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SECTION  II 
INTRODUCTION


Method of instruction : CO

Instructor to student ratio is: 1:16

Time of instruction:  5 minutes

Media used : None

NOTE TO THE INSTRUCTOR:  The information presented in bold type is suggested script for the instructor.
Motivator: 
I am going to read you a description of a work situation.  Have any of you ever worked in an environment like this?  I’m sure we have all experienced something like it to one degree of another.  



“I just can’t understand why the people in this organization are so turned-off.  When they first join us each year, they’re enthusiastic about doing a good job and seem to want to give it a good try.  But is seems that somewhere along the line something gets to them.  Performance seems to decrease steadily the longer people are here!  Some who used to go out of their way to do a good job have even become problem workers--good people, too!  And I’m not the only one having these problems.  In meetings with other leaders, I hear the same sentiment:  “Sure wish we could keep them motivated”  “They were really a pleasure to work with when they first joined us”  “I wonder what happened to them?”  Our assignment people seem to do a good job of bringing in quality people.  I guess I should do more to motive them... But how?”


Even if that passage doesn’t seem familiar, I’m sure that you have experienced a situation where the personnel with whom you are working or who you are supervising just did not seem motivated.  How did that affect the organization’s mission?  Did they get the job done?  What was done to solve the problems?  


By the end of this class, you will have a better understanding of actions which you could take to improve the situation.  As a leader, you have the responsibility to get the job done.  Motivating your subordinates is one aspect of getting the job done.

NOTE:

Inform the students of the following terminal learning objective requirements.

Terminal
At the completion of this lesson you [the student] will:

Learning


Objective
Action:
Apply Motivation Theory 

Conditions:
Given in-class discussion and exercises, homework, advanced readings and an in-class one-hour final examination which requires application of motivation theory.

Standard:
Student must score at least 75% on the final examination.

Safety Requirements
None



Risk

Assessment Level


Low

EnvironmentalConsiderations


None

Evaluation
Students will score at least 75% on a final examination in order to receive a “GO” for 

this course.  Remediation procedures will be determined by the individual school.  It is 

recommended that the student be required to develop a motivation plan as part of any 

remediation effort.  Where permitted, students may challenge course attendance by taking the final examination and scoring at least 75%.



Instructional Lead-in
One of the most important qualities of a good leader is the ability to motivate 

others to accomplish their tasks.  Motivating others depends on the leader 

understanding the subordinates and himself/herself.  During this course, we are 

going to learn about motivation—what it is and what are some of the things 

which the leader can do to motivate their subordinates.



SECTION III
PRESENTATION



A.
ENABLING LEARNING OBJECTIVE A

NOTE:

Inform the students of the enabling learning objective requirements.

Action:
Discuss motivation concepts

Conditions:
Given homework assignments and an in-class discussion to determine student’s understanding of the concept of motivation and methods of motivation.

Standards:
Students will participate in an in-class discussion of motivation and methods of motivation.  From the discussion, it must be clear that the students can define motivation and know at least five ways that leaders can motivate subordinates.

1.
Learning Step/Activity 1 - Students must read homework assignments and complete and score part I of  the Needs Hierarchy Questionnaire prior to class.


Method of instruction:  SA 


Instructor to student ratio is:  Instructor driven

Time of instruction:  NA (30 minutes out of class)


Media:  Paper
2.
Learning Step/Activity 2 - Discuss assigned readings on motivation and methods of motivation.  Students were required to complete assigned readings prior to class.  During this part of the course, they will participate in a class discussion about motivation methods which include the following:  role models, ethical standard bearers, cohesion, needs, rewards and punishment, and subordinate development.


Method of instruction: CO

Instructor to student ratio is: 1:16


Time of instruction:  15 minutes


Media:  Determined by instructor

NOTE:
The first part of this learning activity involves student-teacher interaction to discuss the important points in the assigned materials.


Question:  Define motivation.  



(Responses examples:  Write the definitions provided by the students on a board or have a student do it.)



Motivation has been defined as:





-  “all those inner-striving conditions described as wishes, desires, drives, etc.”





-  “It is an inner state that activates or moves an individual.”





-  “a person’s actions”





 -  “the cause of action”; and as “the sum of all internal and external forces that                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                             energize behavior, provide direction to that behavior and determine the persistence                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                             of the behavior.” 


Summarize the definitions.  The important focus is that motivation is the stimulus for action.  The definition given in the reading is “the sum of all internal and external forces that energize behavior, provide direction to that behavior, and determine the persistence of the behavior.”

Question:  We now know how to define motivation.  Think about a situation where you are in a leadership role.  It could be an Army group, a church group, or whatever.  What are some of the behaviors you use to identify a motivated person?  (or How do you identify a motivated person?)  Write the responses on the board or chart paper as the students give them.  (You could have a student do this.)  You will probably have many behaviors listed.  The following statement partially sums up the characteristics that are typically association with motivation.  Your responses will probably be more comprehensive and varied.

Response examples:  Leaders typically view subordinates who work hard, sustain a high level of performance and continue to work towards important goals as motivated individuals.  (Accept other responses which are related.)

NOTE:
VGT 1 (Appendix A, Ways the leaders can motivate their subordinates)


Your reading presented some ways leaders can motivate their subordinates:


Let’s talk about those methods:


The first one “Serving as ethical standard bearers”.  (Write “1.  Ethical standard barrier” on board.  If you prefer, you can make VGT 1 which will list the 5 ways leaders can motivate subordinates.  If you use the VGT,  place a sheet over the VGT and pull it down to uncover the motivational method being discussed at that time.)

Question: (Ask either or both variations of the question, but ask one at a time.)  (1) What does serving as an ethical standard bearer mean to you?  (2) How does being an ethical standard bearer influence your subordinates?

Response examples:  --Subordinates want you to be the standard against which they can compare their behaviors.  They want to depend on you to provide the moral force which the values which our society demand.  They then have an example and are not the lone voice in the wind.  They want you to be a decent and caring human.  They will have confidence in you and know that you will do the right thing regardless.

Question:  The second means for motivating subordinates listed in your reading materials is “developing cohesive soldier teams.”  Why is developing a cohesive team a motivation technique?

Response examples:  Studies have shown that great acts of heroism and bravery are typically performed to keep the soldiers and their buddies alive.  A soldier in a cohesive team is confident in his peers, his leaders, his equipment, and his training. By developing cohesive groups, you plant the seeds of motivation.
Question:  What are some things you can do to develop cohesive teams?

Response examples:


- Train as a team


- Care for your soldiers


- Demonstrate respect for your subordinates, etc. (similar ideas)

So far, we have talked about two actions which you, as a leader, can use to help motivate your subordinates -- serving as an ethical standard bearer and developing soldier teams.  The third action which we are going to talk about is “rewarding and punishing soldiers.”  Your readings indicated that “Rewards and punishment are often referred to as the consequence of an action.  The consequences of an individual’s actions can become an effective motivational tool.”

Question:  If rewards are considered to be part of the motivational system, why do many recognition programs result in negative feelings on part of those involved?

