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EDITOR’S OVERVIEW

The study of achiavement by bohavioral scientiats Is ordinarily
confined to activities relevant to academic and vocational
attainments. In this chapter, Spence and Helmreich adopt a
broader definition of achievement that admits any type of
performance that may be evaluated by the individual or by others
according to its excellence and that may occur in a wide variety of
settings. Proceeding from this perspective, the authors examine
certain achievement-related motives and goals and their
implications for real-life behaviors. Particualar attention is given to
individual differerices in these motives and to a compearison of the
motivationel systems of women and men,

The authors first present a conceptual analysis of intrinsic
versus extrinsic motives and incentives, noting that little is
known about the interactions of these two types of motives in
determining achievement-related behaviors. They review two very
different research litaratures with indirect relevance to this
question: one concerned with the nature of on-the-job worker
motivation, and the other with the experimental study of the
influence of external rewards on intrinsic motives, as observed in
laboratory and other time-limited settings. The authors conclude
that intrinsic and extrinsic motives and goals are not necessarily
idditive or mutusally facilitative in their effects on achievement-
ariented behavior.

The bulk of the chapter is addressed to intrinsic achievement
notives which, following the persenality theorist Henry Murray,
he authors define as a striving toward performance excellence
ind which they regard as stable personality characteristics whose
itrength varies from one individual to the next. After describing
he highly influential expectancy—value theory of John Atkinson
nd his colleagues, which incorporates Murray's conceptions,
he authors present their multidimensional conception of
ichievement motivation. By means of their objective self-report

instrument, the Work and Family Orientatlon Questionnaire
(WOFO), they identify three relatively independent motives:
mastery (the preference for challenging tasks and for mesting
internal standards of excellence), work (the desire to work
hard), and competitiveness (the enjoyment of interpersonal
competition).

Contrary to the implications of thaories suggesting that the
genders differ in the nature of their achievement motives, the
authors’ data with the WOFO suggest that the structure of men's
and women’s achievement motives is similar. Howaver, they
report that, in unselected groups, sex differences in motive
strength emerge, women tending to be somewhat higher than men
in work, and men tending to be somewhat higher in mastery and
substantially higher in competitiveness. A series of studies
relating these achievernent motives to measures of quality of
academic performance in college students and of vocational
performance In several occupational groups shows that, in both
sexes, individuals high in work and mastery achieve more than
those whose motive strengths are relatively low. Contrary to the
belief that interpersonal competitiveness facilitates successful
attainment, the authors’ data indicate thet, in the groups studied,
highly competitive individuals do less wetl, especially if they are
also high in work and mastery. The authors caution, however, that
the processes by which competitiveness results in deletericus
effects are not known and that competitiveness may not have
negative conseguences in all individuals or types of endeavors.

The authors’ conceptions of achievement and achievement
motives suggest that these motives can find expression not merely
in academic and vocational pursuits but in a variety of everyday
activities in which individuals elect to participate. They report
data from several studies that give credence to these hypoth-
eses. :




‘ mbition and the drive to achieve excellence are

: widely recognized as crucial ingredients in suc-
cessful attainment. Education, ability, social background, and oppor-
tunity—being at the right place at the right time—make important
contributions to success; but even among individuals who are similar
in all these respects, wide differences in accomplishments may still
be observed. If we are to understand what makes some people more
successful than others, we must also take into account the intensity
and the nature of their achievement-related motives.

This chapter is devoted to an examination of certain of these
achievement-related motives and their implications for real-life
achievement, behaviors. Qur principal concern is with intrinsic
achievement motives—the enjoyment of achievement-related activi-
ties and of sttiving toward performance excellence. However, we also
consider extringic motives and goals—the desire for the tangible or
intangible rewards that are often obtained as a consequence of suc-
cessful performance—and their possible interactions with intrinsic
motives in determining achievement behavior.

Individual differences in intrinsic achievement motives have been
the subject of extensive theorizing and empirical investigation by
psychologists and other behavioral scientists. Perhaps the best-known
and most highly influential of these theories has been developed by
Murray (1938) and by Atkinson and McClelland and their colleagues
{Atkinson, 1958; Atkinson and Raynor, 1974; McClelland, Atkinson,
Clark, and Lowell, 1953), Our conception of intrinsic achievement
motivation as a striving toward excellence is in the classical tradition
of these investigators, although we view achievement motivation as
a cluster of interacting factors rather than as a single, unitary dimen-
sion. In the course of this chapter, we describe our operationalization
of these constructs and present some of our empiricel studies show-
ing the relationship between our measures and naturally occurring
achievement behaviors. We also attempt to place intrinsic achieve-
ment motivation in a broad conceptual framework as a guide to future
theoretical analysis and empirical research. The task we have set
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ourselves here is not to present a comprehensive theory of achieve-
ment behavior or even a preliminary sketch for such a theory. Instead,
we have chosen to focus on several types of achievement-related
motives and to explore in a preliminary way some of their implica-
tions for real-life achievement-oriented activities. In the absence of
systematic empirical data, much of this exploration is perforce
descriptive and speculative.

A recurring theme in our discussion is the relationship between
achievement motivation and gender. Until quite recently, research on
achievement-related motives in late adolescents and adults has con-
centrated primarily on males. This male-dominated approach is rap-
idly being remedied. Economic, political, and social forces that have
propelled or lured an increasing proportion of women into the labor
force, combined (not entirely coincidentally) with the rise of the fem-
inist movement and a shift in societal attitudes toward a more egal-
itarian view of men's and women's roles, have belatedly forced rec-
ognition that many women not only may be motivated to achieve but
also may desire to express these motives In the same kinds of activ-
ities a8 men engage in,

Women, however, have yet to achieve as much as men vocation-
ally. Those who enter the labor force in full-time jobs tend to congre-
gate in positions that are simultaneously low in prestige and {emale-
dominated; further, within a given type of position, men as a group
typically rise higher than their female colleagues (Schrank and Riley,
1976; see also Chapter 5, this volume). The identification of the inter-
nal and external social-psychological factors that act to suppress,
facilitate, or channel women's achievement-oriented activities is thus
a topic of growing concern to social scientists,

The implicit or explicit aim of most inquiries into achievement-
related motives has been to predict or to bring theorstical understand-
ing to very limited types of real-world behaviors, namely, those occur-
ring in academic and vocational settings. Other forms of attainment
in which achievement strivings could theoretically find expression
have received scant attention, particularly as they occur in women.
Women—or at loast those women who elect not to pursue careers—
have often been viewed as lacking in the same intrinsic achievement
motives as men have ar as being able to satisfy their achievement
needs vicariously through their husband’s accomplishments. This
dismissal appears to denigrate as genuine accomplishments women's
contributions to the home and family and to organizations to which
they give unpaid labor and at the same time to disallow the capacity
of these activities to satisfy achievement needs. However, women
high in achievement motivation may find an outlet for these motives
in tasks associated with their traditional role responsibilities, such



as child care, housekeeping, and other domestic activities, whether
or not they also have paid employment (Veroff and Feld, 1970). We

* have therefore adopted the position, which we share with such writ-
ers as Stein and Bailey (1973), that nontraditional activities may pro-
vide significant avenues of expression for intrinsic achievement
motives, particularly in noncareer women perhaps, but aiso in men.
We will therefore attempt to consider achievement motives and their
implications for behavior from a broad perspective that goes beyond
work and school.

ACHIEVEMENT NOMINALLY DEFINED

Guiding our discussion is the following nominal definition of
achievement (modified from Smith, 1969): Achievement is task-
oriented behavior that allows the individual’s performance to be
evaluated according to some internally or externally imposed cri-
terion, that involves the individual in competing with others, or that
otherwise involves some standard of excellence.

Our definition of achievement admits two types of behaviors. The
first is composed of activities occurring in settings in which there
are generally agreed-upon standards by which to judge the quality of
performance and in which evaluation of the performer routinely occurs.
Performance on the job, in school, or in other formal training pro-
grams provides the major examples of this type of behavior, In light
of the social significance of these activities, it is understandable that
formal investigations of the effect of achievement motives on behav-
ior have almost exclusively been limited to school and work perfor-
mance or to performance on laboratory tasks relevant to these set-
tings. Our definition also encompasses, however, achievement-oriented
behavior occurring in avocational and extracurricular contexts. Com-
mon examples are hobbies or amateur sports; participation in civic,
religicus, or professional groups on a volunteer, nonpaying basis; and
domestic activities, such as gardening, home maintenance and dec-
oration, sewing and cooking, and childrearing,

Our definition also permits either the participating individual or
an outside agency to specify whether the individual’s performance
is being evaluated according to some standard of excellence as well
as to designate what that standard is. In conventional areas such as
the workplace, society and its organized institutions define the sit-
uation as being achievement-related, expecting the participants to do
their best on their assigned tasks or to meet some minimal standard
of performance, and devise systems of tangible and intangible rewards
for successful attainment that simultaneously provide the partici-

pants with evaluative feedback about the quality of their perfor-
mance. The participants, although typically aware that they are
expected to perform well, do not necessarily share these aspirations,
usually because they are low in achievement motivation or because
their achievement motives are not aroused by the particular activities
being demanded of them:.

Although achievement-oriented individuals often express their
achievement motives in conventional job- and school-related activi-
ties, they may also find an outlet for their achievement strivings in
other activities in which they voluntarily engage. As the Guiness
book of records amusingly attests, human beings can turn perfor-
mance in almost any situation into a challenge—a task to be mastered,
a record to be established, a skill to be perfected, & race to be won.
Often these activities engage the individual's interest over substantial
periods of time, provide deep personal satisfaction, and have consid-
erable social value. Although sotne writers have intimated that indi-
viduals are unlikely to express their intrinsic achievement motives
in nontraditional ways because of the relative absence of recognized
standards of performance excellence and the unavatilability of clear
performance feedback from external sources, it seems more likely
that most people have the capacity to establish their own perfor-
mance standards and to evaluate the quality of their own behaviors.
We have therefore made our definition of achievement broad enough
to include activities that the individual specifies as the target of his
or her own achievement strivings and may thus provide outlets for
achievement motives that are personally gratifying.

TYPES OF ACHIEVEMENT-RELATED MOTIVES
AND REWARDS

In the following sections, we discuss intrinsic and extrinsic motives
and rewards and consider the relationship that may exist between
them.

Intrinsic Versus Extrinsic Motives and Goals

Behavior is ordinarily described as intrinsically motivated if it is
Pleasurable in its own right and is not being undertaken merely to
obtain some external reward; the reward for performing is inherent
in the performance itself. When the individual's goal is more specif-
ically to meet some standard of performance excellence and part of
the reward for indulging in the activity is striving toward and reaching
this goal, we refer to intrinsic achievement motivation.



Successful achievement often brings about consequences that are
gratifying to their recipients, such as a pay raise and social recogni-
" tion. Achievement-oriented behaviors whose goal is to obtain these
external or extrinsic rewards can be described as extrinsically moti-
vated. It is possible, of course, for a single set of behaviors to be driven
simultaneously by both intrinsic and extrinsic motives.

Extrinsic Mqﬁves and Goals

In American society, worldly success has always been widely admired,
and ambition (at lsast in males) is considered praiseworthy. This
emphasis on success can be seen in the reward systems operating in
recognized areas of achievement. Our society has set up countless
prizes, titles, elite societies, and honorific awards whose primary
function is to cal} attention to academically and vocationally suc-
cessful indjviduals and their accomplishments. Success in the voca-
tional sphere typically brings higher salary, status, privileges, and
prestige, and access to still more advantageous positions in which
the extrinsic rewards are even greater.

The existence of these formal mechanisms for honoring accom-
plishment mirrors the value our society places on individual achieve-
ment and the expectation that it be recognized and encouraged. We
tend to be ambivalent, however, toward achievement that is obviously
extrinsically motivated. On the one hand, we seem to view the indi-
vidual who is driven by intrinsic motives and whose goals are fun-
damentally unselfish as more deserving of reward than is the indi-
vidual whose goals are crassly materialistic or self-aggrandizing. On
the other hand, we tend to regard individuals who are indifferent to
the worldly consequences of their achievement as deviant—as amus-
ing eccentrics, otherworldly saints, or even as dangerous radicals—
and to be uncertain about whether much useful work would be
accomplished in the absence of external incentives. We expect people
to want and be pleased by extrinsic rewards but not to work too
conspicuously with no other goal but to obtain them.

Although individual differences in the strength of intrinsic
achievement motives have been extensively investigated, surpris-
ingly few formal attempts have been made to measure individual
differences in the strength of extrinsic motives and to determine their
effects on achievement-related behaviors. It seems undeniabie, how-
ever, that people vary in the degree to which they value for their own
sake the various kinds of tangible and intangible consequences of
successful accomplishment and hence the degree to which these out-
comes are inherently rewarding. Some individuals are relatively
unconcerned with financial rewards, desiring only enough income

to maintain a modest standard of living; whereas others are greedy
for money, prizing it for what it can buy or for the security it offers.
Some are indifferent to high status and position, and some hunger
after them. People also vary in the degree to which their behaviors
are shaped and stimulated by their strivings after these external rewards,
that is, the degree to which their achievement-oriented behavior is
extrinsically motivated. While the value that individuals place on
receiving these various kinds of rewards and the intensity of their
motivation to achieve them are undoubtedly correlated, the reward
value and the motivational value of things not only are conceptually
separate but very probably also have a substantial degree of indepen-
dence.

In the extreme case in which an individual’s behavior is moti-
vated only by the expectation of extrinsic rewards, his or her achieve-
ment-oriented activities have nothing but instrumental significance.
That is, the behaviors are undertaken solely to gain these rewards,
the individual finding no inherent pleasure in engeging in these
behaviors but only in anticipating their consequences. The person
engages in activities that eventuate in extrinsic rewards only because
the rewards are not otherwise avatlable. The pure case Is probably
rare, most individuals wanting, if nothing else, to assure themselves
and others that they personally deserve the fruits of success because
those fruits were obtained through their own efforts. It is also unlikely
that anyone would work hard and successfully over long periods of
time at tasks of any consequence for purely extrinsic reasons.

Whether those with strong extrinsic motives in performing some
task are any more or less likely than others simultaneously to have
strong intrinsic achievement motives is unknown. Observation sug-
gests, however, that it is possible for individuals with substantial
intrinsic motivation to place considerable value on the tangible or
intangible benefits of successful attainment at the same time and to
be highly motivated to obtain them, Those who are jointly motivated
by intrinsic and extrinsic motives may choose their jobs or plan their
whole educational and vocational careers to maximize the probability
that they will obtain not only intrinsic satisfactions but also the mon-
etary rewards or the kinds of recognition and prestige to which they
aspire. One may choose to become a physician, for example, rather
than a Ph.D. biologist, because M.D.s (“real” doctors) tend to be more
highly regarded by many segments of society and to have higher
incomes than “mere” doctors of philosophy, particularly if the latter
are employed in academic institutions.

Activities and occupations that are equally demanding vary in
the probability of various kinds of “payoffs” and individuals who
allow extrinsic considerations to guide their choices of career or career
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. activity are likely to improve their chances of obtaining the rewards
they desire. However, if only individuals who are engaged in a spe-
cific endeavor are considered, those who have strongly extrinsic
motivations do not necessarily have a greater probability of success
than those whose behaviors are more exclusively motivated by intrin-
sic considerations. In fact, several sources of evidence, which are
reviewed in later sections, indirectly suggest that the contrary may
often be the’case.

