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Introduction
This chapter introduction the concepts of leadership, the difference between leadership and management, the theories f leadership, and the importance of delegation in leadership and motivation. This is followed by a consideration of what is meant by motivation, the effect of motivation on performance, motivational theories and techniques that may be used to improve  motivation.
17.1 THE NATURE OF LEADERSHIP

What is a leader: how does a leader differ form a manger? Can leadership be learned?

As in all areas there are some people who are more able to lead than other, but the performance of these so-called ‘born leader’ can be improved by training, and mediocre leaders can learn to become good leaders( Adair, 1983; Barnard, 1958; Bennis and Nanus, 1985; Bittel, 1984; Burns 1978; Fielder, 1967) It is also important to appreciate that natural circumstances often create leader. For example, at the onset of a fire the fireman first on the scene is the leader, controlling events ad directing the action of people. Similarly the first aider who initially arrives at the scence of an accident is its leader.
Industrial situations are different, since the activity of the leader must be sustained; it needs to carry on after the fire has been put out or the ambulance has arrived, Teamwork is also very important, since most modern tasks within industry can only be achieved by well-directed collective effort.

It is important to realize that the majority of teams want to be led, and they will do this by following the example, not he words, of a leader. Leaders can appear and disappear, in a similar manner to popstars, Leaders change their characteristics, team members and attitudes change or the situation change, all of which can result in the existing leader being replaced by a new one. Leaders especially if they are also managers, are perceived in different ways depending on their position within an organization (Morris et al., 1995). For example., the shop floor supervisor is seen as a different type of leader to the managing director, although both can be equally effective within their teams as leader.
17.1.1 The manager and the leader

It is important that the manage is also the leader of the department or team (Caulikin, 1993; Crainer, 1995a; Zaleznik, 1992) . If the manager is an ineffectual leader then an informal leader will spring up, who may challenger the mangers position, crating a team within a team, The manger then has four options;

· Get rid of the informal leader. This will usually only result in someone else being chosen by the team to be its informal leader, since the original problem which caused the informal leader to be created still exists.

· Undermine the informal leader’s position, which is similar to the above and will also result in the rise of a new informal leader.

· Try to divide the group so as  to diminish the power of the informal leader.

· This will be very difficult to do since the team will stay loyal to its chosen leader.

· Come to terms with the informal leader, to supplement the deficiencies in the managers ability. This is by far the only sensible position since the formal and informal leaders must work together for success, and this will be recognized by them.  

Good leaders are not necessarily good managers, since leaders may be very poor at organizing and achieving the tasks set to the team, although they may be very good at inspiring the team .Good managers, on the other hand, are usually good leaders, since leadership skill is one of the fundamental requirement of management. 

Leaders are part of the team (that is, they are insiders), although they are different from the other team members, being their nominated leader. Managers will be ‘outside’ their team if they are not also its leaders, and its will be very difficult for them to manager the activities of the team In one respect teams are similar to countries; they want to be led, not managed . After all , we refer to the president or prime minister of a country as its leader, not as its manager!.

Leaders do not always set out consciously to be the leader of the team; they are elected by the team members. Managers, on the other hand, become managers by design. They wish to manager as part of their professional learning and skill Management is a profession; leadership is not. 

A leader inspires the team to achieve its goals; a manger can only help the team by traditional methodsl, such as providing resources and training. Figure 17.1 shows the stages in the relationship of new team members. Initially the are fully dependent on the team leader and other established members of the team. They are learning new skills and getting used to their environment. They learn by following others. (Buchholz and Roth, 1987). After this phase they ereach the independent statge, where they have acured suggicient knowledge and experience to work by themselves. Food managers and leader will now ensure that their team members continue to learn and to develp, and will direct their work to that end. 

Finally , interdependent stage is reached. In this stage a good manger become

Figure 17.1 Stages in the relationships of new team members. 
Figure 17.2 The aims dumb-bell

The manager enters the team as a collaborator and draws on the strength of the team to achieve joint goals. There is a sense of community, of belonging, and synergy is said to exist in the team. (See the case studies The purpose of the exercise, and Packing them in) 

Managers concentrate on achieving goals or tasks, which are relatively short term targets with a defined beginning and a measurable end result. Leaders, on the other hand, give them team its purpose, enabling it to understand why it exists as a team. 

