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ABSTRACT

Effective motivational mechanism can stimulate the potentiality of
knowledgeable talents. Based on the organizational commitment the paper
discusses the factors affected the motivation of knowledgeable talents.
They includeinternal motivation factors such asworking, individual growth,
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achievement needsand external motivation factors, such as compensation,
high autonomy, recognition by others and so on. The paper puts forward
the “hardcore” theory, builds motivation model for the motivation of
knowledgeabl e talents based on organizational commitment, and proposes
to improve organizational commitment of talented knowledgeable talents
by enhance internal and external motivation factors, and then, to promote

organizational development.

INTRODUCTION

Inthe eraof knowledge economy, the traditional
resource based mainly on money and materia capital
has already taken aback seat, the establishment and
theuseof credtivity, inthefina andysis, requireitscore
carrier— knowledgeabl eta ents. Knowledgeabletal -
ents, 20 percent of staff, create almost 80 percent of al
worth. Therefore, knowledgeableta entsarethe key
factorsto form core competency of the organization
and obtain the advantage of competency. In order to
get sustai nable competitive advantage, the organization
must build effectivemotivational mechanismtoinspire
theinitiative, postivity and creativity of knowledgetd-
ents. Researchershave constantly found that organiza-
tiona commitment istheroot and basisfor motivating
employees. It isespecialy important to knowledgesble
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talents. Thefeatureof high liquidity of knowledgeable
talentsindicatesthat they havelow organizationd com-
mitment. However, they havethe coretechnol ogy and
resourceswhichtheorganizationredlly need, soanim-
portant goal that the organization motivatesthemisthe
high organizationd loyalty of theknowledgegbletdents.
Why this paper studies motivation of knowledgeable
from theangleof organizationd commitment isjust be-
cause adthough many researchersa homehave madea
lot of research on organizational commitment, few of
them study knowl edgesbl etd entsfrom the perspective
of organizational commitment. Meanwhiletraditiona
motivationd researchesonknowledgegbletdentsmanly
ignoretheir specia characteristicsof needs. Thispaper
focuses on constructing the motivational model of
knowledgeabletalents and putsforward several moti-
vational measuresof how to improvetheir organiza-
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tiona commitment, hoping that it would be hel pful to
theorganization and itsmanagers.

THEANALYSISOFCOMMITMENT AND
KNOWLEDGEABLE TALENTSMOTIVA-
TION

Theconnotation of or ganizational commitment

Since Becker™ proposed the concept of Organi-
zationa Commitment in 1960, many scholarsin human
resourcemanagement field, organizationd behavior fidd
and psychol ogy field have conducted comprehensive
study onit. Thethree-factor theory of organization com-
mitment proposed by Allen& Meyer? ispopular anong
scholars. Based on the study of Becker™ and Wienert3,
Allen& Meyer? point out that organi zationa commit-
ment containsAffective Commitment(A C), Continuance
Commitment(CC) and Normative Commitment(NC).
AC referstoasenseof identity and participating orge:
nizations, the acceptabl e degree of organi zationa goas
and vaues. Itistheemoation of individua sto aparticu-
lar organi zationyincluding therecognition of organiza:
tiontarget, the pride of employee, and the dedication
that the empl oyee make voluntarily for the devel op-
ment of organization. Thereasonstheemployees con-
tribute to organization aretheir deep feelingsfor the
organization, not others. Employeeswith such commit-
ment arewilling to stay inthe organization. CCisone
kind of commitment based on economic exchange.
Employeesredlizethat |eaving the organization woul d
makethem suffer theloss of benefitsand so they have
to stay intheorigina organization. NC refersthat em-
ployeesthink they should beresponsiblefor the orga-
nization because of thelong-term socid impact, sothey
should stay in the organization. Employeeare oftenin-
stilled theideathat if they areloyal totheorganization,
they will be appreciated and encouraged during their
growth, sothey gradually have the obedient awareness.
Employeeswith NC think they ought to stay intheor-
ganization. Other scholars study the connotation of or-
ganizational commitment from different perspective.
X.Chenand X.Duan® think that it can bedividedinto
two types. OneisAttitude Theory. Inthistheory, the
connotation of organizationa commitment refersthat
individua hasonekind of positiveattitudeto specific

organization and al so hasemotional dependencytoit
and keeps certain participation. Itincludesidentifica
tionwiththegoa sand vauesof organization, taking an
activepartinal kinds of work and being proud of the
organization. Theother oneisBehavior Theory. Inthis
theory organizational commitmentisthat individuashave
to stay at one organi zation for the sake of lossof vested
interest inthisorganization. It includesindividuas’ po-
sition, benefits, and interpersonal relationship and so
on. Inshort, organizationd commitment canexplainthe
reason of why individual staysat the organization and
canasobeanindicator totest theleve of loyalty indi-
vidua totheorganization®.

