Management Theorists in the field of motivation

D. McGREGOR  -  THEORY X AND THEORY Y

Douglas McGregor, in his "The Human Side of the Enterprise", gives considerable evidence to demonstrate the universality of this perception-attitude-reaction inter-relationship.  McGregor observed many business managers carrying out their tasks, and in particular he noted the different ways in which they treated subordinates.  From quite a large sample of observations he was able to identify that these managers fell into different groups according to the way they treated people.  McGregor described the assumptions the managers must have made about their subordinates to have treated them in the way they did, and noted two extremes, one set of assumptions being described as theory X and the other as theory Y.  (Remember McGregor is describing the assumptions he perceived other people to have made.  He is describing two extreme frames of reference.)

Theory X

McGregor's description of theory X frame of reference can be summarised as follows:

1.  People dislike work and will avoid it if they can.

2.  People must be forced or bribed to put in the right effort.

3.  People would rather be directed than accept responsibility, which they avoid.

4.  People are motivated mainly by money.

5.  People are motivated by anxiety about their security.

6.  Most people have little creativity - except when it comes to getting round management rules!

In forming this impression, McGregor perceived organisational control being sought through the exercise of formal authority systems.  Formal authority and physical coercion were the dominant methods used to achieve organisational targets.  The behavioural consequences of unsatisfied needs in individuals were perceived as causes not effects; that is, it was regarded as the basic trait of the average man to resent work, and aggression was the natural expression of this resentment.

Theory Y

McGregor's description of theory Y is in many ways a mirror-image of the premises of theory X:

1.
Work, both in its physical and mental form, can be as natural as play or rest.

2.
Man will usually exercise self-direction and self-control in achieving objectives and targets to which he is committed.

3.
Commitment to goals is a function of the rewards associated with their achievement.

4.
The average human can learn to accept and even seek responsibility.

5.
Many more individuals are able to contribute positively and creatively to the solution of organisational problems than do so.

6.
The potentialities of the average person are not fully used.

It is not difficult to see that any manager having theory Y as his basic frame of reference will expect workers to behave in a totally different way from the manager holding a theory X frame of reference.  The theory Y manager will encourage participation, and attempt to build a constructive team spirit on the basis of integration and self-control.  The participation process will consist basically of creating opportunities, under suitable conditions, for people to influence organisation decisions that fundamentally affect them as individuals and members of particular groups, and to accept responsibility for their actions.

A. H. Maslow - Hierarchy of needs

In the mid-1950s, A.H. Maslow, a pioneer in management psychology, put forward the theory that there were five basic needs which people aim to satisfy.
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	NEEDS


	REWARDS
	

	PHYSIOLOGICAL
	
Canteen facilities


Luncheon vouchers


Money


	
Drinking fountains


Rest rooms

	SAFETY
	
Safe working conditions and protective clothing


Company policies, procedures, rules, regulations


The chance to be a member of a trade union


	
Pensions and sick pay schemes


Agreements on short-time working


Money


Company training

	LOVE
	
The chance to work a group


Social clubs and associated activities
	
Rest rooms and canteen facilities where people can meet


The opportunity to be a member of a trade union.



	EGO
	
Respect of others in the form of recognition


Praise for work done


Status symbols such as money


Office with carpet


	
The job title and its associated authority


Own parking space


Self-respect resulting from achieving success at work

	SELF-FULFILMENT
	
Interesting work


The opportunity to be creative


The opportunity to control one's own behaviour at work


	
Challenging work


Using one's skills and abilities


Herzberg's - Motivators and Hygiene Factors
Herzberg and his associates set out to discover why people (in this case engineers and accountants) find some events of their working lives highly satisfying and others the reverse.  He called the satisfying factors `motivators' and those with the potential to cause dissatisfaction `hygiene factors'.

Motivators are grounded in the need for people to achieve personal growth through their jobs.  Because of this they appear to be effective in motivating individuals towards increased performance and productivity, as well as producing longer-lasting job satisfaction.

