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Motivating People


In A Week


Sue Stockdale & Clive Steeper




Introduction


What’s going to make this week different from any other? It’s the beginning of another week. Think about what challenges you may be facing. How motivated are you? How motivated are those with whom you work? You could be the difference in making this a better week for yourself and others. With the help of this book, you can spend this week looking at how you can improve your own motivation and the motivation of others.


This book will explore motivation from a number of perspectives, including motivation needs, explored in the work of Abraham Maslow and Frederick Herzberg, and motivation drivers, explored in the work of Harry Harlow and Edward Deci.


Traditional thinking around the subject has been that, after satisfying our basic human needs of hunger, thirst and copulation, our primary motivation for behaving in a particular way is based on the rewards or punishment we receive. This can be regarded as external motivation.


Over the last century, pioneering work has helped us to recognize the significance of intrinsic motivation and the motivation we obtain from the performance of the task. Research has shown that we take pleasure (motivational drive) from solving puzzles. Work conducted by Deci in the late 1960s and early 1970s discovered that external rewards (e.g. money) can in some situations create only a short-term gain, and that longer-term motivation and drive come from within. This is now known as Self-Determination Theory (SDT) and it deals with people’s essential psychological needs and deep-rooted development preferences.


In motivating others, it is a real advantage to have a sound understanding of an individual’s level of self-motivation and self-determination. This means gaining an appreciation of the behaviours and motivators behind the choices that people make without any external influence and interference. This insight can help to inform you on how to motivate them.


Even in this short introduction we can begin to see that, while motivating others can be complex, there are some fundamental aspects that, if followed, will help you to do this effectively.


We would like to dedicate this book to those people who have given us the impetus to face and overcome life’s challenges.


Sue Stockdale & Clive Steeper
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Sue Stockdale is a motivational speaker, executive coach and leadership specialist. She works with leaders and teams in some of Europe’s top companies, helping them to achieve exceptional performance. As a highly motivated individual, Sue has represented Scotland in athletics and was the first British woman to ski to the North Pole. Her advice on motivation and business regularly appears in the media. www.suestockdale.com


Clive Steeper has been a business leader running highgrowth companies for over 25 years including roles as Managing Director in the UK, USA and Asia. Central to Clive’s success has been his ability to motivate people and teams to achieve more than they imagined possible. He now works as an executive coach, consultant and facilitator. In his spare time Clive is a keen motorsports competitor and instructor. www.clivesteeper.com
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Some people are naturally good at motivating others, but for most people it is a leadership skill that they learn. A common mistake is to assume that other people are motivated by the same things you are, so you use that approach with them. Sadly, that rarely works – as a manager you need to view each person as an individual and learn to listen to the language they use, and observe how they behave, in order to work out a personalized strategy for them. That might sound like hard work, particularly if you have a large number of people to manage, but it pays off in the long term, when you develop a highly motivated team.


If you are prepared to embark on the journey of learning how to motivate others, first you have be motivated yourself. Think about what makes you excited and energized at work. Often, when you are motivated and enthusiastic about something, it is easier to bring others along with you. They get caught up in your excitement, which can be contagious.


In today’s chapter you will be able to reflect on what motivates you, so that you can generate energy and passion for the activities that get you fired up. It will also explain some of the best-known models and theories developed by experts, including Maslow, McClelland and Herzberg, that help us understand more about how people behave and are motivated.





Understanding your motive for action
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Motivation = motive for action
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What’s your motive for action?


Any person becomes motivated when they want to do something. This drive, which comes from inside them, causes them to take action. It’s their motive. However, this is not the same as being incentivized to take action, which often brings some type of external reward.


Case study: inner motivation


Take the story of George, who had recently been promoted to manager in a large organization. He felt that it was important to get to know his team, so he took time to have coffee with them and learn more about each member. George was motivated to find out what made them tick because he would then be able to manage them better. George’s manager also noticed his efforts and later commented that George had fitted into the team really easily and there was a very positive atmosphere. In summary:


Motive for action = To be able to manage team effectively.


Behaviour = He took time to have coffee with each person.


Result = He built rapport and trust with each team member.


Additional benefit = Manager recognized George’s efforts.


So it is useful to become more aware of what motivates you to take action. Use the questions below to reflect on this statement. Think of a time at work when you were highly motivated.


•  What was going on?


•  Who was involved?


•  How did you feel?


•  What caused it to be motivating for you?


•  What did you do?


