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Abstract  

While   it   appears   clear   that   the   choice   at   the   exposure   of  
government   institutions   has   been   extrinsic   motivation   over  
intrinsic   motivation,   there   is   no   sufficient   evidence   to   whether  
extrinsic   motivators   contribute   to   higher   performance   of   the  
employees   in   the   public   sector   organizations.   This   study  
examined   the   relationship   between   extrinsic  motivators   and   the  
performance   of   employees   in   Iringa   District   Council   by  
administering   a   structured   questionnaire   over   130   team  
supervisors.  The   findings   show   that   changes   in   any  of   the   three  
selected  forms  of  extrinsic  motivation  namely  career  development  
initiatives,   improving  working  and  employment   conditions,   and  
rewards   could   affect   the   performance   of   employees   and   their  
teams.   However,   career   development   initiatives   and   improving  
working   conditions   could   have   more   significant   effect   on   the  
performance   of   employees   and   teams.   One   important   reason   is  
that   career   development   and   working   and   employment  
conditions   improvement   arrangements  were  within   the   reach   of  
the   teams   and   their   supervisors.   On   the   other   hand,   rewards  
implementation   could   not   be   feasible  without   endorsement   and  
approval   from   the   central  government  and   the   top  management  
of  the  council.          
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Introduction  

The   contribution   of   motivation   in   the   success   of   organizations   may   not   fairly   be  
overstated.   Whether   a   business   enterprise   of   which   the   primary   concern   is   making  
profit  or  a  government  department,  which  seeks  to  deliver  quality  goods  and  services  
to  the  public;  setting  goals  and  objectives  which  employees  and  managers  should  seek  
to  obtain  may  not  be  a  success  without  a   feeling  among   individuals   that   they  have  a  
responsibility  for  the  success  of  organizations.  In  this  way,  motivation  is  perceived  to  
be   major   catalysts,   which   push   employees   towards   attaining   the   goals   in  
organizational   settings   (Gómez-­‐‑Miñambres,   2012)   and   making   the   employees   feel  
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happy  and  desirous  to  contribute  to  the  success  of  the  organizations  (Locke  &  Latham,  
1990).    

While   it   is   scholarly   consensual   that   being   motivated,   or   feeling   moved   to   do  
something  (Ryan  and  Deci,  2000)  is  a  prerequisite  for  both  successful  goal  setting  and  
employees  performance,  there  is  little  consensus  on  what  exactly  motivates  individuals  
in  the  organizations.  One  of  the  reasons  for  this  caveat  has  been  the  elusiveness  of  the  
concept   itself,  which  is   largely  associated  with  variations  on  what  motivates  different  
employees  in  the  working  environments.  The  scholarship  about  motivation  in  working  
places  shows   that  motivation   is  a  multilevel  and  multiphase  concept,  which  needs   to  
be  approached  from  different  conceptual  and  theoretical  angles   (Liang,  Wang,  Wang,  
&   Xue,   2018).   One   of   the   important   concepts   in   connection   with   these   illusions   has  
been  the  motivation  orientation,  especially  the  source  and  trigger  of  attitudes  and  goals  
that  drive  actions  of  individuals  (Ryan  &  Deci,  2000).  The  motivation  orientation  may  
broadly  range  from  a  personal  curiosity  and  interest  in  the  job  and  related  goals  to  the  
intangible   or   tangible   attractions   associated   with   successful   accomplishment   of   the  
goals  by  individual  employees  and  teams.      

There  are  those  who  conceive  motivation  as  largely  internal  and  psychological.  Locke  
and  Latham  (1996)  for  instance,  look  at  motivation  as  an  internal  force,  a  self-­‐‑concept,  
or  a  drive  for  achievement  that  pushes  the  employees  to  identify  challenging  goals  and  
work   to   attain   them   (See   also   Peters,   2015).   Approaching   motivation   from   this  
conceptual  angle  makes  motivation  an  inbuilt  psychological  feeling,  which  makes  the  
orientation   towards   the  organizations  and  work  differ   from  one  employee   to  another  
and  thus  the  need  to  understand  what  motivate  different  employees  at  individual  and  
psychological   level.   On   the   other   hand,   some   scholars   perceive   motivation   as   a  
response   to   external   stimuli   in   the   working   environments.   While   they   agree   that  
motivation   involves  developing   a  positive  psychological   orientation   towards   the   job,  
they   emphasize   the  need   to   attract   and   cultivate   the  motivation  of   individuals  using  
external  means   such   as   rewards   and   attractive  working   environments   (Ryan  &  Deci,  
2000).     These  two  competing  world  views  makes  motivation  a  dual  concept,  which  is  
classified  into  two  categories  namely  intrinsic  and  extrinsic  motivation,  which  are  also  
attributed   to   differing   motivators   generally   classified   as   internal   and   external  
motivators.    

The  literature  on  motivation  in  workplaces  shows  a  clear  distinction  between  intrinsic  
and   extrinsic  motivation   and   thus   sheds   light   for   existence   of   alternative   choices   for  
both  organizations  wanting  to   invest   in  motivation  of  employees  and  researcher  who  
try   to   assess   the   effectiveness   of   these   alternative   motivation   options.   The   basis   for  
distinguishing  extrinsic   from   intrinsic  motivation   is   the  apparent  goal   that  drives   the  
action  of  an  individual.  While  intrinsic  motivation  implies  doing  something  because  it  
is   inherently   interesting   or   enjoyable,   extrinsic   motivation   implies   doing   something  
because  it  leads  into  a  separable  outcome  (Ryan  &  Deci,  2000).  Therefore,  the  fact  that  
difference   in   the   driving   goals   of   the   actions   largely   determine   both   the   quality   of  
outcomes   and   possibilities   of   sustaining   the   attained   level   of   performance   under  
different   organizational   contexts   is   not   highly   contended   (Vilnai-­‐‑Yavetz   &   Levina,  
2018).    



