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This paper approaches Motivation in two ways

· It explains a model for motivation

· It discusses some important related topics
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What is motivation

Motivation is the skill of energising yourself or someone else to accomplish something positive through initiation, direction, intensity and persistence of behaviour. It involves some very basic human behavioural conditions, such as drive, behavioural regulation, self-control and social conformity.

When that skill is applied, it propels all sorts of people, of whatever standing, to achieve whatever is their goal. Also it is an important component of leadership – leaders must be able to motivate, and ultimately it is a human’s basic and true security – knowing that you can motivate yourself, whatever the circumstances.
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Motivation and leadership
Most people are some sort of a leader in some aspect of their life – work (organisation, department, team) or home (family, friends, hobbies). There are three basic components that comprise leadership:


Leadership = Vision * Inspiration * Momentum

· Vision: the ability to realise that something needs doing and artistic enough to paint a compelling picture of the journey and the destination

· Inspiration: being the salesperson to enrol others to the vision, the journey and the team

· Momentum: self motivation, charisma, people skills, problem-solving skills – these keep people energised and on course

There are strong links between motivation and leadership:

· To be a leader, you probably need to be able to motivate, but to be a motivator you don’t have to be a leader

· Motivation is an essential element of vision, inspiration and momentum
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VICTORY – the motivation tool
Victory is a virtuous circle with an important outside influence on the outside and the whole purpose at the centre:




Impetus





Confidence


Take the plunge






Respond to feedback


Outcomes

With an energised vision and impetus, confidence is strong, efforts increase, results impress, feedback is positive and confidence is reinforced and you are motivated

Without a vision and impetus, effort is hesitant, results mediocre, responses disappointing, confidence diminished and you are demotivated.
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Vision
This is the start point of the whole cycle, and its personal:

· Use your imagination to create a compelling image of the destination and the journey

· Engage all 6 senses to create that image. In this case, that 6th sense is a very real sense as it relates to honour, duty, humour etc

· The vision has to be useful. Test it using a sheet of paper by jotting some basic planning notes of the important steps

In creating a vision, it needs to be shared with others:

· Bring the vision to life by whatever means possible: words, pictures, or even a goal of acquiring a specific skill

· Involve others in developing the vision further

· Present the initial drafts of the vision forcefully. Dare people to exceed expectations!

· Re-express the vision periodically as you go through the motivation cycle.

Suggestions for using a visioning session:

· Ensure you are in a calm moment and place. Close your eyes and dream of what success would look like

· Use all of your senses to flesh out your picture – sight, smell, touch, taste, hearing and your 6th sense. Use metaphors

· Daydream more! What would be the title of your autobiography!

· When ready, capture your impressions on a page – using drawings, colours, words; stick things to the page: whatever helps to capture the vision

· Jot down any ideas about actions, things or people which could help you on the way to fulfilling your vision
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Impetus
There are two stages that can be applied to this, one of which is the simple one-page plan that was initiated at the vision stage. The other is to identify the sources of impetus in the client, a part of which is Maslow’s “Hierarchy of Needs”:

· Money – whether its about fair reward, basic security or an ultimate measure of success

· Power – achieve this and you can control others and your environment

· Sex – achieve this and you will be more sexually attractive

· Envy – as the song goes “whatever you can do I can do better”

· Pride – to show that you can do it

· Duty – because I am a good husband/wife/manager/worker

· Growth and success – nothing succeeds like success!

· Hope, respect, rivalry, altruism, patriotism etc
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Confidence
The Latin route of the word means “with faith”, so this is about building faith in you and others. A metaphor of a garden is used to apply this part of the model:

Seeding
· Revisit the vision periodically

· Embellish, when needed, to make it more powerful

· Recall previous successes

Feeding
· Talk with people who will praise you for jobs well done

· Take time to acknowledge successes

· Cross-pollinate confidence in the current job by reflecting on other successes in your life

· Use physical exercise, music or other fertilisers to help you feel good

Weeding

· Catalogue the weeds, pests, vermin and imposters that undermine your confidence

· Eradicate them – don’t spend time with those that put you down, avoid self-deprecation, don’t be so busy as to not take time out for yourself, don’t feel like someone else’s puppet
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Take the plunge
Hesitancy can brake the VICTORY cycle, making this an important step:

Preparation for the plunge
Whatever the plunge, the chances of success increase if you have a compelling vision, mustered the relevant support from others and chosen the time for action wisely

Plunging
At this point a voice needs to speak with a motivational statement – “learn to fail better!”, “the speeding arrow, the passing second and the missed opportunity – the things that can never be brought back”.