Then repeat the above exercise for a time when you were really demotivated and lacking energy for work. Analyse both sets of answers, thinking about the specific factors that caused you to behave in different ways.


Now list any insights you have gained that could help you be more motivated and also how you could avoid becoming demotivated.


‘We cannot change anything until we accept it. Condemnation does not liberate; it oppresses.’


Carl Jung


Knowing yourself


It is important to be aware of how you are motivated, particularly if you are a manager, because other people will look to you for inspiration – it will be that much harder to encourage other people if you are not motivated yourself.


Think about what motivates you. For some people, it may seem obvious: money is the main motivator at work. While many of us might agree with this view, the research proves otherwise. Surveys and research studies repeatedly show that other factors motivate more than money. For example, a survey published in UK newspaper The Times in 2004 showed that the main reasons people leave their jobs were lack of stimulus and no opportunity for advancement.


The notion that long-term motivation really comes from within is important to remember as a manager. Many people fall into the trap of thinking that a salary increase will motivate someone to perform better. It may do in the short term, but over a longer period of time other factors (intrinsic motivators) are also needed.
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Motivation must come from within.
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To help you learn about motivation, there are some well-known theories and models that are useful to learn about. They will help you understand what’s really going inside other people’s minds and how this causes them to behave as they do. This then helps you to unlock their potential and work out how to approach each person in ways that will yield positive results.
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Herzberg’s theory of motivation


Frederick Herzberg’s theory of motivation is one of the best-known pieces of research in the field. In 1959 he, together with Bernard Mausner and Barbara Bloch Snyderman, published The Motivation to Work, which showed that in general people will be initially motivated to achieve extrinsic needs (‘hygiene’ factors) at work because they are unhappy without them. Examples include good salary, working conditions and interpersonal relationships. Once these needs are satisfied, however, the effect soon wears off – that is, job satisfaction is temporary.


People are only truly motivated when they satisfy the needs that Herzberg identified as intrinsic needs (‘motivators’), such as achievement, advancement and personal development, which represent a far deeper level of meaning and fulfilment.


Herzberg’s theory of motivation














	Extrinsic needs (hygiene factors)

	Intrinsic needs (notivators)






	Company policy

Supervision


Salary


Interpersonal relations


Physical working conditions



	Achievement

Recognition


Work itself


Responsibility


Advancement
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Think about how Herzberg’s theory applies to you.


What gives you the greatest satisfaction at work?
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If you were given a choice – you could either take a rewarding job where you had a high degree of personal control over your work, and a salary double what you are earning, or you could have a job on a production line where you performed fairly repetitive tasks with little control over your work, in poor working conditions and limited promotion opportunities and received a salary three times what you are earning – which would you choose for the long term?


Meta Programs – noticing how language motivates you


Another concept that influences our motivation is Meta Programs. These mental processes enable us to filter the mass of information that we take in each day, and to decide on which bits we should pay attention to.


Meta Programs were identified in the 1970s by researchers Richard Bandler and Leslie Cameron-Bandler, and the initial set of Meta Program patterns were then described by Leslie Cameron-Bandler in collaboration with David Gordon, Robert Dilts and Maribeth Meyers-Anderson.


To work out what your filters are, you need to pay attention to the language you use. For example, one person may be motivated by losing weight whereas another may be encouraged by becoming healthier. Both are different ways to describe a similar outcome, and will motivate people according to their Meta Programs. If you use the wrong one to encourage a colleague, you may quickly realize whether it works or not according to their reaction, because they will literally ‘filter out’ what you are saying. In this example, one is focused on getting away from the problem (being overweight) and avoiding loss and the other is focused on going towards the solution (feeling healthier) and gaining something.


These Meta Programs manage, guide and direct other mental processes and influence how we are motivated. Each one is on a continuum, with the opposite preferences described below being at either end of the spectrum. Both are equally valid, so there is no bad or good preference.


Away from – Towards


People with a ‘Towards’ preference are motivated by future goals and the enjoyment they get from achieving them. Their language will be future oriented – for example, ‘When I achieve this goal I will feel great.’


Those with an ‘Away From’ preference are focused on avoiding pain or problems, and they talk about what they don’t want to happen. Their language will include words and phrases like ‘reduce’, ‘avoid’, ‘minimize’ and ‘get away from’.