Response examples:

All too often, reward/recognition programs are not used in a fair and equitable manner.  When it is believed that favoritism and unfairness plays a part in the reward/recognition system, the value of the system is diminished and the program becomes counterproductive and does not motivate the participants.

Question:  What are some things that you can do to ensure that your recognition program has a positive effect rather than a negative effect on the organization?

Response examples:  Additional suggestions are in the readings and include 


-  Award soldiers for performance


-  Publish and establish recognition standards.


-  Publicize awards/recognition--those done in secret lead to dissatisfaction.


(Accept other similar responses.)

Rewards are part of your performance system.  The other part is punishment.  

Question:  Your readings indicated that you should not punish the soldier who can not perform a task.  How can you tell if the individual is just unwilling to perform rather than unable to perform?  

Response examples:  Responses should indicate that the leader does some type of assessment to determine if the person has the skills and ability.
Question:  After you have determined that the individual is unable to perform, what can you do to correct the problem?

Response examples:  Response should indicate things like if the person lacks training, send them to training; if the individual lacks ability, you will need to look at the options available such as changing them to a different position, etc.
Question:  Why do you think that the exercise of punishment often lowers the morale of the unit?
Response examples:  There are many reasons which vary from inconsistency in the punishment given out; the appearance of unfairness and favoritism; feeling that punishment was too harsh or inappropriately administered such as publicly administered when it should have been administered in private; the feeling that the leader continues to hold a grudge rather than allowing the punishment to speak for the situation, etc.

Question:  Given the factors which you just listed that cause the exercise of punishment to lower the morale of the unit, what are some things that you can do as a leader so that punishment does not have a negative impact on the unit?

Response examples:  Guidance is in the reading and includes:


Seek advice of subordinate leaders before you take action.


Don’t ridicule the offender.


Make timely corrections.


Be consistent in your procedures.


If recommending to a senior leader, make sure that your recommendation is fair and consistent with policy and appropriate for the situation.

Students may have other examples.  

Another step which your readings mentioned as a means for “motivating your unit was “recognizing and satisfying the soldier’s needs.”

Question:  How does an individual’s personal needs affect his/her performance?

Response examples:  We all have needs.  An individual’s lack of performance may be due to the failure of that individual to resolve an unsatisfied personal need.  For example, family problems can weigh heavily on the individual’s ability to perform.  


(At this point, we are general and not specifically talking about a needs theory.)

At this point, we are only briefly mentioning individual needs and how they influence performance and what we can do to help individuals deal with those needs.  The next segment of this class will cover some motivation theories and what they can tell the leader about identifying and satisfying individual needs.

The final motivational technique we are going to discuss is the suggestion in your reading that motivation in a unit can be positively influenced by the leader “serving as, and developing, positive role models.” 

Question:  Why is it important to serve as, and develop, positive role models?

Response examples:  People also learn though observation and imitation.  A soldier’s level of commitment increases when he/she recognizes that leaders are committed to the unit and its goals.  

Question:  Who has the potential to serve as a role model in your unit?
Response examples.  Every member of the unit is a potential role model for another member of the unit and has the potential to contribute to or detract from individual motivation.  Remember, as a leader, you want to ensure that to the maximum extent possible your subordinates focus on the positive role model situations and minimize the impact of the group members who do not exhibit the desired behaviors.
NOTE:

Conduct a check on learning and summarize the learning activity.
Summary:
We only briefly mentioned individual needs and how they influence performance and what we can do to help individual’s deal with those needs.  The next part of this course will focus on some need theories and what they tell the leader about dealing with others.

So far, we have defined motivation emphasizing that motivation is “the cause of action.”  We also conducted an overview of some motivational steps which you, as a leader, can take in your organization:


- Serve as an ethical standard bearer.


- Develop cohesive soldier teams.


- Reward and punish soldiers appropriately and fairly recognize and satisfy soldier’s needs.


- Serve as, and develop subordinates, who serve as positive role models.

B.
ENABLING LEARNING OBJECTIVE B

NOTE:

Inform the students of the enabling learning objective requirements

Action:
Discuss use of Maslow’s Hierarchy of Needs as a leadership tool.

Conditions:
Given a reading requirement covering Maslow’s Hierarchy of Needs and a classroom discussion of the levels of needs and leadership implications of the theory.

Standard:
Discussion must cover the basic assumptions underlying Maslow’s theory, Maslow’s five levels of needs, and how an Army leader can use Maslow’s theory as a leadership tool.


Learning Step/Activity - Discuss Maslow’s Hierarchy of Needs and its potential as a leadership tool.  Students will cover the two basic assumptions underlying Maslow’s Hierarchy of Needs, the levels of needs, and how Maslow’s Hierarchy can be used as a leadership tool


Method of instruction:  CO


Instructor to student ratio is:  1:16


Time of instruction:  10 minutes


Media:  Paper


In this part of the course, we are going to concentrate on motivation of the individual.  In your readings you were given summaries of three motivation theories--Maslow’s Need Hierarchy Theory, Alderfer’s Existence, Relatedness, and Growth Theory (ERG), and Herzberg’s Two-Factor Theory.  


Maslow and Alderfer’s theories are motivation theories which focus on the individual and the individual’s needs and how these needs affect the individual’s motivation.  Herzberg, on the other hand, focuses on the job and how aspects of the job environment affect motivation.  We are first going to focus on the two individual needs theories.  The first theory that we are going to cover is Maslow’s Hierarchy of Needs.


Maslow’s theory is the best know of the two theories.  As you remember from your readings, Maslow’s theory has two basic assumptions:  


1.  Human beings are always in the state of “wanting.”  It is that “wanting” which indicates that we have needs.  It is the internal state of tension caused by the “wants” or “needs” which motivates the individual to attempt to satisfy the needs.


2.  Our needs are arranged in a hierarchical order.  We must satisfy the lower level needs before we can satisfy or deal with the higher level needs.

NOTE:
(Either draw the Maslow Needs Hierarchy on the board or prepare VGT 2 at appendix A before class).  Do not put the names of the levels in the drawing.  You are going to involve the students and have them fill in the names of the levels and describe the types of needs which are part of the named level.)


I have drawn Maslow’s Needs Hierarchy triangle on the board.  You can see that there are five levels drawn within the triangle.  (Or appropriate comments if you are using the VGT outline.)
Question:  What is the lowest level of the Maslow’s Needs Hierarchy?

Response expected:  Physiological  (Write physiological needs on the triangle at the lowest level.)

Question:  What are the physiological needs?

Response expected:  They are the needs which are basic to the survival of the individual.  They include such things as food, water, rest, shelter, and air.  Physiological needs dominate when they are not met.


Question:  What is the second level of Maslow’s Needs Hierarchy and what type of needs are included in this level?


Response expected:  Safety needs (also known as security needs).  These needs include such things as a safe and secure environment which is free from threat to one’s existence, health, economic status, physical well being, and the unexpected which has a negative impact.


Question:  What is the third level of Maslow’s Needs Hierarchy and what needs are included at this level?


Expected response:  Social needs (also known as belonging or love).  These needs include such things as friendships, affection, love, and belonging.  It is at this point that Maslow indicates that the needs separate from the physical or quasi-physical needs.  This is where the individual’s mental health begins to be affected.


