
BU ACADEMIC REVIEW

14

The Use of Monetary VS Non-monetary Outcomes as 
Motivational Tools: The Application of  

Vroom’s Expectancy Theory 
 

Apicha Boonpattarakan 

ABSTRACT 
This study was aimed to investigate which valued outcomes employees would want to attain 

and which of these valued outcomes is the most preferred outcome by applying Vroom’s 
expectancy theory of motivation. The top five valued outcomes most preferred by participants 
were increase in pay raise, increase in bonus, more weekly day-off, living allowance, and diligent 
allowance.  We made comparison among the five valued outcomes by examining the MPS scores.  
The results suggested that the four monetary outcomes, i.e., increase in pay raise, increase in 
bonus, diligent allowance, and living allowance, produced higher scores than the non-monetary 
outcome of more weekly day-off.  The scores from the four monetary outcomes were not 
significantly different from one another but were all significantly different from the non-monetary 
outcome of more weekly day-off.  In sum, organizations should emphasize more on monetary 
outcomes and adopt them as a motivational tool to stimulate employees to work more strenuously. 
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Introduction 
 What makes employees motivated and work 
effectively and efficiently depends on the valued 
outcomes employees expect to receive from the 
employer (Landy & Becker, 1990).  If the final 
outcomes meet their expectations, they will be 
satisfied and their performance will be increased.  
This study was, therefore, carried out to examine the 
linkage among effort, performance, and valued 
outcome.  The study is based on Victor Vroom’s 
expectancy theory which deals with motivation and  

 
the use of motivational tools (Vroom, 1964).  The 
theory assumes that behavior results from conscious 
choices of employees whose aims are to maximize 
pleasure and minimize pain. Vroom suggested that 
the relationship between people's behavior and their 
goals was somewhat more complicated.  Vroom said 
that employee's performance was strongly linked to 
individual factors; such as, personality, skills, 
knowledge, experience, and abilities.  The objectives 
of this study were, therefore, to investigate which 
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valued outcomes employees would want to attain and 
determine which of these valued outcomes is the 
most preferred outcome using Vroom’s expectancy 
theory of motivation.  
 
Literature Review 
 Expectancy theory is a theory of motivation that  
expects that a person will behave or act in a certain 
way because they are motivated and satisfied to do 
their jobs (Oliver, 1974).  The theory provides a 
general framework for assessing, interpreting, and 
evaluating employee behavior in learning, decision 
making, and motivation (Chen & Lou, 2002).  The 
expectancy theory of motivation has become a 
commonly accepted theory for explaining how 
individuals make decisions regarding various 
behavioral choices.  The well-known expectancy 
theory is Vroom’s expectancy theory (Vroom, 1964).  
This expectancy theory has been generally studied 
and supported by empirical evidence (Arvey & 
Mussio, 1973; Tien, 2000; Vansteenkiste, Lens, De 
Witte, & Feather, 2005).  Vroom’s expectancy theory 
basically focuses on what people want and their 
prospect of getting it (Marriner-Tomey, 2004).  
Vroom’s expectancy theory has been accepted and 
applied in various studies to determine and evaluate 
motivation (Chiang & Jang, 2007; Gyurko, 2010; 
Lee, 2007).  Vroom's expectancy theory is based on 
the belief that employee effort will lead to 
performance and performance will lead to rewards, 
often referred to as outcomes.  The theory suggests 
that individual people have different goals and can be 
motivated if  
  there is a positive correlation between effort 
and performance, where effort will lead to performance, 
and 
  a good performance will lead to a desirable 
reward, and  