The purpose or mission of the team must also be clearly defined (see the case study The purpose of the exercise )However, it has no measurable beginning or end. It defines a general direction and it may (and often must)change with time. The purpose enables team members to share the same vision. It puts individual goals into context, giving the full picture.

A good leader, like a good manager, workeds through the team to achieve its golas or aims. The organizations aims need to be balanced with those of the team, as illustrated by the aims dubm-bell of figure 17.2.
17.2
Leadership theories

Because of the importance of leadership in all aspects of human endavour, such as industry, commerce, government and the armed fores, a considerable amount as industry, commerce, government and the armed forces, a considerable amount of work has gone into determining the methods which can be  used for identifying leadership qualities. If such a method can be found then one can use this as a selection process for future leaders. And also determine whether leadership can be taught to those who do not possess this quality. Several leadership theories habve been put forward, a few of these being discussed in this section.

The leadershop traits theory was one of the earliest theories on leadership, and stated that people are born with leadership ualities, and that leadership cannot be acquired. This is therefore also known as the Natural Leader Theory. If one could identify the key leadership traits, then this could be used for the selection process of future leaders.

Trait theory states that these characteristics or traits are essential for good leadership an that they are situation-independent. Therefore to find a good leader for every situation one only needs to find a method for measuring these traits. 
Peterson and plowman (1957) defined foru groups of traits for a leader; physical, personality, character and intellectual.

Stogdill (1974) catalogued 40 traits, collected into five groups as follows; five  traits relating to physical ability; four traits relating to intlligence and mental ability; six task oriented traits; sixteen personality raits; and nine social traits. 

Researchers soon found that there was very little correlation between traits and leadershop (Jennings 1961). Many non leaders were found to possess these leadership traits, and many of thee traits were missing from good leaders. However, some correlation was found between leadership and traits such as initiative, intelligence and self confidence (ghiselli, 1963).

The situation leader theory says that leaders are selected as a result of the situation rather than the personlaty of the leader. For example, Hitler was shosen by Germany as its leader after the First world war, and these start of the second world war established Churchill as the leaser in the UK. People follow a leader if they perceived that by so doing they will achieve their personal aims in any given situation.

The situational leader theory generally confirms and accounts for the fact that managers performance as leaders depends on the environment as much as on their personal qualities, but it is not very helpful in assisting with the selection process for new leaders.

Several theories were postulated which tried to related success in leadership with the style adopted by the leader. These theories can be considered to be based on one dimensional, two dimensional and three dimensional models.

One example of the one dimensional model is whether the leader adopts an autocratic or a democratic style the leader is outside the group and leads it from that position, while in the democratic style the leader acts like a team member, although departed from it by virtue of being its leader. Actual styles can vary between these two limits. The best known of the one-dimensional models was that proposed by Douglas McGregor (1960). He postulated the Theory C and the Theory Y style of leadership, X and Y being chosen to indicate that they are not intended to indicate ‘good’ or ‘bad’ styles. The Theory X manager thinks that all people work only for monetary gain and that they are motivated by fear. It is also assumed that people d not want any responsibility that they want to be given detailed instructions and monitored and guided continually. Theory Y managers believe the opposite about the people they manage. They think that people are motivated by achievements and want to have the freedom to act according to their won judgment and resent close supervision. McGregor’s theories are considered further later in this chapter in elation to motivation. The two-dimensional model was popularized by Blake and Mouton (1964). They defined a Managerial Grid which could be used to identify and measure leadership behavior. Figure 17.3 shows a simplified layout of the Grid. Concern for people and for production (or for the organization, or for tasks) or shown along the two axes. The higher up the axis a style appears, the greater the coverage of this particular style by the leader. Five basic styles are identified:
· The 1,1 style, where the manager has very little interest in people or in expending the minimum amount of energy needed to survive within the organization. Often these managers act as messengers between their boss and their subordinates, relaying instructions and conveying progress.

· The 9,1 style, in which the manager is mainly interested in the efficiency of the organization or the team, and not in the people within it. All work is structured such that the human element is kept to a minimum.