  
  

Esther  J.  Ikasu,  2018,  Vol.2,  Issue.8,  pp.21-­‐‑37  

	
  
	
  

23	
  

While   it   is   clear   that  motivation   is   important  not  only   for  business  organizations  but  
also  public  organizations,  there  are  little  evidence  to  suggest  that  extrinsic  motivators  
have   significantly   contributed   to   higher   performance   of   the   employees,   especially   in  
the   context   of   local   government   authorities   in   Tanzania.   Local   governments,   unlike  
business  entities  or  independent  departments  of  the  central  governments  have  limited  
operational   and   financial   autonomy.   Therefore,   any   intervention   which   is   in  
contradiction  with  the  plans  and  strategies  of  the  central  government  is  likely  to  suffer  
from   retribution   or   financial   deprivation   (Venugopal  &  Yilmaz,   2010).   Therefore,   the  
choice  of  effective  motivation  strategies  for  local  government  needs  to  be  thought  out  
carefully.   Against   this   background,   this   study   examined   the   relationship   between  
extrinsic   motivators   and   local   government   employees’   performance   taking   Njombe  
District  Council  as  a  case.      

Literature  Review    

The  concept  of  motivation    

Man   is   characterized   as   a   wanting   animal   whose   actions   are   controlled   by   the  
fulfillment  of  his  wants  (McGregor,  1960).  This  means  that  as  human  beings,  we  rarely  
act   if   there   is   no   motivation   behind   human   actions.      As   far   as   performance   of  
employees   is   concerned,   there   must   be   something   either   within   or   outside   the  
employee’s  that  drives  them  to  respond  to  their   job  responsibilities   in  a  way  they  do.  
This  drive  is  what  the  concept  motivation  represents  in  the  theory  and  practices  related  
to  human  resources  and  employment  management.  

In  general  terms,  motivation  can  be  defined  as  the  force  that  drives  an  individual  to  do  
something.   It   can   also   imply   the   reason   to   act   or   behave   in   a   certain  way   (Shaun  &  
York,  2006).  As  also  defined  by  Pardee  (1990),  from  a  psychological  perspective  it  is  a  
reason   that   drives   actions,   desires,   and   needs   of   the   people   or   ones   direction   of  
behavior  that  makes  an  individual  consistently  want  to  repeat  behaviour.  What  drives  
actions  and  behaviour   can  be  either  within  or  out  of   an   individual.   Internally  driven  
actions   and   behaviours   are   said   to   be   driven   by   internal   motivation   or   intrinsic  
motivation.   On   the   other   hand,   when   actions   or   behaviour   are   caused   by   external  
driving   force,   this   force   is   identified   as   external   or   extrinsic  motivation   (Armstrong,  
2009).    

When   one   talks   about  motivation   in   working   places,   it   reflects   the   idea   of   liking   to  
fulfill   ones   job   or   contribute   to   the   attainment   of   organizational   goals   and   objectives  
(Locke,   1996).   However,   clarity   is   needed   when   one   talks   about   motivation   in   the  
working   places   since   there   is   a   suggested   hierarchy   of   motivating   forces   which   are  
dynamic   and   interdependent.   For   example,  while   it   is   claimed   that   external   physical  
motivators   are   basic   and   they  must   be   there   to  make   employees   feel   safe   and   fulfill  
their   responsibilities,   there   is   an   observation   that   once   fulfilled,   the   employees   will  
always  move   up   the   hierarchy   and   think   about   internal  motivators   such   as   freedom  
and   participation   in   decision   making   (Armstrong,   2009).   However,   this   study   was  
more  concerned  with  external  motivators,  which  must  be  provided  by  the  employer  to  
attract  higher  performance  of   employees  and   teams   in  working  places   (Gupta,   1980).  
Being  the  case,  despite  acknowledging  the  importance  of  intrinsic  motivation  as  a  way  
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of   sustaining   higher   performance   work   behavior   among   individuals   and   teams,   the  
assumption  was  that  extrinsic  motivation  is  a  necessity.  In  other  words,  the  attraction  
to  contribute  towards  fulfillment  of  organizational  objectives  is  primarily  embedded  in  
the  perceptions  of  the  outcomes  of  accomplishing  such  objectives  rather  than  personal  
satisfaction  and  enjoyment,  which  is  associated  with  the  work  itself.    

What  constitutes  extrinsic  motivation?  

In   career   psychology,   extrinsic   motivation   is   taken   as   the   act   of   doing   something  
because  of  existence  or  expectation  of  an  external  reinforcement.  This  implies  that  there  
must  be  an  external  stimulus  that  attracts  employees  to  adopt  certain  job  behavior  and  
invest  a  certain   level  of  efforts  aimed  at   fulfilling   the   task  required  of   them  (Locke  &  
Latham,  1990).  ‘Reinforcement’,  generally  connotes  anything  that  attracts  performance  
and   positive  work   behavior   from   outside   employees’   internal   driving   forces   such   as  
enjoying  work,  the  desire  to  learn  new  things,  and  success  dreams  (Ryan  &  Deci,  2000;  
Vilnai-­‐‑Yavetz  &  Levina,  2018).  It  therefore,  includes  material  and  immaterial  incentives  
that  motivate  employees   to  do  work  where  employees   take  actions   related   to   the   job  
not  because  of  the  job  itself,  but  the  outcome  of  doing  that  job  on  him/her.    

