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  PART ONE




  UNDERSTANDING MOTIVATION




  Understanding is usually the necessary prelude to intelligent and effective action in any field. When it comes after action rather than before it we call it experience. It is

  especially important where people are concerned. Theories and research on motivation will not give you any sure and certain answers, but the true function of such ideas is to stimulate your own

  thought. I have selected only those theories or findings that have the proven power to do just that.




  By the time you have read the chapters and summaries in Part One you should have:




  

    	

      Revised your knowledge of the main theories and research concerning people at work which emanated from the United States of America in the mid-twentieth

      century.


    




    	

      Put them in the context of some broader principles that govern human nature in all situations where exchange is involved.


    




    	

      Identified the main practical implications for managing people today which are suggested by the theories and research.


    


  




  

     

  




  1




  WHAT IS MOTIVATION




  Why do you do anything? Why do you feel drawn to some forms of work and repelled by others? Perhaps the first step to answering these difficult questions is to explore the

  central concept of motivation.




  Long words such as ‘motivation’, ‘innovation’ and ‘communication’ usually have Latin origins. Motivation comes from motive, which derives from the Latin verb

  movere, to move. So a motive, quite simply, is something that moves you to action.




  Characteristically these words ‘motive’ or ‘motivation’, however, suggest that something within you is at work, impelling or driving you forward. It may be a need,

  desire or emotion, but it leads you to act – and to act in a certain way.




  Notice that these inner impulses, however strong, are not going to be effective unless they engage your will and get you going or moving. To will is to decide. It’s the action of deciding

  to do something; it implies a conscious intention towards initiating a chosen action. Your motivation will be evident in your behaviour. You will show definite signs of having a deliberate or fixed

  desire or intention.




  The difference between having motives and being motivated to act is illustrated in the following story. See if you can identify the probable murderer.




  [image: ]




  The case of the murdered tycoon




  Edwin Gettings, one of the richest men in the world, fell over the side of his luxury yacht Serena in the Bay of Naples in the early hours of the morning, not long

  after a drunken party on the afterdeck had ended with the guests lurching to their cabins. At first it appeared to be an accident until the Italian coroner discovered traces of arsenic in his

  blood, and declared it a case of murder.




  There were three suspects on board that night, each with a motive to kill. Damon Gettings hated his father for refusing to pay his gambling debts. Sharon, the tycoon’s secretary, had

  been having an affair with him and she felt outraged and incensed when he refused that night to divorce his fourth wife and marry her. Getting’s valet, Robert, stood to inherit one million

  dollars in his master’s will, but he had been threatened with dismissal that night for refusing the homosexual advances of one of Gettings’ major Chinese customers. An open container of

  arsenic was in the yacht’s storeroom because several disease-ridden rats had been spotted on board. Who killed Edwin Gettings?




  (Turn to this page)
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  The signs of motivation – such as energy and determination – are what prospective employers are probably looking for when selecting job candidates. Later they will

  seek to develop or deepen these characteristics. One important survey of major European business organizations listed all the words that are used in their paperwork related to selection, training

  and appraisal. The terms relating to motivation are given in the table below. They provide a useful guide to the terms that managers use today.




  Your ‘will’ acts as a complex signal box at the junctions between your needs or desires and your possible actions. It signifies the facility we all have for initiating conscious or

  intentional action. It’s integral to the concept of being a person. Because the exercise of our will implies the use of conscious reason it separates us from animals on the one hand, and

  computers and machines on the other.


  





  

    

      	

        SOME SYNONYMS FOR MOTIVATION1


      

    




    

      	

        TERMS


      



      	

        ASSOCIATED QUALITIES


      

    




    

      	

        Approach to work


      



      	

        Energy


      

    




    

      	

        Orientation to work


      



      	

        Drive


      

    




    

      	

        Application


      



      	

        Tenacity


      

    




    

      	

        Willingness


      



      	

        Determination


      

    




    

      	

        Dedication


      



      	

        Strength of purpose


      

    




    

      	

        Alignment of person and organization


      



      	

        Purposeful


      

    




    

      	

        Commitment


      



      	

        Work appetite


      

    


  




  

    For centuries philosophers have discussed the extent of ‘free will’, as they call it. Are we free to choose or decide? How much conscious control do we exercise over our actions?

