Victora, 2005). The existing studies have
focused predominantly on determinants of motivation, with less literature focusing
on motivation tools and work productivity is delineated by Franco’s mode! (Kanfer
1999), which divides determinants of motivation into will do (i.e. adoption of
organizational goals) and can do components (i.e. mobilization of personal resources
to attain joint goals) that operate at individual, organizational and societal levels,
Motivational outcomes are viewed to be the net results of the interaction between
the can do and will do components of motivation (Franco, Bennett, Kanfer, 2002)

and are the main focus of this study.

The above approach views worker motivation to be the result of the interaction of
individuals and organizations, rather than an attribute of either alone. To measure
motivation factors, one can either use subjective (asking workers their perceptions
of motivation and what influences it) or worker motivation (Kanfer. and Bethesda,
2000). While objective measures of assessment are thought to be better than
subjective ones, indicators such as absenteeism would be very difficult to apply. On
the other hand, directly asking workers whether or not they are motivated risks

introducing biased response (respondents answering questions in the way they think
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the questioner wants them to be answered, rather than according to their true
beliefs). Adams (1964) in his equity theory termed as affair balance between
contributions and outcome process explains the fair treatment on the job, one must
perceive that what one puts in (for example, education, seniority, skill, effort, job
performance and loyalty) that corresponds with personal outcomes (such as pay,

privileges, job satisfaction, recognition and opportunity).

They further contain two major divisions of variables / concepts. The personal
inputs and personal outcomes. Personal inputs are basically the education, seniority,
skills, efforts, job performance and loyalty. Personal outputs thus include promotion
systems, financial rewards and working conditions. In the context of this study,
promotion system elements include promotion criteria, perceptions about promotion
and promotion decisions which belong to the employees of the selected private

universities who are the academic staff productivity (Victora, 2005).

Rewards in this study imply the way the employees are financially motivated.
Financial reward elements refer to salaries/wages, allowances, and bonuses, non-
financial elements (employee benefit, recognition, promotion practices, training and
working conditions. The working conditions elements associate with employee
security, competition and safety of the employees. All these elements are theorized
to show that, one must feel that one’s contributions and outcomes are in line with
the contributions and outcomes of others. If a person believes that he or she
produces far more than another but that they both are paid the same, a case of
inequality exists and the person may try to do something to correct it (Wendell,
1997). This might take a number of forms including complaining, slowing down,

being absent frequently or quitting.

Adam’s (1964) contention also suggests that if people perceive that personal
outcomes are too high relative to what they put in and, in turn, too high in
comparison with what others contribute and receive, they will feel motivated to bring
the situation into psychological balance by such mechanism as rationalization, more
employee productivity or higher quality of work (Homans,1961) In the case of
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private universities one would expect the staff to get distributive fairness for

employee productivity.

With these considerations in mind, the researcher assessed motivation tools by
examining underlying issues grouped around relevant outcome constructs such as
financial reward systems, non-financial rewards like promotions, supervision and
general working conditions that collectively reveal levels of motivation. Studies that
investigated this issue in developing country settings have predominantly used
qualitative methods, as shown by the works done in Ethiopia by Lindelow and
Serneels in 2006; Tanzania by Manongi, Marchant and Bygbjerg in 2006 and North
Vietnam by Dieleman, Cuong, Anh, and Martineau in (2003).

Work Productivity

Work productivity is how well an employee does his or her job to achieve
organizational goals and objectives (Jack, 2003) and could be perceived as a
function of the interaction of ability. Productivity is the standard to which someone
does something such as a job. An employee could be performing to the level they
are capable of only if there are adequate tools, equipment, materials and supplies
and favorable working conditions, helpful co-workers, supportive work rules and
procedures, sufficient information to make job-related decisions and adequate time
to do a good job. The contrary scenario may vyield negative results. The staff/
employee are conceptualized as the people who work for a particular institution.

Work productivity is measured in this study in terms of level of teacher performance,
syllabus completion, evaluation, quantity of research and publication, level of time
management, commitment to the university, resource utilization, and involvement in
community service. Teacher performance and commitment imply effective learning
outcomes that necessitates the teacher to be prepared in the following areas:
command of theoretical knowledge about learning and human behaviors, display of
attitudes that foster learning and genuine human relationships; competence in the
subject matter to be taught and control of technical skills of teaching that facilitate

student’s learning (Smith 2009).
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For the teacher to perform effectively then, he should promote student’s learning
through creating a positive learning climate, selecting appropriate instructional goals
and assessments, using the curriculum effectively, and employing varied
instructional behaviors that help all students learn at higher levels (Ama and Ama,
2004). According to Batey (1953) a school to be an instrument of education it has to
be staffed with teachers who have adequate knowledge of the subject matter in
their teaching subjects. On the same note, it is believed that in order to achieve pre-
determined educational aims, the teacher should make the most efficient use of the
available resources (resource utilization) for the students to find meaning in their

learning.

In view of George and Jones’ (2002) contentions that there are three key elements
by which a worker perform or become productive, these are then considered for
discussion in this study to impress more on work productivity. The key elements are:
(1) direction of behavior (the many potential behaviors a worker could perform that
the worker could actually perform); (2) level of effort (how hard does a worker
perform); and (3) level of persistence (how hard does a person keep on trying to
perform). Managers expect workers to actually perform (direction of behavior) by
being motivated to come to work on time, perform their assigned tasks dependably,
come up with good ideas, help other workers and avoid paying lip service to quality.
Further, the gravity of the workers” performance (level of effort) is also essential to
emphasize the need for change for the better even in the midst of obstacles,

roadblocks and stonewalls (level of persistence).

Motivation Tools and Work Productivity

According to George and Jones, (2002), motivation tools may not be linked to high
productivity all the time as there are several tools that can affect work productivity
other than motivation on certain extrinsic and intrinsic factors. Conversely, high
productivity does not necessarily imply that the workers are highly motivated to be
productive. Workers with low motivation may be highly productive if they have a
great deal of ability. Managers should be careful and devote to boost the motivation
of the workers in this case as these workers usually are capable of making

exceptional contributions to the organization (George and Jones, 2002).
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RELATED LITERATURE
This section is presented on sub-themes of four specific objectives of the study and
also as suggested in the conceptual framework of the study (Fig.2.2).

FINANCIAL REWARDS AND WORK PRODUCTIVITY

Salary and work productivity

Wendell (2003) refers salary to a weekly, monthly, or yearly rate of pay. Koontz &
Weibrich (1998) further added that if money is to be considered as an effective
motivator, people in various positions even though at a similar level must be given
salaries and bonuses to reflect their individual productivity. Terry and Franklin
(2000) categorically stated that many people work to get money but 