In business, you might think that most successful people would have a ‘Towards’ rather than ‘away from’ focus – after all, in marketing literature we tend to read phrases like ‘make a million’, ‘achieve your ideal future’, ‘get your dream job’. However, that is not always the case.


The Scottish golfer Colin Montgomerie acknowledges that he was driven as much by the fear of losing as by achieving a win. This also links with the theory of Loss Aversion developed by Daniel Kahneman and Amos Tversky (1984), which highlights people’s tendency to strongly prefer avoiding losses to acquiring gains.


Reactive – Proactive


‘Proactive’ people will put their hand up first to take on a job without having all the parts of the job clearly defined because they just like to get started. People who are ‘Reactive’ prefer to wait and see what others do first, because they want to reflect and think about what to do before doing it.


Internal – External


People with an ‘Internal’ preference know inside how they are doing. They don’t need to have any recognition from others to feel validated.


Those with an ‘External’ preference need others to tell them how they are doing. They will want to seek feedback from other people to confirm that they are on the right track.


Options – Procedures


People who have an ‘Options’ preference will rarely make a quick decision without looking at all the options available. Those with a ‘Procedures’ focus, by contrast, will expect that there is a ‘right way’ to achieve a task and like the reassurance of following a tried-and-tested method.


Global – Specific


Those with a ‘Global’ preference like getting an overview or summary as they like to see the big picture, but may appear vague or provide a lack of detail. Those who prefer ‘Specific’ enjoy the detail and want others to have all the information that they believe is important.


Sameness – Difference


People with a ‘Sameness’ preference enjoy things remaining constant and, if they get a new task, want to know how it’s similar to something they are already familiar with.


Those with a ‘Difference’ preference enjoy change and are motivated by things being new and unfamiliar.


If you think about each pair of preferences and work out which ones you prefer, you will be more aware of how Meta Programs influence your own motivation. Then consider in turn each person that you have to motivate, and notice the language they use so that you can work out which preferences they have, and what words are likely to be more effective when you communicate with them.


Summary of the Meta Programs






	Key patterns

	How they affect people’s motivation






	Away From – Towards

	Towards – will want to know about rewards, future achievements, goals

Away From – you will need to explain how the task will avoid pain, problems, outcomes they don’t want








	Reactive – Proactive

	Proactive – like to be told ‘go for it’ or just do it!

Reactive – prefer to be given direction on a task before they get started








	External – Internal

	Internal – prefer to make their own internal decisions and have no need to get confirmation from others (e.g. a regular review is less important)

External – like to refer to the external advice of others (e.g. a regular review will be important as they want to know that they are doing a good job)








	Procedures – Options

	Options – will enjoy having a variety of options to consider and may feel threatened by lack of choice

Procedures – they like processes and knowing the ‘right way’ of carrying out a task








	Specific – Global

	Global – like to be presented with the key points or overview and don’t mind things being vague

Specific – prefer having the precise detail and factual information








	Difference – Sameness

	Sameness – look for things that match what they already know and want their world to remain the same

Difference – notice what’s different and prefer change to be constant









Maslow’s Hierarchy of Needs


Another model that can help you to work out what drives you is Maslow’s Hierarchy of Needs. This is a well-known tool and is likely one that you will refer to time and time again in the future. What it helps you to do is work out what the underlying needs are of those you interact with, including your boss!


For example, when a new employee joins a team their initial behaviour is often driven by the need to feel that they are part of the team. Once they have been accepted, their needs change and they have a greater need to be recognized and have a level of status within the team. However, if the situation at work changed and there was a high degree of uncertainty about even having a job, their need would then be focused on feeling safe and secure.


If you are able to work out what a person’s needs are at any given time, you will find it far easier to come up with ways to help address those needs. Abraham Maslow, a professor of psychology, recognized that humans have these differing needs and so he created a hierarchy that explained the sequence in which these needs are satisfied.
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Maslow’s Hierarchy of Needs


Physiological needs


Maslow believed that the most basic needs we have are those that are vital to survival – for example water, food, air and sleep. These are the most instinctive needs in the hierarchy and all other needs become secondary until these physiological needs are met.


Safety needs


These include the need for physical safety and security. Security needs are important for survival, but they are not as demanding as physiological needs. Examples of security needs include a desire for steady employment, safe neighbourhoods and shelter from the environment.


Social needs


These include the need to belong and for love and affection. Relationships – whether friendships, romantic attachments or family ties – help fulfil this need for companionship and acceptance, as does involvement in social, community or work groups.


Esteem needs
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