It should again be emphasized that those whose achievement-
related activities are primarily motivated by intrinsic factors are not
necessarily indifferent to the extrinsic rewards their accomplish-
ments may bring them. Reflecting our society's stress on the value of
individual accomplishment, many whose achievement behaviors are
driven and shaped primarily by intrinsic considerations may none-
theless expact and highly prize recognition of their accomplishments.
Having weighed their accomplishments and found them worthy in
their own eyes, they may demand that their achievements be
acknowledged by others in the form of tangible or intangible rewards.
In many instancaes, the actual value of the reward may be less impor-
tant than the recognition it signifies. The salary a person is paid often
has this symbolic function; beyond a certain level, the absolute
amount is less important than the amount relative to that earned by
members of the person’s reference group. Often, of course, there are
discrepancies between people’s evaluation of their performance and
the recognition they believe is therefore owed them and the rewards
they actually receive. These disparities may have the effect of decreasing
individuals' intrinsic interest in their job responsibilities (Adams,
1965).

Extrinsic rewards may also be useful in allowing individuals to
evaluate their own efforts. Excellence in performance is sometimes
obvious, but often the yardstick by which quality can be measured
is not clear-cut. In the face of ambiguity, people may compare them-
selves with others or seek the judgments of others to verify or to
correct uncertain self-evaluations (Festinger, 1954; Smith, 1968). The
consequences of successful achievement—good grades in school, sal-
ary raises, promotions, honorific awards, the respect of others, and
the like—are sources of information that may be used in this process.
For those who simultaneously hold a high but uncertain opinion of
themselves, the need for constant reassurance and recognition may
be almost insatiable. .

To summarize these distinctions, individuals differ in the inher-
ent value they place on extrinsic factors such as money, prestige, and
status, and in the degree to which their achievement-related behav-
iors are actively motivated and shaped by their desires for these exter-
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nal rewards. The achievement-oriented behaviors of those whose
intrinsic motives are weak and who are trapped in situations that do
not provide satisfactory outlets for their achievement needs may be
driven only by external incentives; the work involved is sheer drudg-
ery and to be avoided if their extrinsic needs can be satisfied in other
ways. For persons with some degree of intrinsic motivation, these
extrinsic outcomes may also have additional functions, providing
information about the quality of their performance and personal com-
petence and serving as ego-gratifying recognition of their accomplish-
ments.

In actuality, most people’ achievement efforts are probably spurred
by a number of interacting motives that vary in strength and saliency
across individuals, and within individuals, across situations. Simi-
larly, the consequences of successful performance may have multiple
meanings and values to their recipients. Although these various aspects
of motives and rewards may in practice be difficult to disentangle
and measure separately, it is imperative that distinctions be main-
tained since they may have different implications for achievement
behaviors.

Peripheral Motives and Goals

We have been discussing the external benefits that are direct conse-
quences of achievement behavior and their functions in motivating
and rewarding behavior. Other aspects of particular achievement set-
tings that are only incidental or peripherally related to the execution
of assigned responsibilities may be satisfying to other kinds of motives.
The fulfillment of affiliative and other similar needs is a major exam-
ple, some achievement-related situations permitting the individual
to interact with others, to develop friendships, or to be helpful to
others.

Affiliative needs, although found in both sexes, are most fre-
quently mentioned in discussions of the motives underlying girls’
and women’s achievement-oriented behaviors. Some theorists (e.g.. -
Hoffman, 1974) have proposed that, in general, females tend to be
deficient in intrinsic achievement motivation in comparison with
males but simultaneously to have stronger needs than males to affil-
jate with others. Correlatively, females are also described as being
more motivated than males by the need for social approval. Thus,

' the motivations underlying the achievement-related behaviors of males

and females in school or on the job may not be identical.

In this context, the implication seems to be that females more
often than males seek the favor of teachers, employers, or others of
higher status for being dutiful and doing what is expected of them in
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_ order to please—much as a child seeks to please the parent by being

“good.” Another kind of need for social approval, however, may be
more likely to affect men in their occupational lives. In this society,
men are expected to work, and a good deal of significance is attached
to-their abilities to support themselves and their families adequately.
Men who live up to this masculine role expectation receive society’s
approval and bolster their own self-esteem. They may thus gain con-
siderable satisfaction from their work roles even in the absence of
intrinsic gratifications provided by their actual job responsibilities
(Lawler and Hall, 1970; Veroff and Feld, 1870).

NATURE OF WORK MOTIVATION

Although the significance of both intrinsic and extrinsic factors for
achievement has been widely recognized by social scientists, we noted
earlier that little is known not only about individual differences in
the intensity of extrinsic motivation within each sex but also about
the interactions between intrinsic and extrinsic motives and rewards
in determining real-life achisvement behaviors. We will review briefly
two areas of research that have some indirect relevance to these issues.
The first has to do with the nature of work motivation, based on the
reactions of individuals to their jobs. The second, discussed in the
following section, is more theoretically and experimentally oriented
and considers the influence of extrinsic rewards on intrinsic moti-
vation, as observed in time-limited, contrived settings.

Most men—and an increasing proportion of women—must have
paid employment in order to support themselves and their depen-
dents. Work is not an option, freely undertaken, but a necessity, and
jobs are typically structured and defined by persons and organiza-
tions rather than the workers themselves. Atthe same time, the eco-
nomic and political health of an industrialized society is dependent
on having a productive, effective work force. Enlightened self-interest
suggests that conditions should be arranged to promote worker maoti-
vation and satisfaction and, ultimately, worker production. As a result,
extensive theoretical and empirical attention has been paid to the
contribution of intrinsic and extrinsic factors to work behavior both
by social theorists and by those interested in organizational effec-
tiveness.

McGregor (1960) has contrasted two extreme views about work
motivation, which he calls Theory X and Theory Y, that have very
different implications for managerial strategies. According to Theory
X, which has gnided managerial policy until relatively recently, peo-
ple work primarily because they must; most have little ambition and

prefer to avoid responsibility. This theory implies that the way to
increase work motivation and hence productivity is to improve pay,
working conditions, and other benefits external to the job itself. The-
ory Y, which has roots in the sociological theories of Karl Marx and
Max Weber and is related to the Protestant ethic, holds that work is
inherently good and self-fulfilling. As Marx wrote, work is the “exis-
tential activity of man, his free conscious activity—not as a means of
maintaining his life but for developing his universal nature” (1844)}.

More contemporary versions of this latter theory stress the sig-
nificance of work in bolstering self-esteem and in fulfilling needs for
self-realization and self-actualization (e.g., Argyris, 1964; Maslow,
1954). In an analysis of the concepts of job alienation and involve-
ment, Kanungo (1979) has noted that theories postulating the inher-
ently self-fulfilling properties of work imply that, ideally, work should
be voluntary, noninstrumental in fulfilling basic physical needs, and
designed to permit individuals to develop and express their fullest
potential. This type of theoretical approach suggests that the failure
of workers to be satisfied and productive fundamentally lies within
the system. Jobs that permit the worker no autonomy or sense of
personal achievement are stultifying and destroy motivation; this state
of affairs cannot be remedied by increasing material incentives or
improving the quality of the work environment. The key to main-
taining adequate levels of motivation and productivity is to reatruc-
ture jobs to permit self-direction and self-actualization.

Empirical attempts to identify sources of job satisfaction have left
unsettled the question of the relative importance of factors quite directly
pertinent to the nature of the job and the individual’s performance
in it, versus factors more external to job performance. Based largely
on the results of a study by Herzberg, Mausner, and Snyderman (1959),
in which employees were asked to describe a positive and a negative
situation in their job, Herzberg (1966) has proposed a highly influ-
ential theory that distinguishes between two categories of events,
identified as satisfiers and dissatisfiers. Self-actualizing factors asso-
ciated with the work itself, such as recognition, advancement, and
achievement, serve as satisfiers and motivators. In contrast, work
conditions, pay, and other factors external to the job (which Herzberg
has identified as needs to avoid discomfort) do not provide positive
gratification or act as motivators. i they are perceived as inadequate,
however, they lead to worker dissatisfaction.

A number of studies involving blue-collar as well as whita—col_lar
and professional workers have confirmed that individuals holdn.lg
jobs in which they can use their abilities, have more autonomj.r in
structuring their work, and gain feedback about their accomplish-
ments tend to be more satisfied not only with their work but also
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« . with their lives in general (e.g., Hackman and Lawler, 1971; Korn-
hauser, 1965). However, the validity of the categorical system of satis-
fiers versus dissatisfiers has been questioned on both empirical and

.methodological grounds, as has the assumption of a linkage among
satisfaction, motivation, and job performance (e.g., Dunnette, Camp-
bell, and Hakel, 1967; House and Wigdor, 1967; Vroom, 1964). More
specifically, later studies have provided little support for the hypoth-
esis that external factors can serve only as dissatisfiers, and not as
possible sources of gratification or motivation. After reviewing the
evidence, Lawler (1973), for example, has concluded that pay and
factors related to the job context rank higher as sources of satisfaction
than suggested by Herzberg (1966), especially when jobs are not
structured to provide intrinsic satisfactions.

Responding to theoretical analyses stressing the importance of
intrinsic factors in motivating job performance, a number of com-
panies have introduced job innovations designed to reduce monotony
and to permit workers greater autonomy and flexibility in executing
their job responsibilities or in planning their schedules. The effec-
tiveness of these job-enrichment programs has not been uniform, the
outcome being related to the nature of the jobs and those who hold
them (e.g., Hackman and Lawler, 1871; Hulin and Biood, 1988; Old-
ham, Hackman, and Pearce, 1976). Lawler (1973) has concluded that
individuals vary in the nature of their motives and needs, so that no
single method of promoting work motivation and effectiveness is
equally successful with all workers. For individuals who are low in
intrinsic motives, who are trapped in jobs that do not allow the
expression of intrinsic motives, or who are unsuccessful in their jobs,
the only real incentive to work may be the necessity of earning a
living, and extrinsic factors may be the only source of job satisfaction.
For those who find their jobs challenging and their efforts recognized,
salary and characteristics of the work setting may be perceived as
less important sources of satisfaction, becoming salient only if they
fall below an acceptable level.

This conclusion is congruent with the stance implicitly taken in
our carlier discussion, However, some of the consequences or accom-
paniments of achievement-related behavior that we have labeled
extrinsic rewards are often considered intrinsic in the work-motiva-
tion literature. Factors such as advancement to positions of greater
responsibility, status, and recognition by others are directly job-related
and, in the sense of being performance-contingent, are “intrinsic” to
the job. But, unlike undertaking an activity because of the pleasure
inherent in the activity itself or in doing it successfully, advancement
and other forms of recognition are consequences of performance. In
this sense, they constitute extrinsic rewards for achievement. Accord-
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ing to our theoretical schema, if individuals are motivated to_perfgrm
in order to earn the coinage of status and recognition, they are extrins-
ically motivated in the same way as when they perform in order to
earn money.

The finer distinctions we have imposed may be unessential or
impractical in making managerial decisions about how to restructure
or enrich jobs or about how to improve the work setting in order to
maximize worker motivation, morale, and productivity. Conclusions
on this point cannot be drawn confidently until more is known about
the interaction between intrinsic and extrinsic motives and rewards
(as we have defined them).

Sex Differences

The increasing numbers of women who not only have full-tim'e
employment but also are entering positions and occupations tradi-
tionally almost exclusively occupied by men have prompted the
Investigation of possible sex differences in work-related motives and
goals, Comparisons of male and female employees and job applicants
on these variables have been complicated by their interaction with
such variables as type of occupation, organizational level, and the
individual’s age and educational background. The results of investi-
gations in which these variables are held constant or controlled indi-
cate that sex differences are small, some studies finding no significant
differences at all (e.g., Brief and Oliver, 1976; Brief, Rose, and Aldag,
1977). However, studies in which discrepancies between men and
women have been found report similar findings. Men tend to place
higher value than do women on factors related to career advancement
and recognition, such as opportunity for promotion, high pay. and
increasing responsibilities; whereas women tend to place a higher
value than do men on characteristics of the work environment, such
as pleasant working conditions and congenial co-workers (Bartol,
1976: Bartol and Manhardt, 1979; Jurgensen, 1978, Manhardt, 1972;
Schuler, 1975). However, these same studies also indicate that factors
related to intrinsic job satisfaction, such as intellectual challenge, the
opportunity to be creative, and the chance to feel a sense of accom-
plishment, do not discriminate between men and women.
Manhardt (1972), one of the investigators finding the sex differ-
ences just described, has suggested that many women in his sample
did not have a long-term investment in their jobs, expecting to work
only a short time or regarding their work as less important than other
aspects of their lives. The differences between men and women that
emerged in his study, Manhardt speculated, may have been brought
about solely by this subset of women with little or no long-term career
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« . involvement. Data reported by Bartol and Manhardt (1979) indicate
that women’s gverall commitment to their careers may be on the rise,
at least at some occupational levels. From 1966 to 1974, these inves-
. tigators questioned new employees of a large insurance company, all
college graduates, about thejr preferences in job outcomes. Women
who were hired in the 1970s rated interpersonal factors and working
conditiong lower and career goals higher than women who joined
the company in the 19605, Men'’s ratings on these variables did not
change over the eight-year period. Thus, the discrepancy between
male and female employees systematically decreased with year of
employment.
On the whole, these investigations suggest that, within a given
type of occupation, only minor sex differences in work-related motives
and goals are likely to be found and that, with changes in sex-role

tively unchallenging, ill-paying, nonprestigious, and often filled almost
exclusively by women. It could be argued that one of the factors
responsible for this discrepancy is the lower intrinsic motivation and,

be motivationally similar to their male counterparts, it may still be
true that relatively few women “have what it takes” and, if they enter
the job market, gravitate in larger numbers than do men to lower-level
positions. Evidence relevant to this general issue will be presented
in a later section.

EFFECTS OF EXTRINSIC REWARDS ON MOTIVATION
AND PERFORMANCE

While motivational theorists differ in the exact role they assign to
salary and other external factors, most appear to agree that intrinsic
and extrinsic motivational systems essentially operate in paralle] and
that, if extrinsic rewards do not necessarily facilitate work perfor-
mance, they at least do not detract from it. Other psychological the-
orists have explicitly postulated that extrinsic rewards facilitate per-
formance and that intrinsic and extrinsic motives are essentially
additive in their effects (e.g., Atkinson, 1974).
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Although the powerful influence of rewarding outcon'.nes on per-
formance is beyond dispute, serious questions have arisen about
whether their effects are uniformly benign, particularly in circum-
stances in which individuals are performing a task that they find
intrinsically motivating, i.e., activities that they find enjoyal_)le and
will perform without expectation of reward. Data demonstrating th?t
positive reinforcers do not always have beneficial effacts come pri-
marily from experimental investigations of reactions to specific tasks,
often studied within the laboratory. We examine some of these data
here, with an eye toward their possible implications for real-life
achievement behaviors.

Effects on Intrinsic Motives

One extensive group of studies has been addressed to the proposition
that, under some circumstances, the introduction of extrinsic rewards
may actually reduce the individual’s intrinsic motivation. (For reviews
of these studies and the theories developed to explain their resuits,
see Deci, 1980; Lepper and Greene, 1978). These investigations have
employed tasks presumed to be enjoyable or challenging to .the.pa.r-
ticipants and, as such, intrinsically motivating. The measure of mtnflsm
motivation to perform the task has typically been participants’ ratings
of its interest value or the amount of time they voluntarily devote to
it in the absence of any external incentives.