Question:  What is the fourth level of Maslow’s Needs Hierarchy and what needs are included at this level?


Expected response:  Esteem needs.  These needs include the need for an individual to have self-confidence and a positive self-image.  The individual desires for others to have a high opinion of him/her, prestige and self-esteem. 

Question:  We have now reached the final level of Maslow’s Needs Hierarchy.  What is this fifth level and what types of needs are included in this level?

Expected response:  Self-actualization needs.  This refers to the desire of an individual to achieve self-fulfillment, to be able to develop his/her potential to the fullest and to achieve life’s goals.

As indicated in your reading, the Army has made good use of Maslow’s highest level of needs in its advertisement--”Be all you can be in the Army.”

Question:  What kind of expectations about service in the Army does the “Be all you can be in the Army” motto project to you? 

Expected response:  You should get a variety of responses but basically that you can achieve your goals if you join the Army.

As leaders in the Army, you need to keep that motto in mind.  According to Maslow, the individual is constantly striving to achieve all that he/she can.  As leaders, providing an opportunity for the soldiers to develop their strengths and work their weaknesses, is a very strong motivational tool.  In other words, by providing an environment for accomplishment, you are encouraging your soldiers to develop.  Soldier self development is a major motivation tool.  It is a part of identifying the soldier’s needs and trying to meet them.  Assisting soldiers to achieve their goals is a positive motivation approach.

It is also important that Maslow referred to lower level needs as deficiency needs.  By this he meant that the absence of these needs are motivators only when they are deficient or lacking.  In other words, the less you have, the more you want, and the more you will do for it.  However, once a deficiency need is satisfied, it loses its motivating force.  Higher level needs are referred to as growth needs.  Growth needs continue to motivate behavior even when whatever it is that satisfies the need is being received.  In effect, the more you get, the more you want.  Thinking about this as a leader, the more successful your subordinates are, the more successful they want to be.  As a leader, you need to attempt to determine what level of needs your soldiers have and how you can structure the environment so that the lower level needs are met and so that they have the ability to continue to strive towards higher level need development.

NOTE:

Conduct a check on learning and summarize the learning activity. 

SUMMARY 
We covered Maslow’s Needs Hierarchy and have seen how Maslow’s theory can help you as leaders and future leaders to identify the level of needs of your subordinates (and yourself) and to identify what you can do to influence the unit environment so that your subordinates can, in effect, “Be all that they can be.”

C.

ENABLING LEARNING OBJECTIVE C

Action:
Identify how Army leaders can use the Needs Hierarchy Questionnaire and its results to improve subordinate motivation.

Conditions
Given advance readings, a student requirement to complete the Needs Hierarchy Questionnaire prior to the course, an analysis of the Questionnaire results in-class and a discussion of the leadership implications of the Questionnaire results.

Standard:
Responses must demonstrate that the students understand the implications of the Needs Hierarchy questionnaire and its implications as a tool to improve subordinate motivation.

Learning Step/Activity – Complete the scoring of the questionnaire.  Discuss questionnaire results and the implications of its use by Army leaders as a tool to assist leaders in establishing a motivating environment for their subordinates.  For homework, the student completed a needs hierarchy questionnaire that focused on the work environment.  During this portion of the course, the student will discuss the implication of the results of the questionnaire and how the questionnaire and its use can help leaders improve subordinate motivation.

Method of Instruction:  CO
Instructor to student ratio is:  1-16
Time of Instruction:  20 minutes
Media:  Paper/chalk board (as determined by instructor)

Take out your completed Needs Hierarchy Questionnaire and your completed Needs Hierarchy Questionnaire scoring sheet.  We are going to determine the relative strengths of your responses in terms of Maslow’s Hierarchy of Needs.  There are no right or wrong answers.  

Before I pass out part II of the scoring form, I want you to take out a sheet of paper and number 1 to 5.  (Give them a minute to do this.)  Using Maslow’s 5 levels of needs, at number 1, indicate the level of need you think will be your highest level of need based on the results of your questionnaire.  Do the same thing for the remaining needs with the level indicated at number 2 being the second most important level of need for you.  You will have 2 minutes to complete this task.  

I am going to pass out part II of the scoring form.  Look at the scoring sheet that you completed as homework.  A Roman Numeral identifies each of the boxes.  You will find the corresponding Roman Numeral on the scoring sheet I am handing out.

(Hand out part two of the scoring form.) 
At this time, transfer your scores from the scoring form you completed as homework to the scoring form I just handed out.  For example, Roman Numeral I is Self-Actualization on the second scoring sheet.  If your total score for this box was –2, place an X under the –2.  Do you have any questions?  (Give them 2 minutes to complete the task.)

Question:  First let’s look at the questionnaire results.  You now have some idea about the relative strength of your use of each of the needs areas in Maslow’s Hierarchy of Needs.  (Following are several questions.  Try to get the students to engage in a discussion of how they scored vs. what they would have expected.)  How do you feel about your results?  Do you think they accurately measure your needs?  How do your Questionnaire results compare with the projections you listed on your paper?  Are they as you predicted?  What do the results tell you about yourself and what you identify as important and motivating?

Expected response:  The responses will vary.  Encourage the students to express their opinions.

Question:  As an Army leader, how could you use this questionnaire and its results?

Expected response:  The results provide the individual some indication about what they feel is important in the work environment.  As a leader, having subordinates complete the questionnaire, can give you some idea of what your subordinates consider to be important in the work environment.  Knowing how your responses differ from, or are the same as, your subordinates’ responses can help you work to improve the environment for your subordinates.

In summary, identifying your own needs, and the emphasis you place on each of the areas of needs can help you establish a positive work environment which more appropriately meets the needs of your subordinates.
D.

ENABLING LEARNING OBJECTIVE D
Action:
Compare Alderfer and Maslow’s Need Theories

Conditions:
Given advance readings and a classroom discussion.

Standard:
Comparison must include, at a minimum, a discussion of three ways that the two theories are different and two ways that the theories are the same and which of the theories would be most useful in helping the leaders motivate subordinates.

Learning Step/Activity– Compare Alderfer and Maslow’s Needs Theories.

Students were given advance reading material about the two Needs Theories.  Students will participate in a discussion of the two theories which include how they are alike and how they are different and which theory is more useful to the leaders.

Method of instruction:  CO

Instructor to student ratio is:  1-16
Time of Instruction:  10 minutes

Media:  VGT/chalk board (as determined by instructor)

Your readings also presented a second motivational theory which is classified as a needs theory based on individual needs—Alderfer’s ERG Theory.

QUESTION:  What were the three ways that Alderfer’s theory differed from Maslow’s theory?  (Suggest you outline the three points on the board/chart paper as students give them.)
1.
Alderfer rearranged Maslow’s five levels into three categories.

2.
Alderfer suggested that an individual might sacrifice satisfaction in a lower level need in order to satisfy a higher level need.  For example a hunger striker.  Maslow suggests that lower level needs must be at least minimally satisfied before a higher level need can be operative.


3.
Maslow, however, indicates that an unsatisfied need provides motivation for that need to be satisfied.  Alderfer indicates that when a need is frustrated, individuals may compensate by substituting fulfillment at the next lower need level. 