  this desirable reward will satisfy an important 
need, and 
  the desire to satisfy the need is strong enough 
to make the effort worthwhile. 
 Vroom's expectancy theory is based upon the 
following three beliefs: valence, expectancy, and 
instrumentality (Vroom, 1964).  Valence refers to the 
emotional orientations people hold with respect to 
outcomes which could be good pay, good bonus, job 
security, promotion and growth, working conditions, 
appreciation of work done, fairness, good welfare, 
etc.  The important thing is that organizations must 
discover what factors employees value and provide 
them with what they value.   
 Expectancy refers to the fact that employees 
have different expectations and levels of confidence 
about what they are capable of doing.  Hence, 
organizations must try to discover what resources, 
training, or supervision employees need and provide 
them with what they need.   
Instrumentality has to do with the perception of 
employees concerning whether they will get what 
they desire.  In this situation, organizations must 
ensure that promises of rewards are fulfilled and that 
employees are aware of that.  
 Vroom’s motivation theory suggests that people 
always behave in the present based on the expected 
valued outcomes they may receive in the future if a 
particular level of job performance is achieved.  If 
valued outcome is unlikely to attain, effort and 
performance will decline.  If a valued outcome is 
attainable, then employees are more likely to increase 
their efforts which may result in jobs well done so 
that they may have the opportunity to obtain the 
valued outcomes they prefer.  The following is the 
summary of the expectancy theory. 

 
       Effort  Performance  Valued Outcome =    MPS (Motivational Potential Score) 
        E  P      P  O     VO =     MPS  
 Where  E =      Effort or working hard 
  P =      Performance or job well done 
  VO =      Valued outcome or preferred reward 

E  P  =  The likelihood (0 – 100%) that working hard will result in a job well  
  done.   
P  O = The likelihood (0 – 100%) that performance will be instrumental in  
  realizing a person’s valued outcome.  
VO =    The rating score of the valued outcome (from 1 to 10) where 1 means  
  the least valuable and 10 means the most valuable. 

 
 
Methodology 
 The sample in this study was confined to the 
employees of a Thai electronic company.  One 
hundred employees consisting of both workers and 
supervisors were recruited to participate in the study.  
They were asked to come to a meeting room on a 
particular day so that the researcher could conduct 
the study.  The forms or questionnaires used in this 
study consisted of the following three forms 

 1. Group Valued Outcomes – Participants were 
divided into groups.  Each group consisted of 4 – 5 
people.  Then, each group was asked to brainstorm 
and write down five most preferred valued outcomes 
using this form. 
 2. Individual Valued Outcomes – Participants 
were asked to select the five most preferred valued 
outcomes from the list generated by groups. 
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  3.  Evaluation of Valued Outcomes–Participants 
were asked to evaluate the top five valued outcomes 
they have selected using Vroom’s expectancy theory.  
Employees were asked to rate the valued outcome 
(VO) using the score from 1 to 10, where 1 means 
the least valuable and 10 means the most valuable.  
Then, they were asked to evaluate the likelihood (0 – 
100%) that working hard will result in a job well 
done (E  P).  Finally, employees were asked to 
provide the likelihood (0 – 100%) that performance 
will be instrumental in realizing a person’s valued 
outcomes (P  O).  
 The data collection process was executed step  
by step, which could be described below.  
 1. The researcher provided the participants    
with details and description of the motivation theory 
and motives including the definition of effort, per-
formance, and valued outcomes.  Then, the relation-
ships among effort, performance, and valued out-
comes were described and explained to them.  
 2. The participants were divided into groups.  
Each group consisted of 4 – 5 people.  All the groups 

were then asked to brainstorm and discuss about    
the valued outcomes they thought were important    
to them and also to their colleagues.  In the end,    
each group was asked to select the top five valued 
outcomes their group would like to have. 
 3. All responses generated by groups were 
classified and listed.  The results are reported in 
Table 1.  According to Table 1, there are nineteen 
types of valued outcomes participants would like     
to have.  These are increase in pay raise, diligent 
allowance, sufficient shuttle buses, cooler workplace, 
safety in the workplace, increase in bonus, relaxation 
trip, more weekly day-off (from one day a week to 
two days a week), educational opportunities with 
appropriate terms, training specific to the work   
being done, lunch allowance, living allowance, job 
security, fairness given to workers by their super-
visors, standard uniform, facilities for exercises, 
increase in personal loan, monetary help for     
getting married, ordained, etc., and medical treat-
ment allowance for family members. 