There  are  some  common  extrinsic  motivations  that  employers  use  to  make  employees  
improve   performance   in   work   places.   For   the   p[purpose   of   this   study,   extrinsic  
motivators   are   identified   and   discussed   under   three   categories,   especially   Career  
Development   Initiatives   (CDIs),  Working   and   Employment   Conditions   (WECs),   and  
Reward  for  Performance  (R4P).    

Career  Development  Initiatives  (CDIs)  

Career   development   (and   strengthening)   is   both   an   internal   and   external   process.  
While  the  literature  on  psychology  treats  career  development  as  a  result  of  motivation,  
it   is   increasingly   becoming   established   that   career   development   is   a   strong   tool   for  
motivating  employees  (Stumpf;  Colarelli;  &  Hartman,  1983).  CID  includes  a  variety  of  
programs,   strategies,  processes,   and  practices   that   employers  put   in  place   to   support  
career   choices   and   career   decisions   that   allow   employees   to   grow   and   succeed.   It  
includes   the  provision  of   information  available   for  advancing  skills  and  competences  
and  creating  opportunities  for  employees  to  pursue  and  utilize  available  career  growth  
opportunities   and   supporting   employees   personal   development   efforts   (Lerner   &  
Schulenberg,  1986).  While  the  need  to  advance  ones  career  is  internal,  external  support  
is  highly  needed  to  make  an  employees  and  teams  move  up  the  career  ladder.      

Career   development   initiatives   stand   as   one   of   the   extrinsic   motivators   when  
employers  intentionally  decide  to  open  up  opportunities  for  individuals  and  teams  in  
working  place  to  develop  and  work  towards  attaining  their  career  dreams  (Templer  &  
Cawsey,   1999.   In   this   study,   career   development   initiatives   is   defined   as   rational  
interventions   by   employers   that   aim   at   facilitating   and   supporting   employees   in   the  
processes  of  identifying  and  utilizing  short  and  long  terms  job  and  skills  enhancement  
opportunities   to   fulfill   their   employment   and   socioeconomic   dreams.   It   therefore  
includes  both  on  job  and  off  job  learning,  training  and  professional  development,  and  
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encouragement   of   innovations   and   creativity   in   the   fulfillment   of   employee’s  
responsibilities.    

Working  and  Employment  Conditions  (WECs)  

Working   conditions,   closely   related   to   employment   conditions   refers   to   the   physical  
and  circumstantial  environments   ion  which  employees  carry  out   their  day-­‐‑to-­‐‑day   job  
responsibilities.   In   its   broad   sense,   employment   conditions   takes   into   account  
additional  aspects   that  affects   the  employment   in  a  particular   sector  or  place   such  as  
labour   laws   and   employment   standards   (Kogi,   Phoon   &   Thurman,   1989).   However,  
something   that   is   common   about   working   and   employment   conditions   is   that   they  
both  explain  the  environments  and  contexts  that  surround  the  job  and  its  fulfillment.    

While   the   two   are   closely   related   and   identified   as   important   extrinsic   motivation  
forces,   there   is   a   slight   difference   between   working   conditions   and   employment  
conditions.  Working  conditions  relate  to  the  physical  and  social  environments  in  which  
the   job  is  carried  out  such  as  working  space,  health  and  hygiene,  occupational  safety,  
technology,   and   workplace   infrastructure   (MacKay,   1971).   On   the   other   hand,  
employment   conditions   refer   to   the   terms   that   regulate   the   working   relationship  
between   an   employer   and   employee   in   terms   of   the   expectations   and   obligations   of  
each   of   the   parties   (Bartley,   Sacker,   &   Clarke,   2004).   Employment   conditions   are  
presumed   to   arise   from   contractual   terms,   which   both   the   employer   and   employee  
agree  to  (Benach,  Muntaner  &  Santana,  2007).  This  may  not  necessarily  be  a  case  with  
working   conditions   as   they  may   improve   or   deteriorated   at   any   time   depending   on  
different   factors   including   resources   availability   or   workplace   leadership   and  
management.    For  the  purpose  of  this  study,  working  and  employment  conditions  are  
generally  defined  to  include  the  physical  and  social  conditions  that  affect  the  process  of  
carrying   out   the   job   including   both   contractual   and   emergent   terms   and   conditions  
under  which  the  employees  work.        

Rewards  for  performance  (R4P)  

The  term  rewards  has  both  a  broad  and  narrow  definitions.  As  used  by  Bratton  &  Gold  
(2017),   the   broad   conception   includes   career   development   and   improving   working  
conditions  as  forms  of  rewards.  In  a  narrow  sense,  rewards  entails  only  financial  and  
non-­‐‑financial   incentives   provided   to   employees   based   on   their   performance   (Lawler,  
2003).   Rewards   constitute   a   significant   part   of   what   is   recognized   as   extrinsic  
motivation   in   workplaces.   There   are   two   forms   of   rewards,   especially   financial   and  
non-­‐‑financial   rewards.   Financial   rewards   include   financial   benefits,  which   employers  
provide  to  individual  employees  and  teams  depending  on  the  outcome  of  their  efforts  
such  as  bonuses,  profit  sharing,  performance-­‐‑based  gratuities  and  offers.    

