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Introduction : Carrot

Why isit important to know what motivates an employee? Simply because motivation is about

per sonal values and about what is meaningful in life. Different individuals see things differently. For
employees to be motivated, the environment and salary system in the wor kplace must support
people's personal driving forces. Mativation is about winning employees' " hearts', not appealing to
their intelligence!

I's capital punishment right or wrong? Should we apply gender quotas when recruiting? Is it good or bad if
aperson isinterested in power and personal success? These are all emotive questions. There are arguments
both for and against. A value is afundamental conviction that involves

. judgments and assessments

. itindicates what is right/wrong/desirable

. ittendsto be relatively stable and lasting

. itisestablished early in life through the influence of parents, teachers, friends and others
. guidance on preferred behaviour, both from a personal and a social perspective

Attitudes are a measure of our state of mind, our views and judgements on the world we livein. They
reflect the point of view we have adopted on the basis of our values and are more flexible than values. An
attitude involves emative statements on things/occurrences, events or people. "I like my job” isan example
of an attitude | may have towards my work.

Attitudes consist of three components:

. A cognitive component: a conscious thought, e.g., ”It's wrong to discriminate against people on
grounds of race, sex or religion.”

. An emotional component: an emational content, e.g. "1 don’t like my boss because he
discriminates ....."

. A behavioural component: an intention to behave in a certain way in relation to something/someone,
e.g. "1 avoid the boss because he discriminates .....”

Attitudes fulfil various functionsfor an individual:

. Attitudes give meaning to life (knowledge). Politics or religious ideol ogies often fulfil this function.

. Attitudes help us express ourselves. They help us define who we are and thereby make us feel good

. Attitudes also have an instrumental function. We make use of certain attitudes because we think we
will be rewarded or punished, e.g. when we flatter someone, or when we keep our ideas to ourselves if
we think our opinions may be unpopular.

. Attitudes defend our ego. We can use an attitude to justify an action that would otherwise make us feel
guilty. We may, for example, have conflicting feelings towards a parent or a partner, though our values
tell us that we must love them wholeheartedly.

Research shows that people strive to achieve agreement between their attitudes (driving forces) and their
behaviour and wish to appear rational and consistent. We feel uncomfortable when thisis not possible. We
try to recover the balance between attitudes and behaviour through changing either our attitudes or our
behaviour. When fundamental values and attitudes of indivuals are known, it is possible to predict their
behaviour and understand why they behave as they do. An employee normally has a higher level of
performance and satisfaction if his/her values agree with those of the organisation. Leaders may try and act
in such away asto create positive attitudes towards work.
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Description of the seven driving forces

. Individuals whose main driving force is knowledge are mainly interested in discovery, fact-
finding and information. "It is a pleasure to know things!” These individual s like to adopt
contempl ative attitudes and often ignore an object's beauty, practical use or financial value.
Individuals whose driving force is knowledge want to find and understand the relationships
between things. They observe reality through critical and rational eyes.

. Individuals whose main driving force is economic have a strong interest in money. They focus
on profitability and want to see financial returns on their investments. Investments can bein the
form of both time and money. People whose driving forceisfinancial strive to achieve the
security brought by financial success. They may feel the need to outdo others when it comesto
financial and material success.

. Individuals whose main driving forceis self-fulfilment are keenly interested in personal
development and wellbeing. People who are driven by self-fulfilment value environments which
leave room for creativity and innovative thinking. The need for persona development may be
expressed as awish to put one's own or other people'sideas to the test. Internal reflection and
feedback are natural working methods, which means that these individuals will appreciate
environments which allow this.

. Individuals whose main driving force is practical appreciate careful creation and a sensible use
of resources. Manufacture and creation are key conceptsin this driving force. People with a
practical driving force have an eye for things which may come in handy and be put to practical
use. They are often good with their hands and have the capacity to start up, manage and
complete projects. They like to show others what they have produced or created.

. Individuals whose main driving force is consider ation are interested in other people, their
teamwork and their wellbeing. They are often seen asfriendly, pleasant and unselfish. They are
occasionally willing to sacrifice their own profit (making money) if it would turn out to be aloss
to someone else. People who have such a strong sense of consideration may feel that people
who are driven by forces such as knowledge, practicality and leadership are indifferent and
insensitive.