    Are we programmed to respond to stimuli? Do we resemble computers? It’s an endless debate. Common sense, however, tells us that for practical purposes we do have free will. We can move the

    levers of action in the signal box of our wills. By decision making we give the green light to some trains of action; others we stop dead in their tracks by switching on the red light.


  




  This capacity to edit your instincts or impulses – acting on some and ignoring others – used to be called willpower. That phrase itself now sounds rather dated. It was also

  employed to describe the force or energy that people display in executing their will or intention.




  [image: ]




  The song of the sirens




  The part the will plays in inhibiting action is well illustrated by the story of Odysseus and the Sirens, sea-songstresses who lived on an island near the sea monsters Scylla

  and Charybdis. Sailors enticed by the Sirens’ magical song land on the island and perish; the meadow is full of decaying corpses. But Odysseus, in order that he would hear this ravishing

  sound, had himself lashed to the mast as the ship approached the island. His sailors, their ears stopped with plugs, ignored his cries to release him as he was filled with insane desire. The ropes

  of willpower held him fast.




  When Jason and the Argonauts sailed past the island of the Sirens they were accompanied by the famous Thracian singer and lyre player Orpheus. Orpheus, who it was said could charm trees, wild

  beasts and even stones with his music, began to sing. So enchanting was the sound that Jason and his crew completely ignored the Siren voices. They rowed past the island to safety. Our word

  incentive comes from the Latin word ‘to sing’.




  [image: ]




  A motive, then, is an inner need or desire – conscious, semiconscious or perhaps unconscious – which operates on your will and leads to action of one kind or

  another. Of course you may have motives that do not issue in any action. They don’t get past the signal box. You may, on the other hand, do things that are apparently motiveless. Here there

  is a motive but it may be so opaque or unconscious that neither you nor anyone else can describe it. Or there may be runaway trains, ones that rush blindly past all the warning lights.




  Such runaway trains are often powered mainly by emotion. Like motive, our word emotion also comes from that same Latin verb ‘to move’. But

  it’s worth noting how often we experience emotions that are unrelated to action. For example, a tragedy seen on television may move you to tears, but you probably won’t do anything

  about it. Of course, sometimes deeply felt emotion may become a motive for practical change.




  [image: ]




  Who killed Edwin gettings?




  Damon, Sharon and Robert all had motives for killing Edwin Gettings, but moral scruples or practical considerations deterred them all from being motivated to act and carry

  out the killing. In fact Gettings, aware that his financial empire was about to crumble, killed himself by lacing his last whisky and soda with arsenic and then jumping overboard.




  [image: ]




  ON MIXED MOTIVES




  Any single action can be driven forward by more than one motive. In other words, our motives are often mixed.




  

    

      When Sarah’s husband died after a long illness leaving her with three children to bring up alone she was sure that she would never marry again, for she loved him very

      deeply. But several years later at a dinner party she met James, a widower with two young children of his own. Eventually they decided to get married. ‘To be honest I am not in love with

      him,’ Sarah told her best friend, ‘but he is kind and has a sense of humour and he really cares for me. I enjoy his company, and I have been feeling very lonely recently. I need

      someone to look after me! Moreover, he can be a father to my three boys – perhaps they need a man in their lives. Also he can give me some companionship and security

      when I am older and the children have left home.’


    


  




  In the course of time Sarah’s love for James did grow, but that is another story. As this discussion with her friend reveals, she was honest about her primary motives: the

  needs for companionship and emotional security. She had a number of lesser motives which added up to one larger motivation: one strong enough for her to accept James’s offer of marriage.




  Most of us most of the time do act from mixed motives. As we shall see in the next chapter, this factor makes some of our calculations and decisions extremely complex. Notice here, however, that

  mixed motives are not necessarily weaker, more impure or lacking in integrity. A composite bow, made from different materials, will shoot arrows further than a conventional bow made from the best

  wood available.