In the first of these studies, Deci (1971) had college students
(most of them male) work on a series of puzzles under one of three
conditions. Subjects in the first condition received a monetary reward
for each puzzle they completed. Subjects in the second c?ndltiop
received praise. In the third, control condition, subjects received nei-
ther monetary reward nor verbal feedback. Unobtrusive observation
of each subject immediately after the experimental session indicated
that those who had been praised for their performance spontaneously
played with the puzzles more than did those in the other experimt?n-
tal conditions, whereas subjects given monetary reward played W.llh
them least. From these results, it was concluded that the intron.iuctm.n
of extrinsic, material rewards for performance reduced int.rinsm moti-
vation. In another prototypic study, Lepper, Greene, n.nd Nisbett (1973)
found that nursery-school children who were promised an award. for
playing with drawing materials less frequently chose t}.lose I.natena.ls
during a later free play period in the classroom than did children in
a nonrewarded control group. .

The phenomenon demonstrated in these studies has been shown
to be dependent on the initial interest value of the tasks (Calder and
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Staw, 1975; Loveland and Olley, 1979; McLoyd, 1979). Individuals
given tangible rewards for performing interesting tasks subsequently
showed a drop in indices of intrinsic motivation in comparison with
nonrewarded individuals. However, the reverse was found in groups
given tasks that had low interest value. Loveland and Olley (1979),
who employed preschool children as subjects, found these changes
in intrinsic motivation one week after the children performed the
task. By seven weeks, however, the influence of rewards had dissi-
pated, indicating that the reward effects, while persistent, are not
permanent.

In explaining their results, Lepper and his colleagues (e.g., Lep-
per and Greene, 1978; Lepper, Greene, and Nisbett, 1973) have appealed
to self-attributional processes, as outlined by Bem (1967} and Kelley
(1967). Basically, attribution theory proposes that individuals seek
reasons to explain or justify the activities in which they engage and
that these aftributions guide their future behaviors. Under conditions
in which external pressures to perform are weak and are thus per-
ceived as insufficient to explain or justify their behavior, people are
likely to attribute their behaviors to causes within themselves, such
as their interests and desires. On the other hand, under conditions
in which marked external pressure to perform is perceived, people
are likely to ascribe their behaviors to this external cause. The dele-
terious effects of introducing a tangible reward into a situation in
which intrinsic motivation would otherwise be sufficient to guar-
antee performance is hypothesized to be due to this attributional
process. According to this hypothesis, the anticipation of reward leads
people to reevaluate their reasons for performing an initially inter-
esting task and to attribute their behaviors to the controlling influence
of the reward—a phenomenon that has been called the overjustifi-
cation effect. Behavior comes to be perceived as an instrumental
means to an end rather than as an end in itself (Kruglanski, 1975),
which, in the hands of attribution theorists, is tantamount to saying
that behavior becomes extrinsically rather than intrinsically moti-
vated.

Deci (1975, 1980; Deci and Porac, 1978) has proposed a theory of
cognitive evaluation that is not incompatible with the attributional
analysis just described but is cast in a broader conceptual framework.
A central tenet of cognitive-evaluation theory is that human beings
have an innate need to be competent, effective, and self-determining
(deCharms, 1968; White, 1959). These strivings form the psycholog-
ical basis for intrinsic motivation, which in turn “underlies an ongo-
ing cyclical pattern in which people seek out and conquer challenges
that are optimal for their capacities” (Deci and Porac, 1978, p. 151;
emphasis in original). This hypothesis, which closely resembles the
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hypothesis, discussed earlier, that work motivation is inborn, implies
that neither a striving toward competence nor the motivation to mas-
ter challenges (achievement motivation) needs to be acquired but that
life experiences may weaken or destroy these motives.

While extrinsic rewards may decrease the intrinsic motivation to
perform a particular task, cognitive-evaluation theory implies that
this is not an inevitable effect. Rewards, according to Deci, have two
properties or aspects: the control of behavior, and the communication
of information about competence. Individuals who receive material
rewards for performance may begin to perceive them as the cause of
their behaviors and their behaviors as controlled by reward. However,
rewards may also convey information about the individual’s compe-
tence. In instances in which the reinforcers enhance feelings of com-
petence, intrinsic motivation may actually be increased rather than
decreased by their use.

According to cognitive-evaluation theory, the relative salience of
the controlling versus the informational properties of rewards in any
given situation determines their influence on intrinsic motivation.
Praise and other similar events used to signal that the person has
done well are likely to enhance intrinsic motivation, Tangible rewards,
such as money, food, and prizes, are more likely to be perceived as
controlling events and to decrease intrinsic motivation. However, if
their receipt is made contingent not merely on performing but on
performing well, the informational aspect of these tangible rewards
may become strengthened so that it minimizes or overrides the con-
trolling aspect. The net result may be that intrinsic motivation is left
relatively intact or even enhanced. Some studies investigating this
aspect of cognitive-evaluation theory have confirmed these predic-
tions (e.g., Boggiano and Ruble, 1979; Enzel and Ross, 1978), but
others (e.g., Harackiewicz, 1979) have not. In explaining her negative
results, Harackiewicz has suggested that the informational properties
of tangible rewards may become salient only when the task involves
skills that individuals value and thus arouses their competency con-
cerns, as opposed to tasks that they regard as merely entertaining.

A series of studies by Deci and his colleagues (1971, 1972; Deci,
Cascio, and Krusell, 1975) has suggested that, in predicting the influ-
ence of extrinsic rewards on intrinsic motivation, individual differ-
ences in the value and the meaning of the feedback events should
also be taken into account. The first of these studies (Deci, 1971) was
described earlier: college students, most of them male, who were
praised for performance on interesting puzzles subsequently showed
greater spontaneous interest in the puzzles than did tangibly rewarded
or nonreinforced students. In later studies in which substantial num-
bers of both sexes were tested, males showed this increase in intrinsic
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" -motivation following praise, but females who were praised showed

the opposite effect, exhibiting less spontaneous interest in the task
than did women who received no reinforcement. Deci and his col-
leagues interpreted these results within the context of theories about
personality differences between the sexes, suggesting that females
have stronger needs for social approval and weaker achievement
motives than do males, For males, praise may have been interpreted
as signaling their personal competency and, as such, it enhanced
their feelings of self-efficacy and the strength of their intrinsic moti-
vation. For many of the women, on the other hand, praise may have
signaled the experimenters approval and aroused their needs to please
and to gain the experimenter’s continued approbation. As this aspect
of the reinforcer became salient, the reattributional process may have
occurred, }he women coming to perceive their behaviors as being
caused or controlled by the praise they received. Recalling Harack-
iewicz's (1879) suggestion, it also seems possible that the use of puz-
zles rather than more ego-involving tasks that elicit compsetency con-
cerns may have made the women more sensitive to the expetimenter
and to receiving the latter’s approval.

It is theoretically important, in cur view, to distinguish even more
sharply than is implied in these attributional accounts between the
meaning an individual gives to extrinsic rewards and the degree to
which their receipt is gratifying versus the capacity of these events
to act as motivators of behavior in anticipation of their receipt. It is
also important to identify the several components of the motivational
complex. In accord with classical theories of motivation, we suggest
first that motivators serve to activate behavior and have hedonic
accompaniments. Other crucial properties of the motivational com-
plex determine the direction of behavior; these include expectancies
about the outcomes of performance (i.e., response-reinforcer contin-
gencies) and behavioral intentions (the purposes and goals that the
behavior is meant to fulfill).

Attributional analyses of intrinsic motivation have tended to limit
themselves to the expectancy end intentional aspects of the motiva-
tional complex and to posit that reinforcer salience determines
behavioral intentions. Thus, in the case in which an attractive tan-
gible reward is given for performing an otherwise interesting task, it
has been proposed that individuals not only develop expectancies
about receiving rewards after the required performance but also change
their perceptions of their intentions in performing the task. Task activity
comes to be seen as a means to an end, as behavior whose purpose
is to obtain the external reward. As a consequence, the task itself is
perceived as less inherently interesting than it had been and is less
likely to be performed when reinforcers are withdrawn.
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This attributional formulation also implies a close reciprocal
linkage between the strength of intrinsic motives and that of extrinsic
motives: as one goes up, the other goes down, and behavior is gov-
erned primarily by one or the other. However, it seems likely that
there is often considerable independence between the intensities of
the two types of motives and that they may influence behavior simul-
taneously. Attributional theories also appear to exaggerate the inev-
itability of an assoclation between expectations about the reward con-
sequences of behavior and behavioral intentions. Even when tangible
extrinsic rewards for performance are anticipated and their receipt
is valued for their own sake, these events do not necessarily lead to
a shift in behavioral intentions.

The conditions under which the introduction of extrinsic rein-
forcers simultaneously reduce intrinsic motivation and increase
extrinsic motivation are not well understood. However, the context
of the experimental situations that have been used to investigate changes
in intrinsic motivation seems particularly favorable for demonstrat-
ing this phenomenon. Generally speaking, tangible rewards may be
particularly likely to weaken intrinsic motivation and to encourage
the development of extrinsic motives in instances in which intrinsic
interest in an activity is shallow or in the process of developing.
Intrinsic motivation implies that performance is self-initiated, self-
sustaining, and sslf-rewarding; whereas extrinsic motivation implies
that performance is externally driven and is likely to be extinguished
or diminished in the absence of reward (e.g., Kazdin and Bootzin,
1972). At least in some settings, the maintenance of behavior that is
purely extrinsically motivated requires quite constant surveillancfe
and monitoring by an external reinforcing agent—a condition that is
often difficult to meet practically and that may itself have adverse
effects (e.g., Lepper and Greene, 1976). For these reasons, parents al?d
teachers would be well advised to encourage the development in
their charges of intrinsic motivation for performing desirable behav-
iors and to use extrinsic rewards judiciously.

Noting the findings of the types of experiments we have reviewed
above, some investigators interested in industrial and organizational
problems (e.g., Notz, 1975) have suggested that extrinsic rewards may
undermine intrinsic interest in job performance in adults. Althoug‘h
this possibility cannot be discounted, it is unlikely. Once stal?le motf-
vational systems and interest patterns have become estabhshed,. it
seems improbable that individuals’ intrinsic interests would be easily
corrupted by the introduction of or increases in extrinsic rmvmd§.
Even if tangible extrinsic reinforcers come to be expected apd t.hel.r
receipt is gratifying, the behavior itself may continue to be intrinsi-
cally motivated and have as its immediate goal successful perfor-
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_mance. In the vocabulary used earlier, expectancy of reward is not
inexorably linked to behavioral intention. During the performance
sequence, intrinsic and extrinsic reinforcers may change in sali-
“ence—intrinsic motives and goals being in the ascendancy during
task performance, and expectancies of extrinsic rewards becoming
important at task completion.

An important addendum to attribution theory that supports these
suggestions has been proposed and given some experimental confir-
mation by Kruglanski (1975) and by Staw, Calder, and Hess (1974).
These investigators have proposed that, under conditions in which
rewards are ordinarily associated with task performance, standards
of rewards have been established, and rewards are appropriate in the
context of these standards, the introduction of rewards is unlikety to
result in reattribution, t.e., in a shift from intrinsically to extrinsically
motivated behavior. Performance in vocational settings and, at least
in older children and adults, in academic situations seems particu-
larly likély to fulfill these conditions.

Effects on Performance

In addition to studies of the effects of tangible rewards such as money
or prizes on intrinsic motivation, investigations have been conducted
to determine the effects of rewards on actual task performance. Typ-
ically, these tasks require mastery, e.g., memorizing words, solving
problems. In some of these studies, experimental subjects (children
or adults) were given a tangible reward for each correct response,
which also served to inform them they were correct; whereas control
subjects were given symbolic feedback that served the same infor-
mational function but had no inherent value. In other studies, the
experimental subjects were promised tangible rewards for complet-
ing the task, and the control subjects were given no such incentive.
In many of these investigations, subjects given tangible rewards did
not perform as wel! as control subjects (e.8., Loveland and Olley,
1979; McGraw and McCullers, 1976; Miller and Estes, 1961; Spence,
1970). After reviewing the evidence, McGraw (1978) and Condrey
and Chambers (1978) concluded that the use of material reinforcers
leads to performance decrement when the task holds some intringic
interest for the individual (and would thus be performed without the
reward) and mastery of the task requires the acquisition of a novel
response or method of solution rather than the application of previ-
ously learned, well-perfected strategies. In the absence of one or both
of these conditions, performance may be facilitated or unaffected by
the use of tangible rewards.

Effects of Extrinsic Rewards on Motivation and Performance 2!

The results of the studies of intrinsic motivation reviewed earlie
suggest that, with the introduction of extrinsic rewards, sub]ec':ts
motives in these laboratory experiments may have shifted fro.m being
primarily intrinsic to being primarily extrinsic. Few studies have
included measures of both intrinsic motivation and task perff)r
mance. The evidence presently available suggests that tangi!)le rein
forcers may produce performance decrement even when intrinsitc
interest is not damaged (McCullers, 1978) and, conversely, that a drof
in intrinsic interest accompanying the introduction of reinforcers may
not produce a decrement in performance (Harackiewicz, 1979). Tl}us
the performance inferiority of individuals given or promised tan.glblc
rewards cannot be attributed simply to a decrease in the intensity o:
their overall motivation to perform. .

It has been suggested that, on tasks requiring new solutions
extrinsically rewarded individuals may be distracted from centra
features of the task in a way that hinders their performance (McGraw
and McCullers, 1878; Reiss and Sushinsky, 1975; Spence, 19?1] o
may shift to performance strategios that are aimed at earning tan.gxbl.(
rewards but that turn out to be less effective than those used by indi-
viduals who are unrewarded and thus perform for more intrinsic
reasons (Condry and Chambers, 1978). Evidence showing tpat the
introduction of material incentives leads subjects to adopt dxfferen:
approaches to the task at hand has been provided by Condry anc
Chambers (1978), Garbarino (1975), and Loveland and Olley (1979).

It is a large leap from the laboratory study of perfom.]ance 01?
contrived tasks to the naturalistic study of long-term achievemen:
behaviors. We are nonetheless stimulated by the results of these stud-
ies to suggest, by analogy, that individuals whose aspirations‘ have ¢
heavy dose of extrinsic motivation may not only tend to use (.ilff_erem.
“career strategies” than do those who are more purely intrinsically
motivated but may also sometimes use strategies tha.t pfoduce les.s
adequate performance than is found in their more intrinsically moti-
vated peers. .

Perhaps the most valuable contribution to date of these experi-
mental studies of extrinsic reinforcers is the demonstration that intrinsic
and extrinsic motives and goals are not necessarily additive or mutually
facilitative in their effects on performance. Thus, those interested in
intrinsic achievement motivation can no longer safely ignore t‘he role of
extrinsic incentives in determining naturally occurring achievement
behavior. However, our current understanding of the develc?pment
of individual differences in these motives and goals and'irf the mt.erac-
tion between intrinsic and extrinsic factors in determining ac.:hnieve-
ment-related behavior can most charitably be described as limited.
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' INTRINSIC ACHIEVEMENT MOTIVES
AND EXPECTANCY-VALUE THEORY

‘We turn now to a more detailed consideration of intrinsic achieve-
ment motives, which we have defined as striving toward performance
excellence and which we regard as stable personality characteristics
whose strengths differ from one individual to the next. This general
conception of achievement motivation, which owes much to the sem-
inal work of the personality theorist Henry Murray, is at the heart of
the highly influential theories of achievement proposed by John
Atkinson, David McClelland, and their colleagues that are the most
immediate precursors of our own work on achievement motivation.