QUESTION:  We have seen how the theories are different, now, how are they alike?

Suggested Response:  Both are based on the needs of the individual.  Both agree that satisfaction at each need level leads to desire at the next higher level. 
QUESTION:  Which of these need theories do you think would be more useful to you as a leader in helping you understand what you can do to motivate your subordinates?  Why?

Expected Response:  Encourage the students to express their opinions.  Some may think that neither would be useful.  Focus on the why of the response.

E.
ENABLING LEARNING OBJECTIVE E

Action:
Determine how the results of Duty Preference Factors Questionnaire can be used to assist the Army leader improve subordinate motivation.

Conditions:
Given an advance reading requirement, completion of Herzberg’s Duty Preference Questionnaire based on personal preferences and on projected preferences of an “average” student, and an in-class discussion which includes an analysis of the implications of the questionnaire results.

Standard:
Discussion must include, at a minimum, how the individual and “average” student questionnaire results were the same and how they were different.  Additionally, the discussion must identify how the questionnaire could be used by the leader to improve subordinate motivation.

1.
Learning Step/Activity 1  Complete the Duty Preference Factors Questionnaire.  The questionnaire is based on Herzberg’s Two-Factor Theory and is to be completed in class.  The questionnaire is first completed based on the individual’s preferences.  It is completed a second time based on the projected preferences of an “average” student.

Method of Instruction:  PE

Instructor to student ratio is:  1-16

Time of instruction:  10 minutes
Media:  Paper
As mentioned earlier, the motivation theories which focus on individual needs are just one type of motivational theories.  The Herzberg approach to motivation focuses on the work environment and what factors in the work environment have an impact on the individual’s motivation.  Herzberg’s work has been used to develop a duty preference assessment tool.  We have modified the instrument so that it reflects the Army environment.  We are now going to do an exercise that allows you to identify those things that make your job attractive to you.  

Hand out Duty Preference Classified Using Herzberg’s Factor Theory Exercise (appendix C)

You have 10 minutes to complete this exercise.  There are two parts to the exercise.  The first part asks you to rank the factors in order of your personal preference.  The second part of the exercise asks you to rank the factors as you think the average person in your class would rank them.  Read the instructions.  Do you have any questions?  You have 10 minutes to complete this part of the requirements.  Give the students 10 minutes to complete the exercise.  If they finish earlier, begin the second part of the exercise. 

2.
Learning Step/Activity 2 - Discuss questionnaire results, implications of the results and how the leader could use the questionnaire to improve the work environment for himself/herself and subordinates.

Method of instruction:  CO

Instructor to student ratio is:  1-16

Time of instruction:  45 minutes

Media:  Paper and as determined by the instructor

Now that you completed the exercise, I am going to assign you to a group.  (Divide the class into groups of no more than 4 students.  Too many students in a group will not permit each of the students to participate.  Also, the time it takes to calculate the average rankings will be greatly increased.)

Now that you have ranked the factors individually you are going to compute the average individual score and the average score for the “average” student category.  The average score for these two groups should be the average score for all of your group responses.  For example, in order to do this, first calculate the average score for your factor, advancement.  Add all of the individual scores in your group for that factor and divide that total score the number of members in your group.  This is the average group score for the individual factor advancement.  Do this for  each of the factors.  After you have determined the averages for the individual scores, do the same for your group’s “average” student  scores.  

You will have 15 minutes to compute your average scores for the two rankings and to discuss, as a group, how the average scores for the two responses are the same; how they are different; and why?  Write your average individual and other rankings on a board/chart paper.

After 15 minutes, start the final part of this exercise.  Hand out the Herzberg Factor Sheet (Appendix C).

You computed the average scores for the individual rankings and the other student rankings by group.  I am now handing out another sheet--the Herzberg Factor Sheet.  Look at the Motivation Factors category.  You see “achievement” at the top of the list.  You will also see a column labeled group individual average score and another labeled “average” student average score.  Look at the group scores which you wrote on the chart paper.  Find your average scores for achievement and enter the two scores in the correct column.  Do this for each of the factors.  After you enter all of the scores, compare your rankings.  What factors did your group scores indicate that you valued most--maintenance or motivation factors?   Were the scores mixed?  Did your indicated values differ from individual to “average student” rankings?  What does this indicate?  What insight does it provide you as a leader?  You have 15 minutes to discuss this in your group.

After the groups discuss their rankings, have them come back together.  They are going to have 15 minutes to discuss those issues which they discussed in their small groups:  You may start the discussion off by asking a question such as:  Why are the average ratings for the individual different from your average ratings for the “average student”?  Did classifying the job factors under the corresponding Herzberg factor help them identify their own level of needs?  Did it help them clarify the average student job needs?  Can leaders accurately determine subordinate needs?  What can they do to be more accurate in their determination?

NOTE:

Conduct a check on learning and summarize the learning activity.  Pull together the important points made during the discussion.  Emphasize that the questionnaire is just one way to help the individual identify his/her individual needs and that, when completed by subordinates, it can help the leader understand the subordinate’s needs and work towards providing a motivating work environment.

SECTION IV
SUMMARY


Method of instruction:  CO

Instructor to student ratio is:  1-16

Time of instruction:  5 minutes

Media:  Paper

SUMMARY:  During this course you have defined motivation, reviewed three different needs motivation theories, and participated in exercises which allowed you to participate in exercises applying motivation theory.  The exercises provided you with the opportunity to apply each of the theories to the work environment and acquire a better understanding of the strengths and weaknesses of each of the theories.


QUESTION:  What was the most important thing that you as a leader can take from the course material we covered?  (Take about 2 minutes and list the comments on the board. )  Summarize the important points made and emphasize important points.  This is a good time to take a short break before the final examination.)
SECTION V
STUDENT EVALUATION



Testing Requirements
Each student will complete a final examination.  Students must score at least 75% on 

the final examination in order to receive a “GO” for this course.  Each school will 

determine how students can remediate the course.  It is recommended that the school 

require the student to complete a motivation plan as part of the remediation action.  

Students may challenge the course by completing the final examination and scoring at least 75%.



Feedback Requirement
Rapid, immediate feedback is essential to effective learning.  Schedule and provide 

feedback on the evaluation and any information to help answer student’s questions 

about the test.  Provide remedial training as needed.

APPENDIX A

VIEWGRAPH MASTERS

STUDENT HANDOUTS

APPENDIX D

STUDENT DIRECTIONS


The readings and questionnaire contained in this packet are to be completed PRIOR to class.  Bring your completed (and scored) questionnaire and your readings to the first class.  Unless you complete the pre-course requirements, you will have a difficult time completing the course requirements within the specified time.

READINGS IN MOTIVATION

Introduction


Motivation has been defined in many ways.  It is derived from a Latin word meaning “to move.”  The term motivation is usually considered to consist of three components: energy, direction and persistence.  Accordingly, motivation implies something that results in action.  However, as a leader, you must do more than energize motion, you must provide direction for that action.  You want the subordinate to work on something that contributes to the goals and objectives of the organization.  Most often, when you determine that a subordinate is not motivated, you mean that the individual is not motivated in the direction you desire.  Actually, the subordinate is probably directing his/her energy towards goals other than the ones you desire. Persistence refers to how long and under what conditions the subordinate will continue to work towards the desired goals.  To clarify persistence, think about your subordinates and their work patterns when you are not around.  Do your subordinates continue to work at the same rate and toward the same goals as when you were there?  If they do, then you could note that they are persistent.