  MOTIVES AT DIFFERENT LEVELS OF CONSCIOUSNESS




  Like Sarah in the story above, we often feel the need to give a reason or reasons for why we do things. If you ever have the misfortune to end up standing in

  the dock in a court of law you will be required to do so! Reasons and motives are often used as virtual synonyms to describe what stimulates one to action. But ‘reason’ more

  specifically implies a logical or rational justification, either to oneself or to others, for an action. This may be done – by citing relevant facts and circumstances – so that the

  action becomes understandable.




  This process of giving a natural explanation can tip over into what is called rationalization, which means to attribute one’s actions to rational and creditable

  motives without analysis of true (especially unconscious) motives. The first difficulty, of course, is that we do not always know what our motives are. We may be able to feel

  them, but we cannot label them. Second, we all like to appear in a favourable light to others, if not to ourselves. We may feel – rightly or wrongly – that if we were honest about our

  motives it would cause negative or hostile reactions. Very possibly we should go down in others’ estimation. Therefore sometimes we offer plausible but untrue reasons for our conduct, with

  the implicit or explicit intention of misleading others.




  It follows that it’s not always easy to detect rationalization in ourselves or others. How do you discern the truth in a web of reasons which may have been spun in order to justify what

  has been done – or not done?




  So rationalizations may be put up quite deliberately like smokescreens to hide your real motives – ones which for one reason or another you don’t want known. Perhaps you feel they

  may discredit you. Or they may be more like mists arising from a swamp in so far as you are attempting to give reasons for actions that are vague even to yourself. For their springs lie hidden in

  the marshes of the unconscious.




  Of course consciousness and unconsciousness are not black-and-white states. They are more like two ends of a spectrum, with many different station stops on the line between them. Indeed, one

  real difficulty in thinking clearly about motivation as a subject is that so much of it is naturally unconscious.




  THE CARROT-AND-STICK THEORY




  To motivate goes beyond ‘motive’ because it is something that you can do to another person. Here ‘to motivate’ means essentially that you

  provide a person with a motive or incentive to do something or other. By so doing you are initiating their action or behaviour. To put it another way, you are

  stimulating the interest of that person to activity.




  The oldest theory on earth – and still the most widespread – is known by the proverbial phrase ‘carrot-and-stick’. You may think it odd that I dignify it by using the

  word ‘theory’. After all, there are no academic books or dissertations on it. Nonetheless, it is a theory. And it does rest on certain assumptions. Just to show you how deep-rooted the

  theory is, our word stimulus comes from the Latin noun for a goad, the steel-tipped stick used to prod animals and keep them going against their will or desire.




  Imagine that you have an immobile donkey. One way to get it to move in the direction you require is by beating it with a stick or prodding it with a goad. The other way is to hold a carrot in

  front of its nose. From your angle it doesn’t matter too much which method works, just as long as the donkey moves forward without you having to use up your precious energy by forcing or

  dragging it every protesting step. After all, the donkey you own is supposed to save you energy, not consume it.




  With either the carrot or stick you are helping the donkey to make up its mind. The carrot as a form of fast food meets its hunger need. The carrot will obviously be more effective as a stimulus

  to movement if you ensure that the donkey is hungry. If he isn’t hungry or if he has eaten too many carrots, then your proffered carrot will probably not work. If you beat the donkey it may

  well make up its mind to move in order to stop the pain by getting out of your range. Underlying this movement will be the strong dislike and fear of pain common to all animals, including

  ourselves.




  Again, you may be able to make this goad or stimulus more effective by simply showing the big stick. The donkey’s fear of the stick, stored in his memory by the cause/effect

  experience of past beatings, will do the rest. You can also choose a donkey with a low pain threshold and a high degree of anxiety.




  Let me say at once that I am not advocating the maltreatment of animals! But the proverbial saying about carrots and sticks does illustrate the deepest-held, if often semi-conscious, theory or

  assumption about motivating others, namely that it essentially consists of providing rewards or punishments. For we tend to apply the same assumption to other people as we do to the proverbial

  donkey. Of course people are different. For one thing we can talk, and so we can know much more about what is going on in each other’s minds. Also, humans are actively interested in attaining

  more goods than food and in avoiding more evils than those symbolized by the big stick.




  [image: ]




  

    

      The two great movers of the human mind are the desire of good, and the fear of evil.