Table 1  Valued Outcomes Participants Would Like to Have 

  1. Increase in pay raise 
  2. Diligent allowance 
  3. Sufficient shuttle buses 
  4. Cooler workplace 
  5. Safety in the workplace 
  6. Increase in bonus 
  7. Relaxation Trip 
  8. More weekly day-off (from one day a week to two days a week) 
  9. Educational Opportunities with appropriate terms 
10. Training specific to the work being done 
11. Lunch allowance 
12. Living allowance 
13. Job security 
14. Fairness given to workers by their supervisors 
15. Standard uniform 
16. Facilities for exercises 
17. Increase in personal loan 
18. Monetary help for getting married, ordained, etc. 
19. Medical treatment allowance for family members 

 
 
 4.  Then, the list of nineteen valued outcomes 
was presented to all participants.  They were asked to 
select the five most preferred valued outcomes they 
individually would like to have. 
 5.  All the responses received from individual 
employees were coded and tallied.  The top ten 
valued outcomes selected by all participants are 
presented in Table 2. These top ten valued outcomes 
were living allowance, increase in bonus, increase in 
pay raise, diligent allowance, more weekly day-off, 
medical treatment allowance for family members,  
lunch allowance, cooler workplace, job security, and  

safety in the workplace.  The results suggested that 
six valued outcomes were monetary outcomes, 
whereas four valued outcomes were non-monetary 
outcomes.  We then analyzed the data by groups 
consisting of workers and supervisors.  The purpose 
was to find out which valued outcomes were pre-
ferred by workers and which valued outcomes were 
preferred by supervisors.  The results are presented   
in Tables 3 and 4.  The results of the two groups are 
almost identical. It means that both workers and 
supervisors value the same outcomes. 
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Table 2 Top Ten Valued Outcomes Selected by All Participants 

Ranking Type of Valued Outcome Frequency Percentage 
1 
2 
3 
4 
5 
6 
7 
8 
9 

10 

Living allowance 
Increase in bonus 
Increase in pay raise 
Diligent allowance 
More weekly day-off 
Medical treatment allowance for family members 
Lunch allowance 
Cooler workplace 
Job security 
Safety in the workplace 

62 
59 
54 
50 
48 
27 
16 
12 
10 
8 

84.93 
80.82 
73.97 
68.49 
65.75 
36.99 
21.92 
16.44 
13.70 
10.96 

 
Table 3 Top Ten Valued Outcomes Selected by Workers 

Ranking Type of Valued Outcome Frequency Percentage 
1 
2 
3 
4 
5 
6 
7 
8 
8 

10 

Living allowance 
Increase in bonus 
Increase in pay raise 
Diligent allowance 
More weekly day-off 
Medical treatment allowance for family members 
Lunch allowance 
Cooler workplace 
Safety in the workplace  
Job security 

49 
47 
43 
40 
37 
15 
11 
8 
8 
7 

87.50 
83.93 
76.79 
71.43 
66.07 
26.79 
19.64 
14.29 
14.29 
12.50 

 
Table 4 Top Ten Valued Outcomes Selected by Supervisors 

Ranking Type of Valued Outcome Frequency Percentage 
1 
2 
3 
3 
3 
6 
7 
8 
8 

10 
10 

Living allowance 
Increase in bonus 
Increase in pay raise 
Diligent allowance 
More weekly day-off 
Medical treatment allowance for family members 
Lunch allowance 
Fairness given to workers by their supervisors  
Job security 
Safety in the workplace 
Training specific to the work being done 

13 
12 
11 
11 
11 
8 
5 
3 
3 
2 
2 

76.47 
70.59 
64.71 
64.71 
64.71 
47.06 
29.41 
17.65 
17.65 
11.76 
11.76 

 
 
 6.  We showed the top ten valued outcomes to all 
participants and asked them to be realistic and 
carefully select the five valued outcomes they would 
like to have by considering the possibility of getting 
them.  The results are shown in Table 5.  The top five 

valued outcomes were increase in pay raise, increase 
in bonus, more weekly day-off, living allowance, and 
diligent allowance. 
 