Post-plunge
Reflect on whether the plunge was as frightening as at first thought. Did you enjoy the thrill? Develop an antidote to hesitancy and programme an image or saying to draw on automatically at future moments of truth
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Outcomes and obstacles
Similar, but different, to feedback. The important points about this are:

· Link back to vision (as always!). For a particular event, the reflection should ask “how does this outcome or event relate to the longer term vision?”

· Have a plan and a fall-back plan. The vision of what was achieved needs a vision of how to make progress. The vision establishes a path to success, but this exercise ensures that you know where a particular outcome fits into that overall path

· Simple jigsaw puzzles, not complex Rubik cubes. Plans following successive steps are inflexible, but swifter progress is made by planning in jigsaws

· Develop serendipity, the art of turning chance happening into advantage. Chance happenings cannot be planned, but may be luck can be.

· Think small, not just big

Positive outcomes are a step to the goal and are a motivation in themselves. Setbacks are opportunities to generate a better outcome for the broader mission.
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Responding to feedback
Feedback is the prime source of learning, development and motivation to resupply confidence. Some techniques:

· Bitter sweetness. Positive feedback builds confidence and motivation, but less successful labours can also enhance skills – you always learn from your mistakes

· Self-talk. This is a important technique, with 3 traps to avoid:

	Trap
	Description
	Example

	Generalise
	Subtely tell yourself you have an intrinsic negative trait
	"I'm always forgetting everything"

	Irrationalise
	Drawing conclusions which the facts do not necessarily support
	"My boss didn't congratulate me on my paper, so I must have omitted something"

	Transpose
	Using negative feelings about one area of life to affect others
	"I can't write well so I  won't make a good public speaker"


· Refocus your beliefs. These are the lenses through which we see the world; ensure that they do not distort. Rational beliefs are healthy and constructive and irrational are destructive:


I must always be respected; if someone puts me down its terrible and awful: I’ll have to hide or beat them up.

· Praise yourself. Explicitly notice your own success and acknowledge, praise or reward it.
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You
The “you” is you, a friend or a colleague – the one that is to be motivated. It is about the vision that we have for ourselves, the level of confidence that we need and therefore the amount of motivation that we need. It is also about the other parts of the motivation virtuous circle – to see, create and strengthen the links between the steps. It is a vertical perspective too – the links between a person‘s success and how it relates to vision with the deeper impetus. This linking can be described as style.
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Psychology
The study of what makes people tick. An important study for a manager because for different people at different times, a manager is expected to interact in different ways – direct, advise, ask, tell, coach, socialise, train, congratulate, motivate. Different people respond to these in different ways.
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The 5 areas that psychologists agree about
Actions speak louder than words
The ways in which we respond to situations (or stimuli) reveal our personalities and characteristics much better than we could ever describe our personalities accurately, because we are not that self-aware. So watch people.

The pain of trade-offs
In deciding on actions to take, we make trade-offs; we wish to gratify urges but without putting ourselves out too much. Specifically:

· Our actions are creative or destructive, directed towards ourselves or to other people and things and are active or passive

	
	The Pain of Trade-offs
	

	
	
	
	
	

	
	
	Internally directed
	Externally directed
	

	
	
	
	
	

	
	Constructive
	Learning a new skill, self praise
	Helping others, making things
	

	
	
	Accepting other's help
	Letting children explore
	

	
	
	
	
	

	
	Destructive
	Self abuse
	Ridiculing others
	

	
	
	Getting out of shape
	Letting someone slip up
	

	
	
	
	
	

	
	
	
	
	

	
	
	Active
	Actions
	

	
	
	Passive
	
	

	
	
	
	
	


· The urges that drive actions spring from our wish to make ourselves or others more akin to the image that we have for us or them:

Wishes
Urges


Trade-offs


Actions



· In avoiding trouble for ourselves, we like results that increase security and pleasure and reduce anxiety and pain, which can be considered consciously or unconsciously through defence mechanisms

Regression when strained. When situations are overly stressful, we tend to fall back (regress) into behaviours that have helped in the past, to the extreme of acting like children. Different people respond to stress in different degrees.