Hygiene factors are associated with the environment in which the work is carried out.  They cause dissatisfaction if you get them wrong.  But even if you get them right the most that can be hoped for is a reduction in dissatisfaction or maybe a short-lived increase in satisfaction.

(The term `hygiene factors' is taken from medicine, where good hygiene can prevent you from falling ill but doesn't actually improve your health.  Herzberg likened these factors to drains in that they affect the surroundings!)

	Motivators

	Factor
	Definition

	Achievement
	
Sense of bringing something to a successful conclusion, completing a job, solving a problem, making a successful sale


The sense of achievement is in proportion to the size of the challenge

	Recognition
	
Acknowledgement of a person's contribution


Appreciation of work by company or colleagues


Rewards for merit

	Job interest
	
Intrinsic appeal of job


Variety rather than repetition


Holds interest and is not monotonous or boring

	Responsibility
	
Being allowed to use discretion at work


Shown trust by company


Having authority to make decisions; accountable for the work of others

	Advancement
	
Promotion in status or job, or the prospect of it


	Hygiene Factors

	Factor
	Definition

	Company policy and administration
	
Availability of clearly defined policies


Degree of `red tape'/adequacy of communication


Efficiency of organisation

	Supervision
	
Accessibility, competence and personality of boss

	Interpersonal relations
	
Relations with supervisors, subordinates and colleagues


The quality of social life at work

	Salary
	
The total rewards package, such as salary, pension, company car and other `perks'

	Status
	
A person's position or rank in relation to others, symbolised by title, parking space, car, size of offices, furnishings, etc

	Job security
	
Freedom from insecurity, such as loss of position or loss of employment altogether

	Personal life
	
The effect of a person's work on family life, eg. stress, unsocial hours or moving house

	Working conditions
	
The physical environment in which work is done; the degree of discomfort it causes


Limitations of Herzberg's Theory
By dividing up factors into either satisfiers or hygiene factors (dissatisfiers) Herzberg falls into the trap of over-simplifying a complex situation.  Money, for example, can hardly be regarded as purely a hygiene factor:  for some it the absolute expression of recognition.  (In the City of London today, it has been suggested young men should wear a price tag as an immediate indication of their worth.)

Herzberg also included supervision in his set of hygiene factors, but if you see supervision in terms of leadership it has clearly to do with the motivators rather than being something that will cause problems if it is absent or got wrong.

Leadership and the Motivators
Let us look briefly at the part leaders can play in terms of the `motivators'.

	Motivating factor
	Leadership role

	Achievement
	
Under the function of evaluating, the leader gives feedback to both group and individual when the task is achieved


Sometimes groups receive feedback directly, for example when a football team scores a winning goal.  In other situations the leader needs to communicate success to the group.

	Recognition
	
As a leader, you should seize every opportunity to motivate people by recognising their worth, services or contribution.  However tempting it may be to claim success for yourself, you must recognise that credit should be shared.  (Leaders take any blame on themselves.)


Individuals or groups with high prestige or visibility tend to get a lot of recognition.  Wise and able leaders make sure that apparently weak or insignificant individuals and groups also get a share.

	Job interest
	
If work is to be restructured to allow for greater job satisfaction, someone has to have the vision to undertake it - and the skills in consultation and communication to bring about the change.  That means leadership.

	Responsibility
	
The leader is accountable for the results of his group.  But as a leader you should share responsibility as widely as possible.


The key here is extending the boundaries of trust.  Delegation, the entrusting of authority to someone to act as your deputy, is a major expression of trust and a means of creating responsibility.  But delegation is inherently risky and some otherwise excellent leaders are reluctant to do it.

	Advancement
	
Leaders play a vital part in promoting people and this gives them a certain power to motivate ambitious and able subordinates.  Often all that is necessary is the reminder that there are prospects for advancement in position or status.  It isn't necessary to have the jobs actually within your gift.


Promotion is not a motivating force if it's not related to merit and performance.  By stressing that ability and results are necessary for promotion you can create an atmosphere that help people to give their best.
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