Table 5  Top Five Valued Outcomes Selected by All Participants (from the Top Ten) 

Ranking Type of Valued Outcome Frequency Percentage 
1 
2 
3 
4 
5 

Increase in pay raise 
Increase in bonus 
More weekly day-off 
Living allowance 
Diligent allowance 

53 
52 
51 
48 
38 

72.60 
71.23 
69.86 
65.75 
52.05 
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 7.  Before asking individual participants to 
provide the evaluation of valued outcomes, we 
provided them with details and explanations about 

the linkage among effort, performance, and valued 
outcomes.  We explained to them the following 
relationships. 

 
 
  E  P  =  The likelihood (0 – 100%) that working hard will result in a job well done.   
  P  O = The likelihood (0 – 100%) that performance will be instrumental in realizing a person’s  
    valued outcomes.  
  VO =    The rating score of the valued outcome (from 1 to 10) where 1 means the least valuable  
    and 10 means the most valuable.  
 
 
 After that, we provided all the participants with 
examples of valued outcomes (VO) and asked them 
to rate the values of these outcomes by using the 
score from 1 to 10, where 1 means the least valuable 
and 10 means the most valuable.  Next, we asked 
participants to evaluate the likelihood (0 – 100%) 
that performance (a job well done) would result in 
obtaining a valued outcome (P  O).  Finally, we 
asked participants to evaluate the likelihood (0 – 
100%) that working hard would result in a job well 
done (E  P). 
 8.  We then asked all the participants to write 
down the five valued outcomes listed in Table 5. 
These were the five most preferred outcomes selected 
by participants as described earlier.  Then, individual 
participants were asked to do the following. 
   Rate the values of the five outcomes by 

using the score from 1 to 10, where 1 means 
the least valuable and 10 means the most 
valuable. 

   Evaluate the likelihood (0 – 100%) that 
performance (a job well done) will result in 
obtaining each valued outcome (P  O). 

   Evaluate the likelihood (0 – 100%) that 
working hard will result in a job well done 
(E  P).  The likelihood here will not vary 
with valued outcomes.  They will be the 
same regardless of the type of valued 
outcomes. 

 9. After the completion, participants were thanked 
for their help and were informed of the purpose of 
the study. 
 
Analyses and Results 
 Sample Characteristics – Only seventy-three 
employees showed up for the study. Hence, the 
sample size in this study was seventy-three.  The 
sample consisted of 49.3% male and 50.7% female.  

76.7% of the participants were workers, whereas 
23.3% of the participants were supervisors.  The 
mean age was 33.51 years with standard deviation of 
7.18 years.  The minimum age was 21 years and the 
maximum age was 52 years.  The mean income was 
Baht 6005.76 with standard deviation of Baht 
1,586.59.  The minimum income was Baht 3,000 and 
the maximum income was Baht 9,982. 
 Comparison of the five most preferred valued 
outcomes – First, the MPS score was obtained for 
each of the five valued outcomes (E  P    P  O  

 VO =  MPS).  Then, one way analysis of variance 
with within-subject design was used to analyze 
whether the five valued outcomes were different 
from one another.  The result indicated that the MPS 
scores of the five valued outcomes were significantly 
different from one another (F = 27.028, p < 0.001).  
Next, the post hoc multiple comparison using 
Bonferroni was used to do the pairwise comparison.  
The results of the pairwise comparison are presented 
in Table 6.  The pairwise comparison suggested that 
the valued outcome associated with “more weekly 
day-off” was the only outcome that was significantly 
different from all the other four outcomes (p < 001).  
All the other four outcomes, i.e., increase in pay 
raise, increase in bonus, living allowance, and 
diligent allowance, were not significantly different 
from one another (p > 0.05).  The mean scores of the 
five selected valued outcomes (by all participants) 
were then computed and presented in Table 7.  Even 
though the mean scores of the first four valued 
outcomes were not significantly different from      
one another, the largest mean score was increase       
in pay raise, followed by increase in bonus, diligent 
allowance, and living allowance. The valued outcome 
associated with “more weekly day-off” had the 
lowest mean score. 
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Table 6  Results of the Post Hoc Multiple Comparison 