Growth as grooving vs. growth as changing. As we experience new or apparently familiar situations, we recognise patterns, “grooving” the way in which we react and make decisions. This automation saves time and energy, but we need to keep an open mind to learn new ways to interact with the environment.

The Holi Trinity. Mind, body and spirit are connected holistically, so psychological (or mental) health are linked to physical and spiritual health.
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Areas of disagreement
Schools of psychology disagree in areas of emphasis in the five things they agree about, often radically:

· Conscious vs. unconscious

· The impact and degree of childhood experiences

· Different methods of helping people to change

· Sex drive

Freud
Developed a model for the personality (which is formed by the time we’re 6):

· Id: represents all instinctive urges; primitive, biologically determined, impulsive, operates the Pleasure Principle (obtain pleasure, avoid pain). Unsatisfied urges create tensions to be released via action or fantasy. Id resides in the unconscious mind

· Ego: operates the Reality Principle – recognise the constraints of the outside world and delay until an appropriate time urge-gratifying actions. It acts as the manager of the self. It sits in both the conscious and the unconscious mind

· Superego: the model of “correct” behaviour that tries to interrupt actions that are “inappropriate” by giving a voice to the “conscience” When it fails, we feel guilt and the stronger the superego, the more guilt is felt. Superego exists mainly in the unconscious.

Jung
Disagreed with Freud, preferring to focus less on sexual drives and repressed feelings. The personality is made up in three areas:

· Conscious: experiences the world through sensing, intuition, thinking and feeling

· Personal unconscious: similar to Freud but it has a more benign influence with dreams having a major role in accessing it

· Collective unconscious: the carrier of archetypes - God, fairy godmother, hero - that influence our thoughts and actions.
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Theories of Motivation
Essentially, these fall into two camps 

· Behaviourists: pay enough carrots and people can be motivated to perform better

· Cognatives: people are primarily rational, so choose goals and can modify behaviour.

Examples of the latter are Expectancy Theory, McGregor’s Theory X and Theory Y and Maslow’s Hierarchy of Needs triangle.

	
	
	
	
	
	

	

	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	Self Actualisation
	
	What we can and must be

	
	
	
	
	

	
	Esteem
	from self and others

	
	
	

	
	Love
	by and for others

	
	
	

	
	Safety
	Health, protection from violence and disaster

	
	
	

	
	Physiology
	Food, drink, sleep, sex, sheer activity

	
	
	

	
	
	
	
	
	The arrows indicate that man always needs to

	
	
	
	
	
	satisfy the next level of needs


	Defence mechanisms

	
	
	

	Defence
	Statement
	Meaning

	
	
	

	Denial
	I've not been fired
	But you have!

	Repression
	Being with her was wonderful
	When it wasn't really

	Projection
	He hates me
	When really you hate him

	Displacement
	Why are you so difficult
	When a third party is

	Sublimation
	I enjoy playing the violin
	But Rome's burning

	Regression
	Don't hurt me, I'm just a defenceless child
	Said by an adult

	Rationalisation
	I had to hit you as there was a fly on your cheek
	

	Reactive formation
	This is not a tiger, it’s a cuddly cat
	But it really is a tiger

	Altruism
	I'll be a Samaritan
	So I can ignore my own problems

	Humour
	That cruel joke at my expense was really funny
	Or was it?
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Different types of personality
The paper on Coaching covers the Myers-Briggs personality type indicator model. That is relevant here. There are others:

Hermann Brain Dominance Indicator maps four quadrants of the brain:


Logic, analysis





Imagination, synthesis

Planning, organising





Interpersonal, gut feel

The strength of the personality trait pulls the corner of the square towards the outer circle.

Belbin. This approach focuses on 9 types of member of a team that you would need to make that team high performing. Each type has “acceptable weaknesses”. The 9 types are shaper, monitor/evaluator, team worker, implementer, completer/finisher, specialist, plant, resource investigator, co-ordinator.