· The 5,5 management style, which is a balanced style. The leader shows concern for the organization and for people, but not to a very high level. This means that the performance of the team will also be mediocre. This is usually the average style adopted by managers within large organizations.

· The 9,9 management style, where the manager shows the highest concern for both people and for production. Considerable leadership skills are needed to match the requirements of the two. Blake and Mouton believed that this style produces the best results, motivating the team to work towards a common mission or purpose, and with mutual trust and synergy between its members. 

· The 1,9 management style, where the manager is mainly concerned with the well-being of the team rather than getting tasks done. Needless to say, productivity is low.

Heresy and Blanchard (1977) believed that leadership style varied with the maturity of the task being done by the team. They added a’ maturity level; to the Blake and Mouton Managerial Grid, as in Figure 17.4. Stage 1 represents the start, when the leader shows high concern for production or for the task (planning’ budgeting and so on). As the task progresses the leader’s concern for people increases, until at Stage 2 concern for the team and for production are equally high. By Stage 3 the task starts to become fairly well established; there are very few unknowns and the tasks become relatively routine. The leader is now mainly concerned with people issues, to maintain motivation and to ensure that team members are working towards is common goal. Finally, by Stage 4, the team becomes mature and self-sustaining. The leader can now relax and concern for people and tasks is low. However, leaders must still mix freely within their team, to see and be seen, so that they can act if problems arise.
17.3
Delegation

Delegation is one of the key activates performed by managers and leaders. It must not be viewed as a discrete event; it is a continuous process which occurs all the time, leaders often not being aware that they are delegating something.

Delegation is not easy, but it is essential if the leader is to operate efficiently  (Fish, 1973, 1976). Must managers spend a considerable amount of time on tasks which could be effectively delegated, so freeing them to carry out other duties which add more value to the organization. Mangers who cannot delegate will often be heard to say : ‘if you want it done properly, do it yourself.

17.3.1
Definition of Delegation 

When a task is usually allocated to a subordinate the manager retains responsibility and requires frequent interaction with the subordinate as the task progresses. The subordinate should have a high level of autonomy to act as they think best, to achieve the results agreed with the leader. Monitoring of the activity best, to achieve the results agreed with the leader. Monitorting of the activity by the leader would normally occur at agreed points only, unless the subordinate requested help form the leader earlier.

In delegating a task leaders are carrying out the following

· Giving to subordinates some of their own responsibility, usually for specific tasks and relevant decisions. 

· Giving subordinates sufficient authority to match the responsibility which has been delegated, to help them achieve the agreed targets. Boundaries may be set on the authority, of example speeding limits.
· Ensuring that subordinates accept accountability for success or failure of the organization for all activates under them. 
· Being available to help with advice if called on by subordinates. It is important to appreciate that managers have not abdicated their responsibility, only delegated it. 

17.3.2
The delegation process.

Before leaders delegate tasks they need to consider what tasks to delegate and the level to which they are to be delegated. Examples of some levels are;

· Leaders instruct subordinates to do the task but to check with them before taking any decisions. This is not really delegation but task allocation. 

· Leaders instruct subordinates to do the task and to keep them fully informed. 

· Leaders request subordinates to carry out the task , holding weekly reviews with tem . 
· Leaders delegate the task and say ‘ let me know if I can help’.

· Leaders abdicate the task by saying: ‘Here you are; do this and let me know when finished.

The steps a leader needs to follow when delegating a task are:

· Analyze all the jobs that need to be done and decide on which can be delegated. Usually if a task can be clearly defined then it is a candidate for delegation. 

· Out of the jobs that can be delegated, decide on which tasks will be kept and which will be delegated and to whom.
· Analyze the subordinates who will  received these tasks, to determine whether they require any special training or coaching. Since delegation is a long term activity this investment in training is worthwhile.  
· Agree the content and expected results of the delegated task with the subordinate and also the delegation process to be used. Often delegation can be in stages with reducing intervention from the leader.

· Delegate the task and trust in the subordinate to achieve the agrees objectives. However, be available so as to discreetly monitor progress and to provide help if asked, It is important that no decisions are made by the leader and that subordinates do not feel that the leader to constantly looking over their shoulders. Considerable tact is needed to help without interfering (see the case study ‘Serve with tact’) 

· If the subordinate achieves the results then provide reward, such as praise, promotion, bonus or a bigger assignment. If the subordinate fails treat it as a learning exercise rather than as an occasion for censure, remembering that the leader should have monitored progress so that failure should not have been allowed to occur on a critical programmed.  