Putting the three components together--energy, direction and persistence--we can define motivation as “the sum of all internal and external forces that energize behavior, provide direction to that behavior, and determine the persistence of the behavior.”

There is also another aspect of motivation contained in the definition presented above—the source of the motivation.  Motivation cannot be measured directly.  Usually you must be satisfied with watching behavior or behavior changes and inferring the level of motivation of the individuals you are observing.  If the subordinates are not working towards an assigned goal that they know how to accomplish, you can say that the individuals are not motivated to achieve that goal.  If they work towards the goal only when the supervisor is present, you can conclude that they are working, not because of motivation to achieve the goal, but because they are motivated by some other need such as a need to avoid punishment.  If, however, the subordinates continues to work to achieve the goal even when the supervisor is not present, you most likely have a subordinates who like what they are doing and who want to achieve the organizational goal or objective.  Thus, the motivation persists because the source of motivation is internal.  This is the type of motivation you want your subordinates to exhibit—individuals who are committed performers and satisfied with their work environments.


It is important to remember that unsatisfied needs alone do not determine how the individuals will respond.  The individual’s attitudes (his/her feelings, attitudes, and prejudices) will determine the route the individual will take to satisfy that need.  Attitudes underlie the unmet need and give direction as to how the need will be met.  For example, an individual with a strong achievement need may choose to satisfy that need in the military, government, education, or some other filed.  Once he/she achieves the highest position possible, he/she will look for other possibilities to satisfy the achievement needs.  



Thus, needs can be satisfied in a variety of ways but once the goal is accomplished, that goal serves as feedback to the individual who finds his/her needs met and his/her attitudes reinforced.  When the actions do not accomplish the desired goal, the individual may become dissatisfied and frustrated.


To help you understand how motivation and performance are related, three theories of motivation are presented in this material.  There are many other theories of motivation.  The three presented are well known and focus on the individual.  There is not a universally accepted theory of motivation and human behavior.  Man is a complex being.


The first two motivational theories we will cover are referred to as individual needs theories (Maslow and Alderfer).  The needs theories propose that human needs constitute the main driving force behind behavior.  Although needs theories do address internal factors which motivate the individual, their primary focus is on the interrelationships between internal needs, environmental stimuli, and subsequent behavior.  The underlying concept for all needs theories is that an unsatisfied need creates a state of internal disequilibrium that is uncomfortable to the individual.  The individual is then motivated to engage in behaviors to satisfy the need and reduce associated tensions.


The third motivation theory focuses on the job or work itself.  Herzberg and his Two-Factor Theory made significant contribution to the understanding of work motivation and how the job/work can be changed to enhance individual motivation.


As an Army leader, you are going to be faced with the task of getting the most from your soldiers.  You are likely to maximize individual and unit performance when internal motivation is aligned with individual and unit goals.  The following readings provide an introduction to the area of motivation.  Additional reading/study in this area is highly recommended.

*MASLOW HIERARCHY OF NEEDS


The best known of the needs theories of motivation is Abraham H. Maslow’s hierarchy of needs theory.  Maslow’s theory is popular because of the optimistic picture of human nature that it presents.  He originally proposed his theory as a study of the ultimate human goals people seek.  Maslow’s theory stresses two basic premises:


1.  Human beings are constantly in a state of “wanting.”  Needs which are not satisfied are motivators.  Needs which have been satisfied can not be motivators.  Humans rarely reach a state of complete homeostasis or satisfaction.  As soon as one desire is gratified, another surfaces to take its place.  Maslow believed that humans are always “wanting.”


2.  Human needs are arranged in order of importance.  Once a need is satisfied, another takes its place.  The needs range from fundamental animal needs (lower level) to the more advanced human needs that represent the uniqueness of mankind (higher levels).  They are represented in the chart below in ascending order.  Those at the bottom of the drawing must be satisfied before the higher-level needs can be satisfied. (1,2)


a.  Physiological needs are basic to the survival of the organism and include such things as food, water, rest, shelter, and air.  The psychological needs will dominate when they are unsatisfied.  As a result, no other need will serve as a basis for motivation until the physiological needs are met.  For example, Maslow stated, “a person who is lacking food, safety, love and esteem probably would hunger for food more strongly than for anything else.” (3)

b.  Safety needs are concerned with providing a safe and secure environment, free from threats to one’s existence.  Safety needs also include areas such as protection from ill health, economic disaster, physical harm and the unexpected.  Safety needs may be manifested in the subordinate’s concern with job security and benefits. (1)

3.  Social  needs deal with the need for friendship, affection, and affiliation, and are sometimes referred to as belongingness or need for love.  It is at this point that the needs separate from the physical or quasi-physical needs and where failure to satisfy the needs at this level can affect the individual’s mental health.


4.  Esteem needs are concerned with the desire of individuals to have a stable, high evaluation of themselves and to have respect from other people.  Satisfaction of these needs leads to a feeling of self-confidence and prestige.


5.  Self-actualization needs refer to the desire to achieve self-fulfillment, to develop one’s potential to the fullest, to become everything that one is capable of becoming, and to achieve fulfillment of one’s life goals. (2)

`


  Higher Order Needs


Self






Actualization






Esteem Needs


  Lower Order Needs

Social Needs






Safety Needs

Physiological Needs

Maslow’s Five Levels of Needs


Maslow argues that needs are arranged in a hierarchy of importance in which each lower level need must be fulfilled to some degree of satisfaction before advancing to the next higher level need.  Hence we see that Maslow considers a lower level need as being the most potent motivator when it is not satisfied.  On the other hand, Maslow does not propose that a lower level need must be completely satisfied before the next higher level need becomes important.  In fact, Maslow said that “...most members of our society who are normal are partially satisfied in all their basic needs...”(3)

Maslow uses the concepts of deprivation and satisfaction to change his theory from one that merely categorizes needs to one that tells how needs affect behavior.  The deprivation/

satisfaction process deals with the way in which needs are activated by the external environment to produce need-fulfilling behaviors.  The deprivation concept is used to explain the temporary dominance of a particular need level over others.  Maslow’s position is that environmental deprivation of lower level needs would lead to a domination of that need level in the person’s day-to-day activities.  For example, those who have been on a restricted diet know the craving that follows notification that certain foods are now banned.  The longer we go without satisfying that need, the more it dominates every sensory attention.  We may even notice pictures of the restricted foods where we have never noticed them before.  After that dominant need is finally satisfied, however, we no longer particular attention to that food--another need is activated.  So we have a continuous process where each need level in turn becomes satisfied, and the next need level becomes dominant until all lower level needs have been satisfied and we become primarily concerned with the need for self-actualization. (4)


Maslow referred to lower order needs as “deficiency needs” and to higher order needs as “growth needs.”  The deficiency needs consist of physiological, safety, and social (love/ belongingness) needs.  The growth needs are esteem and self-actualization.  The distinction between the deficiency needs and the growth needs is key to Maslow’s theory.  Deficiency needs motivate behavior only if they are in a state of deprivation.  In other words, the less you have, the more you want, and the more you will do for it.  However, once a deficiency need is satisfied, it loses its motivating force.  People will go to great lengths to satisfy thirst, but, once satisfied, water will probably not motivate behavior any longer (at least not immediately).  Growth needs, on the other hand, are those that continue to motivate behavior even when whatever it is that satisfies the need is being received.  For growth needs, the more you get, the more you want, and the more you will do for it!  Receiving recognition and praise from others usually increases the motivational force of esteem needs.

