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Motivating Skills

About the Tutonal

Motivation is one of the most important reasons behind people’s actions and behavior. It can
also be used to direct someone’s actions and behavior in a constructive direction. Scientists have
asserted that motivation is the name given to a collection of instincts that is a critical step in our
evolution and it has helped us survive.

Researchers and social scientists have found that anyone can be motivated, depending on the
stage of personal and professional life he is in. In this tutorial, we will discuss all the different
guises under which people look for motivation in their lives.

Audience

This tutorial is designed primarily for those who want to understand how to motivate themselves
during challenging times, and how to motivate others so that they are able to deliver the desired
output with the desired quality, especially under strict deadlines.

Prerequisites

Before proceeding with this tutorial, you are expected to know about the basics of human
emotional quotient and human behavior.

Copyright & Disclaimer

© Copyright 2019 by Tutorials Point (I) Pvt. Ltd.

All the content and graphics published in this e-book are the property of Tutorials Point (I) Pvt.
Ltd. The user of this e-book is prohibited to reuse, retain, copy, distribute or republish any
contents or a part of contents of this e-book in any manner without written consent of the
publisher.

We strive to update the contents of our website and tutorials as timely and as precisely as
possible, however, the contents may contain inaccuracies or errors. Tutorials Point (I) Pvt. Ltd.
provides no guarantee regarding the accuracy, timeliness or completeness of our website or its
contents including this tutorial. If you discover any errors on our website or in this tutorial,
please notify us at contact@tutorialspoint.com.
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1. Motivating Skills — Introduction

Motivation is one of the most important reasons behind people’s actions and behavior. It can
also be used to direct someone’s actions and behavior in a constructive direction. Scientists have
asserted that motivation is the name given to a collection of instincts that is a critical step in
our evolution and it has helped us survive.

What are Instincts?

Human instincts are very different from the ones that animals and birds have, which are some
very basic instructions hardwired into them that they start following as soon as they are born.
Examples of such instincts are a tortoise crawling towards the sea as soon as it hatches out of
its egg, or a baby elephant trying to start walking within minutes of it being born, or a dog
vigorously shaking itself dry immediately after it is drenched.

This type of instinct is called an “Imprint Instinct”. Konrad Lorenz observed that as soon as
the geese hatched out of their eggs, they started to look around for the first moving object they
could find and treat it as their mother, who they will then depend on for their feeding.
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Using this observation, he could successfully demonstrate that the baby geese used this imprint
to identify their mother. He waited for some geese to hatch out of their eggs while the mother
duck was away. When they started looking around, he started moving in front of them. All the
geese then started following him wherever he went.

However, the instincts that human beings have are not related to the following instructions; they
are more to do with survival. These instincts follow Darwin’s Law of Natural Selection, which
says that only the fittest will survive in the end. Keeping this in mind, human beings are
hardwired to look for positive qualities in a partner so that their offspring has enough qualities
to survive in the future.
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2. Motivational Theories

Motivation is one of the most widely researched studies ever so there are many widely-accepted
theories on it. Let’s discuss some of these and define motivation through these theories.

Herzberg’s Motivational Theory

Frederick Herzberg formed a theory known as “Motivation-Hygiene Theory” which was based on
the idea that there are many factors in a person’s workplace which determine his levels of
motivation towards doing his job properly. He labelled these factors as hygiene factors.

According to him, every workplace has the ability to influence the productivity of its employees
by either encouraging him to work further or by discouraging him. If the person was satisfied
with the working environment, he would have motivation to work even harder. On the other
hand, if he was dissatisfied with the working conditions, then he would not be willing to give his
100% into his job.

To quantify his theory, Herzberg interviewed many employees about the kind of working
conditions they are asked to do their jobs in, and what are their feelings at work. Based on their
responses, he published his observations in 1959 in a book titled "The Motivation to Work".