Achievement Motivation and the Thematic Apperception Test

Murray conceived of personality as a series of needs, described as an
“organic potentiality or readiness to respond in a certain way under
given conditions” (1938, p. 60). Among these needs is the need to
achieve, which Murray described as “the desire or tendency to do
things as rapidly and/or as well as possible . . . to accomplish some-
thing difficult. To master, manipulate and organize physical objects,
human beings, or ideas . . . . To overcome obstacles and attain a high
standard. To excel one’s self. To rival and surpass others” (1938, p.
164).

Influenced by psychoanalytic thought, Murray postulated that
needs are largely unconscious; accordingly, he devised a projective
instrument, the Thematic Apperception Test (TAT), to assess them.
The TAT consists of a series of ambiguous pictures of one or more
people about whom test respondents are asked to tell a story. The
fantasy materiat is then coded for the presence of imagery relating to
various needs.

McClelland and Atkinson adopted the TAT technique to measure
the need (or motive) to achieve, selecting pictures having the capacity
to elicit achievement imagery. The TAT scoring system specifies 10
subcategories of achievement-related themes, representing various
components of the motive to achieve as specified in Murray’s defi-
nition. However, neither they nor other investigators using the TAT
have attempted to determine the relationships of these separate themes
to one another or to achievement behavior. Instead, a single score is
obtained for each individual by summing the number of achievement
themes occurring in all subcategories.

In adopting the TAT as their measure of the motive to achieve,
McClelland and Atkinson accepted Murray's view that motives are
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acquired dispositional tendencies that are general in nature and no
tightly linked to specific situations and that they tend to be stabl
over time. They further conceived of motives as having both activat
ing and affective properties and directive or goal-oriented properties
As Atkinson put it, describing both motives in general and the motiv:
to achieve in particular:

A motive is concelved as a disposition to strive for a certain kind o
satisfaction, as a capacity for satisfaction in the attainment of a certal:
class of incentives. The names given motives—such as achievement-
are really names of classes of incentives which produce essentially th
same kind of experience of satisfaction (for example, in the case of th-
achievement motive): pride in accomplishment . . . . The general aim ¢
one class of motives, usually referred to as appetites or approach ten
dencies, is to maximize satisfaction of some kind. The achievement moti
vation is considered a disposition to approach success (19686, p. 13),

Like other motives, the motive to achleve remains latent until arouse:
by appropriate interna) or environmental cues,

In early work done In the 19508, environmental conditions unde
which the TAT was administered were manipulated to determin
whether responses varied in a manner consistent with the assump
tion that what was being measured by the TAT was a motive. Th
apecifics of these studies need not concern us here. We note only the
the results from males generally conformed to prediction, thu
upholding the construct validity of the TAT as a motivational mes
sure, but that the data from females were inconsistent and difficul
to interpret. As a consequence of these findings, the suspicion wa
voiced that achievement motivation, as it operated in men, might nc
have an exact counterpart in most women. McClelland went furthe:
“Clearly we need a differential psychology of motivation for men an
women” (1966, p. 481). However, the attempt to understand me-
came first and, for some years, experimental studies of achievemer
motivation in the Atkinson-McClelland tradition employed mal
subjects almost exclusively,

Expectancy-Value Theory

The concept of achievement motive, defined as a stable personalit
characteristic, was incorporated into a larger theory of achievemen
motivation proposed by Atkinson (1957). This theory, which has com
to be known as expectancy-value theory, specifies that the strengt’
of the achievement motive (or, as it is alternately labeled, the tendenc:
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' - to achieve) actually aroused in any achievement-oriented situation is
determined by the sum of two tendencies with opposing signs:

+ 1. The tendency to approach success (T;), which is manifested
by engaging in achievement-oriented activities.

2. The tendency to avoid failure (T,fr), which is manifested by
not engaging in these activities.

The strength of each of these opposing tendencies is determined by
three components:

1. The motive to approach success (Ms) or the motive to avoid
failure (Map).

2. The expectancy (probability) that an achievement-oriented act
will result in success (Ps) or the probability that it will result in
failure (P_,._~].

3. The incentive value of success (Is) or the incentive value of
failure (Iz).

It is the latter two variables that give Atkinson's theory its expec-
tancy—value label,

The motive to approach success (Mg) is an individual-difference
variable, typicelly measured by the TAT. The motive to avoid failure
(Mar), also called fear of failure, is proposed as a separate disposi-
tional tendency that, like the motive to approach success, is a stable
personality characteristic that has been acquired as a result of past
experience. Individual differences in the motive to avoid failure have
usually been measured by objective self-report instruments, most
often the Mandler-Sarason Test Anxiety Questionnaire (Mandler and
Sarason, 1952) or the Alpert-Haber Debilitating Anxiety Scale (Alpert
and Haber, 1960). Heckhausen (1963) has attempted to bring more
symmetry into the measurement of the two motivational constructs
by extending the TAT projective technique to include a measure of
the motive to avoid failure, but the measure has not been widely
adopted.

The second component determining the tendency to approach
success or the tendency to avoid failure is expectancy, defined as the
probability that engaging in an achtevement-oriented activity will
result in success (Ps) or in failure (Pr). Since success and failure
exhaust all possibilities, their probabilities add up to unity (Pg + Pp
= 1). The probability of failure, Pr, can therefore be expressed as
(1 — Ps). In experimental situations designed to test the implications
of expectancy-value theory, the expectancy variable either has been
subjectively defined by having subjects give their estimate, prior to
undertaking the task, of the probability that they will succeed or has
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been experimentally manipulated by such methods as supplying sub-
jects with performance norms from which the task’s level of difficulty
can be inferred or first giving them similar tasks on which they suc-
ceed or fail.

The third component, incentive value of success or failure, has
been described by Atkinson as the degree of anticipated satisfaction
or pride in succeeding at a task or the degree of anticipated shame ir
failing. In practice, Atkinson's operationalization of the incentive fac:
tor has usually been reduced to a property of prebability of success.
Based on the contention of Lewin, Dembo, Festinger, and Sears (1944,
that the attractiveness or incentive value of success increases with
task difficulty, the incentive value of success (Is) and the incentive
value of failure (Ig) aré (1 — Ppa) or [1 — (1 — Pg)].

The three components associated with the tendency to approacl
success (Tg) and with the tendency to avoid failure [Tg}—motive
expectancy, and incentive—are assumed to combine multiplicatively
to determine the strength of each of these tendencies. These twc
tendencies {given opposite signs), in turn, sum algebraically to deter-
mine the strength of the resultant achievement motivation, or the
tendency to achieve (T4 = Ts — Tar). When the complete set o
assumptions about each component is considered and the formula i:
algebraically simplified, the tendency to achieve is defined as

Ta = (Mg — Mar} [{Ps % (1 ~ Py)]

Most of the tests of the implications of the theory have been brie
experimental studies that were conducted in the laboratory and tha
involved the manipulation of such variables as task success and fail
ure. (Reviews of these studies may be found in such sources as Atkin-
son and Raynor, 19874.) Relatively few attempts have been made tc
explore the implications of the theory for task performance per st
(e.g., number of tasks mastered, speed of mastery, quality of perfor-
mance). More thoroughly investigated have been the predictions o
the theory for such measures as level of aspiration, task persistence
and risk taking in choice of task difficulty.

Perhaps the most Intriguing aspect of the theory involves predic
tions about individuals’ preferred level of task difficulty. The equa
tion for determining the tendency to achieve (T,) implies that, fo:
individuals in whom the motive to approach success is stronger thar
the motive to avoid failure (Ms > M), the tendency to achieve i:
strongest in situations in which the probability of success is ¥z, Thes:
success-oriented individuals are therefore more likely to choose task:
of intermediate difficulty and to persist at them longer than at task:
that are either higher or lower in difficulty. The mathematics of th
theory also implies that those in whom the motive to avoid failur.
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* . dominates (Ms < M) are least likely to choose or to persist at tasks
of intermediate difficulty. For these failure-avoidant individuals, the
tendency to achieve is predicted to be highest when task difficuity

. ig'either high or low. The bulk of the evidence suggests, however, that
individuals tend to prefer tasks of intermediate difficulty, whatever
the strength of their motive to achieve {Weiner, 1972). Other theoret-
ical accounts of task choice have also been developed and have received
empirical support (e.g., Buckert, Meyer, and Schmalt, 1979; Trope,
1975). '

Although the empirical studies conducted to test the theory's
implications have mostly been short-term laboratory experiments,
some have involved achievement-related behaviors occurring in real-
world settings. Crockett (1962), for example, has shown that, among
men whgse fathers’ occupations are relatively low in prestige, those
who score high in achievement motivation, as measured by the TAT,
exhibit greater upward occupational mobility than do lower-scoring
men. In a study by Malone (1960), vocational aspirations among male
college students have also been related to motivational factors. In
Malone's study, the difference was found between each student’s motive
to achieve and motive to avoid failure (defined, as usual, by scores
on the TAT and an anxiety measure). Evaluation was made of the
realism of the students’ vocational choices, as reflected in such mea-
sures as the discrepancy between the individual’s ability and the
ability required by the specified vocation. In correspondence with
the theory’s prediction about achievement-oriented individuals pre-
ferring tasks of intermediate difficulty, men in whom the motive to
achieve predominated tended to make more realistic choices than
did those in whom the motive to avoid failure was stronger. The latter
were more likely either to underaspire or to overaspire.

Elaborations of the Theory Following the initial formulation of
expectancy—value theory, Atkinson and others working within this
tramework have proposed a number of revisions, qualifications, and
additions in order to improve and extend the theory’s predictive util-
ity. Several of these elaborations are important for us to consider here.

The theory as originally stated implied that individuals in whom
the tendency to avoid failure was greater than the tendency to approach
success would avoid all achievement-related activity. Since the many
individuals who are failure-avoidant (as defined by the theory)
obviously do engage in achievement-oriented behaviors—in school,
on the job, and even in the laboratory—this aspect of the theory was
in conspicuous need of repair. To remedy this deficiency, Atkinson
(1974) added another construct to the theory: the tendency to seek
extrinsic rewards (Tg). This tendency combines additively with the
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tendencies to approach success (Ts) and avoid failure (Tar), SO t!xat
Ty = Ts — Tar + Te The evidence we reviewed in the p.recedmg
section, however, suggests that intrinsic and extrinsic motives may
be related in a complex manner and do not necessarily add together
in any simple way to forma resultant motivational state. It does seem
reasonable to assume, however, that extrinsic motives may buoy up
achievement-oriented efforts in those whose intrinsic achievement
motivation (or the tendency to approach success) is weak and/or in
those whose fear of failure is strong. _

A second addition to expactancy—value theory is the concept of
future orientation proposed by Raynor (1869, 1970). As noted by
Vroom (1964) and others, success on & task 18 often instrumental in
allowing the individual to proceed to the next in a sequence of tasks
that ultimately lead to a future goal. Building on this observation,
Raynor has suggested that each step in the sequence arouses a com-
ponent tendency, each consisting of the by-now-familiar triad: the
motives to approach success and avoid failure (the stable personality
factors), the subjective probability that the activity will lead to suc-
coss or failure, and the incentive value of each of these outcomes.
Also following Vroom (1964), Raynor assumed that the component
tendencies for all steps in the path to the future goal sum together to
determine the strength of the tendency to achieve that is operative in
a given task in the sequence. The tendency to achieve is thus a result
of both immediate and more distant expectancies and their associated
incentive values.

In a test of the implications of these hypotheses for achievement
behavior, Raynor (1970) attempted to predict the course grades of
students enrolled in introductory psychology. He reasoned that, among
success-dominated individuals (Ms > M ar), higher course grades would
be earned by those who believed that doing well was important to
the fulfillment of their career aspirations than by those who per-
ceived grades as unimportant to their future plans. Raynor derived a
very different prediction for individuals in whom Mar > Ms. Ar'nong
these failure-avoidant individuals, the perceived instrumentality of
grades was expected to act as an inhibitory factor, depressing course.
performance. However, Raynor qualified this prediction by noting
that extrinsic incentives might overcome this negative effect to some
degree. In the first of a pair of studies (Raynor, 1970), these hypotheses
were confirmed: success-motivated students who rated their course
grade as important to future career success earned a signific’antly
better grade than those who rated the course as unimportant; fgllu'rt?—
avoidant students showed a trend in the opposite direction. Sl.gmh-
cant differences in grades between guccess-oriented and fall}xre-
avoidant students thus appeared only among those who perceived
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. the course ag being instrumental to their future success. For those

who rated it as unimportant, course grades of the two motivational
. Broups were simijlar.

The best-known addition to expectancy—value theory is Horner’s
(1968) motive to avoid Success. This motive (also commonly iden-
tified as fear of Success) is described as a stable dispositional ten-
dency, acquired relatively early in life, to become anxious about
achieving success. Like fear of failure, fear of Success is postulated

The addition of this third personality variable to expectancy—
value theory represented an attempt to reconcile the puzzling find-

role expectations by attempting to become successful.

- To measure fear of success, Horner (1968) developed a TAT-like
method that utilizes a verbal rather than a pictorial cue and depicts
an individual of the same sex as the respondent who {s successful in
4 competitive situation: “At the end of the first term, (Anne) (John)
finds (herself) {himself) at the top of (her) (his) medical school class”
Using a simple present-absent method of scoring, Horner found that
the stories of female college students contained fear-of-success imagery
far more often than thoge of their male peers.

Horner’s hypotheses quickly commanded both Popular and sci-
entific attention and led to an outpouring of empirical studies. As
reviews of this literature have indicated (Condry and Dyer, 1976;
Tresemer, 1977; Zuckerman and Wheeler, 1975), subsequent studies
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ior in competitive situations with same- versus opposite-sex
;hrt.:el::. ﬁh(i:le eI:r;tectGd relationships between fe.ar 9f succejs :}::::
Mmeasures of achievement motivation, vocational asplratmnsl, an ]o
indices of achievement strivings have turned out to be mlmmbi: . -
The consensus is that the inconsistency in the da.ta can tll-)md
tially attributed to the lack of reliability and validity in the m; -
used to measure fear of success (e.g., Condry. and Dyer, %97(:}, uc
erman and Wheeler, 1975). The amount and kind of negative n;:agery:
have also been shown to vary in a predictable manner with a{xga
in cue content, such as from medical to nursing sf:hool {e.g., Alper,
1974; Spence, 1974). These data have led several mvestigafosrs (e.cg‘;,
Condry and Dyer, 1976; Monahan, Kuhn, and Shaver, 1974: fpelt'l ,
1974; Zuckerman and Wheeler, 1975) to concflude that- the fan ns]y-
material elicited from women by the stury-tel_hz?g tachmqutla' has ]:'e _
atively little relationship to a gender-differentiating persona 1:y c a;f
acteristic but instead largely reflects the respondents Perce;l)} m?ihe
society’s current sex-role attitudes and thegr expectations a otu e
consequences of role conformity or violation under the par 1(:.1;“]
circumstances described in the verbal cue. mm gree.lter' soci el
acceptance of women’s educational and vocational asplrat_mns, s
differences in fear-of-success studies appear to be evaporatu:lg. od
A number of objective self-report instruments. have !}eeln' evxsso_
in an effort to overcome some of the psychom.etnc difficulties as i
ciated with the projective method of measuring fear of su::l(c:leszén_
factor-analytic study of several of these instruments by SaTh. o
auer, Shaver, and Dunivant (1978) has yialde.d.t?vo factors. 'he ret
has to do with insecurity, self-doubt, and in.hl?:utmn of assertlver;lem;
the investigators noted that these characteristics seemelt}tto dto:::. hor
the conception of the neurotic success-fearing personality ed Tioed
by Canavan-Gumpert, Garner, and Gumpert (1978). The SBCO;I actor
has to do with concerns about the negatig\ire ciogla::gr::i:;:scgnzzpﬁon
be closer to Horner's origina _ con
glfl ga:rpgfe:;(s:ct:ss. Investigations of the relationships of ob]ectwe; :;eg;
sures of the fear of the consequences of success to mfaastube Ay
achievement motivation and to achievement behavior are just beg

ning to be undertaken.