On   the   other   hand,   extrinsic   non-­‐‑monetary   rewards   refer   to   the   social   rewards  with  
regard  to  the  job,  which  the  employers  facilitates.  Invitation  to  a  party  or  dinner  event,  
offering   a   travel,   or   creating   relaxation   and   leisure   occasions   for   well   performing  
employees’  or  teams  are  examples  of  performance  based  rewards.  Rewards  as  used  in  
this  study  includes  financial  benefits  such  as  bonuses  and  profit  sharing  as  well  as  non-­‐‑
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monetary   returns   such  as   recognition   for  better  performance,   travel  offers,   and  other  
material  incentives  offered  to  employees  as  a  result  of  good  performance.      

What  is  employees’  performance?    

Employees’  performance  is  an  important  measure  of  the  extent  to  which  the  efforts  of  
individuals   in   the   organizations   contribute   to   successful   attainment   of   the   desired  
objectives.   While   it   is   common   in   work   places   to   assess   the   performance   of   teams,  
units,   or   organizations   (Armstrong,   2014),   the   idea   of   performance   is   basically  
measured   at   individual   level   (Campbell,   1990).   It   defines   the   relationship   between  
what  employees  can  do  and  what  they  actually  do  in  workplaces  (Murphy,  1990).  The  
idea   here   is   that   employees’   performance   is   never   standard.   It   is   dynamic   where  
employees  should  be  expected  to  perform  both  below  and  above  what  they  are  capable  
of   achieving   depending   on   the   efforts   on   the   side   of   an   employer   and   employees  
themselves  to  attain  the  highest  possible  levels  of  performance.      

In   this   study,   job   performance   is   conceived   as   the   amount   of   efforts   that   employees  
invest  in  the  job  in  relation  with  the  expected  fulfillment  of  the  goals  of  individuals  and  
teams   in   the   workplace.   It   is   assumed   that   job   satisfaction   and   motivation,   which  
depend   on   the   level   of  motivation   by   employees   and   teams   determine   the   extent   to  
which   they   will   contribute   to   the   fulfillment   of   the   performance   goals   and   targets  
before   them   (Meyer   &   Herscovitch,   2001;   Sulsky,   1999).   Therefore,   building   highly  
performing   teams   in   work   places   requires   the   managers   and   supervisors   to   play   a  
leading   role   in   creating   environments   for   increasing   job   satisfaction   and   increasing  
commitment  among  teams  and  individuals.      

Relationship  between  extrinsic  motivators  and  employees’  performance    

Broadly   conceived,   the   literature   on   the   relationship   between   motivation   and  
performance  does  not  look  at  performance  as  a  product  of  motivation  alone.  The  most  
basic  triggers  of  performance  before  one  thinks  about  motivation  are  the  abilities  and  
experiences  of  individual  employees  (Murphy,  1995),  which  may  indeed  exist  without  
having   in   place   rational  motivation   arrangements   in   the  working   place.   Individuals’  
competences  and  talents  are  therefore  key  for  the  performance  of  those  individuals  and  
their  teams.    

The   literature   on   motivation   and   performance   appears   to   support   the   view   that  
motivation   and   performance   are   related.   Motivation   is   identified   as   an   important  
prerequisite  for  building  highly  performing  organizations  since  it  helps  organizations  
to   make   employees   release   the   potential   that   exists   within   them   including   skills,  
innovation,   experience,   and   other   competencies   (Meyer  &  Herscovitch,   2001;   Sulsky,  
1999).  However,  while  performance  is  identified  as  the  end,  motivation  to  perform  and  
satisfaction   which   explains   the   attitude   of   employees   and   teams   towards   the  
organizations,   workplaces,   and   the   job   itself   are   identified   as   the   means   towards  
attaining  performance   as   an   end   (Judge,  Thoresen,  Bono  &  Patton,   2001).      Therefore,  
motivation,  especially  extrinsic  motivation  which  deals  with  creating  environments  for  
motivating  employees  is  a  critical  factor  for  realizing  higher  performance.    
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Taking   into   account   this   nature   of   relationship   between   extrinsic   motivation   and  
performance,   three   variables   under   extrinsic   motivation,   which   are   expected   to  
influence   the   performance   of   employees   and   teams  were   selected   for   the   study.   The  
three   variables   are   Career   Development   Initiatives   (CDIs),   improving   Working   and  
Employment  Conditions  (WECs),  and  Reward  for  Performance  (R4P).  The  conceptual  
framework   in   figure   1   represents   the   hypothesized   relationship   between   the   three  
selected  independent  variables  (CDIs,  WECs,  and  R4P)  and  performance  of  employees  
and  teams,  which  is  the  dependent  variable.    

	
  
	
  
	
  
	
  
	
  
	
  
	
  
	
  

Figure  1:  Conceptual  framework  for  relationship  between  extrinsic  motivation  and  
employees’  performance  

Based  on   the  conceptual   framework,   the  hypotheses   that   follow  explain   the  assumed  
relationship   between   CDIs,   WECs,   and   R4P   on   one   hand   and   performance   of  
employees  and  teams  on  the  other  hand.      

Study  hypotheses    

The  null  hypothesis  (H0):  Extrinsic  motivations  are  not  significantly  associated  with  employees’  
job  performance.    

Hypothesis   (H1):   There   is   a   statistically   significant   relationship   between   career   development  
initiative  (CDI)  and  employees’  performance.  

Hypothesis  (H2):  There  is  a  statistically  significant  relationship  between  improved  working  and  
employment  conditions  (WEC)  and  employee’s  performance  

Hypothesis  (H3):  There  is  a  statistically  significant  relationship  between  rewards  and  employees  
performance.  