17.4 Defining motivation

The new company syndrome is well known after all most people within industry have been through it. New entrants walk into the company buildings on their first day. They are highly motivated, having chosen to join the company, although they may be a little apprehensive. However, it is often only a matter of a few months before they join the rest of the staff in muttering the familiar clichés: The only way to progress around here is to marry the boss’s daughter’ Rewired for doing a good job is getting to keep it. Quality is something to talk about and not to practice. If you want to know what’s going on around here read the daily papers.
What caused this changer, this fall in morale and motivation? Several factors;

· Unfair treatment of employees; favoritism.

· Excessive emphasis within the company on status; the haves and the have notes. For example, different canteens for staff and for managers; different toilets; managers traveling first class and others economy class.

· Non recognition of achievements. All employees receiving the same rewires irrespective of performance.  

· Petty regulations, for example disallowing small expenses, such as purchase of morning newspapers when traveling on company business.

· Poor communication; employees having to discover important facts affecting them from rumor and hearsay.
A few dictionary definitions of motivation-related words are:


Motive:
A consideration or motion that excites to action.

Motivation:
A motivating force; incentive.

Drive:

To urge along; to hurry on; to furnish motive power to.
Motivation is therefore a force which excites and drives a person to action. Motivation results in drive. It is subjective and qualitative, rather than objective and quantitative. It cannot be measured.
Motivation varies with time (for example the age of the person, moods at the time immediate history) and not logical entity. It causes action which is done subconsciously and emotionally with the reasons behind it not always clearly definable. There are two main types of motivation driver:

· Primary motivation drivers, which are instinctive, such as hunger, thirst, pain avoidance.

· Secondary motivation drivers, which are learned, for example that certain behavior gives pleasure (for example, writing a good report will get praise from the boss).

17.4.1 Motivation and performance 
Every action has a positive and a negative factor associated with it. Generally a person will carry out the action if it is perceived that the positive factors exceed the negative factors (Tayloer, 1996; Nicholson, 1997). For example writing a report requires work (negative factor) but if done well it will get praise from the boss (positive factor). The positive and negative factors associated with an action will vary from person to person.

Performance on an job is determined by several factors (Gellermean, 1963; Gomersall, 1971; Kornman, 1974), the key ones being shown in Figure 17.5. These are:

· Ability related to the task to be done. This can be influenced by training, for example.

· Availability o support tools. Once again this can be provided in order to increase the performance on the task.

· The organizational environment. Several factors are involved here, such as the communications within the company; the personal relationships within the team; the quality of the team leader (manager (; the recognition received for good performance; and job security. All these factors can be influenced by the team leader, although many of them are more difficult to achieve than training and providing suitable tools.

· Clearly defined missions and goals, so the person knows what is expected and can measure progress. This too is something which will be done by the good manger and leader. 

· Motivation on the job. This is probably the most important factor, since if the person is not motivated to achieve then no amount of training or support tools will result in good performance. Motivation cannot be directly affected by the manager; it is determined by the other factors, as in Figure 17.5. Therefore motivation is a vital but indirect factor (Atkinson and Raynor, 1974; Crainer, 1995b).
17.5 Motivational theories
Early writings on motivation emphasized the importance of economic gain to the individual. It was this that was assumed to be the main motivation driver, so the emphasis was on incentives, such as work study and rates for the job. Research work on motivational theory proved that his was not the case (Smale, 1996). Although much of this work was carried out some time agom it is still relevant in today’s industrial environment. Over the periods from 1924 to 1932, Elton Mayo, Professor of Industrial 
Research at the Harvard Graduate School of Business, and his team carried out a series of experiments at the Hawthorne works of the Eastern Electric Company in Chicago, which proved conclusively that monetary gain was not a major motivational factor (Mayo, 1971).

Abraham Maslow proposed the Need-Hierarchy model of motivation (Maslow, 1943, 1945 as shown in Figure 17.6. He postulated five levels of need:

· Psychological needs, which are the basic needs such as hunger, thirst and the need for shelter.