Theanalysisof knowledgeabletalentsmotivation

Thescholarsboth at homeand overseasgiveknowl-
edgedbl etd entsdifferent namesand havedifferent opin-
ions on this concept. Peter Drucker®, an American
scholar, firstly mentionsthe concept of “talented em-
ployee”, which meansthe peoplewho usesignds, con-
cepts, knowledgeand informationtowork. Later some
scholarssuggest “knowledgelaborers’and “knowledge
workers” and so on. This paper uses the concept of
“knowledgeabletaents’, whichrefersto “the people
whosevd ueembodiesin hismenta work, not hismanud
labor ™. The study of knowledgeabl etalentsmotiva
tion mainly focuses on three aspects: motivation theo-
ries, motivation factor and motivation strategy. Thefirst
oneisMativation Theory. It mainlyincludesMasow’s
Need Hierarchy, Victor H. Vroom’s Expectancy
Theory, Herzberg’s Doubl e-factors Theory, Skinner’s
Reinforcement Theory, Drucker’s Goal Theory,
Adams’sFair Theory, Bandura’ssocid cognitivetheory
and all kinds of theory proposed by other’s scholars
based on those theories mentioned above. The second
oneismotivation factors. Based on different countries
and aress, different typesof organization, differentin-
dustriesand different agesand so on, Scholarsat home
and abroad studiesthe motivation factors of knowl-
edgeabletalents. Therepresentative research abroad
isfour factors, those put forwards by Tampoe, thought
by knowl edgesbl e talents asthe most important ones,
includingindividua growth, work autonomy, business
achievement and wealth®. More representative re-
searchers about thisare Wangjun Zhang and Jianfeng
Peng. They think that, to knowledgeabl eta ents, the
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most supportivefactors are wages and reward, indi-
vidua growth and development, morechalengingwoks,
the perspective of company, guaranteed and stable
jobs?. (see TABLE 1) Thethird tapeismotivation strat-
egy. Acrossall the studies on motivation factor can be
summed up materia incentive, spiritua incentiveand
environmental incentive. Material incentiverefersto
something that can satisfy the material needs of knowl-
edgeabletalents, adjust relevant relations of interests,
inspirether working enthusiasm and control their in-
clinesof behavior. Spiritual incentiverefersto some-
thing that can satisfy the spiritual needsof knowledge-
abletalents, exert an psychological impact on them,
motivatetheir initiative and the enthusiasm and affect
their behavior. Environmentd incentivereferstotheor-
ganization build relaxed, harmoniousand independent
environment for knowledgeableta entsaccording to
thelr characteristicsof strong autonomy andto avoid
losingtheir creativity becauseof theredtriction of rigid
rulesand regulation.

MOTIVATION FACTORSOF KNOWL EDGE-
ABLE TALENTSBASED ON ORGANIZA-
TIONAL COMMITMENT

Based on Vroom’s expectancy theory, Baudot and
Lawlor builtamotivation model combinedinternal mo-
tivation and external motivation. They think theincen-
tivefunction of interna motivation mainly comefrom
that individual sfind out thework itsdf isvery interest-
ing and they can obtain the sense of satisfaction from

their work. Theincentivefunction mainly comesfrom
that individualshavegreat interest on expected returns
of the compl etion of work. Gagne, Deci think that, no
matter internal motivation or external motivation, they
both have obviousincentivefunction. They suggest that
the organization should enhanceinternal and external
motivation toimproveeffect of motivation®.