      Samuel Johnson


    


  




  [image: ]




  Both the carrot and the stick fall into a common category: they are both external stimuli. From being the goad used to urge on an animal, stimulus was extended to mean

  anything that provokes, increases or quickens bodily activity, and finally to include all that arouses, animates or gives more energy to the mind or spirit. Thus, apart from moving you to action, a

  stimulus could also arouse your interest or be something that satisfies or invigorates you. When you motivate others you are applying, consciously or unconsciously, a stimulus of one kind or

  another to their minds, hearts or spirits. It may be a positive one, such as offering a reward or inducement as an incentive. It may be a negative one, such as the threat of

  dire consequences if a change of position doesn’t occur. Or it may be some combination of the two.




  There is an analogy between humans and donkeys or teams of draught animals, otherwise the ‘carrot-and-stick’ theory wouldn’t have persisted so long. But, like all analogies, it

  breaks down at a certain point. For individuals are qualitatively different from donkeys, hunting dogs, or horses. There is a third way of motivating people, which is by infusing them with your own

  spirit – through word and example.




  CONCLUSION




  Motivation is the sum of all that moves a person to action. Motives can be mixed. They can range from conscious to unconscious. Motives are necessary for action but not

  sufficient in themselves. For action to happen a decision has to be made or the will engaged. Hence the legal maxim: ‘We must judge a person’s motives from their overt actions.’

  The reasons we give for our actions, however, do not always correspond to our motives.




  Motivation also extends to moving others to action. The traditional ‘carrot-and-stick’ theory suggests two ‘motives’ that we can apply – a reward or

  incentive on one hand and fear of the consequences on the other. These are external stimuli which draught animals are said to understand. But the ‘carrot-and-stick’ theory is only as

  good as the analogy on which it rests. You can move others in varying degrees, depending on the situation, by rewards or punishment. But human nature, especially our extraordinary powers of

  communication, opens a third way. You can stir up or stimulate a whole range of motives in others which have little to do with avoiding pain or seeking material rewards.
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  WHAT DO YOU EXPECT?




  The ‘carrot-and-stick’ theory we have just explored is the common relative of the more rarefied ‘expectancy theory’ that you will find in the management

  textbooks. Expectancy theory centres upon the conscious or rational process by which you calculate what you will get as opposed to what you will have to give. In animals it is an instinctive

  judgement.




  

    

      A large soft-padded Canadian lynx chasing a snow rabbit through thick snow will only do so for about 200 metres. It then gives up. The food gained if it catches the rabbit

      will not replace the energy lost in the pursuit. It will chase a deer longer before making the same instinctive choice.


    


  




  This approach doesn’t contradict the ‘needs’ theory of Maslow and others, whose work will be discussed in more detail later. Nor is it an alternative. It

  merely focuses our attention on the crucial junction between motives (as needs, drives or desires) and action. It tries to take us into the ‘signal box’ of the will and show what kind

  of computing takes place there. Expectancy theory has even attempted to reduce such judgements into formulae or equations.




  THE ORIGINS OF EXPECTANCY THEORY




  Motivational theories are sometimes put into two opposing camps, each supported by different philosophical assumptions about human nature. The behavioural

  psychologists consider human behaviour to be reflexive and instinctive, governed by ‘stimulus-response’; cognitive psychologists, on the other hand, assume that individuals

  are basically rational and purposive, choosing goals and capable of modifying or altering their behaviour. Like most dichotomies this is ultimately a false one: one paradox of human nature is that

  we encompass both motivations, for they are no more than the opposite ends of a spectrum. But the distinction is still useful.




  Expectancy theory is clearly in the cognitive camp. An American psychologist named Edward C. Tolman is credited with formulating it first, in the 1930s. He did so as a rejoinder to the

  prevailing behaviourist psychology of that time. Tolman suggested that human behaviour is motivated by conscious expectations more than response to stimuli. The expectations are that the

  action in prospect will lead to a desired goal or outcome – hence the term ‘expectancy theory’.




  Supposing, for example, an individual worker needs a lot more money, perhaps to support a sick child. And supposing that he is assured that if he works harder he will receive more. Then it can

  be predicted – on expectancy-theory grounds – that the individual will put in the necessary time and effort to win the desired reward. But if, on the other hand, such

  above-average industry wins only some words of praise, then the individual will rapidly tend to lose all interest. Individuals, therefore, are consciously self-interested. They behave in ways that

  are instrumental in achieving their valued outcomes.