· Safety needs, such as the need for protection from threats and danger. This may be physical danger or emotional danger, such as a verbal attack on a person at a meeting.

· Social needs,. This can take many forms, such as the need to belong to a group; acceptance by one’s peers as their equal; and the giving and receiving of affection.

· Esteem needs, which are often also known as ego needs. These can be of two from, self-esteem and the esteem of others. An example of self-esteem is the need to develop self-confidence and to achieve,, while an example of esteem of others is the need for status and recognition from others. 

· Self-actualization needs,. This is the need for continual self-development, and the realization of one’s own potential.

Regarding the hierarchy of needs, Maslow further proposed that:

· A higher level need only arises when the ones below it are satisfied.

· A satisfied need no longer dominates an individual’s behaviors; the next higher need takes over. 

· An unsatisfied need acts as a motivator. Lower level needs can be satisfied but higher level needs such as the need for continual self-development are never completely satisfied.

It is important to appreciate that in reality needs vary with individuals, and one can have instances where higher level needs may become important and require satisfaction even if lower ones have not been satisfied. 
Fredrick Herzberg and associates promoted the two-factor theory of motivation (Herzberg et al., 1959; Herzberg, 1968), also referred to as the motivation hygiene theory. He stated that human needs can be grouped into two levels: lower and higher. To some extent, therefore, Herzberg may be considered to have simplified Maslow’s hierarchy of needs into two levels or two factors. Examples of lower level needs (also referred to as extrinsic or hygiene factors, or as dissatisfies are pay and working conditions. 
Examples of higher level needs (also referred to as intrinsic factors, motivators or satisfiers are doing a challenging job, having responsibility for the task being done, getting recognition for work well done, and belonging to a group. 
Lower level needs, if absent, create dissatisfaction and if present do not create satisfaction. Higher level needs, if absent, do not create satisfaction but also do not create dissatisfaction. Therefore two processes are needed to minimize dissatisfaction and to maximize satisfaction. 
It should be noted that hygiene factors are controlled by the manager within an organization, for example by giving subordinates salary increase and determining their working conditions. Managers usually erroneously believe that it is these factors which motivate their staff. Motivators are controlled by subordinates themselves, for example job satisfied faction. True motivation therefore arises from doing things which can be controlled by oneself rather than having it bestowed form above. However, the manager must ensure that the climate within the organization is such that this is possible. 
People are often classified as hygiene seekers and motivation seekers. Their characteristics are given in Table 17.1. However, it must be kept in mind that very few humans operate in this black and white way, and most exhibit a combination of both characteristics, although there may be a predominance of one.  
Vroom (1964) postulated that a person’s motivation to achieve a goal is dependent on the value which the person places on achieving the goal and on the expectancy of attaining it (Vroom and Yetton, 1973) 
if people perceive that there is very little chance of success then they will not be motivated to do the task. For example, employees may want promotion, but if example the company is shrinking then they will not be motivated to work hard towards it. If, however, they believe that hard work will result in promotion then they will work for it. 
Maximum motivation is obtained when people want to attain the goals and feel that they control the means for achieving these: that is they control the job method so that there is a higher expectation of success. 
As stated earlier, Douglas McGregor put forward two extremes of management style, which he referred to as Theory X and Theory Y (McGregor, 1960). These styles of management treat subordinates in set ways and therefore affect their motivation. Although these extremes were postulated, McGregor accepted that actual behavior lies somewhere in-between, although most people have a bias to one side or the other. The Theory X manager believes that: 

· The average person dislikes work and will do everything possible to avoid it. 

· Because of this dislike for work subordinates must be controlled and closely supervised. One cannot bribe subordinates into doing work; they must be threatened with punishment if they don’t conform.

· The average person is lazy and dislikes responsibility. Their prime wish is for job security and they are happy to be directed in all they do.

Theory X can be equated to the carrot and stick motivation technique. It can work in certain instances and for short periods of time, for example by threatening with unemployment or loss of wages. Subordinates who respond to a Theory X management style are usually hygiene or maintenance seekers. Theory Y managers believe that:

· The average person does not inherently dislike work. The use of physical and mental effort in work is as natural as play or rest.