THE FACTORSOFINTERNAL MOTIVA-
TION
Working

Theknowledgeabletalentslike chalengingwork.
Indl kindsof complex environment, by virtueof knowl-
edge and wisdom they overcometechnica difficulties
or compl ete aspecific amount of innovation and thus
promote technol ogy innovation and product update.
Theseactivities, tothem, havealot of charm and fun
and makethemignore many externa factorsand focus
on their works. The more complicated thework, the
higher demand of knowledge and skill to knowledge-
abletalentsrequiresand themorethey canwinthefa
vor. Because complicated work maketheir creativity
andtheability of andyssandjudgment full display. This
embodiestheir realization of their salf-worth and they
can obtain great satisfaction and their organization com-
mitmentimprovesalot.

Theindividual growth

In the eraof knowledgeable economy, the great
devel opment of technol ogy renders obsol ete chunks of
what we know and the obsolete knowledge can speed

TABLE 1: Theincentivefactor sof knowledgeabletalents

Researchers the motivation factors

Tampo 8l individual growth, freedom of work,busi nessachievement,
money and wealth

Ronen* France:training,skill, challenge; German:progress, self-identity,training
Kendall,Robinson!*! achievement ,sense of identity
lzumi Kubo!*? Independence, individual freedom,flexible leader,the needs for achievement, individua growth
Herzberg!™d Achievement,acceptation, aptitude, chance for individual growth, working challenge
W.Zhan and J.Peng!® wages and reward, individual growth and development, challenging work,prospect of organization
C.Yang™ individual growth and development, reward, challenging and fulfilling job,fairness
J.Chen and G.Jing!™ business achievement,working environment,wages and benefits, individual growth
C.Yang™® prospect of organization, enterprise culture, working challenge, ability utilization ,working achievement
W.Cheng and G.Zhan™  Independence, self-value, desire for achievement and capacity improvement

B.Guan and Q.Zhao'*®
S.Zhang!*

wages and reward, chance of promation, chance of individual growth, the challenge and value of working
wages and benefits, ability utilization, prospect of organization, job security , quality of leaders
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thedepreciation of knowledgeabletalents. Thediffer-
ence between knowledgeabl e talentsand general tal-
entsliesinthat theknowledgesbl etd entshave advanced
knowledge. Oncetheir knowl edge obsol etes and can-
not be updated timely, they would becomegenera tal-
ents and hence lose their competence?Y. In order to
not to bediminated by the society and to enhancetheir
own va ues, the knowl edgeabl e talents need to update
their knowledge and make gresat progressin persona
growth. Ontheother hand, knowledgeabl etaentshave
higher pursuit and never satisfied with mediocrity. Only
being forced to grow up, can they becomethe leader
of their industry.

Theachievement needs

Achievement need refersto onekind of need with
whichindividuasstrivefor successand excellenceand
try do their best. Thetheory of achievement wasfirst
proposed by Harvard’sprofessor McCldland. Hethinks
that the peopl e with high achievement need have strong
sense of dedication, strivefor successand have higher
internal motivation. Knowledgeabletd entshave higher
leve of professional knowledgeableand higher expec-
tation to themselves. They a so have strong desire of
self-redization and take overcoming difficulty to make
successasthe greatest pleasures.

EXTERNAL MOTIVATIONS

Thefactorsof salary

S. Zhangfindsthat, till now, sdary isstill animpor-
tant incentive factor for knowledgeable talents*?.
C.Yang thinks salary factor has something to do with
the current background of our country™. Chinaisstill
inthe stage of transformation. The economy has not
been fully devel oped and the economi cal environment
isnot stable. So theknowledgeabletaentsareinclined
totakehigh salary to changetheir lifeand toavoidrisk.
To knowledgeabletdents, sdlary isbasic guaranteefor
materid needs, socid needsand spiritua needs. Mean-
while, obtaining saary that can embody their ability and
contribution and sharing the weal th created by them-
selves can make knowl edgeabl e obtain great sense of
stifaction.

High autonomy
Mot of knowledgesbletalentshavereceived higher

systemiceducationor professiond training, sothey have
their own uniqueva uesand tend towork in an autono-
mous environment. They don’t want to be subject to
rulesof organizationsand to beat themercy of leader.
They pay attention to self-oriented work. Knowledge-
abletalentsmainly do mental and creative work and
areunwillingto bebound to fixed working hours, work-
place, workflow and job class. Drucker thinks that
knowl edgesbl eta ents pursue high autonomy, individu-
aionandcredtivity. Therigid rulesand regul ationswould
kill their creativity?®. They demand to be given au-
tonomy. They want to work in their best way and need
freeand relax environment to think and cregte.