Methods    

The  design  

This   study   adopted   a   cross-­‐‑sectional   analytical   research   design.   A   cross-­‐‑sectional  
analytical   design   is   appropriate   for   examining   relationship   between   phenomena   as  
they   exist   at   a   given   point   in   time   rather   than   the   changes   overtime   (Creswell   et   al,  
2013).   Rather   than   describing   in   details,   the   characteristics   of   phenomena   and   their  
essence,   analytical   cross-­‐‑sectional   studies   focus   on   whether   there   is   any   association  
between  variables,  in  this  case  being  extrinsic  motivation  and  employees’  performance.  
The  choice  of  the  design  was  mainly  based  on  the  intention  of  the  study,  which  was  to  
test   the   hypothesized   relationship   between   extrinsic   motivation   and   performance   of  
the  employees.  The  study  was  limited  to  a  single  local  government  authority,  Njombe  
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district   council   to  control   the  possible  effects  of  other   intervening  variables   including  
social   and   cultural   norms,   economic   endowment,   and   local   administration   politics,  
which  may  affect  the  performance  of  employees  in  local  government  authorities.    

Study  population  and  sampling      

The   study   targets   were   local   government   employees   in   Iringa   Municipal      Council.  
However,   to   identify   the   existence   of   extrinsic   motivation   efforts   and   rate   the  
performance,   the   teams  in  working  places  were  the  focus.  Therefore,   the  respondents  
had   to   be   team   leaders   in   the  working   place  who  were   at   least   at   supervisory   level.    
The  inclusion  criteria  was  that  the  institution  had  to  be  contactable  by  phone  to  make  
appointment  for  the  visit,  had  to  have  a  supervisor  who  had  supervised  the  team  for  at  
least  one  year  and  thus  understood  issues  related  to  motivation  and  the  performance  of  
the  team.    

A   total  of   the  200   institutions,  which  were  delivering  primary  services  were  sampled  
from  the  five  service  clusters  in  the  sample.  However,  only  136  (68%)  were  physically  
available   during   the   day   of   visitation   and   thus   participated   in   the   study.   The   five  
service   clusters  were  primary  health   care   (N=54),   education   (N=53),   livestock   (N=17),  
agriculture   (N=5),   and   community   development   (N=7).   A   table   of   random   numbers  
was   used   to   select   the   required   number   from   each   of   the   clusters   who   were   then  
contacted   to   confirm   that   they   could  be   available  during   the   visit.  Respondents  who  
had  confirmed  to  be  available  during  the  visitation  were  contacted  three  times  before  
they  could  be  dropped  from  the  study.  This  happened  manly  to  the  respondents  in  the  
clusters  whose  supervision  involved  field  travels  and  their  reachability  was  limited  in  
most  cases.          

Design  and  execution  of  the  study  questionnaire    

A  structured  survey  questionnaire  with  17  close  ended  questions  was  developed  and  
used  to  collect  data  from  the  selected  respondents.  The  language  of  the  questionnaire  
was   Kiswahili,   which   all   the   participants   could   understand   and   speak.   The  
questionnaire   was   administered   by   the   researcher   who   asked   the   questions   and  
recorded   the   response   that   the   respondents   provided.   The   questions   were   pretested  
using   seven   respondents   at   the  district   council   to   ensure   that   the   questions   could  be  
understood  consistently  after  which  the  revisions  were  made  to  make  the  rating  scales  
consistent.  For  example,  the  researcher  replaced  the  rating  out  of  100  with  out  of  10  for  
all   the   four   questions,  which   needed   respondents   to   rate   their   teams.  This   helped   to  
increase  the  consistence  in  the  rating  scales  across  the  variables.    

The   questionnaire   had   12   questions   divided   into   two’   main   parts.   The   first   part  
included   questions   on   the   demographic   identification   characteristics   of   the  
respondents  including  gender,  age,  and  level  of  education,  department,  and  experience  
of  serving  in  the  council  and  employees’  supervision  function.  The  four  last  questions  
were  included  to  allow  the  respondents  to  rate  their  teams  in  terms  of  having  extrinsic  
motivation   efforts   and   the   general   performance   of   the   teams,   which   was   done   by  
giving   the   team   a   score   between   one   and   10   1   being   the   lowest   and   10   being   the  
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highest.   The   administration   of   each   questionnaire   took   between   20   and   25   minutes  
including  the  time  for  establishing  rapport.    

Data  analysis  and  statistics    

The  analysis  of  data  started  with  the  coding  and  entry  of  the  data  for  processing  with  
the  SPSS  version  23  statistical  package  software.  The  dataset  was  processed  to  generate  
descriptive   statistics   mainly   the   frequency   distributions,   which   were   manually  
examined   to   compare   the   responses   on  different   study   variables.   For   the   purpose   of  
testing  the  hypotheses,  the  scores  mean  scores  for  each  of  the  variables  were  calculated  
and   the   data   were   recoded   to   assign   the   scores   on   each   of   the   variables   into   two  
categories,   especially   scoring  above   the  average  and  below   the  average.  The   reject  or  
accept   the   hypotheses  were   based   on   both   the   proportion   between   scoring   high   and  
low   on   one   hand   and   the   t-­‐‑test   of   independence   where   the   critical   value   for   the  
probability   that   the  null  hypothesis   could  be   rejected  was  p<0.005.  The   results  of   the  
study  are  presented  in  the  next  subsections.    