· Employees will use self-control and self-direction in meeting organizational objectives to which they are committed. (Note that they need to commit to these objectives, which cannot be imposed from above.) External control and threat of punishment are not the most effective ways for meeting objectives.

· The average person wants responsibility. If responsibility is avoided it is because of a direct result of some previous unpleasant experience and is not inherent in human character.

· Most people are capable of applying a high degree of creativity to problem solving in their daily work. 

·  The intellectual capabilities of the average person are underutilized in the normal work environment. 

Subordinates who respond to Theory Y management style are usually motivation seekers. 
Theory X gives manage unexcused for poor organizational performance, since this can be blamed on the generic nature of workers, their dislike for work and responsibility. Theory Y, on the other hand, P\places responsibility for performance squarely on the shoulders of management. Since the workers are inherently good and motivated, any sign of laziness or irresponsibility on their part is due to the poor management methods used to motivate them. 
Although no modern manager or team leader will admit to ever using Theory X practices, this is the most frequent method in use, and managers often practice it subconsciously. Managers assume that they know what is best for subofeinates and for the organization .All together now. It is assumed that in exchange for money and benefits and employee will be willing to be directed to meet the company goals. Theory X managers also take for granted that the aims and needs of the organization come before the individual’s needs and aims. 
Theory Y is not easy to implement in practice, and that is probably why managers and leaders do not follow its style more often. It is not easy, within a large team, to allow individuals to control their own work and still ensure that common goals are met. However, if one accepts the principles of Theory Y, then it is management’s prime task to look for ways in which this can be achieved . 
David Mc Clelland (1961) began his studies into motivation in the 1950s. He postulated that each person is motivated by one of three needs:

· Need for power, where a person is motivated by influencing others. For this person exercising power is more important than achieving goals. Power is desired for power’s sake, not as means for achieving an aim.

· Need for affiliation, where the person is motivated by the need for social intercourse and the need to belong to a group. 

· Need for achievement, where the personas motivated by the need to meet goals. No motivation occur on receipt of money, praise and so on , except where it is taken as a sign of successful achievement of a goal.

People do not fall neatly into one or other of these three groups. The degree to which these three needs, or motives, affect a person’s behavior varies with the person’s personality and with past experience.

17.6
Defining needs

The motivational needs of professional people, such as scientists and engineers, include many of those which are common to other workers, such as white collar and manual workers. However, some factors, such as pay and benefits, although still important, have less impact on professional employees. 
As mentioned in the last section the goals that are set must be challenging but must also be achievable. Figure 17.7 shows how motivation varies with success probability. If the task is impossible to achieve (zero probability of success) then motivation to do the task is low. If success is certain, no matter what is done (unit probability of success) then again motivation is low. In-between these two extremes there is an optimum probability of success (Pm) which results in a maximum motivation factor (Mm). The values of these two variables, Pm and Mm, vary depending on the characteristic of the individual. 
Figure 17.7 indicates that if an employee’s motivation is low it could be on either side of the optimum line. Managers usually assume that their subordinates are automatically operating to the left: that they perceive the goals to be too difficult to be attained. Their first reaction is therefore to educe the amount of responsibility and work they delegate, so as to make the tasks easier. Partly this is done to avoid the risk of failure on a druidical takes. However, it could be that subordinates have own motivation because they perceive the takes as being very easy to complete, and in this case the meager should be increasing the level of the task, not decreasing it. 
Professionals, in common with most other employees, also desire variety in their work. In addition there should be scope for self-expression and creativity. It is important that the employee learns and acquires new skills in performing tasks.

Figure 17.7

Most professional like to make their own decisions and to choose the work methods for achieving their tasks based on their experience, skills and knowledge. They require independence to act, with minimum supervision and controls. The higher the qualifications or intelligence of the person concerned, the more will be the need for individuality.

All professionals are usually very proud of their profession and take pride in adopting a professional approach in their work, and in associating with other training periods and they are anxious to put this to good use. Motivation is highest when this is being done as part of their work.