Recognition

Almost everyone hopesthat hisor her effort canbe
seen and hisor her achievement can berecognized, the
knowledgeabletaentsaredl themoreso. Recognition
can bring knowledgeabletal entsthe senseof proud and
honor. In order to keep theirimagein othersor do bet-
terintheir work, knowledgeabl e talentsa ways have
more power toimprovetheir professional knowledge
and working skills. The Recognition mainly includes
superiors-recognition and colleagues-recognition, some-
timesa soincludes subordinate-recognition. Recogni-
tion by othersfully embodiesthe ability and talent of
knowledgeabl eta entsand theinfluenceto others. Its
effects sometimes surpassall other meansof motiva
tion.

MOTIVATION MODELSBASED ON COM-
MITMENT

Hardcor etheory of knowledgeabletalents moti-
vation

Lakatos’ theoretical program of scientificresearch
point out that any scientific researchisnot isolated, but
an systeminterconnected with each other'®. Thereare
threepartsinit. Thefirst oneisthe coreof theresearch
program—hardcore. The second oneissubsidiary hy-
pothesis of research program—protectivearea. The
third oneis heuristics guiding the devel opment of the
research program. “Hardcore” isthe coreand essence.
It isthe essential theory and cannot be doubted. “Pro-
tectiveared” isasubsdiary theory to protect “hardcore”
fromrebuttal. Heuristicsisonekind of method to de-
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velop research program by means of forbidding argu-
ing against theregulations of Hardcore(Passve heuris-
tics) or of modifying and perfecting subsidiary
theory(Positive heurigtics)

Inthetheoretica system of hardcoreof knowledge-
abletdentsmotivetion, their organizationa commitment
has something to do with stabilization, loyalty, and pas-
sionandjob performance. Itisthehardcore of system.
Internal and externa motivation of knowledgegbletd-
entsinvarying degreeinspirestheir enthusasmandini-
tiative, enhancetheir organizational commitment and
protect them staying at higher levels. Itistheprotective
area of system. The performance of knowledgeable
talents such asjob performance and liquidity intention
embody the effect of protective area to hardcore.
Through the performanceof knowledgeabletdents, the
organization better know their degree of organizationa
commitment. Oncetheorganization find out that their
organizational commitmentisinlow leve, it canim-
provetheir commitment level viamodifying or perfect-
ing protectivearea(Figure1).

M otivation model of knowledgeabletalents

Based on thefeature that the knowledgeable tal -
ents have subjective activeness, X.Cun thinksthat the
internal motivation of knowledgeabletaentshasmore
incentiveeffects, caninspire more potential and make
moreworking performancethan external mativation®.,
Theincentiveeffect of externa motivation mainly come
fromtheindividual hasgreat interestin anticipated re-
turn of working. When anticipated return can meet the
needs of knowledgeabl eta ents, the motivation take
effect. Theeffect of interna motivationisfromthat the

individud sfindthework they aredoingisvery interest-
ing and they can gain satisfaction fromit. Evenif the
external condition haschanged, they still cannot bein-
fluenced. Because they focus on the work itself and
pay moreattention to if they can finishtheir work suc-
cessfully. Therefore, theinfluencing factors of externa
motivations such as salary, autonomy and recognition
by othersand so on, havelow stability. Itseffect will be
upsand downswith thesefactors. It ismorelike mak-
ing adeal with the organization, and closeto Continu-
ance Commitment in organizational commitment. The
influencing factorsof internal motivation such aswork-
ing, individual growth and achievement needsand so
on, havestableand | asting effect to knowledgeableta -
ents. Theexternd factorshavelittleinfluenceonincen-
tiveeffect. Having feeling and recognition with their
work, theaffective commitment will improvealot. The
formation of normative commitment hasagreat rela-
tionshipwithlong socidization of individua®!. Thein-
terna and externa motivations both haveno direct ef-
fect onit. Itsprocessof formation grows slowly, but
onceitisformed, it would have stableand long-lasting
influence

THEADVICEABOUT KNOWLEDGEABLE
TALENTSMOTIVATION BASED ON COM-
MITMENT

Designing challengingworks

Onthebasisof theaboveanalyss, knowledgeable
talentslovether work and inclineto ded with difficult
work and to climb new height of creativity. Theorga-