Results  and  Discussion    

Results  

The  results  are  presented  under  three  main  sections.  The  first  one  focuses  on  the  social  
demographic  characteristics  of  the  respondents.  The  second  one  provides  a  descriptive  
analysis  of  the  scores  for  the  three  extrinsic  motivation  variable  as  well  as  performance,  
which  is  the  dependent  variable.  The  third  focuses  on  the  presentation  and  analysis  of  
the  results  from  hypothesis  testing,  which  employed  the  t-­‐‑test  of  independence.  

Respondents’  characteristics    

This   study   included   136   respondents  who  were   holding   leadership   and   supervisory  
positions  in  different  sectors  within  Iringa  municipal  Council.  Table  1  summarizes  the  
key  social  demographic  characteristics  of  the  study  respondents  by  gender,  age,  levels  
of  education,  departments,  and  years  of  experience  in  their  employment.    
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Table  1:  Respondents’  social  demographic  characteristics  (N=136)  

  
The  statistical  results  in  Table  1  show  that  72  (52.9%)  were  male  while  64  (47.7%)  were  
female   respondents,   which   closely   reflected   the   gender   ratio   of   employment   in   the  
district  council.  The  age  of  respondents  ranged  from  20  to  50  years  with  a  mean  age  of  
36.672   years.  Many   of   the   respondents   63   (46.3%)  were   aged   between   36   and   45.   In  
terms   of   education,   a   good   majority   110   (80.9%)   had   either   secondary   (45.6%)   or  
diploma  (35.3%)  education.  Only  26  (19.1%)  had  university  degree  education.  In  terms  
of   the   departments,   a   significant   majority   107   (78.9%)   were   employed   in   the   health  
(39.0%)   and   education   (39.9%)   departments,   which   constitute   close   to   90%   of   the  
workforce   in   the   district   council.   In   terms   of   experience   in   their   employment,   the  
majority  58  (42.6%)  had  a  six  to  10  year  experience  followed  by  40  (29.4%)  who  had  an  
11  to  15  year  experience.  Overall,  the  majority  of  the  respondents  had  rich  experience  
on  motivation  and  employment  conditions  in  the  district  council  and  particularly  their  
working  places  and  teams.    

The   study  also   sought   to   find  out  whether   the  differences   in   the  age,   education,   and  
working   experience   of   the   team   supervisors   had   relationship   with   the   identified  
performance  of  their  teams.    The  age  of  the  team  supervisors  was  positively  associated  
with  the  performance  of  their  teams  (p=0.020).  For  example,  74.0%  of  the  teams,  which  
had  team  leaders  who  were  below  35  years  of  age  were  performing  below  the  average  
while   26.0%   were   performing   above   the   average.   54.9%   of   the   teams,   which   had  
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supervisors  who  were  aged  above  35  years  against  to  45.1  were  performing  below  the  
average.   On   the   other   hand,   the   team   supervisors’   level   of   education   (p=0.130)   and  
working  experience  (p=  .565)  were  not  significantly  associated  with  team  performance.    

Extrinsic  motivation  and  performance  status    

The   status   of   extrinsic  motivation   differed   across   the   130   studied   teams.   In   terms   of  
career  development  initiatives,  the  scores  ranged  between  1.0  and  9.9  with  majority  of  
the   teams   scoring   between   4.8   and   6.5.  Majority   of   the   companies   73   (53.7%)   scored  
above  the  average  score,  which  was  5.77  (out  of  10)  while  63  (48.3%)  scored  below  the  
average.   The  median   score   was   6.0   with  many   of   the   teams,   16   (11.8%)   scoring   5.0,  
which  implies  that  despite  being  below  the  average,  many  of  the  teams  had  moderate  
initiatives.    

In   case  of  working   and   employment   conditions,   the  mean   score  was   6.182  out   of   10.  
More   than  half   the   teams   71   (52.2%)   scored   below   the   average  while   a   closely   equal  
proportion  65   (47.8%)   scored  above   the  average.     Reward   for  performance,   the  mean  
score  was  5.132  out  of  10.  However,  there  were  some  slight  difference  across  the  teams  
where  66  (48.5%)  of  the  teams  scored  above  the  average  while  70  (51.5%)  of  the  teams  
scored  below  the  average.    

In  terms  of  the  overall  performance  of  the  teams,  the  there  were  differences  across  the  
teams  with  the  lowest  score  of  3  and  the  highest  score  of  10  (out  of  10).  While  the  mean  
score  for  all  the  teams  was  6.054,  which  is  relatively  high,  the  majority  of  the  teams  85  
(62.5%)   were   below   the   average   and   51   (37.5%)   were   above   the   average.   The  
forthcoming   sections   tests   the  hypothesis   to   show   the   relationship  between   the   three  
selected   extrinsic  motivation   variables   and   the   performance   of   the   employees   in   the  
studied  teams.      

Hypothesis  testing  and  analysis  

Three   hypotheses   relating   to   the   relationship   between   extrinsic   motivation   and  
employees’   performance   were   tested.   The   hypothesized   relationship   was   between  
three   selected   extrinsic   motivators   and   employees’   performance.   These   were   career  
development   (initiatives),  working   conditions,   and   rewards   for   performance.  On   the  
other   hand,   the   null   hypothesis  was   that   EXTRINSIC  motivation   is   not   significantly  
associated  with  employees’  performance.  The  t-­‐‑test  statistical  was  used  to  compare  the  
mean   scores   between   the   teams,   which   had   scored   below   the   average   (low  
performance   teams)   and   those   that   had   scored   above   the   average   (referred   as   high  
performance  teams).  