  Expectancy theory can be used to explain in part another phenomenon. In the Hawthorne experiments Elton Mayo recorded that individual workers seem to adjust their own

  motivational levels to those of the group. See if you can apply the theory to interpreting the findings described in the next box.




  [image: ]




  The Hawthorne studies




  The work of Elton Mayo at the Hawthorne works of Western Electric in the USA in the 1930s challenged some of the assumptions of scientific management, with its emphasis on

  the carrot-and-stick, and ushered in the ‘human relations’ movement. The studies emphasized the importance of social factors at work and the influence of informal group norms on

  satisfaction and productivity. Studies were designed to investigate the effect of various degrees of illumination, of rest pauses, and the length of the working day on the efficiency of workers

  assembling electrical components. No simple relationship was discovered. Rather, in some conditions – such as the investigation of illumination level – productivity rose regardless of

  experimental changes, while other studies showed apparently haphazard changes in output with no obvious explanation. Follow-up experiments and interviews with the workers showed that informal

  social groups within the organization influenced individual attitudes and job performance. One aspect of the Hawthorne studies, for example, provided an early account of output restriction. Men in

  the Bank Wiring Observation Room were paid on a system of group piecework for the whole department, which meant that each man’s earnings were affected by the output of every other man in the

  department. Yet the observers noted that fast workers in the group were restricting their output to hold their production within the informal group standard.




  The Hawthorne researchers have been subjected to many criticisms. One critic, for example, argues that it was impossible to draw firm conclusions from the studies

  because of uncontrolled factors in the experimental design, and that the conclusions the experimenters drew from the findings neither follow from nor are supportable from their data. Yet the

  studies have been very influential. They led to the demise of economic man, motivated by monetary self-interest. Workers were shown not to be passive individuals responding to incentives or

  avoiding hard work as Taylor [the father of scientific management] had suggested, but were groups of workers establishing informal group norms for production. The men seemed to establish

  their identity in the group and were more responsive to the social pressures of their group than to the control of management. But while the Hawthorne work was an advance on the scientific

  management view, it too is certainly not a complete view. Many individuals seem to care nothing for the group standard or the ostracism of their colleagues. These ‘rate-busters’ defy

  group standards and produce far more than average.




  

    From D. R. Davies and V. J. Shackleton,


    Psychology of Work (1975)


  




  [image: ]




  If an individual worker values the esteem of others and his or her acceptance by the group and knows that exceptional output on a unilateral basis will anger these colleagues

  and disrupt the group, then you can predict that such an individual will conform – perfectly rationally – to the group norm of production.




  MAKING IT MORE COMPLICATED




  In 1964 an American psychologist, Victor H. Vroom, developed a rather more complicated formulation of an expectancy theory of work motivation. His

  theory appears to offer a way of measuring human motivation. The preference that an individual has for a particular outcome he called its valence. As a person may seek or avoid certain

  outcomes, or be ambivalent about them, so valence can be positive, negative or neutral.




  Vroom’s term subjective probability describes the individual’s expectation that behaviour would lead to a particular outcome. It’s subjective because people will differ

  in their judgements of the relationships between their behaviour and outcomes. Subjective probability may vary between 0 and 1 – from no probability at all to absolute certainty. The strength

  of motivation for a particular action thus depends on both the valence of the outcome and the subjective probability of achieving it.




  [image: ]




  Vroom suggests that the ‘force’ of the individual’s motivation to act in a particular way is




  

    F = E × V


  




  Where F = motivation to behave, E = the expectation (the subjective probability) that the behaviour will be followed by a particular outcome, and V =

  the valence of the outcome. This is called the expectancy equation.




  In most situations, however, several different outcomes will issue from a particular behaviour. The expectancy equation therefore has to be calculated across all these outcomes. The resultant

  equation is therefore:




  F = [image: ] (E × V)




  The sign [image: ] is the Greek letter sigma, which here means ‘add up all the values of the

  calculation in the brackets’.