The most interesting thing that Herzberg observed that the absence of ideal working conditions,
which he called “Hygiene Factors” was one of the biggest reason for job dissatisfaction. However,
there were a vast number of employees who had ideal working conditions, yet they had a low
motivation to improve.
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He reasoned that giving employees ideal working conditions is not enough to keep them
motivated, but removing the hygiene factors would definitely cause a lot of dissatisfaction among
the employees.

Examples of such hygiene factors could be unwanted changes in the working environment, very
strict implementation of log-in, log out timings, not getting the expected raise in salary, etc.

Herzberg stated that the following factors were the top reasons behind job satisfaction:

e Rules & Policies

e Supervision

e Equation with Boss

¢ Nature of Work

e Career Progress

e Relationship with co-workers
e Individual Achievement

e Recognition of Hard Work and Talent
e Working Conditions

e Job Responsibility

e Salary

e Organizational Growth

Vroom’s Expectancy Theory

Victor Vroom posed a theory that shifted the focus from the needs of a person to the outcomes
of his action, as the source of his motivation. According to this theory, a person doesn't derive
his motivation from identifying and taking actions to meet his needs, rather he derives his
motivation by assessing the outcomes of those very actions.

If he was pleased with the outcome of the actions, and was convinced that such performances
will help him to address his needs, then the person will find motivation from it, and all his
subsequent actions will be the result of this new-found motivation.

He proposed the idea that a person needs to be given that initial confidence that his output has
had the desired outcome, so that he can use this confidence as an impetus and proceed on to
other actions, which will deliver the desired results.

According to Vroom, a person can be motivated only when he sees a connection between the
action he took, the efforts he put, and the outcome of his performance. Depending on these
three factors, he defined these three variables:

o Expectancy
e Instrumentality

¢ Valence
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Defining Expectancy

Expectancy is the belief that by putting adequate effort, it’s possible to enhance the performance
that you will deliver. It is affected by factors like time needed for the work, money to be spent,
skills needed for the job, along with having authorization and clearance to do it.

While managing employees, it’s very important to put give them jobs that they are confident
they can do by themselves. In addition to that, you need to make sure that they have the
resources they need, and a realistic time-frame to deliver the output.

Defining Instrumentality

Instrumentality defines the belief that good performance is appreciated and rewarded when it
brings in better outcome. This is one of the major motivational points for all the employees in a
company. They believe that if they perform well, the results will be good. And if the results are
good, then their efforts will be taken into consideration and they will be rewarded for it.

This belief is influenced by the clear representation of what needs to be achieved to get the
reward, by recognizing key people who can determine whether you will receive this reward (e.g.-
boss, supervisor), and also the transparency in the process that decides whom to reward.
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To practice instrumentality, a supervisor needs to have a complete understanding of the reward
system, and also needs to know what could be the possible outcomes so that he always remains
aware of what to do in which situation. The rewarding system should be clearly drawn out so
that the employees can know what their efforts have earned them.

Drawing targets in numbers is often the best way to avoid any ambiguous interpretation of hard
work. Managers use tabs, flags, and whiteboards to convert the achievements of their teams in
numerical values to enhance the clarity of their achievements.

There shouldn’t be anything left to guesses. No team should be left wondering why they didn't
get the reward they were expecting, whereas some other team has won it. There must be
transparency in the entire process.

SelfMotivation vs Motivating Others

There is one important difference between people motivating themselves and people motivating
others, that being the fact that when you motivate yourself, you will most likely try to focus on
your work and responsibilities and try to improve yourself in that field.

In other words, the areas that get benefitted from your self-motivation are all within your control.
You are the sole person who is in command when it comes to the quality of output in your job.
That is also the case in your family life. However, things change when you are motivating others.
In this case, your motivation skills need to be tested on the quality of output of other people. In
cases like these, it's best that you focus on the hygiene factors with respect to each individual
in your team.
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End of ebook preview
If you liked what you saw...

Buy it from our store @ https://store.tutorialspoint.com
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