  A  summary  of  statistical  results  is  presented  in  table  2.      
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Table  2:  t-­‐‑test  statistical  results  
varia
ble    

Performance  score  categories    
n  (%)   t-­‐‑value     p-­‐‑value    

CDI   Below  the  average  score  (<6.054)   63(46.3
%)  

-­‐‑4.078   .000  
Above  the  average  (>6.054)   73(53.7

%)  
WEC   Below  the  average  score  (<6.054)   71(52.2

%)  
-­‐‑4.414   .000  

Above  the  average  (>6.054)   65(47.8
%)  

R4P   Below  the  average  score  (<6.054)   70(51.5
%)  

-­‐‑3.010   .003  
Above  the  average  (>6.054)   66(48.5

%)  
CDI=Career  Development  initiatives,  WEC=Working  and  Employment  Conditions,  
R4P=Reward  for  Performance    
  
Hypothesis   1   (H1):   There   is   a   statistically   significant   relationship   between   career  
development  and  employees  performance.  
The   first   hypothesis   was   on   the   statistical   relationship   between   career   development  
initiatives   and  employees’  performance.  The   statistical   results   indicated   the   existence  
of   statistically   significant   relationship   between   career   development   initiatives   and  
employees  performance.  The  negative  t-­‐‑value  as  indicated  in  table  2  shows  that  there  is  
a   reverse   in   the   directionality   of   the   relationship   between   having   in   place   career  
development  initiatives  and  the  performance  of  teams.  The  p-­‐‑value  on  the  other  hand  
p<0.005)   indicates   the   existence   of   statistically   significant   difference   between   having  
career  development  initiatives,  which  are  below  and  above  the  average  (t=4.78,  p=000).  
Therefore,  the  results  show  that  there  is  a  statistically  significant  relationship  between  
career   development   initiatives   and   performance   of   the   teams,   which   implies   that  
changes  in  career  development  initiatives  will  significantly  alter  the  performance  of  the  
teams  and  their  employees.  With  these  results,  the  hypothesis  that  there  is  statistically  
significant   relationship   between   career   development   and   employees’   performance   is  
accepted.      
  
Hypothesis   2   (H2):  There   is  a   statistically   significant   relationship  between   improved  
working  conditions  and  employees’  performance  
In  relation  with  the  second  study  hypothesis,  which  was  on  the  relationship  between  
working   and   employment   conditions   and   employees’   performance,   the   results  
similarly   indicated   the   existence   of   statistically   significant   relationship   between  
working  and  employment  conditions  on  one  hand  and  the  performance  of  employees  
(t=-­‐‑4.414,   p=0.000).   With   the   p-­‐‑value   of   0.000,   the   results   show   that   the   difference  
between   having   a   score   above   or   below   the   average   (6.054)   is   statistically   associated  
with  the  variations  in  the  scores  on  the  general  performance  of  the  teams.  With  these  
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results,   the  hypothesis   that   there   is  a   statistically   significant   relationship  between   the  
working  and  employment  conditions  and  employees’  performance   is  accepted.  These  
results   indicate   that   changes   that   could   improve   or   negatively   affect   working   and  
employment  conditions  will  necessarily  affect  the  performance  of  the  teams.      
  
Hypothesis   3   (H3):   There   is   a   statistically   significant   relationship   between   rewards  
and  employees  performance.  
The  third  study  hypothesis  was  on  the  relationship  between  rewards  for  performance  
and  improvement  in  the  performance  of  employees  in  the  teams.    Majority  of  the  teams  
scored   lower   than   the   average   score   on   both   reward   for   performance   arrangements  
and   the   performance   of   the   teams.   However,   the   statistical   results   from   the   t-­‐‑test  
indicated   existence   of   statistically   significant   relationship   between   rewards   for  
performance   and   employees’   performance   (t=-­‐‑3.010,   p=0.003).   The   p-­‐‑value,   p<0.003  
indicates  the  existence  of  statistically  significant  relationship  between  the  differences  in  
reward  for  performance  and  the  performance  of  the  teams.  Based  on  these  results,  the  
hypothesis   that   there   is   a   statistically   significant   between   rewards   and   employees’  
performance   is  accepted,  which  means   that   improvements  or  deterioration   in  reward  
arrangements   may   significantly   cause   variations   in   the   performance   of   the   studied  
teams.    

Despite   some   variations   across   all   the   three   hypotheses,   the   results   indicate   the  
existence   of   relationship   between   the   selected   extrinsic   motivation   variables   and  
employees’  performance.   In  the   light  of   these  findings,   it  can  be  argued  that  focusing  
on  the  extrinsic  motivation  of  the  employees  is  significant  for  altering  the  performance  
of  the  teams  in  the  work  places.      

General  discussion    

The  findings  have  generally  indicated  that  extrinsic  motivation  is  significantly  related  
to  the  performance  of  employees  and  teams  in  local  government  authorities.  However,  
it   has   been   demonstrated   that   investing   in   career   development   initiatives   could  
significantly  affect  the  performance  of  employees  and  teams.  This  is  probably  because  
career   development   initiatives   and   improving   working   and   employment   conditions  
are   motivation   strategies,   which   are   within   the   control   of   the   supervisors   and   their  
teams   (Lerner  &   Schulenberg,   1986).  Apart   from   the   commitment   by   employers   and  
managers,   employees   have   an   important   contribution   towards   successful   career  
development   motivation   strategies   since   career   development   may   take   varying  
approaches   including   employee-­‐‑centered   initiatives   (Templer   &   Cawsey,   1999.   In  
participatory   and   employees’   centered   models,   the   employees   are   likely   to   become  
effective  players  and  leaders  of  the  process  who  are  responsible  for  self-­‐‑motivation.      

