                           NEEDS INVENTORY

Autonomy

· Choose one’s dreams/goals/values

· Choose one’s plan for fulfilling one’s dreams/goals/values

Celebration

· Celebrate the creation of life

· Celebrate the loss of life (mourning)

Integrity

· Authenticity

· Meaning

· Creativity

Interdependence

· Acceptance

· Closeness

· Consideration

· Contribute to the environment of life (exercise one’s power by giving that which contributes to life)

· Empathy

· Honesty

· Empowering honesty (that which enables us to learn from our limitations)

· Appreciation

·  Love

· Reassurance

· Respect

· Support

· Trust

· Warmth

Physical nurturance
· air

· food

· movement/exercise

· protection from:

            life threatening forms of life:  

            viruses bacteria, insects,

             predatory, animals

             (especially human beings)

· rest

· sexual expression

· shelter

· touch

· water

Play

Spiritual communion
· beauty

· harmony

· inspiration

· order

· peace

What’s important to workers?

How good are you at predicting the relative importance to workers of various job conditions? Below is a list of factors which were ranked from 1 (most important) to 10 (least important) by employees of business and industrial organizations. Rank the factors the way you think the employees ranked them.

    ____Feeling “in” on things

    ____Full appreciation of work done

    ____Good wages

    ____Good working conditions

    ____Interesting work

    ____Job security

    ____Personal loyalty to workers

    ____Promotion and growth in company

    ____Sympathetic help on personal problems

    ____Tactful disciplining          

MOTIVATIONAL MODEL


                                                                                                                                      Satisfaction


                                                                                                                                            O

                                                                                                                                     Dissatisfaction
     



Man is a wanting animal.                                    Two sets of factors in the work situation 
  Bear on employee attitude and motivation.

When one need is satisfied, another appears.      Both require appropriate attention by management

The process is unending.

                                                                              Satisfaction and dissatisfaction are not opposites.

Man’s needs are organized in a series of levels: 

a hierarchy of importance                                      Maintenance factors are important and must be 

                                                                               provided for.

A satisfied need is not a motivator of behavior     But they are not motivators, regardless of

                                                                               quality and quantity.

Higher needs, i.e., motivators, are activated          They are prerequisites for motivation

when lower ones are satisfied.

                                                                               Motivations relate to job content.

If lower needs do not remain satisfied,  they         Maintenance factors relate to job context.

again become motivators.

                                                                               Motivators relate to Maslow’s two highest levels.

                                                                                Maintenance factors relate to Maslow’s three lowest levels.

MAINTENANCE NEEDS

An exercise in Thematic Apperception

INTRODUCTION    Over the last thirty years behaviorists have researched the relationship between a person’s fantasies and his or her motivation. One popular instrument used to establish this relationship is the Thematic Apperception Test (TAT)

OBJECTIVE    Following completion of this exercise, the student should be more aware of the motivation behind his or her behavior

PREEXERCISE PREPARATION    Complete Step 1 in “Procedures”.

GROUP SIZE    Three to four persons

TOTAL TIME REQUIREMENTS    2 hours 15minutes

                                                            Preexercise: 45 minutes

                                                            Exercise: 90 minutes

RULES   

1. Examine each picture for about one minute. Then cover the picture.
2. Using the picture as a guide, write a story that could be used in a TV soap opera. Make your story continuous, dramatic, and interesting. Don’t just answer the questions. Try to complete the story in less than ten minutes.
3. Do not be concerned about obtaining negative results from this instrument. There are no right or wrong stories.
4. After finishing one story, repeat the same procedure until all six stories are completed.
5. Do not read beyond Step 1 of the procedures until you have completed all the stories
PROCEDURES    Step 1 (45 minutes)

                               Write a story about each of the pictures on the following pages

(followings are six pictures, I shall scan them to you if necessary)

(footnote for each picture):

 Just look at the picture briefly (10 to 15) seconds and write the story it suggests.

(Questions for each story): 

Work rapidly; do not spend more than 5 minutes on this story

1 What is happening? Who are the people?

2 What has led up this situation? That is, what has happened in the past?

3 What is being thought? What is wanted? By whom?

4 What will happen? What will be done?

When you have finished your story or your time is up, turn to the next picture.

Step 2 (50 minutes)    Conduct a story interpretation in groups of three persons each. Taking turns reading one story at a time, each person will read a story out loud to the other two people in the group. Then all three will examine the story for statements that fall into one of the following categories:

· Category AC---Statements that refer to:

                                High standards of excellence

                                A desire to win, do well, succeed

                                Unique accomplishments

                                Long-term goals

                                Careers

· Category PO---Statements that refer to:

                                      Influencing others

                                      Confronting others

                                      The desire to instruct others

                                      The concern over weakness, failure or humiliation

                                      Superior-subordinate relationship or status

                                      Relationships

· Category AF---Statements that refer to:

                               Concern over establishing positive emotional relationships

                               Warm friendships or their loss

                                A desire to be liked

                                One person liking another

                                Parties, reunions, or visits

                                Relaxed small talk

                                Concern for others when not required by social custom

To assist in the interpretation of the test results, assign ten point to each story. Divide the ten points among the three categories based on the frequency of statements that refer to AC, PO and AF behaviors in the story. Once the allocation of the ten points is determined, record the results in the following scoring table:

Divide 10 points among the following categories:

Number of story scored          AC             PO              AF                Total

                  1                            ___    +      ___     +      ___      =        10

                  2                           ___    +      ___     +      ___      =        10

                  3                            ___    +      ___     +      ___      =        10

                  4                            ___    +      ___     +      ___      =        10

                  5                            ___    +      ___     +      ___      =        10

                  6                            ___    +      ___     +      ___      =        10

            Totals                           ___    +      ___     +      ___      =        10

Divide totals by ten times 

      number of  stories scored         ___    +      ___     +      ___      =        60

      Category percentages               ___% +      ___%  +     ___%   =        100%

Your Thematic Apperception Test values of AC, PO and AF indicate your mix of needs for achievement(AC), power(PO), and affiliation(AF) respectively. Due to the circumstances under which this exercise was conducted, your values should be considered as only rough estimates. If you feel uncomfortable with your results, it is suggested that you consult with your instructor. Like the results of all the instruments in this text, your values should be looked upon as feedback and treated as indicated in Chapter 1. ( It is also suggested the student  now review the section on McClelland’s need theory in the theoretical concepts of motivation, given at the beginning of this chapter.)

Step 3 (30 minutes)

Small group discussion of the following discussion questions:

Do you agree with your TAT results?

· Can you cite specific behaviors to substantiate your opinions?

· Do other member of your group perceive you as having the needs indicated by your TAT results?

· Can they cite specific behaviors to substantiate their opinions?

· What interpersonal problems might exist between a manager and an employee who had different need mixes?

· In what type of job would you place an employee with a high need for achievement? A high need for power? A high need for affiliation?

The following should be at the very beginning of this file.

MOTIVATION

NO PARTICULAR MYSTERY WHY SOME PEOPLE PERFORM UP TO HIS OR HER POTENTIALS AND SOME DO NOT. NO ONE CAN PERFORM UP TO HIS OR HER POTENTIALS WITHOUT WORKING HARD. POORLY MANAGED WORKERS WASTE A LOT OF HARD WORK. PEOPLE WORK HARD BECAUSE THEY CHOODE TO. THEY CHOOSE TO BECAUSE WORKING HARD IS MORE PERSONALLY REWARDING THAN NOT WORKING HARD

SOMETIMES PEOPLE FAIL TO PERFORM WELL EVEN WHEN THEY WORK HARD

IT IS THE MANAGER’S RESPONSIBILITY IF:

· THE WORKER IS NOT GIVEN THE OPPORTUNITY TO PERFORM OR THE ASSIGNMENT IS NOT COMMUNICATED CLEARLY

· THE WORKER IS NOT GIVEN ADEQUATE RESOURCES

· THE WORKER HAS INSUFFICIENT TIME TO DO WELL

· THE WORKER IS GIVEN TASKS THAT ARE NEITHER CHALLENGING NOR STIMULATING AND, THEREFORE, NO CHANCE TO EXCEL

· THE WORKER HAS NO CLEAR PICTURE OF WHAT IS EXPECTED OF HIM OR HER

TO ENABLE WORKERS TO  GET THE MOST OUT OF THEIR EFFORTS:

1 MAKE CERTAIN THERE ARE NO IMPEDIMENTS TO GOOD PERFORMANCE, SUCH AS:

* POOR EQUIPMENT

* INADEQUATE BUDGETING RESOURCES

* POOR TRAINING

INDICATORS THAT IMPEDIMENTS EXIST ARE:

* AGGRESSIVENESS---COMBATIVE BEHAVIOR

* DISPLACEMENT---SHOWS ANGER AT INAIMATE OBJECTS

* DAY DREAMING---INATTENTIVE

* PESSISM---UNREALISTICALLY NEGATIVE

* RESIGNATION---GIVE UP TRYING

2 MAKE CLEAR WHAT IS EXPECTED ( PINCH THEORY)

* INDICATE WHAT IS EXPECTED IN TERMS OF SCHEDULES, OBJECTIVES

* INDICATE HOW THEY ARE EXPECTED TO ACCOMPLISH THE OBJECTIVES (PROCEDURES AND GUIDELINES)

* DEVELOPING ACTIVE PLANS WHICH ARE

  CONCRETE NOT GENERAL

  FOCUSING ON PERFORMANCE NOT EFFORT AND ARE DEVELOPED THGETHER NOT UNILATERAL

TO PERSUADE PEOPLE TO WORK HARD, THE MANAGER NEEDS TO:
1 DEVELOP A CAN-DO ATTITUDE---SELF CONFIDENT PEOPLE ARE MORE WILLING TO EXPAND EFFORT THAN THOSE WHO ARE NOT CONFIDENT