  Expectancy and valence are multiplied because when either E or V is zero, motivation is also going to be zero. This is what would be expected. If

  expectancy were added to valence, an unrealistic result would be produced. If you believe that a a given behaviour will certainly lead to a given result but place no value on that outcome, then you

  will not be motivated to go that way. Similarly, if you place a high value on an outcome while expecting that the probability of attaining it is zero, your motivation will again be zero. Only when

  both of the terms are positive can motivation be said to exist.




  [image: ]




  You can see that expectancy theory can be complex. Do you have to make this kind of calculation before you do anything? Are we really capable of doing this sort of analysis at a

  conscious level? Possibly not, but our minds at a subconscious level are capable of making complicated judgements of this nature.




  One important contribution of expectancy theory is to remind us that, since individual perceptions are different, the motivation and behaviour of individuals will vary considerably. Someone in

  the same circumstances as you may place a different value on the outcomes of behaviour and so respond quite differently. Notice the prominent role that your values play in the expectancy model of

  motivation.




  

    

      James Kingfisher had worked for Bruno Merchant Bank for nine years when it became part of a much larger banking group. The new owners cut staff and increased performance

      targets for those who were left. They also wanted other changes.




      ‘James,’ said Martin Kay, the head of his section, one morning, ‘I have some good news. We are being joined in Mergers and Acquisitions by Tom Forristall, who is one of the

      best in the business. You’ll be able to learn a hell of a lot from him. But it means that we are all going to have to work much later in the evening –

      Tom’s one of these workaholics but he really is bloody good. Of course our bonuses should all double.’




      James went away and thought about it. Next morning he saw Martin in the corridor and told him he had decided to leave. ‘I value my time in the evening with my children,’ he said.

      ‘I don’t really need the extra money.’




      ‘But don’t you want to be a world-class deal-maker?’ asked Martin. ‘What an opportunity to pass by – it will never come again.’




      ‘Nor will my children,’ replied James with a smile.


    


  




  We are bound to perceive people and situations differently because our values are as distinctive as our fingerprints. Values work the lights in the signal box of your will,

  saying yes to one train of action and no to another.




  The difficulty with these various forms of the expectancy theory is that they presuppose a being called ‘rational man’. We do, of course, all have reason – the intellectual

  power or faculty which we ordinarily employ in adapting thought or action to some end. But there are other elements in our nature which also influence the motivational calculus. Selfishness can

  bias us towards seeking to get more than we give. As an old German proverb says, ‘A man has one eye on what he gives, but seven eyes on what he receives.’ But generosity of spirit can

  also induce us to give more on occasions than we expect to receive.




  CONCLUSION




  Expectancy theory rests upon our natural or instinctive tendency to balance the value of expected benefits against the expenditure of energy. A rational calculation of the

  probabilities of the course of action securing the valued outcomes is involved. We can improve expectancy theory by extending it to encompass the more unconscious judgements

  of the mind. But it is only as good as the assumption on which it rests, namely that humans act rationally. It is this concept of rationality which needs further exploration. Most of us for most of

  the time are reasonable beings, which is why the ‘carrot-and-stick’ and the expectancy theories broadly work. But there are occasions when – perhaps irrationally – we want

  more than we are prepared to give – or give more than we expect to receive.




  There is a law of equivalence in the reciprocal dealings, exchanges or transactions of the human spirit. If you give generously you will tend to receive in like measure. For example, if you pay

  those working for you above the market rates, then you have created one necessary condition for a matching ‘above average’ response from your partners. As another example, if you give

  customers more than they bargained for, then they will tend to give you more of their business.




  From the practical manager’s viewpoint, there are two further lessons. Expectancy theory teaches you to ensure that the routes to desired outcomes for teams or individuals are as clear and

  as unequivocal as possible. Above all, it tells you that any two individuals in the same situation may perceive the rewards/punishments available in very different ways, according to their

  particular values or assessments of probabilities. Consequently, we find that there are no universal panaceas for motivating others. Treat each person as an individual.
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  MASLOW’S HIERARCHY OF NEEDS




  Perhaps no theory of motivation has been so influential on the thinking of managers as Abraham Maslow’s hierarchy of needs. In essence, it suggests that a person is

  motivated not by external motives such as rewards or punishment but by an inner programme of needs. These needs are arranged in sets. When one set is satisfied, another comes into play. A

  satisfied need ceases to motivate. You have probably read this theory before. Or you may have just heard about it. In this context it is worth exploring in some depth.