1 Maslow, A.H., Motivation and Personality (New York: Harper, 1954) 

2 Maslow, A.H., “A Theory of Human Motivation,” in Management and Motivation, Eds. V.H. Vroom, and E.L. Decci (London: Penguin Books, 1970) pp 27-33)

3  Ibid., p. 38

4 Maslow, A.H., Eupsychian Management (Homewood, Ill: Irwin-Dorsey, 1965) p. 10.

Article Primary Source:  LEADERSHIP IN ORGANIZATIONS, Avery Publishing Group INC. Garden City New York, 1988

ALDERFER’S THEORY

EXISTENCE, RELATEDNESS, and GROWTH


Research based on Maslow’s concept of needs demonstrated some problems with the needs hierarchy theory.  Although findings appeared consistent in the very low levels and at high levels, conflicting findings were reported in the areas of social, safety, and esteem.  Primarily, there appeared to be a great deal of overlap in these three levels.  For this reason, Clayton P. Alderfer, another need theorist, modified Maslow’s approach and developed what he calls Existence, Relatedness, and Growth (ERG) theory.


The major differences between the Maslow and Alderfer approaches center around three concepts:  how needs are categorized, the relationship of needs and levels, and what happens when a need is not satisfied.


To clear up the overlaps in Maslow’s hierarchy, Alderfer rearranged Maslow’s five levels into three categories shown in the figure below.  Alderfer proposed that security, social, and esteem (from others) are a common type of need as they all involve some interpersonal relationship.  He therefore combined these into a single class of needs called “relatedness needs.”  Self-esteem is based on internal cues of personal achievement, independence, and goal achievement, and thus appears very close to self-actualization.  These two needs are combined into “growth needs” in ERG theory.  Finally, those safety needs, which are related to physical (as opposed to interpersonal) security, could be seen as strongly akin to physiological needs.  These two levels he combined into “existence needs.”


The second concept addressed differently in the two theories is the relationship between needs and levels.  Recall that Maslow suggests a strict hierarchy--all lower needs must be minimally satisfied before a higher need can be operative.  ERG theory, although hierarchical, does not presuppose a strict hierarchy.  Thus, in ERG theory, it is not contradictory that a person will deny himself basic needs in order to be creative or to gain the esteem of others.  Consider, for example, the inconsistency that the hunger striker poses for a strict hierarchical approach.


The final difference concerns the relationship of needs and dissatisfaction.  Although Maslow and Alderfer would agree that satisfaction at each need level leads to desire at the next higher one, they see a difference in what happens to unsatisfied needs.  In Maslow’s theory, an unsatisfied need provides motivation.  For example, to the extent that all lower level needs are satisfied and self-actualization is not, people will be motivated to self-actualize.  ERG theory provides a more complex view of this relationship.  To the extent that a need is not satisfied, it provides motivation.  However, if the drive for that need is frustrated, people may compensate by substituting fulfillment at the next lower need level.  Thus, to the extent that growth needs are desired and not satisfied, people may turn to relatedness needs as an alternative.  Also, to the extent that relatedness needs are unsatisfied, people will continue to seek relatedness, but may also increase their desire for existence needs.  Thus, according to Alderfer, an unsatisfied need does not necessarily motivate only at that level, but may also be compensated for at a lower level.


This distinction is particularly important because the leader may compensate a subordinate by concentrating on relatedness needs when growth needs cannot be met on the job.  For instance, sometimes organizations emphasize the “family” aspect of the organization or use slogans such as “We take care of our own” as compensation for the lack of challenging jobs.  This, in effect, emphasizes the fulfillment of the need to feel wanted or secure to make up for the deficiency in a feeling of accomplishment or achievement.


MASLOW
ALDERFER

Comparison of Maslow and Alderfer’s Need Categories

Source:  This reading has been extracted from Leadership in Organizations, The Department of Behavioral Sciences and Leadership, USMA, Avery Publishing Group INC. Garden City New York, 1988, pp.56 & 57.  Used with permission (see copyright page of Leadership in Organizations).

HERZBERG’S TWO-FACTOR THEORY


Herzberg’s work centered on the job or work itself and what can be done with it to enhance individual motivation.  Basically Herzberg’s work looks at such issues surrounding restructuring a job to increase subordinate performance.  His studies deal with factors which are job satisfiers and how they differ from factors which result in dissatisfaction.  His work lead him to draw two main categories of factors:


1.  MAINTENANCE FACTORS.  There are factors/conditions which serve primarily as dissatisfiers to workers when they are not present.  Herzberg called these factors the Maintenance Factors.  The presence of Maintenance Factors does not result in strong motivation.  Rather, it is the absence of these factors which leads to dissatisfaction.  In other words, the factors are more potent as dissatisfiers when they are absent than they are as motivators when they are present.  Some of these factors include:


Policy and administration




Salary


Technical supervision





Job security


Interpersonal relations with supervisor, peers


Personal life


and subordinates





Work conditions


Status


2.  MOTIVATIONAL FACTORS.  Herzberg also identified a second set of factors that lead to high levels of motivation and job satisfaction when they are present, but which do not prove to be highly dissatisfying if they are absent.  Herzberg named these factors Motivational Factors.  The following factors are among those he identified as Motivational Factors:


Achievement

The work itself


Advancement
Possibility of personal growth


Recognition
Responsibility


Thus, Herzberg found that the opposite of job “satisfaction” is not “dissatisfaction” but “no satisfaction”. 


A comparison of Herzberg’s two factors is presented below:

FACTOR TYPE
ABSENCE OF FACTOR
PRESENCE OF FACTOR

Maintenance Factors


Dissatisfaction
No dissatisfaction

Motivational Factors 


No satisfaction
Satisfaction




Herzberg’s work has led to interest in job enrichment that attempts to restructure the job to increase the worker’s job satisfaction.  Herzberg’s theory implies that if leaders focus on Maintenance Factors, motivation will not occur.  Motivation must be built into the job itself in order to improve motivation.  


Below is a comparison of the three motivational theories about which you read:  Maslow, Alderfer, and Herzberg.  Similarities and differences between the three theories can easily be seen. 