Flow intention
Performance

Salary. Recogmtion
High avtomeony

Work Growth
— Achievement need
N C
C C

Figurel: Motivation modelsbased on commitment
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nizer should design chalenging work to bringinto full
play their initiatives, arousetheir enthusiasmand en-
hancetheir affectivecommitment and hencereducetheir
liquidity intention and theworking performancewill in-
crease obvioudy. Challenging work demandsfor high
professiona knowledgeand skills. Oncethey decide
to receivemore chalenging task, they would put more
enthusasmonit andfully exert their talentsto gainthe
goadl. Inthe organi zation they often adopt flexibleand
chdlenging job designs, mainly including lateral exten-
sion of work and longitudina extension of work. The
lateral extenson of work mainly refersto enlarging the
scope of work to make them feel the importance of
work and feel the pridein work. Thelongitudinal ex-
tensionisto deepen theworking depth of knowledge-
abletdentsandto take part in thewhole processfrom
making plansand decis onsto completing thework. By
thisway they can know the importance of the work
they aredoing.

Paying attention toindividual car eer development

Theaboveanaysishasshown that knowledgegble
talentshavestrong desirefor individual growth. Mean-
whilethedevel opment of organization dependsonthe
growth of knowledgeabl e talents. The organization
should pay attention to their career devel opment and
providechanceand support for their growth to enhance
their affectivecommitment. On onehand, theorganiza-
tion should know fully thedesireand direction of knowl-
edgegbletdent’sindividua devel opment, offeringthem
training and education opportunity, making thetraining
match their career development. It also should make
personalized and systematic plan to ensurethat they
have chanceto receive further education and to im-
provetheir working skillsand hencegain lifelong com-
petitiveness. Onthe other hand, the organi zation should
understand thewillingnessof individual career devel-
opment of knowledgeabl etal entsand givethem certain
administrative privilegesin the organization and offer
them spacefor reasonable devel opment and let them
grow with the organization. Meanwhile, the organi za-
tion should offer them the opportunity of post rotation
to support their career devel opment.

Theimplementation of achievement motivation
From the above we have known that knowledge-

abletalents have high expectation to themselves and
strong desirefor redization of self-vaue. They dways
do everything best. Aiming a the high achievement mo-
tivation of knowledgesbl etd ents, theorganization should
providethem conditionsto put their achievement moti-
vaionintofull play andimprovetheir affective commit-
ment and enhancetheincentive effect. The satisfaction
of achievement needsmainly comefromthefeding of
the contribution made by the knowledgeabletd entsin
the project and from the superiority they have com-
pared with others. So, the achievement motivationis
carried through mainly intwo aspects: thefirst, work
convenience motivation. Because of the outstanding
achievement made by knowledgeable talentsin the
project, the organization offer them all kinds of work-
ing convenience, such asspecial vehiclefor working,
entertainment expense and communication feeand so
on.All of which show theidentity and rank of theknowl-
edgeabletaents. Itisanimportant incentivemeans. The
second oneishonor motivation. Organizationsshould
motivate knowledgeabl etalentsthrough praise, rewards
and awarding honorary tilesuch as*“organization modd™.
K nowledgeabletd entshave strong sense of socia re-
sponsibility and attach great importance to the sense of
honor. Being the organi zation’s benchmarking charac-
ter givesthem great sense of accomplishment.

Buildingreasonableand comprehensivesalary mo-
tivation system

Becausethe socia economy hasnot beenfully de-
veloped, sdary isgtill theimportant factors of knowl-
edgeabletalents motivation. By salary motivation the
organization canspirethelr externd motivationandim-
provetheir continue commitment and enhance their
wholelevd of organizationa commitment. So building
reasonable and comprehensive salary motivation sys-
temisveryimportant to knowledgegbleta entsmotiva-
tion. First of all, the organization needsto make perfor-
manceeva uaionindex syseminwhichtheability and
contribution of knowledgeabl etal ents can be embod-
ied, ensuringthe salary payment hasrdiable standard.
Sdary is awaystaken as one index with which the
knowledgesbl etal ents can assessthelr self-valueand
ability. The building of salary system should beasfair
aspossibleand makereal effect. Secondly, building
comprehensivesaary systemincludesexterna salary
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andinternal salary. External salary refersto the overt
currency, such aswages, bonus, stock option, shares
award and accommodation allowance, club member-
shipandsoon. Theinternd sdary referstothoseinvis-
ibleand not in money termsreward, such asaproud
enterpriseimageand culture, harmoniousinterpersona
relationship, training chance and dl kindsof rewords
and so on. Thetwo kinds of salary system influence
each other and enhancetheincentive effect.