Current Status of the Theory Especially durin§ thc:hleltl);;sst)irfna‘r:
i i i tancy-value
following its initial presentation, expec -value y sumu-
imed at verifying its predic
lated a large volume of research aime rifying ite predictions
e of the theory’s detailed predictio
grlatl}y“:t;il;v?;t}:l:l support, the usefulness of the general theory has been

well established.
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The theory has also served as a springboard for still further the-
oretical developments. Many of these formulations have focused on
. the expectancy-value components of the theory, stressing the impor-
tance of cognitive factors and attributional processes in determining
achievement-related behaviors (e.g., Weiner, 1972) and downplaying
the role of motivational factors, as represented by Murray's original
conceptudlization of the need to achieve. Increasing attention has
also been given tq these cognitive variables as they operate natural-
istically in real-life settings. A major example of this type of theory
may be found in Chapter 2, this volume, in which Parsons presents
a theoretical model of achievement-related behavior that stresses sub-
jective expectancies, task values, and causal attributions and the
application of this mode! to the study of achievement in courses in
mathematics.

Othe'r investigators, such as the present authors, have chosen to
focus on individual differences in achievement motivation but have
attempted to develop more satisfactory measures of this concept than
the TAT. Investigators have been especlally critical of the TAT's low
reliability, noting that respondents’ stories are overly responsive both
to the particular pictorial material used to elicit them and to the
situational conditions under which the test is taken, and that scores
derived from respondents’ stories are not stable from one testing
occasion to another. Atkinson (1981; Atkinson and Raynor, 1974) has
countered this criticism by arguing that, since the achievement themes
appearing in individuals’ stortes vary predictably with variations In
conditions expected to arouse or engage their achievement motiva-
tion, the responsiveness of the TAT technique to transient factors
constitutes evidence for the validity of the achievement-motive con-
struct. While this contention is reasonable, the sensitivity of the
instrument to testing conditions and the resulting instability of scores
reduce its usefulness as a measure of the strength of an underlying
disposition that is postulated to be enduring over time and is to be
used to predict individual differences in real-life achievement that
occurs at other times and places. Use of projective devices such as
the TAT also has a practical drawback. The amount of time required
to administer such measures and, even more critically, the time required
of judges to read and properly score the respondents’ stories are often
prohibitive and may make large-scale research impossible.

Another aspect of the TAT measure is perhaps more theoretically
critical. As mentioned earlier, the scoring manual lists a number of
achievement themes, but in practice a single score is derived from
respondents’ stories to reflect the intensity of their achievement moti-
vation. This scoring method presupposes that achievement motiva-
tion is unifactorial; i.e., it is assumed that, underlying the several
kinds of achievement-oriented themes, there is a single, broad dis-
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position that influences a variety of behaviors in achievement-related

situations. However, several factor-analytic studies {(e.g., Jackson,

Ahmed, and Heapy, 1976; Veroff, McClelland, and Ruhland, 1975;

Weinstein, 1969), each employing a number of projective and/or

objective measures of achievement motivation, have revealed the
presence of a number of more or less independent factors. Some of
the factors identified in these studies go beyond the conception of
achievement motivation as a striving toward excellence into other
types of achievement-related motives and attitudes, some of which-
appear to be more related to extrinsic motives, e.g., the need to achieve
status. Other factors, however, do appear to be related to Murray’s
original conception of the need to achieve. These findings suggest
that it may be more useful to try to identify and measure components
of intrinsic achievement motivation than to postulate a single, uni-
tary dimension.

A number of objective self-report measures of achievement moti-
vation have been developed that overcome some of the practical lim-
itations of the TAT. Illustrative of these sfforts are the scales devel-
oped by Mehrabian (1968), which incorporate items tapping both the
motive to approach success (M) and the motive to avoid failure (M,z)
and thus were designed to yield a measure of resultant achievement
motivation, In apparent support of the contention that the sexes are
not identical in the nature of their achievement motivation, Mehra-
bian found it useful to develop different scales for males and females.
While some items are common to both scales, others are unique.

Objective measures, such as Mehrabian’s, have tended to be sub-.
stituted for the TAT in recent research and have been shown to have
some modest degree of predictive validity in both laboratory and field
studies (e.g., Covington and Omelich, 1979). However, the correla-
tions of these objective instruments with one another and with pro-
jective devices are generally found to be low (e.g., Weinstein, 1969).

RECONCEPTUALIZATION OF INTRINSIC
ACHIEVEMENT MOTIVATION

Several years ago, the present authors became interested in the topic
of achievement motivation as an outgrowth of a program of research
investigating certain core dimensions of personality said to differ-
entiate the sexes (masculine instrumentality and feminine expres-
siveness) and the implications of these clusters of characteristics for
other attributes and behaviors. Central among the latter have been
achievement motivetion and achievement-related behaviors.

As has been discussed earlier, we conceived of intrinsic achieve-
ment motivation in the classical sense as a striving toward excellence
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in performance for its own sake, However, like many other investi-
gators, we were dissatisfied with the limitations of the TAT and sought
. an. objective measure that was both reliable (and thus more likely to
reflect stable individual differences) and simple to administer and
score. Examination of the evidence also suggested to us that Intrinsic
achievement motivation was not necessarily a unitary phenomenon.
Building on the work of others (e.g., Mehrabian, 1968), we set out to
devise an objective measure, being particularly alert to the possibility
of multidimensionality in its content. It was also our hope that an
instrument could be perfected that would be valid for both males
and femadles. Success in achieving this goal was contingent on the
two sexes having similar motivational structures, differing (if at all)
only quantitatively rather than qualitatively, as some theorists (e.g.,
McClelland, 1968) would have it.

)

Work and Family Orientation Questionnaire

The ultimate outcome of our psychometric efforts is an objective seli-
report instrument called the Work and Family Orientation Question-
naire (WOFQ) (Helmreich and Spence, 1978). The WOFO consists of
two parts, the second of which is used primarily with student groups
and contains items that gave the instrument its name. These items
are mixed in content, inquiring about the respondents’ educational
aspirations, the relative importance of work versus marriage as antic-
ipated sources of life satisfaction, and extrinsic goals such as the
desire for pay, prestige, or job advancement for oneself and one’s
spouse. These latter items were initially included because of our interest
in vicarious achievement aspirations in females, but they have also
permitted some preliminary exploration of the relationship between
intrinsic and extrinsic achievement motives.

The first part of the WOFQO contains items dealing with attitudes
toward achievement-related activities. Factor analyses of these moti-
vational items, conducted on the responses of male and female col-
lege students, revealed three major oblique factors® (i.e., factors that
are modestly correlated but still show substantial independence) that
are similar in each sex (Helmreich and Spence, 1978). This latter
finding is of considerable theoretical significance in and of itself,

! Factor analyses revealed a fourth factor in each sex that is conceptually similar to
Horner's fear-of-success concept, containing items expressing concern about others’
negative reactions to the Individual's success. These items have been assigned to a
scale labeled Personal Uncoacern. Comparisons of men’s and women’s scores on this
scale have rarely yielded sex differences and, within sach sex, few relationships of
scores with other variahles have been uncovered. For this reason, we do not discuss
this scale further.
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suggesting that, at least with respect to the particular components of
achievement motivation tapped by this pool of items, the structures
of men’s and women's motivational systems are not qualitatively dif-
ferent. The factor analyses also confirmed the suspicion, voiced ear-
lior, that achievement motivation is a multidimensional phonomo-
non.

Based on the results of the factor analyses, items have been assigned
to one of three scales, designated as work orientation, mastery, and
competitiveness. (The items and the scale to which each belongs are
shown in Table 1-1.) The work factor represents an effort dimension,
the desire to work hard and to do a good job of what one does. The
mastery factor reflects a preference for difficult, challenging tasks
and for meeting internally prescribed standards of performance
excellence. The compatitiveness factor describes the enjoyment of
interpersonal competition and the desire to win and be better than
others. Unlike mastery, which involves a task-oriented standard of
gxcellence, competitiveness involves pitting oneself against other
individuals. In the scoring of these scales, items are keyed so that
high scores reflect a high degree of work, mastery, or competitiveness.

Like the TAT, the WOFO scales of intrinsic achievement motive
are intended to measure general personality traits. That is, the WOFO
items are relatively free of references to specific situational contexts,
and_ individuals’ responses to the items are assumed to reflect dis-
I?osuional tendencies that may influence behavior in a variety of set-
tings. It is further assumed that, once established, these tendencies
are relatively stable over time, rarely showing sudden changes or
dew.alopmantal discontinuities. This kind of measure of achievement
motivation is to be contrasted with measures that are situationally
cor.ls-irained. attempting only to measure intensity of achievement
striving in very particular contexts (e.g., Crandall, 1969},

Traits Versus Behavior

It does not follow from a general-trait approach that individuals are
necessarily expected to show a high degree of behavioral consistency
over all situations in which a trait could be overtly manifested. In
t!le Instance of achievement, we noted earlier that almost any situa-
tmn. can be turned into an achievement-oriented challenge by anyone
sufficiently ingenious or interested in doing so. Common-sense
ob.servation indicates that even highly motivated individuals do not
bring the same degree of achievement striving to every situation they
encounter, even within conventional types of activities in which per-
forlpance standards have been clearly established and high levels of
achievement are encouraged and rewarded. Achievement motives, to
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Table 1-1

Items on work, mastery, and competitiveness scales of Work and Family
Orientation Questionnaire

Work

1. It is important for me to do my work as well as [ can even if it isn't popular
with my co-workers.

2. 1find satisfaction in working as well as I can.

3. There is satisfaction in a job well done.

4. I find satisfaction in exceeding my previous performance even if I don't
outperform others.

5. Ilike to work hard.

6. Part of my enjoyment in doing things is improving my past performance.
Mastery

1. 1 would rather do something at which I fesl confident and relaxed than
something which is challenging and difficult.

2. When a group [ belong to plans an activity, T would rather direct it myself
than just help out and have someone else organize it.

3. I would rather learn easy fun games than difficult thought games.

4. If i am not good at something, [ would rather keep struggling to master it
than move on to something I may be good at.

5. Once [ undertake a task, I persist,

6. I prefer to work in situations that require a high level of skill.

7. 1 more often attempt tasks that I am not sure I can do than tasks that I
believe I can do.

8. I like to be busy ell the time.

Competitiveness

I enjoy working in situations involving competition with others.
It is important to me to perform better than others on a task.

I feel that winning is important in both work and games.

It annoys me when other people perform better than I do.

[ try harder when I'm in competition with other people.

oo

Note: Each item is accompanied by a 5-point rating scale ranging from “Strongly agree” to
*Strongly disagree.”

affect behavior, must be aroused or engaged. Such interlocking vari-
ables as individuals’ interests, abilities, educational levels, expecta-
tions of success, and long-term goals determine the achievement-
related tasks or roles in which the individual elects to participate
(e.g., vocational choice or the kind or amount of education sought) or
the degree to which particular activities in which the individual takes
part elicit behaviors designed to satisfy achievement needs as opposed
to other kinds of needs, such as gregariousness,
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Role expectations also channel the overt expression of achie\re-
ment needs. For example, paid employment is both literally and fig-
uratively obligatory for men in this society; a major outlet for achieve-
ment motives in most men is their jobs. For many adult women,
achievement needs are more likely to be expressed in other direc-
tions, such as volunteer work and activities associated with the care
of home and family. Men may also be achievement-oriented in their
leisure activities, but their specific interests often differ from wom-
en’s. The effects of sex-role expectations on academic choices have
also been demonstrated (see Chapter 3, this volume).

In both sexes, individuals vary in the number of activities that
engage their achievement motives. Some focus on doing well in one
type of task or role. “Workaholics,” who voluntarily devote most of
their waking hours to their jobs or professions, are an extreme exam-
ple. Others attempt to become expert or to develop their capacities
in many areas.

Since we have conceded that, as a result of choice as well as
circumstance, individuals of both sexes vary in the specific activities
that engage their achievement motives, it is reasonable to ask whether
it is either theoretically meaningful or empirically useful to conceive
of achievement motives as general dispositional tendencies or response
styles rather than as a series of more or less independent tendencies
or response styles that are situation-specific. Although our answer to
both questions is affirmative, we should point out that, if an inves-
tigator’s intent is to predict only one type of achievement behavior,
it is probably more parsimonious to tailor devices assessing achieve-
ment motivation and other relevant person variables to the behavior
being scrutinized and the situation in which it occurs. One might
measure, for example, academic achievement motivation or, even more
narrowly, motivation with respect to a specific subject-matter area,
such as mathematics. Although an individual’s motivation to do well
in, for example, mathematics may theoretically be represente.d as the
result of more general achievement motives interacting with con-
stellations of other factors such as interest, self-concepts of abihty,
and prior success in the subject, it may be more useful to ;act”as if
there were a highly specific “mathematics achievement motive. .

One implication of our conceptualization of achievement m?nves
as general tendencies is that changes in such internal factors as inter-
ests or in such external factors as job opportunities may occur .re.la-
tively independently of variations in achievement motives. Individ-
uals may make a radical career shift, for example, not because of
changes in the intensity of their achievement motives but because
they have for the first time a chance at a desired job, have develqped
new interests, or have exhausted the challenges in their previous
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~ Position, to name but a few possibilities. As a still further example,
relatively sudden shifts in academically oriented behaviors are quite

- frequently observed in adolescents (particularly males) who, as the

* time for applying to college approaches, become motivated to do
well in school rather than expending most of their energies in sports
or other extracurricular activities. It is also not unusual to find, in
the biographies of eminent scholars, that academically oriented intel-
lectual interests developed relatively late in their undergraduate careers,
their prior academic histories having been mediocre if not disgrace-
ful; nonetheless, they showed early signs of strong achievement striv-
ing but expressed it in nonacademic directions.