Primary source of information for Herzberg’s theory:  Fundamentals of Management, BPI/Irwin.  Homewood, Illinois, 1987
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MOTIVATION AND THE MILITARY LEADER
..."Barksdale screamed, waved his hat.  The men rose.  Barksdale formed them in line, the shells zipping the leaves above him.  They stepped out of the woods, Barksdale in front, on foot, forbidden to ride, and Longstreet saw them go off across the field and saw the enemy open up, a whole fence suddenly puff into white smoke, and the bullets whirred by and clipped among the leaves and thanked the trees.  Barksdale was going straight for the guns, running, screaming, far out in front, alone, as if in a race with all the world, hair streaming like a white torch.  Longstreet rode behind him, his hat off, waving, screaming, Go!  Go you Mississippi!  Go!"

Excerpt from The Killer Angels by Michael Shaara, Ballantine, New York, 1974.


If you were Barksdale would your soldiers have followed you?  As future leaders, we would like to think that they would, but unless faced with the situation you'll never know.  Your ability to motivate soldiers in both peace and war will determine your effectiveness as a leader.


Before you can motivate soldiers you must understand why people behave or act as they do.  You must learn what motivates individuals to accomplish goals or missions.  People can be motivated to do virtually anything, or they can be motivated to do absolutely nothing.  Your job as leaders is to trigger the inner motivation in your subordinates so they are working for the goals of the unit and their own personal satisfaction.  


Motivation is the cause of action.  It gives soldiers the will to do what you, as the leader, know must be done to accomplish the mission.  If your soldiers have confidence in themselves, each other, the unit, and you, they will be sincerely motivated.  Barksdale's soldiers did not stop and ask why they should charge.  Barksdale knew what had to be done.  He had trained them to fight as a cohesive, disciplined team.  Their knowledge and skill in combat, combined with their confidence, overcame their fear.  Their confidence became a potent motivating force and gave rise to both morale and courage.


As you continue your military career you must keep a broad point of view on human nature and motivation.  Do not allow yourself to hold the narrow view that soldiers are only motivated by fear of their leaders, a loud booming voice and a dominant personality.  It is equally dangerous to believe the opposite‑‑that all soldiers are motivated to work hard and do the right thing.  Recall that the definition of leadership included the words "provides purpose, direction and motivation."  Motivation is linked directly to action.  


Leaders can motivate soldiers by: 

‑Serving as ethical standard bearers.

‑Developing cohesive soldier teams.

‑Rewarding and punishing soldiers.

‑Recognizing and satisfying soldier's needs.

‑Serving as and developing positive role models.


1.  Ethical standard bearers.  As a leader, you are an ethical standard bearer.  Soldiers perform better if they have confidence in their leaders and in themselves.  Your soldiers need you to be the example against which they can compare their own behavior and abilities.  They want to depend on you to provide the moral force which the values of our society demand.  They want you to be good at your job, but they also want you to be decent and honorable.  If soldiers are confident in you, they will develop the self‑discipline and the will to fight courageously and do the right thing, regardless of danger.


2.  Developing cohesive teams.  You have undoubtedly noticed that when you are in a group you will attempt things that you would otherwise not attempt.  The strength that comes from a cohesive group is a powerful motivator.  Caring for your soldiers and working hard to make soldiering meaningful will assist in the development of cohesive soldier teams.  It takes a lot of work to properly teach, coach, counsel, and train your soldiers but this creates bonds that lead to cohesion, trust and mutual respect.  Studies have been conducted of individual acts of bravery and heroism.  Soldiers typically do not perform great acts of heroism for the nation.  They perform these acts to keep themselves and their buddies alive.  A soldier in a cohesive team is confident in his peers, his leaders, his equipment, and his training.  By developing cohesive teams, you plant the seeds of motivation.


3.  Rewards and punishment.  Rewards and punishment are often referred to as the consequence of an action.  The consequences of an individual's actions can become an effective motivational tool.  The rewards or punishment a soldier receives or expects to receive can be silent tools of motivation. 



a.
Rewards:




(1)  A reward is designed to promote desired behavior.  A well developed system of rewards which is understood by soldiers will affect performance.  Subordinates become self‑starters by attempting to achieve or earn rewards.  Napoleon marveled at the motivational power of a small piece of ribbon (a decoration).  He once said that if he had enough ribbon, he could conquer the world.  When using rewards you must ensure that they are fairly and equitably distributed.  If not, their value as a motivator will be diminished and they can ultimately become counterproductive.




(2)  As a leader you must be aware of positive ways that you can use rewards as motivational tools.  Some of the tools you can use include:




*  Set the example in terms of expected behavior.




*  Establish clear goals and objectives and publish them.




*  Obtain recommendations from every leader in your chain on rewards, awards, and schooling.




*  Use the established awards system to the maximum.




*  Create unit level certificates or awards for individuals and/or groups.




*  Reward the desired behavior of an individual or group promptly.




*  Present awards at a retreat, parade, or some other appropriate organizational ceremony.




*  Give verbal praise liberally.




*  Develop awards and ways of recognizing the majority of your soldiers who consistently meet or exceed the standard.




*  Promote those who work hard, study hard, achieve standards, and influence others to achieve organizational standards


Each of the tools above has the potential to become a motivator.  A decoration, a medal, a badge, a certificate, or a letter are small tangible objects, but they can mean a great deal to a soldier.  Rewards are visible evidence to the soldier that his leader, his unit, and his country appreciate his courage or hard work.  Well‑chosen rewards normally increase a soldier's motivation to work for more recognition.



b.
Punishments




(1)  As a leader, you must correct a soldier who does not perform to standard.  If a soldier does not try, intentionally fails to meet your standard, or fails to follow your guidance, that behavior must not be allowed to go unchecked.  Punishment is designed to reduce undesired behavior and prevent its recurrence.  Leaders punish soldiers in an attempt to change behavior.  It also shows others what they can expect if they choose to perform in a similar manner.  Seeing what happens to a person who is unwilling or unmotivated to meet standards can have the same influence on behavior as firsthand experience.  Although this is one of the least desirable aspects of leadership, a leader has the responsibility to counsel and punish.  The leader has a number of tools available to motivate soldiers who do not perform to standard.  These tools are often referred to as the coercive tools of motivation.



(2)  It is important to remember that the type of punishment used should fit the situation.  Examples of punishment or coercive tools of motivation include the following:




*  Give warnings about inappropriate behavior.




*  Use verbal and written reprimands when appropriate.




*  Conduct reprimands, counseling and corrective action as privately and as quickly as possible after an offense.




*  Direct the punishment or counseling at the behavior, not the subordinate.

*  The subordinate must know the desired behavior and be able to perform it acceptably.



(3)  When you use these punishment tools you must:




-  Let the soldier know you are upset about the behavior and not about him or her.




-  Let the soldiers know you care about them as people but expect more from them as soldiers.




-  Do not punish soldiers who are unable to perform a task.  Punish those unwilling or unmotivated to succeed.




-  Never lose control of your temper.




-  Do not hold a grudge after punishment is over.  


4.  Recognizing and meeting soldier needs.  All people have needs.  Each of us needs food, water and shelter.  Beyond these we need to feel secure in our home and work place.  We need to belong to and be accepted by a group.  We need to feel that we make a difference.  Social scientists have developed several motivational theories based on the concept of needs.  The underlying concept of all need theories of motivation is that an unsatisfied need creates a state of internal wanting or disequilibrium.  In order to restore equilibrium, we are energized to reduce the need.  In simple terms, a person will be motivated to do something which he or she perceives will satisfy a need or reduce the tension of an unpleasant situation.