Valued Outcome – Valued Outcome Mean Difference 
Increase in pay raise - Increase in bonus 
Increase in pay raise - More weekly day-off 
Increase in pay raise - Living allowance 
Increase in pay raise - Diligent allowance 
Increase in bonus - More weekly day-off 
Increase in bonus - Living allowance  
Increase in bonus - Diligent allowance 
More weekly day-off - Living allowance 
More weekly day-off - Diligent allowance 
Living allowance - Diligent allowance 

0.157 
    1.709*** 

0.410 
0.259 

    1.552*** 
0.253 
0.102 

  -1.299*** 
  -1.450*** 

-0.151 

                                  *** Significant at 0.001 
 

Table 7  Mean Scores of the Top Five Valued Outcomes (All Participants) 

Type of Valued Outcome Mean Score 
Increase in pay raise 
Increase in bonus 
Diligent allowance 
Living allowance 
More weekly day-off 

5.561 
5.404 
5.302 
5.152 
3.852 

 
 
 Next, we split the data into two groups consisting 
of workers and supervisors. We investigated and 
compared the five most preferred valued outcomes 
for each group.  For the group of workers, the results 
of one way analysis of variance with within-subject 
design suggested that the MPS scores of the five 
valued outcomes were significantly different from 
one another (F = 16.975, p < 0.001).  Next, the post 
hoc multiple comparison using Bonferroni was used 
to do the pairwise comparison.  The results of the 
pairwise comparison are presented in Table 8.  The 
pairwise comparison suggested that the valued 
outcome concerning “more weekly day-off” was the 
only outcome that was significantly different from all 

the other four outcomes (p = 0.001 and p < 001).  All 
other four outcomes, i.e., increase in pay raise, 
increase in bonus, living allowance, and diligent 
allowance, were not significantly different from    
one another (p > 0.05).  The mean scores of the five 
selected valued outcomes (by workers) were then 
computed and presented in Table 9.  Even though the 
mean scores of the first four valued outcomes were 
not significantly different from one another, the 
largest mean score was increase in pay raise, 
followed by increase in bonus, diligent allowance, 
and living allowance. The valued outcome concerning 
“more weekly day-off” had the lowest mean score. 

 

Table 8  Results of the Post Hoc Multiple Comparison 

Valued Outcome – Valued Outcome Mean Difference 
Increase in pay raise - Increase in bonus 
Increase in pay raise - More weekly day-off 
Increase in pay raise - Living allowance 
Increase in pay raise - Diligent allowance 
Increase in bonus - More weekly day-off 
Increase in bonus - Living allowance  
Increase in bonus - Diligent allowance 
More weekly day-off - Living allowance 
More weekly day-off - Diligent allowance 
Living allowance - Diligent allowance 

0.220 
    1.607*** 

0.474 
0.319 

    1.387*** 
0.254 
0.099 

  -1.133*** 
            -1.288*** 

-0.155 
                                 *** Significant at 0.001 
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Table 9  Mean Scores of the Top Five Valued Outcomes (by Workers) 

Type of Valued Outcome Mean Score 
Increase in pay raise 
Increase in bonus 
Diligent allowance 
Living allowance 
More weekly day-off 

5.627 
5.406 
5.307 
5.152 
4.019 

 
 
 For the group of supervisors, the results of one 
way analysis of variance with within-subject design 
suggested that the MPS scores of the five valued 
outcomes were significantly different from one 
another (F = 11.478, p < 0.001).  Next, the post hoc 
multiple comparison using Bonferroni was used to do 
the pairwise comparison.  The results of the pairwise 
comparison are presented in Table 10.  The pairwise 
comparison suggested that the valued outcome 
concerning “more weekly day-off” was the only 
outcome that was significantly different from all the 
other four outcomes (p = 0.001 and p < 0.01).  All 
other four outcomes, i.e., increase in pay raise, 
increase in bonus, living allowance, and diligent 
allowance, were not significantly different from one  

another (p > 0.05).  The mean scores of the five 
selected valued outcomes (by supervisors) were then 
computed and presented in Table 11.  Even though 
the mean scores of the first four valued outcomes 
were not significantly different from one another, the 
largest mean score was increase in bonus, followed 
by increase in pay raise, diligent allowance, and 
living allowance.  The valued outcome concerning 
“more weekly day-off” had the lowest mean score. 
The results from the group of supervisors were 
similar to those of the group of workers.  The only 
difference was that workers valued “increase in pay 
raise” the most and “increase in bonus” the second, 
whereas supervisors valued “increase in bonus” the 
most and “increase in pay raise” the second. 
 