  Can human needs be mapped? Are they related to each other? Does the satisfaction of one set of conscious needs trigger off into consciousness another set of previously unconscious needs? Abraham

  Maslow offers a confident answer to these questions:




  

    

      ‘Man is a wanting animal and rarely reaches a state of complete satisfaction except for a short time. As one desire is satisfied, another pops up to take its place.

      When this is satisfied, still another comes into the foreground. It is characteristic of the human being throughout his whole life that he is practically always desiring something. We are faced then with the necessity of studying the relationships of all the motivations to each other, and we are concomitantly faced with the necessity of giving up the

      motivational units in isolation if we are to achieve the broad understanding that we seek for.’


    


  




  So declared Maslow in an article which first appeared in America in 1943. ‘A Theory of Motivation’, as it was entitled, was later republished in his book

  Motivation and Personality (1954), and has since become universally known.




  In this seminal paper Maslow sought to establish ‘some sort of hierarchy of prepotency’ in the realm of basic human needs, and to comment upon the difference this hierarchy would

  make to our understanding of motivation. He identified five sets of need, which he saw as being in a dynamic relationship or hierarchy. A key principle, according to Maslow, is that a satisfied

  need ceases to motivate. If a person’s physiological needs are completely met, for example, other needs emerge and supersede them in becoming the dominating ones in the organism. When these

  in turn are satisfied, yet higher needs emerge, and so on. This is what Maslow meant by asserting that the basic human needs are organized into a hierarchy of relative prepotency. Although there

  isn’t any evidence that he himself used any form of visual representation, Maslow’s theory of a hierarchy of needs is often set out in a triangle or pyramid model. But this has the

  disadvantage of showing the higher needs as smaller in size, whereas the reverse is true. Our capacity for food is limited, but our capacity for personal growth is by comparison limitless. Perhaps

  the diagram opposite should be drawn as an expanding lens of a camera – moving out towards the world.




  

    [image: ]


  




  PHYSIOLOGICAL NEEDS




  The concept of physiological drives has usually been taken as the starting point for motivational theory. Here Maslow advocated the use of the word need as an

  alternative to drive, basing his case on the notion of physical homeostasis – the body’s natural effort to maintain a constant normal state of the bloodstream – coupled

  with the finding that appetites in the sense of preferential choices of food are a fairly efficient indicator of actual deficiencies in the body.




  Not all physiological needs are homeostatic, for the list could be extended to include sexual desire, sleepiness, sheer activity and maternal behaviour in animals. Indeed, Maslow held that if a

  growing loss of specificity in description was acceptable, it would be possible to extend the list of physiological needs very considerably.




  Maslow considered the physiological needs to be unique rather than typical of basic human needs for two reasons:




  

    

      

        	

          They could be regarded as relatively independent of one another and of other orders of need.


        




        	

          In the classic cases of hunger, thirst and sex, there was a localized physical base for the need.


        


      


    


  




  Yet this relative uniqueness could not be equated with isolation: the physiological needs might serve as channels for all sorts of other needs as well. A person who thinks he or

  she is hungry, for example, may be looking for security rather than for carbohydrates or proteins.




  If a person becomes chronically short of food and water he or she becomes dominated by the desire to eat and to drink, and concern for other needs tends to be swept away. Thus the physiological

  needs are the most prepotent of all needs. What this prepotence means precisely is that the human being who is missing everything in life in an extreme fashion will still tend to seek satisfaction

  for his or her physiological needs rather than any others. Under such temporary dominance a person’s whole attitude to the future may undergo change. As Maslow concluded: ‘For our

  chronically and extremely hungry man, Utopia can be defined simply as a place where there is plenty of food . . . Such a man may fairly be said to live by bread alone.’




  SAFETY NEEDS




  When the physiological needs are relatively well satisfied, a new set of needs emerges, centred upon the safety of the organism. Owing to the inhibition of adults to

  showing any signs of reaction to threat or danger, this aspect of human behaviour is more easily observed in children, who react spontaneously to any sudden disturbance, such as being dropped,

  startled by loud noises or flashing lights, or to rough handling or inadequate support.