Abraham H. Maslow's Need Hierarchy Theory is the best known of the classical needs theories of motivation.  It is popular because of the optimistic picture of human nature that it presents.  Maslow identified five levels of need and stated that as a person satisfies each level of need the next level becomes a motivator.  Maslow's five levels of need are:



a.  Physiological needs‑‑these include air, water, food, clothing and shelter.  Prisoners of war and soldiers in survival training may, for a while, be entirely motivated by these types of needs.  In peacetime these needs are normally satisfied and are rarely a factor in motivation.



b.  Security needs‑‑these needs include a safe, secure home and workplace, sufficient pay and the knowledge that one is not in danger.  In combat, a soldier feels secure when he has confidence in himself, his peers and his leaders.  Soldiers want to survive and win.  Sound tactics and quality training reinforce a soldier's confidence in the ability of the unit.



c.  Social needs‑‑are the need for friendship, affiliation and a sense of belonging to a group.  A unit which has a high level of esprit de corps has fulfilled the social needs of its members.  This lays the foundation for developing cohesive teams.



d.  Esteem needs‑‑address a person's sense of self‑worth.  Most people desire to excel.  This is the level at which the rewards discussed earlier have the greatest impact as motivational tools.  Soldiers seek not just to belong to a group of equals but to gain their respect as well.  Positive recognition from peers and leaders increases a soldier's personal pride.



e.  Self‑actualization‑‑is a person's inner drive and desire for the attainment of high goals and full personal development.  The Army's slogan, "BE ALL YOU CAN BE," is aimed at the self‑actualization level of need and has been very successful in recruiting soldiers.  The soldier who feels the pull of self‑fulfillment is generally a self‑starter.  The point of self‑actualization varies for each soldier.  The goals set by one will not be the goals of another.  Leaders assist soldiers by providing them the opportunity to exercise their initiative and by giving them the authority to take challenging actions.  As soldiers meet each successive challenge, they come closer to full self‑actualization.  Once a leader has established this type of environment, simply presenting a mission will often motivate soldiers.


5.  Serving as and developing positive role models.  Role models within a unit can also be used as motivators.  You know that soldiers learn through observation and imitation.  We also know that a soldier's level of commitment increases when he or she recognizes that the leaders are committed to the unit and its goals.  Each member of your unit is a role model and as such has the potential to contribute to or detract from individual motivation.  Positive role models can be:



a.  Formal leaders.  Members of the formal chain of command are obviously role models.  The actions of the officers and noncommissioned officers (NCOs) and the consequences of those actions are observed by the members of the unit.  Leaders are constantly under the scrutiny of their subordinates.  Officers and NCOs who demonstrate initiative, take responsibility for their actions, and develop well‑trained, cohesive units are positive role models.  Soldiers will emulate their leaders and ultimately improve their own performance.  When this occurs, role modeling is a positive motivator.



b.  Informal leaders.  Within each organization, leaders who are not part of the chain of command emerge.  An informal leader is an individual who peers look to for direction.  He or she is both trusted and respected.  Because the informal leader exercises a great deal of control and influence within an organization, it is essential that leaders identify the informal leaders as quickly as possible.  Informal leaders can be used as an excellent role model for their peers.  By tailoring your motivational tools to the informal leader, you can influence the actions of the unit.  However, you must be careful not to overlook the beliefs and values of the other members of the unit.  If informal leaders have a negative impact on the motivation of a unit, they must be dealt with quickly.



c.  Successful soldiers.  Each soldier is a unique individual.  Leaders who know their soldiers can increase an individual's motivation by selecting tasks which are realistic yet challenging.  A soldier's successful accomplishment of a task will be observed by others in the unit.  Successful soldiers become role models for others who have not reached that level of achievement.  An accurate understanding of your soldiers and their abilities is essential in developing successful soldiers.

SUMMARY


In summary, it is important to remember that motivation is the cause of action.  It provides soldiers the will to do what must be done.  Leaders at each level of command are responsible for the motivation of their soldiers.  Leaders influence motivation by:



- Being an ethical standard bearer



- Developing cohesive teams



- Rewarding and punishing



- Recognizing and meeting soldier and unit needs.



- Serving as, and developing, positive role models.

To be completed

prior to class

NEEDS HIERARCHY QUESTIONNAIRE
DIRECTIONS:
Answer each of the twenty questions below by indicating whether you strongly agree (+3), agree (+2), slightly agree (+1), don’t know (0), slightly agree (-1), disagree (-2), or strongly

disagree (-3) beside each question.

STATEMENT
SCORE

1.  Special wage increases should be given to soldiers and Department of the Army (DA) civilians who do their jobs well.


2.  Better job descriptions would be helpful so that soldiers and DA civilians will know exactly what is expected of them.


3.  Soldiers and DA civilians need to be reminded that their jobs are dependent on the Army’s ability to execute missions effectively.


4.  Supervisors should give a good deal of attention to the physical working conditions of their soldiers and DA civilians.


5.  Supervisors ought to work hard to develop a friendly atmosphere among their soldiers and DA civilians.


6.  Individual recognition for above-standard performance means a lot to soldiers and DA civilians.


7.  Indifferent supervision can often bruise feelings.


8.  Soldiers and DA civilians want to feel that their real skills and abilities are put to use on their jobs.


9.  Army retirement benefits and other benefits (commissary, PX, medical, etc.) are important factors in keeping soldiers in the Army.


10.  Almost every job can be made more stimulating and challenging.


11.  Soldiers and DA civilians want to give their best in everything they do.


12.  Leaders should show more interest in soldiers and DA civilians by sponsoring social events after duty hours.


13.  Pride in one’s work is an important reward.


14. Soldiers and DA civilians want to be able to think of themselves as “the best” at the jobs.


15.  The quality of relationships in the informal work group is quite important.


16.  Individual incentive awards would improve the performance of soldiers and DA civilians.


17.  Visibility with senior leadership is important to soldiers and DA civilians.


18.  Soldiers and DA civilians generally like to schedule their own work and to make job-related decisions with a minimum of supervision.


19.  Job security is important to soldiers and DA civilians.


20.  Having good equipment to work with is important to soldiers and DA civilians.


NEED HIERARCHY QUESTIONNAIRE CONT.

SCORING DIRECTIONS (Part I)

1.  Transfer the number you entered for each of the statements on the Need Hierarchy Questionnaire to the appropriate places in the chart below:


STATEMENT NO.
SCORE
STATEMENT NO.
SCORE


10
_______
6
_______


11
_______
8
_______


13
_______
14
_______


18
_______
17
_______


TOTAL 
_______
TOTAL 
_______


CATEGORY  I
CATEGORY II

STATEMENT NO.
SCORE
STATEMENT NO.
SCORE

5
_______
2
______


7
_______
3
______


12
_______
9
______


15
_______
19
______


TOTAL
_______
TOTAL
______


CATEGORY III
CATEGORY IV


STATEMENT NO.
SCORE


1
______


4
______


16
______


20
______


TOTAL
______
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