
Unit 3 - Study Session 1

Motivation



Introduction

It has been said that motivation is the key to management. This session looks at why people are willing to work harder in some circumstances than in others. We examine what we know about the factors that motivate people and the factors that demotivate them, and how these factors may differ from person to person. As a manager, you have considerable influence over some of the circumstances that can affect people’s motivation, such as developing their jobs so that they are more satisfying. During this session, we will explore how you, as a manager, can help people both to satisfy their own needs and to meet the needs of the organisation. 
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Timing of this session

There are three tasks and two readings in this session. It should take you about an hour and a half. A logical point for a break would be at the end of section 4.

1
LEARNING OUTCOMES OF THIS SESSION



	Intended learning outcomes

By the end of this session, you should be able to:

	Management outcomes:

· Define motivation.

· Analyse the needs of an individual using Maslow’s model.

· Describe six main motivating factors in work.

· Describe six common causes of dissatisfaction in work. 


	Academic outcomes:

· Apply concepts.

· Reflect on your own experiences and analyse them.

· Propose solutions to problems using a set of guidelines.


2
READINGS AND REFERENCES 



There are two readings for this session. You will be directed to reading them while you study. They are listed here. 

	Reading 
	Publication details
	Page numbers



	6
	World Health Organisation. (1993). Training Manual on Management of Human Resources for Health, Part A, Annex 3 - “Motivation”. Geneva: WHO.
	pp1-8

	7


	McMahon, R., Barton, E., Piot, M. (1992). On Being in Charge. Chapter 2 - “Leading a health team.”  Geneva: WHO.
	pp58-63

	References
	Publication details
	The page numbers are in the text.

	
	Management Education Scheme by Open Learning (MESOL), The Open University. (2000). Managing in Health and Social Care. Module 2 Book 1. Milton Keynes: Walton Hall.
	

	
	McMahon, R., Barton, E., Piot, M. (1992). Chapter 2 - “Leading a health team.”  On Being in Charge. Geneva: WHO.
	

	
	Ridge, G. (2001). In Cook, C, & Hunsaker, P. Management and Organizational Behavior. Boston: McGraw-Hill/Irwin.
	

	
	World Health Organisation. (1993). Training Manual on Management of Human Resources for Health, Part A, Annex 3 - “Motivation”. Geneva: WHO.
	


3
WHAT IS MOTIVATION?



Motivation is a commonly used word in everyday speech, but what does it mean in the workplace?

Motivation is:

· “An inner impulse that induces a person to act in a certain way; a series of internal drives within a person at different levels.” (McMahon et al, 1992: 58)

· “The psychological drives or forces that cause people to behave in a particular way: to work well and hard, to persist and overcome obstacles, to be enthusiastic about their work.” (MESOL, 2000: 21)

Part of your job as manager is to get others to work well and to be a model for them by working well yourself. To be able to do this, you need to understand the factors that can motivate and demotivate people in the workplace.

4
THE NEEDS OF AN INDIVIDUAL



The first reading in this session explores the forces that motivate individuals and it relates Maslow’s hierarchy of needs to working life. The reading also explores how needs and motivation change across the lifespan and in relation to gender and life circumstances. 


Explore Reading 6 with the following questions in mind and then do Task 1.

· According to the authors, what individual needs affect our motivation in the workplace? 

· Do the authors see the differences in women’s and men’s needs as mainly physiological or social? What do you think and why? 

· Which of our individual needs are best met in the workplace?

· In what ways can employers give recognition to employees? 

· Why do the authors believe that motivation in a job is important?



5
CAUSES OF JOB DISSATISFACTION AND SOURCES OF MOTIVATION 



In Reading 6, the implications for an organisation to meet an individual’s needs were listed on page 7. Some ways of countering job-dissatisfaction, such as 

“… providing the best financial rewards …”(WHO, 1993: 7) are sometimes beyond your immediate control as a manager. McMahon et al in Reading 7 highlights a number of sources of dissatisfaction which are more within a manager’s control. Read pages 61-63 and note the six causes of job dissatisfaction which the writers identify. Then do Task 2.



In situations of dissatisfaction, there is a high likelihood of staff looking for another job, becoming less effective or conflict developing in the workplace. Conversely, there are also substantial gains to be made, not just by removing the causes of dissatisfaction, but by developing a motivated team.

The CEO of a successful Australian company, Garry Ridge says this: 

“…Too many people go into management without seeing the difference a motivated team or individual can make in closing the gap between where they are and where they could be. People need … a progressive opportunity to make a difference. When they become passionate about making a difference, they get caught up in creating a desired future …”   

(Ridge, 2001:222).

It is therefore extremely important for the manager to do what she can to address those sources of dissatisfaction which are within her capabilities. However, even when staff appear satisfied, managers waste opportunities if they do not seek ways to motivate staff to become passionate about their work. This is your challenge in the next task. 


6
WHAT EMPLOYEES REALLY NEED



In the previous three tasks you were asked to give your view of your staff’s needs and consider possible unmet needs and sources of dissatisfaction. You had to develop some strategies for motivating them. Probably you had their best interests at heart. However, you may be guilty of thinking for your staff rather than consulting them.

Surveys of staff attitudes often show that their views of what would bring job satisfaction often differ widely from those that their seniors presume they hold. The results of one such survey are shown in the table below. In the first row of the table, the supervisor expected that employees would find it very satisfying to be in on things or involved in what is going on in the organisation – they ranked it at 10. It was however the opposite – the employees did not derive much satisfaction from this at all – they ranked it at 2.  