SELF CONFIDENCE IS DIMINISHED BY

* GIVING POSITIVE AND CONSTRUCTIVE FEEDBACK OFTEN AND IN A SUPPORTIVE WAY

* SETTING UP A DEFINITE TRIAL PERIOD AND AGREEING TO TOLERATE POOR PERFORMENCE IF THERE IS EFFORT

* DEAL ACTIVELY WITH DISAPPOINTMENT. SEE FAILURES AS INDICATORS OF PROGRESS. YOU CAN'T LEARN UNLESS YOU MAKE MISTAKES

2 INDICATE TO WORKERS THAT PEAK PERFORMENCE WILL BE REWARDED AND THEN REWARD THEM WHEN THEY PERFORM TO THEIR POTENTIAL

* FIGHT FOR REWARDS FOR PEAK PERFORMERS

* FIND CREATIVE WAYS TO REWARD PEAK PERFORMENCE.

  REMEMBER REWARDS NEED TO BE TAILORED TO THE UNIQUE NEEDS OF WORKERS.    ASK WHAT THEY NEED AND OBSERVE WHAT THEY NEED. SOME POSSIBLE REWARDS ARE:

      INTERESTING, CHALLENGING ASSIGNMENTS.  FAVORABLE INTERPRETATIONS OF RULES. OPPORTUNITY TO WORK UNSUPERVISED. PRAISE, RECOGNITION AWARDS, SYMBOLS OF ACCOMPLISHMENT.  ACCESS TO TOP MANAGERS, ACCESS TO OUTSIDE/EXPERTS

* LIVE UP TO PROMISES MADE

* AVOID PLAYING FOVORITES OR GIVING SPECIAL EXCEPTIONS UNLESS PERFORMENCE IS TRUELY EXCEPTIONAL

* EXPLAIN EXCEPTIONS THAT ARE MADE MAKING CERTAIN EVERYONE UNDERSTAND THE LOGIC

* GIVE EVERYONE A CHANCE TO BE SUCCESSFUL



PHYSICAL


WORK LAYOUT, JOB DEMANDS, LOCATION, GROUNDS, PARKING FACILITIES, AESTHETICS, LUNCH FACILITIES, REST ROOMS, TEMPERATURE VENTILATION, LIGHTING, NOISE





动机需要


成长，成就，责任，认可


被分派任务          增加优势


能占有信息          公正奖励


能自由行动          获利分红


积极的气氛          善用人才


投入                有趣的工作


目标设立            发明


计划                发表出版


深入到工作设计      公司成长


的反馈              晋升


工作多样性          调动


工作的意义和影响    教育


力                 被接纳为成员





ECONOMIC


WAGES & SALARIES, AUTOMATIC INCREASES, PROFIT SHARING, SOCIAL SECURITY, WORKMEN’S COMP., UNEMPLOYMENT COMP., RETIREMENT, PAID LEAVE, INSURANCE, TUITIONS,DISCOUNTS





PHYSIOLOGICAL NEEDS:


Food, shelter, rest, exercise





SECURITY NEEDS:


Protection from deprivation





SOCIAL NEEDS:


Be a recognized part of a team


Be needed and respected


Be a valued member of a group





MAINTAINANCE FACTORS








Working conditions


Salary


Company policy


Supervision








EGO NEEDS: 


Use life in mature, productive way


Do meaningful work


Grow, develop, learn





MOTIVATIONS








Responsibility


Achievement


Recognition


Work itself


Growth 





SELF FULFILLMENT NEED:


Maximize potential


Be what you can.


Do your own thing





MASLOW








HERZBERG





SOCIAL


WORK GROUPS


COFFEE GROUPS


LUNCH GROUPS


SOCIAL GROUPS


OFFICE PARTIES


CAR POOLS


OUTINGS SPORTS


PROFESSIONAL GROUPS


INTERST GROUPS





STATUS


JOB CLASSIFICATION


TITLE, FURNISHING


LOCATION, PRIVILEGES


RELATIONSHIPS





SECURITY


FAIRNESS, CONSISTENCY


REASSURANCE, 


FRIENDLINESS


SENIORITY RIGHTS


GRIEVANCE PROCEDURES





ORIENTATION


JOB INSTRUCTION, WORK RULES, GROUP MEETINGS, SHOP TALK, NEWSPAPERS, BULLETINS, HANDBOOKS, LETTERS, BULLETIN BOARDS, GRAPEVINE





MOTIVATION NEEDS


GROWTH, ACHIEVEMENT, RESPONSIBILITY, RECOGNITION


DELEGATION


ACCESS TO INFORMATION


FREEDOM TO ACT


POSITIVE ATMOSPHERE


INVOLVEMENT


GRAL-SETTIN


PLANNING


FEEDBACK


BUILD INTO JOB DESIGN


JOB VARIETY


JOB SIGNIFECANCE














MERIT INCREASES


DISCRETIONARY AWARDS


PROFIT SHARING


UTILIZING TALENTS


INTERESTING WORK


INVENTIONS


PUBLICATIONS


COMPANY GROWTH


PROMOTIONS


TRANSFERS


ROTATIONS


EDUCATION


MEMBERSHIPS





THE JOB









































































































































































































