. Individuals whose main driving forces are power - influence seek control and power. The need
for control can be expressed in different ways, partly as self-control and partly as control over
other people. Individuals whose driving force is |eadership ook above all for personal power,
influence and praise. With influential peopleit is often important to understand the ground rules
and maintain a good relationship. Their driving force can also be expressed as a desire to control
important decisions and decide when and how resources are to be used.

. Individuals with an ethical - moral driving force are characterised by adesire for justice. This
can appear as awish to work in organisations with clear structures, rules and common standards
and values. The main interest behind this can be described as wanting to support the ""'good
forces"" behind the organisation or the society as awhole. Individuals with a strong ethical -
moral drive have an overarching set of values for what is right and wrong, which they use asa
guiding light.
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On the basis of your answers in the analysis, you
have obtained the following percentage distribution
of the various driving forces.

Knowledge 86%
Self-fulfilment 81%
Practical 64%
Power - Influence 52%
Economic 36%1
Ethical - Moral 24%1
Consideration 14%
0% 20% 40% 0% 80% 100%
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Your strongest driving force: Knowledge

Individuals with knowledge as their strong driving forceare mainly interested in
finding things out and seeking facts and infor mation. ” It’s a pleasur e to know!”
Theseindividuals prefer to adopt a “thinking” attitude and often ignore such
aspects as an object’s beauty, practical use or financial value. Individuals with
knowledge as their driving force wish to observe and understand connections.
He/she seesthe work through rational, critical eyes.

Standard marks denoting driving for ces:

. values are perceived and can be described as rational and wise
. seldom analyse and assess subjectively, but prefer to take an objective view
. use their knowledge and competence to produce high-quality work

Example of overuse of driving force:

. Theindividual can be so absorbed in his search for knowledge that his relationships
with those around him suffer. Everyday tasks may be wholly or partly overridden by
other priorities

. Safety and security may come in second place when it is a question of seeking “the
truth”

Situations or factorsthat can lead to discomfort or stress:

. for example, when there is no time to compile enough information before making a
decision

. careless statements by others and facts lacking any basis

. work situations that do not encourage the power of intellectual reasoning

. when the strongest driving forces are not fulfilled, the individual will show some lack
of interest.

Important things you can convey to those around you which increase your
motivation:

. focuses on the rational

. presents information in afact-based, credible manner

. dlows you the opportunity to continually pick up new knowledge by, for example,
training or other intellectual challenges

. dlow time and space to read up on a subject

. that you are given challenges that involve testing of your knowledge
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Your next strongest driving force: Self-fulfilment

Individuals with self-fulfilment asa strong driving force have a great interest in
per sonal development and well-being. An individual with self-fulfilment as his
driving for ce values environmentsthat allow space for creativity and fresh ideas.
Per sonal development can take the form of a wish for spaceto try out one’sown or
others ideas. Contemplation and feedback isa natural working method. That
means that individuals appreciate surroundingsthat allow time and space for that.

Standard marks denoting driving for ces:

. seework asaway of fulfilling themselves

. expressive and communicative as far as innovation is concerned

. can become passive and evasive in situations that involve personal failure
or discomfort

. appreciate people who express their creativity

Example of overuse of driving force:

. their own development can be at the expense of the job/unit
. excessively broad and “over the top ideas” where risk assessment is weak
. do not listen to suggestions from those around them

Situations or factorsthat can lead to discomfort or stress:

. people who only value arational, objective approach

. perceived obstacles to personal development

. when those around them are critical of ideas or unwilling to listen to them

. when the strongest driving forces are not fulfilled, the individual will show some lack
of interest.