Reward  for  performance  had  the  least,  but  significant  relationship  with  performance  of  
teams  and  employees.  This  could  be  an  indication  that  compared  to  instituting  career  
development  programs  and  improving  working  conditions,  provision  of  rewards  may  
not  significantly  alter   the  performance  of  employees  because  of   the   limited  control  of  
the   workplace   teams   on   rewards   arrangements   and   their   outcomes.   As   it   has   been  
revealed  by  the  previous  research  by  Kloot  &  Martin  (2000)  the  limited  capacity  of  local  
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governments   to   beat   the   budgets   in   favor   of   performance   management   support  
initiatives   affect   the   effectiveness   of   performance  management   among   employees   in  
local   governments.   This   is   because   implementing   reward   for   performance   initiatives  
need   the  organizations  and   their  managers   to  have  sufficient   resources   for  providing  
incentives  to  employees  and  teams,  which  perform  well  (Melkers  &  Willoughby,  2005).  
Resources   allocation   is   an   important   factor   in   both   extrinsic   motivation   and  
performance  management  without  which  rewards  for  performance  may  not  be  easy  to  
institute  as  an  extrinsic  motivation  strategy.    

Another  explanation  in  favor  of  career  development  initiatives  as  a  way  of  motivating  
employees   as   to   do   with   the   constraints   resulting   from   the   limited   financial   and  
managerial   autonomy   among   local   government   authorities   and   their   institutions.  As  
Kogi,  Phoon,  &  Thurman  (1989)  argue,   the  choice  for  successful  motivation  strategies  
need  to  take  into  account  the  easiness  and  cost-­‐‑effectiveness  of  the  strategies  in  relation  
with  the  human  and  financial  capacity  of  the  organization.  In  situations  the  workplace  
teams   and   their   supervisors   do   not   have   powers   to   make   decisions   and   implement  
decisions  related  to  the  provision  of   incentives  to  the  best  performing  employees  and  
teams,   the   reward   for   performance   as   an   extrinsic   motivation   strategy   may   have   a  
limited  practicability.      

Limitations  and  future  research  

There  were  two  main  limitations  that  need  to  be  acknowledged  in  this  study.  The  first  
limitation   related   to   limiting   the   study   to   a   single   district.   Despite   having  
representation  of  different   sectors   from   Iringa  municipal   council,   the   social,   political,  
and   economic   contexts   of   the   municipal   may   not   necessarily   be   similar   to   other  
municipal  in  the  country.  Therefore,  the  findings  may  only  provide  lessons  for  related  
institutions  in  other  municipal,  which  are  similar  to  Iringa  municipal  Council.  Related  
to   the   first,   the   second   limitation   concerns   the   use   of   quantitative   data   only,   which  
aided   for   reaching   the   conclusion   that   this   study   reached.   The   researcher   recognizes  
that   the  use  of  quantitative  data   abstracted   the  possibility  of  generating   rich   insights  
based   on   the   lived   experiences   of   the   respondents   who   had   for   long   worked   as  
supervisors   of   the   studied   teams.   In   this   respect,   it   is   important   to   conduct   further  
studies,   which   should   utilize   the   advantage   offered   by   both   qualitative   and  
quantitative   methods   to   explore   how   the   autonomy   in   decision   making   affects   the  
capacity   of   local   government   institutions   to   initiate,   establish,   and   implement  
employees’  motivation  and  reward  systems.    

Implication  and  Conclusion  

The  aim  of  the  study  was  to  examine  the  relationship  between  extrinsic  motivation  and  
performance   of   employees   in   the   local   government   focusing   on   career   development  
initiatives,   working   and   employment   conditions,   and   rewards.   The   analysis   of   the  
three  hypotheses  has  revealed  that  changes  in  extrinsic  motivation  practices  may  have  
significant   effect   on   the   performance   of   both   employees   and   their   teams.  While   the  
differences  in  the  supervisor’s  demographic  characteristics  did  were  not  found  to  have  
significant   moderating   effect   on   the   relationship   between   extrinsic   motivation   and  
performance,   investing   in   extrinsic  motivation   in   the  work   places   has   a   potential   of  
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improving  performance  of  employees’  teams  regardless  of  the  differences  in  the  team  
supervisors  competencies  and  professional  maturity.    

Based   on   the   results   and   discussion   in   the   earlier   sections,   the   study   concludes   that  
encouraging  team  supervisors  in  the  local  government  authorities  to  employ  a  variety  
of   extrinsic   motivation   strategies   at   their   exposure   may   lead   into   significant  
improvements   in   employees’   and   team   performance.   It   is   therefore   imperative   to  
support  the  capacities  of  team  supervisors  in  the  work  place  to  strategize,  plan  out,  and  
initiate   cost-­‐‑effective  extrinsic  motivation   initiatives  which  are  within   control  of   their  
own   teams   instead   of   giving   priority   to   strategies   and  motivation   interventions   that  
cannot   be   implemented  without   programmed   financing   and   approval   by   the   central  
government  or  the  council  management.    Initiatives  for  encouraging  employees  to  use  
available   career   development   opportunities   and   participatory   efforts   for   improving  
working  and  employment   conditions   for   individual  workplaces  and   teams  appear   to  
be   the   most   feasible   option   in   the   quest   to   using   extrinsic   motivation   to   improve  
performance  of  the  employees  in  local  government  authorities.              
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