Hippocrates. This model looks act personality from the point of view of 4 “humours”:



Danger: take care when using personality profiles. They measure the way in which a person prefers to operate or interact with others rather than the actual way or even the way in which they are best able to operate or interact and to develop a particular style.

Fear of Success and Fear of Failure
Fear can drive us to achievements that are undreamed of, but can also act as such a barrier that we are persuaded not even to attempt things.
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Fear of failure

The fear that we will be ridiculed or criticised by either ourselves or others in the event of failure:

· I’d better not try because if I did and failed people would think I’m stupid

· If I fail, then I’ll think I’m stupid

· I tried it before and it didn’t work
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Fear of success

A subtle, paradoxical feeling that we don’t deserve success or that it neither fits nor is comfortable:

· I don’t deserve to succeed (because someone or something has persuaded me that I am unworthy)

· I don’t want to succeed because I am comfortable with the way I am

· I don’t want to succeed because I won’t like the new lifestyle of success

· I don’t want to succeed because people will stare at me and I’ll be forced to look “impressive”

· If I’m successful, then people won’t give me their sympathy any longer

· I might get addicted to success and that will need more effort all the time

· Its so simple there must be a trick

· It will only be downhill from there – nothing left to hope for
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Demotivation
This is a very simple process:

· Shatter all visions and hopes of success. Disorientate by changing the work environment and respond immediately and severely to misdemeanours

· Remove confidence by degradation through menial tasks, punishment by setting impossibly difficult tasks and depress confidence consistently and with increasing severity

· Remove scope for voluntary actions by removing self esteem

· Bombard with negative messages through ridicule (especially in front of others), lies and sensory stimulation (“solitary / social confinement”)

· Systematically destroy the subject’s self-image by reminding them of the extent of their downfall, deconstruction and negative role models (others that have suffered downfalls)
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The Domino Effect
The feeling of failure or dissatisfaction at home translates to the office and vice versa: just when 3 bad things have happened, so does a fourth, and it doesn’t matter in which area of life the bad feelings occur. The effect is that the good feelings are overcome by the bad in the domino effect. However some people are able to cope with the domino effect:

· Keep the different dominos, or issues, separate so that they are less able to interfere with each other. However, at some stage, they have to come together because ultimately they inter-relate, so the “divide and rule” approach to issues can only be a temporary strategy

· Run the domino effect in reverse. If an area of life is going well, spread the confidence and motivation to other areas.
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Age
Age can affect the way in which people are motivated because people of different ages can have different value sets derived from the time that they were growing up.

	What sociologists say about the younger generation

	
	

	Driving factors
	Preferences for learning & living

	
	

	Negative world view - parents' divorces and redundancies
	Feedback hungry

	Home-alone individualists - dual career parents, day care, cable TV, video games
	Do-see-do, not learn then apply

	Less loyal - political exposes, parents' jobs restructured
	Parallel processing, not step-by-step

	Questioning of authority - less present fathers, church and military training
	Techno-literate, informationally opportunistic

	More diverse - ethnic influxes and mixing
	Fewer compromises in pursuit of fun

	
	Entrepreneurship & outcomes

	
	Clickable sound-bites not length speeches


And the older generation may have the following factors assuming greater importance:

· Fear of having failed, or not having accomplished enough

· Nervousness that technology will advance too rapidly fro them to pick up

· Preference for patterns and logic, not just data points (however interesting)

· Preference for the concrete over the virtual or meta-virtual

· Concern for, or about, the family
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Praise
Praise is a prime component for motivation, as without it, there can be no confidence, but it has to be done in a convincing way. The client is always looking for the “but” word following praise to say how things can be improved next time. There will be occasions when there is a “but”, however there needs to be enough unadulterated praise. There are four suggestions for delivering this praise:

	Four suggestions for delivering praise

	Problem
	Suggestion

	
	

	Client cannot believe positive comments
	Prove that you mean it by asking for more of the same next time

	Client doesn't really understand why you think they did a great job
	Explain why - give them evidence

	Client thinks they achieved a "lucky" result
	Suggest that the subject of the praise is an indigenous trait of the client

	Client doesn't see their full potential
	Express their potential in a radical way, a way that will change their life
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 “Stress”
When things go wrong, you can become overwhelmed and “stressed”. But its an overused word, since it covers another feature of the mind, body and spirit, strain:

· Learn to distinguish between stress and strain and deal with them separately. Stress is external and strain is internal: bodies react to stress in different ways as some remain unchanged and snap suddenly whilst others deform without breaking – its all about elasticity.