To restate the basic assumptions of our thearetical model:
achievement motivation is conceived as a series of more or less inde-
pendent motives, each reflecting general dispositional tendencies or
traits that are relatively enduring over time and that remain latent
until engaged or aroused by particular tasks or situations, Since indi-
viduals differ not only in the strengths of their motives byt also in
the tasks or roles that elicit them, achievement behavior cannot nec-
essarily be predicted either cross-sectionally or longitudinally, only
from information about individuals’ motives. To test the implications
of this conception, it is necessary both to assess the strength of gen-
eral achievement motives and to have some informetion about the
individuals’ specific interests and aspirations or the activities in which
they voluntarily engage. Over groups of individuals at various levels
of achievement motivation, we would nonetheless expect some cross-

situational consistency, as, for example, in their work and their lei-
sure-time activities,

RESULTS WITH THE WORK AND FAMILY
ORIENTATION QUESTIONNAIRE

Sex Differences in Unselected Groups

Psychological theorists, we have mentioned, have often proposed that
personality differences between men and women contribute to wom-
en’s lesser worldly success. Women are said to be more expressive
and interpersonally sensitive than men and, simultaneously, to bhe
lower in instrumental qualities reflecting self-assertiveness and inde-
pendence. This constellation of characteristics allegedly leads women
to be less self-confident and to develop weaker intrinsic achievement
motives than men and to be more motivated in their achievement-

related activities by their needs for affiliation and social approval
than by intrinsic motives.
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Data relevant to these speculations were obtained in our research
from the achievement-motivation scales of the WOFO and. from a
second self-report measure, the Personal Attributes Questmnna}re
(PAQ) (Spence and Helmreich, 1978). The E.'AQ contains tw_o major
scales: one consisting of socially desirable ms_trumental traits (e.g.,
independence, decisiveness) that are stereotypically more cl.ml:acterE
istic of males than females (M scale), and the other consisting o’
socially desirable expressive traits (e.g., tactfulness, awareness of olthera;
feelings) that are stereotypically more characteristic of females (
scale). -

S]elf-report data from unselected groups of-individuals varying
widely in age and socioeconomic level have uniformly revealed s:gci
nificant sex differences in the predicted direction on both the M t:lr}f
the F scale (Spence and Helmreich, 1978, 1979). H?wevar, the dif-
ferences are of degree: men are somewhat less expressive than wor;nen
(rather than being nonexpressive), and women are somewhat ess
instrumental than men, with the distributions of the sexes showmgl
considerable overlap. Further, the common belief that instrumelilt:tla
and expressive characteristics tend to be mutually incompatible
(Foushee, Helmreich, and Spence, 1979) has been fm.md to be erro-
neous. In each sex, correlations between individuals scores on the
two scales are close to zero, indicating that “masculine” instrumen-
tality and *feminine” expressiveness are essentially independe?t
dimensions and that many individuals of both sexes are relatively
high in both trait clusters (and others relatively low on both clusters]i

The theoretical explanations of sex differences ix.1 achi(_svemend
that stress the relationship between these personality dimensions ar;d
intrinsic achievement motivation imply that men, as a group, sl}xlou _
be higher in motive strength than women and that, _within eac saxt.
instrumentality should be positively correlated with aclh:;avenﬁ?n.
motives. The predictions of these theories about the relations u?e
between expressiveness and . achievement motivation a;e lrg A
ambiguous, but, presumably, any correlation that occurs shou
negative. )

ga[t)lata obtained from the PA(G and the WOFO prov_:de s?)line 511151;(:11;

for these expectations. IHustrative data are shown in Ta gs ;l oaQ
1-3. Table 1-2 reports the correlations between the WOF anf PAQ
scales within each sex. Reported in Table 1-3 are the fneans fgmale
three WOFQ scales obtained from large groups of male annote ale.
college students. Examining first the pattern of means, we ofe thay
oot e v taste Howmven they wors significantly lowsr
iti e. However, ce
:l?a:lh fvz;n;ge;l:t‘;f; \?::r; scale. Within each sex, the anticipated pos-
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- Table 1-2
Correlations of PAQ masculinity (instrumentality) and femininity

. (expressiveness) scales with WOFO achievement scales for male and
-female introductory psychology students

PAQ
Masculinity Femininity
WOFO i _ (Instrumentality) (Expressiveness)

Males

Work . 27 20

Mn'stery 48 16

Competitiveness .36 -.03
Females

Work , 24 20

Mastery .49 .09

Competitiveness 31 -.14

Note: N per sax > 800. For N = 800, ros = .08 (2-tailed); Tey = .11 {2-talled),
Source: Data from Helmrelich and Spence, 1978. .

itive correlations were found between instrumentality and each of

the three achievement scales. Relationships with expressiveness were
both weaker and inconsistent in direction: expressivity was posi-
tively correlated with work and with mastery, and negatively corre-
lated with competitiveness.

Statistical anelyses indicated that, when scores on the two PAQ
scales were held constant, men and women no longer differed on
wark and mastery; i.e., sex differences on these two achievement
scales could be attributed to sex differences in instrumentality and
expressiveness. However, men remained significantly more compet-
itive than women, even when instrumentality and expressiveness
were taken into account. This result may reflect the emphasis that
many American parents place on competitiveness in rearing their
sons (e.g., Block, 1973, 1979) in the belief that this characteristics is
needed for future career success.

These results are not unique to college students. We have obtained
similar data from high school students, having a wide range of socio-
economic backgrounds (Spence and Helmreich, 1978), and from mid-
dle-class married couples. This pattern of sex differences appears to
be established early, having been found in fifth- and sixth-grade chil-
dren given a simplified version of the WOFO {Helmreich, Spence,
and Hill, in preparation). These findings all suggest thst, in general,
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Table 1-3

Mean scores on WOFO work, mastery, and competitiveness scales for
college students, male varsity athlates, businesspersons, and ncadamlp
psychologists

Work Mastery Competitiveness

Males Females Males Females Males Females

College students 19.8 20.3 19.3 18.0 13.8 12.2

Varsity athletes 21.2 21.9 20.4 20.9 15.7 143

Businesspersons 211 207 223 221 14.8 13.8

Academic 21.1 21.9 21.5 224 11.7 11.1
psychologists

males tend to have an edge in mastery and competitive motives and
in related instrumental personality characteristics. However, sex dif-
ferences are not marked (the distribution of scores show a high degree .
of overlap) and do not uniformly favor males (women are higher in
work orientation). .

Theories sttributing women's lesser vocational achievement in
Part to their relative deficiency in instrumental qualities and in
achievement motivation thus received only weak support. These the-
ories also appear to imply that affiliative needs, which are presu'med
to be stronger in women than in men, are incompatible with achieve-
ment motivation. Our data give little support for this assumption,
only competitiveness showing a {small) negative correlation with
expressiveness.

Achievement Motives in Selected Groups

Some achievement-related activities are more demanding than others,
their successful accomplishment requiring talent and training as u.'ell
as a high degree of achievement motivation. Achievement motwat.mn
i3 a multidimensional phenomenon, however, and differel?t profiles
of motives may characterize achieving individuals, depending on the
particular arena in which the individuals express them.

To explore these possibilities, we administered the WOFO to sev-
eral groups of specially selected individuals. Data obtained from three
such groups are shown in Table 1-3. These groups consisted of m?]e
varsity athletes (many of them football players) and female_varsfty
athletes (representing a variety of sports) from a large state university
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- whose teams were nationally ranked; male and female businessper-
sons, all graduates of a master’s program in business administration

- who had been out of school ten years or less; and groups of male and

' female Ph.D. psychologists with academic appointments. For pur-
poses of comparison, the data from the sample of male and female
college students, described earlier, are also included in the table.

Looking first at the work factor, we see that the meen scores of
athletes, businesspersons, and academic psychologists are all higher
than the means of same-sex individuals in the unselected sample of
college students. The same is true of the mastery factor. On mastery,
athletes of both sexes scored lower than businesspeople and aca-
demic psychologists—a fact that may reflect the bias of the questions
on this scale toward the mastery of intellectual challenges. Within-
group comparisons of the sexes indicate that, with two exceptions
(businesswomen on work and women psychologists on mastery),
females continued to score somewhat higher on work and lower on
mastery than did their male counterparts.

In all the groups, males reported themselves to be more competi-
tive than females. Within each sex, athletes scored highest on com-
petitiveness, followed by businesspeople, unselected students, and,
lowest of all, academic psychologists. The low degree of competi-
tiveness reported by this sample of psychologists is not unique to
this academic discipline; similar results have been obtained from a
group of academics drawn from & broad spectrum of the behavioral
and physical sciences {Helmreich, Beane, Lucker, and Spence, 1978).
These group differences are hardly surprising. In athletics—partic-
ularly in varsity athletics of this caliber—winning is the name of the
game. The value of competition between business organizations is
heavily stressed in our capitalistic system—an attitude that appears
to filter down to the level of the individual businessperson. At the
other extreme, the academic and scholarly enterprise is not aimed at
head-to-head contests. Obviously, some academicians are competi-
tive individuals, even in their professional roles. However, striving
to “beat” someone else is not encouraged by the scholarly value sys-

tem, which honors instead the ideal of the dispassionate pursuit of
knowledge.

Contribution of Motives to Attainment

It seems likely that the differences in work, mastery, and competi-
tiveness reported in Table 1-3 between unselected students and mem-
bers of highly achieving groups reflect the role of achievement motives
in promoting successful attainment. We would thus expect that, even
within groups having relatively similar abilities and interests,
achievement motives are related to ievel of real-life attainment.

b i s L
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Academic Achievement in College Students In collaboration with
our students and colleagues, we conducted several studies to deter-
mine the relationship between patterns of achievement motives and
actual achievement behavior. In one of these, scores on the work,
mastery, and competitiveness scales were used to predict college stu-
dents’ grades. The WOFO was administered to over 1300 students
enrolled in introductory psychology courses, most of whom were
first- or second-semester freshmen. Two semesters after the one in
which the testing took place, data were obtained about the students
cumulative grade-point averages (GPAs). This procedure was fol-
lowed because it seemed likely that a measure of academic perfor-
mance based on three or more semesters of course work would be.
more stable than a measure based on performance in a single course
or during a single semester, particularly one that occurred early. in
the students’ academic careers. One important consequernce of using
this measure Is that most of the courses that entered into the students’
GPA’s were taken after the WOFO was administered; the achievement-
motive scores were thus largely being used to predict future academic
rformance.
" The nature of the relationship batween GPA and the WOFO scales
turned out to be interactive. As a device for illustrating the nature of
this interaction, the students of each sex were divided into four groups
on the following basis. Since work and mastery scores were similarly
related to GPA, they were combined to form a single work—:mas?ery
gcore for each individual. Students of each sex were then divided into
two groups: those scoring above the median composite (those scoring
in the upper 50% of the total group), and those scoring below_the
median composite. Each of these groups was then broken down into
those scoring ebove and below the median [for the total sample) on
competitiveness. Four groups of each sax thus resulted: those above
the median on both work-mastery and competitiveness, those above
on work—mastery and below on competitiveness, those below on work-
mastery and above on competitiveness, and those below on both.
The mean GPA' for the four groups of male and female students are
lotted in Figure 1-1.
P In both sg;cres. relatively low grades were earned by those wh'o
were low (below the median) in botl;v;lvork—mastery antddc:::f:lt;
tiveness—a not-surprising cutcome. What was unexpec 8c
pattern exhibited by the motive group with the highest GPAs. In bot
sexes, these were students high in work-mastery but low in com-
petitiveness. Those high not only in work-mastery but also in com-
petitiveness did not do as well academically; in fact, of the males
these individuals were the poorest of the four groups. |
One of the factors that determines how well an individual doe:
academically is scholastic ability. It might be claimed that, becaust
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Mear grade-point average in the four achisvement-motive groups of male
and female undergraduates.

able students tend to do better than their less-talented peers, their
positive attitudes about working hard and attempting to master chal-
lenging materials are reinforced and they have less need to try to
prove themselves by competing with others. Motivational differences
between students of different degrees of academic success may thus
be merely a consequence of attainment; the basic cause of the obtained
performance differences may be ability level or self-concept of ability.
In an attempt to evaluate this possibility, we obtained male and female
students’ scores on the Scholastic Aptitude Test {SAT) and correlated
these scores with both GPAs and scores on our achievement scales.
As typically occurs, significant correlations of moderate magnitude
(r's > .30) were found between GPA and SAT score. However, the
correlations between SAT score and our achievement-motives scales
were around zero, suggesting that there is very little relationship
between achievement motives (as we have defined them) and scho-
lastic aptitude. Second, the relationships we uncovered between con-
stellations of achievement motives and GPA’s remained even when
analyses were performed in which SAT scores were taken into account.
Related evidence was reported by Covington and Omelich (1979).
These investigators found that, whereas a measure of achievement
motivation was significantly related to students’ grades in a partic-
ular course, the degree to which the students attributed their exam-
- ination performance to ability factors was unrelated to grades, With-
out exhausting alternate possibilities, we cannot conclusively state
that differences in students’ achievement motives directly bring about
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differences in academic performance. However, tl.w data we hfwe '}ust
presented argue persuasively against the possibihty that our fmdmg.s
occurred as an incidental byproduct of a correlation between moti-
vation and academic ability. o &
It will be recalled that, in addition to the motivational scales, the
WOFO containg a number of items describing vocational an_d edu-
cational aspirations. Three of these items relate to wha!t mlg.ht bt}
considered extrinsic goals: the importance to future .satlsfactlon o
having a job or career that pays well, that brings prestige and recog-
nition from others, or that has opportunities for promotion and
advancement. Correlations between these items and the achieve-
ment-motive scales revealed that, in both sexes, stu(-ients' .work a-nd
mastery scores have significant but modest correlations (r's ranging
from .15 to .26) with scores on the promotion-and-advancement item.
Even lower correlations were found between work-mastery and the
rated importance of prestige and recognition, while con:elations close;
to zero appeared between these motive scores and the importance tq
pay. These results suggest that intensity of work and mastery moti-
vation has little or no relationship with the value students plam_a on
the rewards of successful attainment. Even the modest correlations
with importance of promotion and advancement may have been
brought about more by the desire for jobs with increasing f:ha.ll_engez
than by the desire for extrinsic rewards. In contrast, highly significan
relationships appeared in both sexes between all three of thesia itemg
and competitiveness. (The r's ranged from .28 to .38 for females an
.41 to .45 for males.} .
frmnTl::seolaattlaar data raise the question of whether the negative assg-
clation between competitiveness and academic performancefmigh t
be mediated by extrinsic factors. Students with strong desires o;l e
tangible rewards that often accompany vocational success m!ght c;ma
less intrinsic interest in their course work or approach their un b:r;
graduate experience differently from students with less concern a ue
these aspects of their future lives. This possibility was give;: 3(;!;‘; .
credence by the finding that, in both sexes, there was a negeﬁ ve i
relation (r's > .20) between GPA and the importance of a we! ;payo::lg
job—the item that most unambiguously t?pped an exglixzﬁ cdgs ire
e e achiovament metives mado Indapen:
the constellation o @
tfi(gntt,?t;:l!;'lbuﬂons to GPA, with the effects of tha. qther pa.rtia;ed c;l;t_
In other words, the interaction between competitiveness :lm ! w?the
mastery in determining grades was not simply a bypirt;) 1uc o
relationship between competitiveness and the_pay variable. dicated
For women, on the other hand, the regression analye?ls in tl:v ed
that the effects of the motive variable were no longer significan
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the pay variable was taken into account. The meaning of this apparent
-gex difference is at present unclear. Further complicating the inter-
‘pretation of this general set of findings is the fact that the deleterious
effects of competitiveness, particularly when combined with high
work-mastery needs, are not confined to the academic situation {as
will be seen shortly). Although these data raise more questions than
they answer, they do suggest that the implications for performance
of strength of extrinsic motives and goals and the interactions of these
extrinsic variables with intrinsic achievement motives deserve fur-
ther exploration,

Academic Achievement in Elementary School Students The rela-
tionship between academic motivation and academic attainment was
also explored in the previously mentioned samples of fifth- and sixth-
graders (Helmreich, Spence, and Hill, in preparation). Work and mas-
tery were positively related, and competition negatively related, to
the children's scores on standardized achievement tests. These rela-
tionships could not be explained by IQ. That is, mastery and com-
petitiveness were orthogonal to scores on standardized IQ tests, as
was work motivation in the older sample. In the younger sample,
however, a significant negative relationship was found between IQ
score and work. The etiology of the latter relationship in younger
children is unknown at present; it is possible that these bright young-
sters were insufficiently challenged by their school work to develop
strong needs to work hard. Whether this motivational deficit among
the bright is transient or permanent poses an important and chal-
lenging research question.