  Maslow found other indications for the need of safety in a child’s preference for routine or rhythm; for a predictable and orderly world. Injustice, unfairness or

  lack of consistency in the parents seem to make a child feel anxious and unsafe. ‘This attitude may be not so much because of the injustice as such or any particular pains involved; but

  rather because this treatment threatens to make the world look unreliable, or unsafe, or unpredictable.’ The consensus of informed opinion held that children thrived best under a

  limited permissiveness, for they need an organized or structured world. The sight of strange, unfamiliar or uncontrollable objects, illness or death can elicit fear responses in children.

  ‘Particularly at such times, the child’s frantic clinging to his parents is eloquent testimony to their role as protectors (quite apart from their roles as food givers and love

  givers).’




  [image: ]




  Who was Maslow?




  Abraham Maslow died in 1970, having spent most of his long working life as a lecturer and professor in psychology at Brandeis University in the state of New York. From an

  intellectual standpoint, Maslow’s most formative years were those he had spent in the late 1930s in New York, which was then, as he later declared, ‘beyond a doubt, the centre of the

  psychological universe of that time.’




  Besides the analytical school, Maslow also studied the two other incipient schools in the contemporary psychology of his day, which he named respectively the ‘holistic’ and the

  ‘cultural’. The word holism (from the Greek word for whole) had been first introduced in 1926 by Jan Smuts in his seminal book Holism and Evolution to describe ‘the

  principle which makes for the origin and progress of wholes in the universe.’ Maslow learnt the application of the holistic approach to psychology from prominent members of the Gestalt school

  (‘Gestalt’ is the German word for ‘holistic’). Later he believed that he had found a bridge between the holistic and analytic schools of psychology in

  the teachings of Kurt Goldstein, whose book The Organism, published in 1939, in particular exerted a profound and lifelong influence on Maslow – giving him, for example, the term

  ‘self-actualization’.




  Apart from investigating the social and cultural aspects of psychology, primarily with the aid of the anthropologist Ruth Benedict, Maslow also made a short field study of the Northern

  Blackfoot Native Americans. In addition, he had numerous conversations with other anthropologists in New York in the 1930s, such as Margaret Mead.




  In 1954, Maslow (by then at Brandeis University) published a volume of articles and papers under the title Motivation and Personality. Maslow had planned this collection in advance to

  be a synthesis of the analytical, Gestalt and social anthropological schools, feeling that they were ‘intrinsically related to each other, and that they were sub-aspects of a single, larger,

  encompassing whole.’ He also hoped that together they would help to make ‘more meaningful’ his earlier work in experimental psychology. ‘Furthermore,’ he added,

  ‘I felt they would enable me to serve better my humanistic aims.’
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  In adults we may observe expressions of the safety needs in the common desire for employment with security of tenure and pension and insurance schemes, and the improvement of

  safety conditions at work. Another attempt to seek safety and stability in the world may be seen in the very common preference for familiar rather than unfamiliar things, or for the known rather

  than the unknown.




  

    

      The case of the born yachtsman




      Anthony Clark worked as a senior manager in a large insurance company. Having reached the age of fifty he decided to take the opportunity of early retirement. His two children had just completed university, the mortgage had been paid off and he had a good pension as well as an inheritance from his parents. His financial security was assured.

      As he told a friend, ‘A satisfied need ceases to motivate, according to one of those management gurus, I can’t remember his name. Can’t see any reason now why I should carry

      on working until retirement age when I can do now the things I really want to do.’




      He decided to study French and Spanish at the local university – he had a natural aptitude for languages which he had never been able to develop. He also loved sailing at weekends and

      he persuaded his wife into the idea of buying a small cruiser for coasting down France and Spain into the Mediterranean. He was doing what he found most fulfilling.


    


  




  SOCIAL NEEDS




  If the physiological and safety needs are met, Maslow suggested, then the needs for love, affection and belongingness will emerge as the dominant centre of motivation. The

  person concerned will feel keenly the absence of friends or family; he or she will strive for affectionate relations with people and for ‘a place in the group’. We may best call this

  set the social needs.
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