Buildingindependent and loose cultureenviron-
ment

The aboveanaysi s hasshown that the knowledge-
abletalentsmostly concern about if the organization
provide environment and support for their high au-
tonomy. In order to satisfy thisfeature of knowledge-
abletdentsandtoinspirethelr positivity and credtivity,
the organi zation should createindependent and |oose
cultura environment toimprovetherelianceontheor-
ganization and to enhancethelr organi zational commit-
ment. Firstly, the organization should fully givethem
authorization. Authorization isthe best embodiment to
meet high autonomy of knowledgeabletaents. The
leader only need make clear the demand of thework
and providethe resource support thework required.
According to their experience and knowledge the
knowledgeabl etd entscan makesoundjudgment to the
task and make suitable plan and be straightly devoted
to their goal. Thereisno need to suffer alot of con-
straint and disturbance and they can fully exert their
credtivity. Thesecond istoimplement flexibleworking
system. Thefeaturethat knowledgeabletd entsengage
increativeand mental activitiesdeterminetheir work-
ing processishard to control. Thefixed working place
andtimehaveno sensetothem. They likeworkingfredly.
The organization should give them task according to
their willingnessand character and carry out flexible
working system by which the knowl edgeabletalents
canfully display their credtivity.

Offeringrecognized platform

Based on the analysis mentioned above, knowl-
edgesbletdentshave strong desirefor recognition. The
organization should providethe accessto meet their
demand. Thefirg adviceis Strategic Participation. Be-
causeof their professiona experience and knowledge,
knowledgegbletd entshaveing ghtful viewsontheprob-
lem and devel opment of their industry. The leader of

BioTechnology — ommm—

the organi zation should take them as strategic co-part-
ner and encouragethem to take part in the process of
plan-making. Theknowledgeableta entsfed that they
arerecognized and taken care of by theleader. Thisin
some extent can enhancetheir responsibility and the
sense of ownership and thereforethey can taketheir
work asan enterprise and see organi zational goal as
their owngod. So organizationd commitmentsareim-
proved and theincentiveeffectsareenhanced. The sec-
ond oneisteam management. Team management isto
use team member’s expertise to encourage them to
participate and cooperate and to make them focuson
theredlization of organizational godl. Itisonekind of
collaborative management. One prominent feature of
teamwork isthat team members can make decisions
by full discussion. Theknowledgeableta entscan ex-
presstheir outstanding viewsin team communication,
show their highlevel of expertiseand talents, makein-
fluenceontheir colleagues and berecognized by them.
They dso canfed theimportanceof themintheteam
andthat, inturn produce obviousincentive effects.

CONCLUSIONS

Knowledgeabl e talents are very important to the
survival and devel opment of the modern organi zation.
Designing effective motivation and arousing their pos-
tivity and crestivity isthe corework of knowledgeable
td entsmanagement. Combined with their own features,
thispaper analyzestheinfluentia factorsof motivation
andthinksthat incentivefactorsmainly includesinternd
motivation factors such asworking, individua growth,
achievement needs etc, and external factorssuch as
sdary, high autonomy, recognition and so on. The study
findsthat internal motivation and externa motivationboth
have obviousimpetusto organizational commitment.
Based on this, hardcoretheory is put forward which
thinksthat organizational commitment isthe hardcore
of thetheory, theinterna motivation and externa moti-
vationisthe“protectivearea” to hardcore, and the be-
haviord performanceistheheurigticsof thetheory. The
study a'so pointsout that theinternal motivation factors
obvioudy improveaffectivecommitment and externa
motivation factorsenhancethe r continue commitment.
Combined with the hardcore theory, this paper build
up themotivation model based on organizational com-
mitment and putsforward someincentive measurement
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of externa and external motivationtoimprovether or-
ganization and push the organization forward.
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