Salary in Businessmen The studies just described indicate that,
whereas a high level of mastery and work motives is associated with

high academic achievement, interpersonal competitiveness tends to

be negatively related to academic attainment. To explore the possi-
bility that the negative impact of competitiveness is not restricted to
students’ scholastic performance, a very different type of group was
studied by one of our students, Deborah Sanders (1878). These were
the businessmen whose achievement data are reported in Table 1-3.
The sample included too few women to permit further analysis of
their data—a fact that reflected the small number of women who had
obtained M.B.A’s from the university whose graduates were sur-
veyed. As we pointed out in commenting on Table 1-3, this sample
of businessmen (and businesswomen, for that matter) scored rela-
tively high on the competitiveness scale, seeming to verify the widely
held belief that, in order to get ahead in the business world, one must
have a strong streak of competitiveness. Perhaps in this group, com-
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Income in the four achievement-motive
groups of businessmen corrected for
years of experience [Source: Data from
Sanders, 1978.]

Petitiveness as well as work and mastery would contribute positively
to performances.

The measure of attainment was the men's annual salaries, cor-
rected for number of years of postgraduate experience. The salary
data, shown in Figure 1-2, dramatically refute the contention that
competitiveness is vital to a successful business career. While com-
Petitiveness was associated with a higher salary in those who were
relatively weak in work-mastery, the high work-mastery groups told
a different story. Among the men who scored high in work-mastery,
those who scored low in competitiveness earned more than their
Competitive peers and were the best-paid of all the four groups.

Citations in Academic Scientists The motive-performance rela-
tionship has also been investigated in a group of behavioral and phys-
ical scientists, all with Ph.D’s and holding academic appointments
&t a major research university where scholarly publications by faculty
members are both expected and rewarded (Helmreich, Beane, Lucker,
and Spence, 1978). In this instance, the measure of attainment was
lm_!ﬂber of citations to each individual’s published works by other
sCientists over a specified period of years, the citation count being
obtained from the Scientific Citation Index. Citations have been widely
used as an objective measure of an individual’s scientific influence
and visibility and, inferentially, of the quality of the individual’s work
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" (e-.g., Clark, 1967; Cole and Cole, 1973; Garfield, 1977). As a method
of showing the interaction between patterns of motives and citations,

* the scientists were classified into four motive groups on the basis of

" work—mastery and competitiveness scores, using the same proce-
dures described above in the study of students. The results of this
analysis are shown in Figure 1-3. Because of the small number of
women in the sample, only the data from male scientists are pre-
sented. It will be observed that the results are similar to those obtained
with students and businessmen, the highest citations being found in
the scientists who were high in work-mastery but low in competi-
tiveness. Particularly when combined with a high degree of work and
mastery motivation, competitiveness appeared to deter rather than
enhance scientific eminence.

It would be premature to conclude that, in all areas of endeavor,
the pattern of achievement motives most likely to be associated with
succedsful performance is a relatively low level of competitiveness
combined with a high level of work and mastery strivings. For exam-
ple, the influence of competitiveness on the performance of profes-
sional athletes or world-class amateur athletes, particularly partici-
pants in individual sports, cries out for exploration. '

Further, the mechanisms by which competitiveness has its del-
eterious effects are not yet known, and we can only speculate about
what they might be. To mention a few possibilities, highly competi-
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Citations to published research in the
four achievement-motive groups of male
academic scientists. [Source: Data from
Helmreich, Beane, Lucker, and Spence,
1978.]
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tive individuals may alienate and threaten others who are in a posi-
tion to assist and support them in their activities. Competitive l.nt.h-
viduals who are not successful in besting others in a valued .actn::ty
may stop trying and turn their energies to other areas {a s.pemetl lu‘nd
of fear of failure). Or they may become so preoccupied with winning
over their rivals—which may take the form of competing with others
for the extrinsic badges of success—that they become distracted from
the task at hand. It is ailso unknown whether competitiveness 1'{33
adverse effects on most individuals or only on a subset of them. Quite
possibly, the competitiveness effect is brought about by different fac-
tors in different individuals and settings.

In a second investigation (Helmreich, Spence, Beane, Lucker, and
Matthews, 1880) of scientists, we studied the relationships between
their published work and a number of personality and demogaphic
variables in addition to achievement motivation. The participants
were male and female psychologists, whose motivational data are
reported in Table 1-3. All had had their doctorates for at least five
years, currently held academic appointments, and specialized in per-

chology.

Bonnsl:tg;satzc:;lpsz yof lnfogyrmaﬁon were collected about these psy-
chologists. In addition to achievement motivation as measured by the
WOFO, data were collected on instrumentality and expressivene.nss,
as measured by the Personal Attributes Questionnaire. Infox:matlon
was also obtained about such demographic variables as marital sta-
tus, number of children, the reputation of the graduate department
in which the individuals earned their doctorates, and the reputation
of the department in which they currently taught. . .

Previous investigations have shown that there are dlf.fere.n'ces in
achievement between men and women within various scientific dis-
ciplines, including psychology. Of those who ente}' graduate sch(?oi.
women are less likely than men to complete their degree require-
ments (Hirschberg and Itkin, 1978). Among those who are awarded
their doctorates, women are less likely than men to l'Je employed by
prestigious departments and they tend both to publish and to havg
their work cited by others less often than men (Cole, 1879; Cole amd
Cole, 1973). Many internal and external barriers have bee'n suggeste
as inhibiting women'’s academic achievement. (For a review of 'these
factors and a summary of the relevant empirical e\ridenc:ei see O'Con-
nell, Alpert, Richardson, Rotter, Ruble, and Unger, 1978.)* One of our

in the achieve-
*One fi that does not appear to be responsible for sex differences

lnen':s n:fu;’rh.n. scientists ll: sbility. Women admitted to graduate departml :.ulnta ha\;:
been shown to have undergradusts grade-point averages similar to men's &n tuR scord
at Jeast as well as men on standardized aptitude tests such as the Graduate Reco
Examination.



. b6 Achisvement-Relsted Motivas and Behaviors / Spence and Helmreich

" major interests was to determine whether gender differences in pro-
ductivity and citations would be found even in this relatively homo-

- geneous group of male and female academic psychologists and, if

" they did occur, to determine whether they could be attributed to
several variables that have frequently been mentioned as deterring
women’s scholarly contributions.

A comparison of the sexes revealed the usual differences in favor
of men in both productivity (number of publications) and citations
by others—differences that were both highly significant statistically
and substantial in size.

Although men and women differed in productivity and in cita-
tions, the associations between these measures and other variables
were parallel within each sex. The two measures of attainment were
substantially correlated, but the relationships between these mea-
sures and other variables were not identical, indicating that the cita-
tion nifeasure is not a mere byproduct of rate of publication.

As in our previous study of scientists (Figure 1-3), the greatest
number of citations in both sexes was found for those high in work-
mastery and low in competitiveness. At all but the very low levels
of work—mastery, competitiveness suppressed the citation measure,
its negative effects becoming more marked as work--mastery increased,
Competitiveness had a very different relationship, however, with
number of publications. As competitiveness (as well as work-mas-
tery) increased, so did publications. This outcome is a particularly
convincing demonstration that the productivity and citiation mea-
sures do not tap the same facets of attainment.

A causal model of the factors leading to scientific visibility, as
reflected in citations by others, was developed and evatuated by path
enalysis. Six variables were entered into the model: a composite of
the achievement measures, reputation of graduate department, rep-
utation of current department, sex, number of publications, and num-
ber of citations.® The theoretical model and the obtained path coef-
ficients, indicating the magnitude of the relationships, are shown in
Figure 1-4. The figure shows direct paths between all five predictors
and the citation measure, i.e., achievement motives {represented by
the work-mastery x competitiveness interaction); the reputation

*The demonstration of a correlation between two vartables, we are teught in elementary
statistics, gives no indication of whether A *causes” B, whether B *causes” A, or whether
both are “caused” by a third factor. One can, however, develop a theoretical mode| of
“what leads to what” and then, by applying the path-analytic technique to a matrix of
correlations, test the mode! and trace the series of causal links or paths among variables
and their strengths. The theoretical assumptions underlying the model presented in
Figure 1-4 may be found in Helmreich, Spence, Beane, Lucker, and Matthews (1880).
The numbers in the figure represent significant standardized path coefficients. Two
nonsignificant paths have been omitted.
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" measures, number of publications, and sex all make independent
contributions to number of citations. The only direct links to publi-
“cations, however, are sex and reputation of current department.

The relationships revealed by the model are not trivial. The R?
for citations is .82; i.e., 62% of the variability among individuals in
citations has been accounted for by the five predictors. (Even when
sex is partialed out, R* remains high, .50.) In contrast, the R? for
publications is only .22.

The sources of sex differences in the criterion measures remain
elusive. The citation difference could not be accounted for solely by
number of publications; when productivity was controlled, women
continued to be cited less often than men. We were singularly unsuc-
cessful in identifying the factors that accounted for these differences.
Mean scores on the WOFO achievement scales, seen in Table 1-3,
revealed slight sex differences that were all in favor of females,
including their somewhat lower scores on the competitiveness factor.
Similarly, these men and women did not differ on our PAQ measure
of instrumental and expressive personality characteristics.

The greater domestic burdens and child-care reponsibilities that
married women professionals assume in comparison with their male
peers have also been cited as suppressing their scholarly attainments.
However, we found no relationships in either sex between marital
status and our criterion measures, and only a weak suggestion that
number of children influenced a woman's scholarly performance.
Finally, the mean reputation rating of the graduate department that
awarded the women their degrees was only slightly lower than the
mean for men. A larger and highly significant difference in favor of
males was found for the ratings of current department, indicating
that women were less likely to be employed in prestigious institu-
tions where research is likely to be encouraged and rewarded. How-
ever, these differences were traceable largely to the older individuals
in the sample. Reflecting changes in societal attitudes and the impact
of affirmative-action programs, men and women under the age of 40
were similar in the quality of both their doctoral departments and
the departments in which they were employed. However, men’s supe-
riority in productivity and visibility could not be attributed solely to
these departmental factors. Analyses controlling for differences in
the reputation ratings of the doctoral and employing departments
continued to show men's greater productivity and number of cita-
tions.

Many possible explanations of these sex differences remain to be
explored. These range from past and present discrimination against
women that may take either overt or subtle forms, to internal factors
that differentiate the sexes. For example, as a result of their sociali-
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zation training, men's feelings of identity and self-worth are often
strongly tied to their work roles. Even when young girls are encour-
aged by their parents or other influential adults to develop career
aspirations, they are simultaneously trained to aspire to ths “career”
of wife and mother. As a result, women may be less single-minded
than men about their careers and less likely to make their work the
central focus of their lives.

Data relevant to these speculations are found in a study of work,
leisure, and achievement motivation conducted by one of our doc-
toral students, Thomas Runge (1980). A semple of married male and
female university faculty and staff completed a questionnaire that
included items on overall life satisfaction and satisfaction with
work, leisure activities, and close personal relationships (spouse and
other family members). Within both groups of men, satisfaction with
work was the highest correlate of life satisfaction, The next highest
correlate of life satisfaction in both groups was leisure activities,
whersas close personal relationships came in a poor third. These data
suggest the greater value that men place on their work than on their
other roles. For both faculty and staff women, on the other hand, life
satisfaction was most highly correlated with satisfaction with per-
sonal relationships (r's > .50}. For faculty but not staff women, the
relationship between life and work satisfaction was a fairly close
8econd. These results suggest that women in demanding careers tend
to have heavy investments in both their work and thetr personal,
family relationships; whereas for men, their careers are of singular
importance. While the outcome of men’s more exclusive dedication
to their work may be greater attainment, there may be attendant costs
for themselves and thelr intimates. Whether men's greater single-
mindedness is regarded as a virtue or a limitation is, ultimately, a
value judgment. '

Other Factors Affecting Academic Achievement

Fear of Failure In the Atkinson expectancy-value model, it will be
recalled, resultant achievement motivation or the tendency to approach
success is a function of two individual-difference components with
Opposite signs: the motive to achieve success, which is conceptually
parallel to the WOFQ achievement-motive factors; and the motive to
avoid failure (fear of failure}.

One of our students, Peter Gollwitzer, developed an objective
measure of fear of failure whose items more closely capture the kinds
of themes Heckhausen (1963) specified in his TAT measure of fear of
failure and thus might more adequately measure the fear-of-failure
concept than do the test-anxiety scales typically used. (Sample items:
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“Even when I work my hardest, I worry about being unsuccessful”
and “When I work on a problem, I am often distracted by thoughts
of failure.”) Introductory psychology students were given this fear-of-
failure scale, along with three frequently used anxiety scales. Cor-
relations of these measures in each sex with the fear-of-failure scale
ranged from .47 to .74, indicating that the new scale was measuring
similar but not identical properties.

Correlations.were next obtained between each of these measures
and the WOFO achievement scales. For the fear-of-failure measure,
small but significantly negative relationships were found in both sexes
with all achievement-motive scores except for competitiveness in
males. This same pattern of results was also found in two additional
samples of students. Even smaller relationships were found between
the WOFO scales and the other anxiety measures, most of the cor-
relatiogs being nonsignificant.

Expectancy-value theory states that the motive to approach suc-
cess and the motive to avoid failure have opposite effects on the
tendency to approach success (Ts = Mg — Mur). This proposition
prompted Gollwitzer to determine whether prediction of students’
grades would be improved if fear-of-failure scores as well as WOFO
scores were taken into account. He therefore obtained the GPA's of
students enrolled in an upper-divisicn course in psychology who
had been given the several personality measures. Our previous find-
ings of an interactive relationship with the WOFO achievement mea-
sures were replicated, the highest GPA's being found in those high in
work-mastery but low in competitiveness. Expectancy--value theory
implies that a negative relationship should be found between fear-of-
failure score and GPA. A negative correlation was indeed found, but
it was small and nonsignificant. Finally, a regression analysis was
performed to determine the joint contribution of the WOFO and fear-
of-failure scores to GPA. This analysis, which included terms for the
achievement scores (work—mastery x competitiveness), fear-of-fail-
ure scores, and the interaction between the achievement and fear-of-
failure measures, indicated a significant effect only for the WOFO
achievement scales. In short, including fear-of-failure scores did not
improve prediction.