What do employees really need?

	Job factors


	Employees’ ranking
	Supervisors’  expectation of ranking

	Feelings of being in on things
	2
	10

	Job security
	4
	2

	Interesting work
	6
	5

	Personal loyalty to employees
	8
	6

	Tactful disciplining
	10
	7

	Good working conditions
	9
	4

	Promotions and growth in the company 
	7
	3

	Good wages
	5
	1

	Sympathetic help on personal problems
	3
	9

	Full appreciation of work done
	1
	8


(WHO, 1993: 12)

7
SESSION SUMMARY



The factors influencing motivation are complex. People have different needs, because they have different perceptions of reality, different values and different goals. There is no single formula that can be used to stimulate motivation. However, all staff have important needs in common which employers or managers can help to satisfy. As a manager, you may not be in a position to address all the needs of your staff. However, it is important that you make the effort to understand the needs of your staff and to address those issues over which you do have influence.

During this session we looked at factors influencing motivation in the workplace. We noted that poor leadership contributed to job dissatisfaction. In the next session, we will explore the concept of effective leadership.  

Reading 6: World Health Organisation. (1993). Training Manual on Management of Human Resources for Health, Part A, Annex 3 - “Motivation”. Geneva: WHO, pp1-8.





TASK 1 – Analysing whether your job meets your individual needs





a)	Study Figure 1, Individual Needs on page 2 of Reading 6. Which of the needs listed here do you feel are met by your job? Write brief notes describing how each need has been met. 


b)	Now list your unmet needs. What do you think your employer or supervisor could do to help with some of your unmet needs at work?


c)	Are there any needs which your job cannot realistically fulfil? Why not? 











FEEDBACK 


 


Here is an answer from Daniel, a recently-graduated junior pharmacy technician, employed as a storekeeper in a district level warehouse for drugs.





a) Physiological needs:


“My salary is low, but it allows me to rent a place to stay, to buy enough food and clothing for myself and also to send some money back home to help my parents and younger siblings.” 





Safety needs:


“I think it is usually very difficult to fire a government employee, so at least I feel my job is quite secure!”





Social needs: 


“ My co-worker Karriem, who is in charge of the warehouse for medical supplies and equipment, is a good friend to me. We help each other and laugh together.”





b) Self-esteem needs:


“In the workplace my status is low. I don’t feel that junior staff like Karriem and me are respected. Sometimes field staff from the clinics and hospitals will come at any time and demand that we supply them immediately, even if we had planned other work. This disrupts our job: if we don’t get time to keep the store well organised and maintain our stock cards, we will lose track of what we have and the drug management system will become chaotic. Our supervisor is harsh. He doesn’t understand the pressures we must face with all the different people making demands. He doesn’t stand up for us. Even if we are trying our best, we receive no praise, only criticism.”





Self realisation:


“I don’t think there is much opportunity for self-realisation in this job. Because I don’t have a degree qualification, there is not much hope of advancement and storekeepers never seem to get sent on any training courses. It seems that only the senior people get such opportunities. I want to learn computer skills but I have no access to a computer at work, so now I am studying in the evenings. As soon as I have completed the course, I am going to look for a different job.”  





c) In terms of the needs which the job cannot fulfil, Daniel said:  ”I wish my supervisor would make a proper schedule for field staff to come and collect drugs and then insist that they follow it. Then we could organise our work and keep the store in good order. If someone would only occasionally recognise some of the things we do well, it would make us want to work even harder.    





My salary is very low, but I know that this is a government job and I can’t expect to earn as much as someone working in the private sector.”











Reading 7: McMahon, R., Barton, E., Piot, M. (1992). On Being in Charge. Chapter 2 - “Leading a health team.” Geneva: WHO, pp58-63.





TASK 2 – Identifying causes of job dissatisfaction


 


Study the six common causes of dissatisfaction described in McMahon. Are you experiencing any of these frustrations in your job at present? 


Are you aware of any of your staff being dissatisfied? 





FEEDBACK





Although you may have identified other causes of dissatisfaction in your workplace, Daniel’s frustrations are examples of the following causes of dissatisfaction discussed in Reading 7:  


Inefficient administration: There is a lack of schedule for collecting drugs and medical supplies.


Poor personal relations: There is tension with field staff and harsh criticism from the supervisor.


Poor leadership qualities: There is unfair treatment by the supervisor and no support in dealing with unreasonable demands from field staff.


Bad working conditions: The lack of a proper schedule means that it is very difficult to work in an organised and satisfying way.








TASK 3 – Finding ways of motivating your staff





Using McMahon et al’s suggestions in Reading 7 for “Motivating team members” (pp58-61) and your own ideas, what could you do to improve the situation for them? 





FEEDBACK





Daniel’s supervisor could do the following:





Help him to achieve his objectives by setting up a time-table for collecting drugs.


Praise him for good work and also let field staff know that he is a competent and valued employee whose work schedule should be respected.


Emphasise to him that although the work is sometimes difficult and people are trying to push him around, his job is very important. Through managing the drug warehouse well, he is making an important contribution to health service provision in the district. 


Lobby for training opportunities for junior staff.  


Encourage Daniel’s interest in computers by arranging for him to sometimes practise on one of the office computers. 
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