Table 10  Results of the Post Hoc Multiple Comparison 

Valued Outcome – Valued Outcome Mean Difference 

Increase in pay raise - Increase in bonus 
Increase in pay raise - More weekly day-off 
Increase in pay raise - Living allowance 
Increase in pay raise - Diligent allowance 
Increase in bonus - More weekly day-off 
Increase in bonus - Living allowance  
Increase in bonus - Diligent allowance 
More weekly day-off - Living allowance 
More weekly day-off - Diligent allowance 
Living allowance - Diligent allowance 

0.050 
     2.045*** 

0.197 
0.062 

             2.095** 
0.247 
0.112 

           -1.848** 
  -1.983** 

-0.135 
                                  *** Significant at 0.001 
         **  Significant at 0.01 
 
 
Table 11  Mean Scores of the Top Five Valued Outcomes (by Supervisors) 

Types of Valued Outcome Mean Score 
Increase in bonus 
Increase in pay raise 
Diligent allowance 
Living allowance 
More weekly day-off 

5.396 
5.347 
5.285 
5.149 
3.301 

 

Discussion
 Even though the top ten valued outcomes 
consisted of six monetary outcomes (living allowance, 
increase in bonus, increase in pay raise, diligent 
allowance, medical treatment allowance for family 
members, and lunch allowance) and four non-
monetary outcomes (more weekly day-off, cooler 

workplace, job security, and safety in the workplace), 
the top five was composed of four monetary 
outcomes (increase in pay raise, increase in bonus, 
living allowance, and diligent allowance) and one 
non-monetary outcome (more weekly day-off).  This 
means that people do prefer monetary outcomes 
much more than non-monetary outcomes. 
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 The statistical analysis indicates that “more 
weekly day-off” has the lowest MPS score which 
means that using this valued outcome as a 
motivational tool would not be as effective as the 
other four valued outcomes, which have much higher 
MPS scores. The question is which of the four valued 
outcomes should be used.  Since the statistical 
analysis suggests no differences in the MPS scores of 
the four valued outcomes, using any of the four 
valued outcomes would be satisfactory and 
acceptable.  The recommendation here is to use any 
of the four monetary outcomes (i.e., increase in pay 
raise, increase in bonus, living allowance, and 
diligent allowance) as a motivational tool to stimulate 
employees to work harder.  The contribution of this 
research was to test Vroom’s expectancy theory on a 
different cultural group, i.e., Thai employees working 
for a Thai electrical company in Thailand.  Future 
research should extend the study to test Vroom’s 
expectancy theory on employees working for a 
foreign company in Thailand  and compare the 
results with the results from a Thai company. 

Conclusion 
 This study was designed to investigate those 
outcomes valued by employees of a particular 
company by applying Vroom’s expectancy theory 
and examine the MPS score of each valued outcome.  
The valued outcome that produces the highest MPS 
score will be the most effective motivational tool.  In 
this study, we selected the top five valued outcomes 
most preferred by participants and examined their 
MPS scores.  The results suggested that the four 
monetary outcomes, i.e., increase in pay raise, 
increase in bonus, diligent allowance, and living 
allowance, produced the highest scores and these 
scores were not significantly different from one 
another.  This means that we could adopt any of the 
four monetary outcomes and use it as a motivational 
tool.  The study also indicated that the valued 
outcome concerning “more weekly day-off” 
produced the lowest MPS score and this score was 
significantly lower than the other four monetary 
outcomes mentioned earlier.  Hence, it is suggested 
that these four monetary outcomes should be adopted 
as a motivational tool to stimulate employees to work 
harder and work more efficiently. 
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