Recognition of achievements is important to all employees, and professionals are no exception. They are proud of their achievements and require recognition from peers, their managers and from other professionals within industry. Professionals usually work very hard and recognize that their effort will result in enhanced performance and results as in Figure 17.8. Rewards are usually required as a sign of recognition for work which is well done, and this recognition will lead to further effort and higher performance. Therefore the cycle is repeated and can spiral to peak performance.

17.7 Motivation techniques 

In order to motivate staff effectively, a manager or team leader must understand the needs of subordinates and ensure that these are matched to the requirements of the organization in which they work. Several considerations must be taken into account in motivating staff (Cole, 1993.)

Financial reward is usually the first to be considered, although, as has been stated earlier, it is not the most important motivational factor. The financial package must the enough to meet hygiene needs (bringing up a family, holidays and so on) and to prevent dissatisfaction. Figure 17.8

However, financial remuneration is often considered as a mark of status, meeting the esteem needs of employees and also acting as recognition of success. It need not be large, but it should be applied selectively and on merit. Usually this is best done soon after the event, perhaps as a cache award for a job successfully completed. Usually its impact is lost when such rewards are reserved for the annual incremental award, when it is also received by other employees. 
Several financial techniques have been applied to promote motivation, such as incentive payments, profit sharing schemes (Pickering, 1994) and bonuses. These have limited success since very soon they are considered to be part of the normal financial package of the employee. 
Working conditions are another hygiene factor which needs to be considered, but which can act as a dissatisfaction prevented rather than as motivator. It is essential that fairness is used in allocating working space, since this is one of the most visible signs of status. 
Job security is an important demotivator, although in certain circumstances it can act as a powerful short-term motivator. To threaten people with loss of employment is to provide a negative incentive, which does not pull them to the desired goal (as a positive incentive does) but pushes them away from an undesirable goal. 
No manager should consciously apply the threat of unemployment as a motivator, since it can devastate the morale of staff and many will be dissatisfied and leave even when the threat is removed. Instead, managers should normally do all they can to assure their staff of job security. This can be done by reassuring subordinates, praising them for a job well done and giving them a view of how the task they are currently doing is likely to develop in the future. 
The working environment must meet the social needs of employees. The manager can help by assigning team tasks and calling team meetings. The need for social contact should be recognized; too man y mangers frown on subordinates who spend time talking to each other over coffee. Or go out occasionally for lunchtime drink. Provided targets are being met these contacts are to be encouraged. 
Communications at all levels of the organization must be effective, both up and down the chain,. Managers and team leaders must make time to listen to grievances and to talk to their staff. In particular they must be equitable in dealings with subordinates, providing equal opportunities for benefits such as promotions, and be fair in enforcement of company regulations. 
Managers must provide recognition for high performers, as this is an important part of their esteem requirements. They should ensure that peers know about the achievement, and this can be done by making awards, or giving praise, in public, and by publishing the information in the company newsletter. Their family should also be involved, and this can usually be done by providing a family award, such as a holiday or a dinner paid for by the company. 
Recognition or reward, in the language of transactional analysis, is known as strokes. A positive stroke can be unconditional (‘that was an excellent report you prepared, John. If only all your reports could be as good!). Negative strokes indicate criticism (‘that was a very poor report, John.’) 
As part of recognition the manager must be prepared to help subordinates, even if it means promoting them out of the department. The manager must help promising subordinates find positions in other departments, if it will further their career aims, and must ensure that they are adequately trained for their next assignment (Waterman et al., 1994). 
Subordinates must also be encourage publishing professional papers and taking part in conferences. They should be helped with filing of patents and be given time to participate fully in their professional institution activities, if they so wish. 
Many professionals seek power to influence others. The manager can satisfy this need in several ways, such as making them responsible for a task force on a specific topic, or getting them to lead an important technical project. Often subordinates can satisfy this need by being part of a team making important decisions on company policy, where they will be sharing information with senior executives. Managers must also be willing to delegate meaningful decision-Making tasks to subordinates, showing trust in their capabilities, and ensure participation in goal setting and decision making. 
To professionals, work and its content are important. The work should be challenging and the subordinates should be making use of their professional skills in problem solving (Cooper, 1977). Tools used in this work are very important and professionals are aware of what constitutes a good tool and demand the best. The manager’s task is to enrich the job as much as possible, making subordinates responsible for meaningful tasks and giving them total responsibility.