· Recognise the beneficial effects of appropriate levels of strain (and stress) – without this life would be uninteresting

· Identify you personal optimum zone. Some people need more strain than others to operate effectively. You need to explore the borders.

· Seek expert advice if you are completely overwhelmed

Personal

Effectiveness





Optimum zone of stress?









Externally applied stress
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The strategy of motivation
Whether motivation is applied in the work place, in the home or in other areas of social life, it has to be an habitual art.

Intuitively, the master motivator knows how much motivation is needed in a given situation and instinctively uses the right approach (the most appropriate parts of the VICTORY model). Intuition and instinctiveness is based on expertise and experience, built both cognitively and through practice

There are three possible pathways from novice to master motivator:

Expertise, built

cognitively

Learned adept




Master





Seeker





Practical doer










Experience, built through









practice
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Inventories

Tips for mastering motivation:

Building expertise:

· Identify which one or two techniques of motivation techniques appeal to you

· Observe and reflect as you apply them – amend them to fit your own style

· Aim to adopt their use as second nature for yourself or others. For example, if you’re feeling demotivated, then the VICTORY circuitry cuts in automatically

Building expertise:
· Start by practising your skills in a situation where you feel comfortable. You may want to start by working on your own motivation rather than someone else’s

· “Edge into” situations which appear to be more demanding – whether they relate to you or to someone else

· tailor the amount of motivation which you ”pour into” your interactions – its not necessarily “all or nothing”

	How much do you motivate others?

	
	Self
	Others
	Act

	
	O
	S
	R
	O
	S
	R
	P

	
	
	
	
	
	
	
	

	Vision
	
	
	
	
	
	
	

	Develop a compelling image - appealing to multiple senses - of what to be / do (for yourself or others)
	
	
	
	
	
	
	

	Translate image into one page plan (or support others in their planning)
	
	
	
	
	
	
	

	Confidence
	
	
	
	
	
	
	

	Seek energising feedback from others; reward yourself or others tangible
	
	
	
	
	
	
	

	Know the specific factors that tend to embrace you confidence (or others)
	
	
	
	
	
	
	

	Taking the plunge
	
	
	
	
	
	
	

	Avoid procrastination (or help others to do so)
	
	
	
	
	
	
	

	Muster support from others - or from your inner resources - when on the brink of daunting action (or help others gain support)
	
	
	
	
	
	
	

	Outcomes and obstacles
	
	
	
	
	
	
	

	Establish specific goals, which link to you vision in a simple and flexible way and which involve the pacing of manageable steps (or help others to do this)
	
	
	
	
	
	
	

	Create serendipity for yourself and others
	
	
	
	
	
	
	

	Responding to feedback
	
	
	
	
	
	
	

	Seek feedback, accepting credit for praise and using apparently negative feedback constructively (or help others to do so)
	
	
	
	
	
	
	

	Monitor your "self-talk", and rescript it if necessary (or help others to do so)
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	O = Often
	
	
	
	
	
	
	

	S = Sometimes
	
	
	
	
	
	
	

	R = Rarely
	
	
	
	
	
	
	

	P = Priority
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Vision











You





Events happen, which may appear adverse





Belief





Prefer…


Hope…


Wish…


And / also….





Ought…


Must…


Always…


Either / or…





Emotion





Sorrow


Disappointment


Frustration





Anxiety


Depression


Rage


Self-pity





Action





Act to improve


Accept


Learn








Complain


Procrastinate


Repress


(Self) abuse








Immortal


Irresistible


Omnipotent





Libido


Love


+


Mortido


Hate








More security, pleasure.


Less  anxiety, pain





…………………





Conscious mind; explicit analysis





Unconscious mind; defence mechanisms





Phlegmatic				Sanguine

















Melancholic				Choleric