These results do not imply that individual differences in fear of
failure or evaluation anxiety have no effects on performance. They
do cast doubt, however, on the specific proposition that fear of failure
acts to lower the individual’s overal! level of achievement motivation,
as specified by Atkinson's original theory.

It is possible, of course, that fear of failure could have the simple
subtractive role assigned to it by expectancy-value theory if other
types of behavioral measures were employed, such as choice of task

[ ——

Results with the Work and Family Orlentation Questionnaire 61

difficulty. It is difficult to evaluate this aspect of expectancy-value
theory even on its own terms, since investigators working within this
tradition have not usually examined the independent effects of the
two personality measures. Typically, predictions from the theory have
been tested by obtaining a difference score for sach individual and
relating only these difference scores to the criterion variable.

Future Orientation In addition to the individual difference vari-
ables, Mg and M 4y, expectancy-value theory specifies two other major
variables as determinants of resultant achievement motivation: prob-
ability of success (Ps), and incentive value of success (Ig). According
to our theoretical perspective, one of the factors that determine the
incentive value of success is the inherent interest that an achieve-
ment-related activity has for an individual. Tasks that an individual
finds attractive or challenging activate achievement-oriented behav-
ior by engaging the individual’s achievement motives, and successful
performance on such tasks is likely to be particularly satisfying.

As suggested by Raynor (1970), the incentive value of success
may also be determined by the degree to which successful accom-
plishment in a particular setting is perceived as instrumental in
reaching future goals. It might be noted parenthetically that instru-
mental activities often have many features in common with the activ-
ities associated with the future goal, so that perceived instrumentality
and the inherent interest value of a current activity may be related.

Following Raynor's lead, we have recently begun to explore the .
contribution of perceived instrumentality to college students’ aca-
demic performance. An indirect measure of instrumentality can be
found in an item on the second part of the WOFO (which inqures
about various vocational, educational, and marital aspirations), namely,
the minimum amount of education that would satisfy the respondent:
some college, completion of college degree, or postgraduate study. It
seems reasonable to assume that doing well academically would be
perceived as more instrumentally important by those who plan to
graduate from college and, even more, by those who aspire to go on
to graduate or professional school than by students who would be
content not to complete their undergraduate degrees.

Responses to this item by the more than 1300 introductory psy-
chology students whose achievement-motivation and GPA data were
reported earlier revealed that, in both sexes, students’ educational
aspirations were unrelated to their Scholastic Aptitude Test scores
(which students submitted as part of their admissions applications).
However, even in the absence of measurable differences in scholastic
aptitude, students of both sexes who aspired to postgraduate training
earned significantly (p > .001) higher grades than did those with
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lower aspirations, thus confirming the general implications of Ray-
nor's (1970} hypothesis about the role of instrumentality. Educational
aspirations also showed small but significant positive correlations
with the achievement-motive measures, the largest being with mas-
tery (r's of .24 and .25 for males and females, respectively).

A regression analysis of student grades (GPA) was also performed
for each: sex that took educational aspirations, WOFO achievement
motive scores, and SAT scores into account. Inclusion of the educa-
tional-aspiration measure significantly increased R? (verlance
accounted for) from .28 to .32. However, the constellation of achieve-
ment motives (mastery-~work X competitiveness) was more predic-
tive of GPA than was educational aspiration.

Finally, it will be recalled that Raynor (1970} found some support
for his.hypothesis that perceived instrumentality of grades would
lead to poorer performance in those with a low motive to achieve.
Our regression analyses, however, did not confirm this aspect of Ray-
nor’s theory. That is, achievement motives were positively related to
GPA at all levels of educational aspiration and, conversely, educa-
tional aspirations were positively related to GPA at all levels of
achievement motives.

We will mention only briefly the results of a study (Carsrud,
Dodd, Helmreich, and Spence, 1982) in which (among other things)*
introductory psychology students were asked to rate the importance
of grades to their future goals-—a measure of instrumentality similar
to Raynot's. This measure turned out to be unrelated to course per-
formance—an outcome that can be attributed to the extreme skewness
in the instrumentality measure. Perhaps in response to the greater
concern of contemporary coliege-age youths with their economic
futures than of students tested a decade ago, those in the Carsrud et
al. study overwhelmingly rated grades as very important.

ACHIEVEMENT MOTIVES IN NONSCHOOL
AND NONJOB ACTIVITIES

In our introductory remarks, we noted that research on intrinsic
achievement motives has been directed almost exclusively toward
increasing our understanding of performance in academic and voca-

‘A mejor purpose of the Carsrud et al. study was to determine the effects of causal
attributions (to ability, effort, and so forth} of prior course performance on subsequent
course performance. Analyses indicated that, when only attributions were considered,
sitributions were significantly related to later examination grades {r = .21). However,
in regression analyses that also Included SAT scores, echievement-motive scores, and
prior performance, atiributions were not significant predictors of subsequent perfor-
mance, although each of the other measures was.
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tional settings. With few exceptions (e.g., Veroff and Feld, 1970), the
implications of achievement motivation for other kinds of activities
have gone unexplored. This neglect can in large part be attributed tc
the value that our society places on vocational success and on edu-
cation as a stepping-stone to it. However, the tacit presumption of
some investigators appears to be that achievement motives rarely finc
expression outside of school and job. This assumption is particularly
likely to appear in discussions of women's achievement. Women with
strong achievement motives, it is implied, have the option of express-
ing them directly through their own vocational activities or of satis-
fying them vicariously through the accomplishments of their hus-
bands or children.

Our conception of achievement motives as general dispositional
tendencies implies, on the contrary, that they have broad implications
for behavior and are not narrowly constrained to specific outlets.
Further, as our definition of achievement behavior (see page 12) makes
clear, we hypothesize that people are capable of setting their own
performance standards and that they can transform any activity into
the object of self-induced achievement strivings.

Indirect evidence in support of these contentions can be found
in a study by Bonjean, Moore, and Macken {1977) of members of &
national women's organization. Although the purpose of the organi-
zation is to provide community service through its local chapters,
membership is also considered to be highly prestigious socially. Sta-
tistical analyses of members’ reasons for participating in the orga-
nization revealed several independent clusters. Two of these—the
desire to have an impact in solving community problems, and the
opportunity to obtain training and experience in leadership skills
and related kinds of self-development—quite clearly reflect the need
for accomplishment. A third cluster concerns opportunities to be
sociable and to develop friendships—the classic pattern of “femi-
nine” motivation, according to the popular stereotype. A fourth clus-
ter refers to extrinsic motives: gaining social prestige, associating with
people who can help their hushands’ careers, and the like. For the
group as a whole, sociability and friendship received the highest
importance ratings. However, these motives did not preclude the desire
for community impact and the development and exercise of lesder-
ship skills. Absolutely, these latter motives were also rated as impor-
tant by the group as a whole. Further, in a group of women who were
part of the organization’s governing councils, motives related to seli-
development had the highest ratings.

More direct evidence that achievement motives are general qual-
ities that may be manifested in various activities is provided by two
recent studies employing the WOFQ. In the first of these (Nyquist,
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~ Slivkin, Spence, and Helmreich, submitted for publication), married
couples (all parents of at least one first- or second-grade child} were

- asked about the relative responsibility of husband and wife for a

- number of domestic decisions and routine household tasks. Scores
were also available for the husbands and wives on the WOFO achieve-
ment-motive scales and the PAQ measure of instrumental and expres-
sive personality traits. For the group as a whole, there was a conven-
tional division of labor, even working wives assuming most of the
responsibility for “feminine” tasks and duties, with husbands assum-
ing most of the responsibility for “masculine” tasks. However, the
two individual-difference measures accounted for a significant pro-
portion of the variability among couples in a number of areas. Mas-
tery motives, for example, were related to several kinds of decision
making and management of the family’s financial affairs. When both
husband and wife were high in mastery, these responsibilities were
likely to be shared equally; but when scores were discrepant, respon-
sibility tended to grativate toward the spouse with the higher mastery
orientation.

Additional evidence is found in the investigation by Runge (1980)
in which the relationships among leisure, work, and achievement
motivation were explored. As part of his survey of male and female
faculty members and staff members at several universities, Runge
asked respondents about their preferences in leisure-time activities
and to indicate their sources of satisfaction in these activities. in all
four groups, significant corretations were found between a composite
of work and mastery scores and the respondents’ participation in
leisure activities that demanded demonstration of skill, in the number
of additional activities in which they would ‘have liked to develop
expertise if they had time, in their preference for lsisure activities
that demanded hard work, and in their desire to keep busy. Parallel
results were found in all four groups for competitiveness. Thus, com-
petitiveness scores were significantly related to number of leisure
activities inherently involving interpersonal competition, number of
competitive activities in which they would have liked to take part if
they had time, and the degree to which respondents indicated that
the competitive aspects of these activities provided a source of sat-
isfaction {as opposed to being incidental to them).

Other findings in the Runge study are also worthy of note. When
asked about their preferred work environments, respondents who
were high in mastery and work motives preferred to be challenged
and kept busy in their jobs; whereas those high in competitiveness
enjoyed aspects of their jobs that allowed them to compete with others
and liked to look on their work as a contest with others. Some rela-
tionship was found between the work and leisure measures, but they
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were weaker than those with achisvement motives. Further, statistif:al
analyses demonstrated that significant correlations between motive
scores and leisure preferences remained even when work preferences
were held constant and, conversely, between motive scores and work
performance when leisure preferences were held constant.

These latter findings have several implications. A number of the-
ories of work suggest that, for men, vocational activities are central
to their lives. The nature of men’s job-related motives and the degree
to which their work satisfies these motives affect other aspects of
their lives, such as their choice of leisure-time activities.

The Runge findings suggest that, at least with respect to the WOFO
measures, achievement motives independently drive both work and
leisure-time preferences. The data further indicate that, althm.lgh .tl§e
concepts of general achievement motives have considerable sc1_emnfl1c
utility, men and women do not necessarily manifest these motives in
every activity in which they take part. The specific activitie?s that
individuals elect or the activities in which they find it possible to
express their achievement motives are dictated by additional external
and internal factors that must be independently assessed.

SUMMARY AND DISCUSSION

A multiplicity of historical and contemporaneous factors, some faxter-
nal and some internal to the individual, determine both the part'lcular
achievement-oriented activities in which people engage and, in any
given activity, the nature of their performance. The primarjf focus of
this chapter is on two types of determinants: intrinsic achievement
motives, and extrinsic motives and goals.

The concept of achievement motivation, as formulated by Murray
(1938), posits a stable dispositional tendency to strive toward per-
formance excellence—a tendency whose strength varies from one
individual to another. As exemplified by the expectancy-value the-
ory of Atkinson and his co-workers, the motive to achieve has tra-(
ditionatly been conceptualized as a unitary dimension. The au.thors
model traces its lineage to the seminal work of Murray, Atkmsor.l,
McClelland, and their colleagues, but conceives of achievement moti-
vation as multifaceted rather than unidimensional. By means of.an
objective self-report instrument, the Work and Fami_ly Ox?entatmn
Questionnaire (WOFO), we have identified three relatively indepen-
dent factors: mastery (the preference for challenging tasks and for
meeting internal standards of performance), work (tl}e desire to .work
hard and do a good job), and competitiveness (the enjoyment of inter-
personal competition and the desire to do better than others}.
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Contrery to the implications of early data from the TAT measure
of achievement motivation that the concept had utility primarily for
men, analyses of data from the WOFO achievement scales suggest
that the structure of achievement motives is similar for both sexes.
However, in unselected groups, sex differences in the strength of
these motives appear, women tending to score higher on work and
men higher on mastery and competitiveness. Differences also occur
between unselected groups and members of highly achieving groups
(e.g., Ph.D. scientists and businesspersons), achieving individuals of
both sexes scoring higher on mastery and work than do their same-
sex peers. Achieving groups differ, however, in thejr levels of inter-
personal competitiveness.

The implications of individual differences in achievement moti-
vation, ‘as measured by the WOFO scales, for scholastic and voca-
tional spccess have been demonstrated in a series of studies involving
measures of academic performance in elementary school children
and college students, of salary in businesspersons, and of number of
citations to published work in scientists. These investigations have
revealed an interactive relationship between achievement motives
and performance: whereas strength of mastery and work motives is
positively associated with quality of performance, competitiveness
tends to detract from it, particularly when combined with a high
degree of work and mastery.

The universality of this interactive effect of achievement motives—
whether it holds for all types of achievement-related behavior or only
for some—has yet to be established, and the mechanisms by which
interpersonal competitiveness interferes with effective performance
have yet to be determined. However, the available data unambigu-
ously demonstrate the utility of a multidimensional conception of
achievernent motivation, as well as the significant contribution of
achievement motives to real-life behaviors.

Historically, achievement-motivation research has largely been
concerned with predicting behaviors that directly or indirectly have
implications for performance in academic and vocational settings.
However, the conception of achievement motives as general response
tendencies implies that these motives can also be manifested through
other activities, many of them of a constructive, socially significant
nature. Initial investigations show considerable support for this con-
tention.

The second major topic te which this chapter is addressed con-
cerns extrinsic motives and goals. The value that our society places
on achievement, particularly vocational achievement, is reflected in
the system of tangible and intangible rewards that has been designed
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to recognize successful attainment, In turn, the successful individual
is assumed to want and expect these rewards, for both the material
benefits and the ego gratification they provide. The degree to which
the anticipation of these extrinsic rewards serves to motivate job per- .
formance is a matter of continuing debate. Two extreme theories can
be identified. One specifies that, for most individuals and jobs, work
is drudgery, motivated primarily by the necessity of earning a living
and the desire for extrinsic rewards. The other specifies that, when
jobs are structured to permit worker autonomy and to encourage a
sense of self-worth, work is intrinsically motivated and inherently
satisfying, and extrinsic rewards are motivationally ineffective, Most
Contemporary investigators take an intermediate position between
9se extremnes, proposing that sources of motivation and satisfaction
vary according to the characteristics of the individual worker and
individual job. Despite this recognition that individuals differ in the
degree to which they value extrinsic rewards or are motivated in their
Job performance by extrinsic considerations, few attempts have been
made to measure individual differences in these factors and to deter-
mine their significance for vocational choice, worker productivity,
Job satisfaction, and so forth. In this sense, research on extrinsic motives
and goals lags far behind research on intrinsic achievement motiva-
tion, which has traditionally been treated as an individual-difference
variable. .
Psychologists interested in achievement motivation, on the other
» have failed to consider how extrinsic motives and goals interact
with intrinsic motives. Extrinsic rewards are known to have powerful
effects on behavior, positively reinforced acts typically increesing in
frequency of occurrence. Apparently influenced by such findings,
investigators have at least tacitly assumed that extrinsic motives and
rewards act in parallel with intrinsic motives; i.e., their relationship
is assumed to be essentially additive so that, in order to understand
the latter, it is not necessary to take the former into account.

Recent evidence, however, has indicated that the introduction of
rewards for performing inherently interesting tasks may undermine
intrinsic motivation and/or may lead to poorer rather than better per-
formance. The studies demonstrating these effects have been short-
term investigations, most of them conducted in the laboratory. The
conditions under which tangible rewards will or will not have del-
eterious effects, even in these restricted settings, are not yet estab-
lished. Nonetheless, the available dats, as weil as common-sense
observation, argue compellingly that the interaction between extrin-
sic motives and intrinsic achisvement motivation cannot safely be
ignored in future research,
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