Important things you can convey to those around you which increase your
motivation:

. encourage your wish for personal development

. seeyour suggestions for change as a positive contribution to the job

. understand that not everything has an answer and allow time for consideration and
reflection

. that you can work in open, sympathetic surroundings where people can express
themselves freely

. dlow you access to training so you can continue with your persona development

Feedback is only to be handled Ensize

by WWW.ensize.com Mike Jay
Leadership University Copyright Ensize © 2012 generati @msn.com
Mike Jay 7

gjai.singh@vsnl.com
0091-9768012200



Your third strongest driving force: Practical

Individualswith a strong practical driving force value practical creation and
sensible use of resources. To make and to create are the key conceptsin thisdriving
force. Individualswhose driving forceis practical have an eye for thingsthat can be
of practical use. They are often dexter ous and have the ability to start, carry on and
complete projects. They like to show otherswhat they have produced and made.

Standard marks denoting driving for ces:

. they prefer to plan a process according to their own practical experience

. have the ability to identify how resources can be used in the best way

. can sometimes exceed financial constraintsin the planning and performance of a
project in order to obtain a better, more durable result

Example of overuse of driving force:

. can act asa"davedriver" in order to implement a project

. canin certain circumstances allow functionality to take precedence over finance and
form

. the"can do it yourself" principle can become too explicit

Situations or factorsthat can lead to discomfort or stress:

. when the project does not keep to established timetables

. when the job is more difficult than planned and sufficient resources are not available

. when others do not perceive a project to be successful, despite the fact that it actually
works

. when the strongest driving forces are not fulfilled, the individual will show some lack
of interest.

Important things you can convey to those around you which increase your
motivation:

. appreciate and value results and functionality

. dlow you to contribute with practical points of view when planning and implementing
aproject

. do not just value good investments in terms of money or form

. dlow you to take part in the planning and performance of projects and processes of a
practical nature

. show appreciation for and recognition of your experience and your practical skills
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Your fourth strongest driving force: Power - Influence

Individuals with power - influence astheir driving force seek control and power.
Theneed for control can take different forms. It may partly involve self-control, but
can also include control over others. An individual with leader ship asa strong
driving force primarily seeks personal power, influence and renown. It is often
important to under stand the rules of the game and have good contacts with
influential people. The driving force can also be expressed as a wish for control over
important decisions and how and when resour ces may be used.

Standard marks denoting driving for ces:

. make use of power factors as a means of achieving success

. seek opportunities for your own advancement

. take aleading role in teamwork

. feel comfortablein ahierarchical power system where there is a clear distribution of
roles

Example of overuse of driving force:

. insensitive to how others may perceive, e.g. adecision

. can take the credit for others' work

. OWn success can be more important than the well-being of others

. canin certain Situations overestimate his own position in issues of authority and
power

Situations or factorsthat can lead to discomfort or stress:

. decisions and/or orders from someone who does not have the right authority

. discussions that do not lead to anything

. not be be consulted in a decision-making process that affects your sphere of work

. when the strongest driving forces are not fulfilled, the individual will show some lack
of interest.

Important things you can convey to those around you which increase your
motivation:

. point out possible advantages to you in an issue

. keep to the subject

. be prepared to defend and stand up for your opinions

. gives you authority and space for decision making

. that you are given challenges that lead to promotion and greater authority
. let you take part and be consulted before decisions affecting you are made
. career planning with a clear goal
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Description of various combinations of driving forces

Knowledge/Self-fulfilment

. knowledgeis never too heavy to carry
. knowledgeis a prerequisite to enable me to achieve my personal goals
. curiosity isthe key to self-fulfilment

Knowledge/Practical

. the more knowledge you have, the better your solutions to practical problems

. knowledge leads to more effective use of resources

. devoting timeto looking for knowledge before starting a project ensures that many mistakes can
be avoided

Knowledge/Power - I nfluence

. knowledge is power
. knowledge is used to attain superior positions and better negotiating conditions
. the more you know about your competitors, the more options you have

Practical/Self-fulfilment

. practical creation is self-fulfilment
. discovering practical solutionsto aproblem isapleasureinitself
. problem-solving works best in an open, creative environment

Self-fulfilment/Power - I nfluence

. uses hisinfluence to enable others to fulfil their personal potential
. likes to finish things of f neatly
. itisimportant for leaders to set agood example

Practical/Power - Influence

. practical ability gives power and influence
. sensible use of resourcesisa prerequisite for good leadership
. to be able to make the things | need myself makes me independent of others
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