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MOTIVATION SYLLABUS

(Group Skills Unit)

Introduction

This session introduces the motivation skill of Leadership of the Learning for Life Leadership Workshop.  It is designed to provide usable leadership skills for high school students.

Learning Objectives

After completing this session the student should know:

· Basic principles of group motivation

· Role of group motivation in leadership

· Various successful techniques of group motivation

Materials required

Overhead projector, screen, extension cord and spare bulb

Copy of three overheads reproduced from appendix onto overhead transparencies (one copy for instructor)

Copy of four handouts reproduced from appendix (one copy for each student)

Session Time Required

Approximately 50 minutes

Session Reference Materials

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

Background Information
Psychologists tell us that motivation comes from the inside the individual and is based on inner needs and desires. Therefore, taken literally, it is impossible to “motivate” someone from the outside. We can do things that “trigger” that inner drive to fulfill an inner need or desire, as when we place a hamburger in front of a hungry teenager.


Psychologist Abraham Maslow divides human needs into two groups: (1) Basic needs, such as food and shelter and (2) higher needs, which we seek only after fulfilling our basic needs.

[Display overhead #1 – “Maslow Hierarchy” and distribute handout #1.]

Basic needs include levels 1 to 4. The higher needs include numbers include levels 5 to 8.

BASIC NEEDS

1. Physiological – seek food, water, shelter, sex.

2. Safety – feel free from immediate danger.

3. Belongingness and love - belong to a group, have close friends

4. Esteem – seek recognition, move up in world, feel, reduce doubts about self.

HIGHER NEEDS
5. Cognitive - seek learning for its own sake, contribute to knowledge.

6. Aesthetic – feel at peace, be more curious about inner workings of all.

7. Self-actualization - know exactly who you are, where you are going and what you want to accomplish. 

8. Self-transcendence – be concerned with things outside of self, welfare of others, spiritual experiences.

Maslow said that a higher need will become a motive of behavior only if the needs below it have been satisfied. This helps us as leaders understand more about people’s motivation. For example, a person who is hungry or who lacks shelter will not be motivated by the possibility of winning a blue ribbon in some athletic competition as much as the person whose basic needs have already been met.

It should be noted that almost no one stays in one particular level for an extended period. We constantly strive to move up, while at the same time forces outside our control push us back down. Those on top get pushed down for short time periods (death of loved one or an idea that does not work). Those on the bottom get pushed up (a well-paying job or inheritance).

Our goal, as leaders, is to help our people obtain the skills and knowledge that will push them up the hierarchy permanently. People who have their basic needs met become much better workers. They are able to concentrate on fulfilling the visions put forth to them, instead of consistently worrying about how to make ends meet. 

[Display overhead #2 – “Characteristics of Self-Actualizing People” and distribute handout #2).]

Discuss characteristics with students.

· Have better perceptions of reality and are comfortable with it.

· Accept themselves and their own natures.

· Their lack of artificiality.

· They focus on problems outside themselves and are concerned with basic issues and eternal questions.

· They like privacy and tend to be detached.

· Rely on their own development and continued growth.

· Appreciate the basic pleasures of life (do not take blessings for granted)

· Have a deep feeling of kinship with others.

· Are deeply democratic and are not really aware of differences.

· Have strong ethical and moral standards.

· Are original and inventive, less constricted and fresher than others

Maslow says that we are constantly trying to reach the level of self-actualization. Occasionally, we do reach that level. Above that is the spiritual level, where we find persons such as Gandhi, Mother Theresa, Dalai Lama, or even poets such as Robert Frost. At this level, people are concerned with ethics, compassion, creativity and spirituality.

 Needs Motivate People
The basic message of Maslow’s theory for leaders is that people’s own needs and wants motivate them. Good managers recognize this principle and use it by offering opportunities and incentives that allow workers to meet their needs and move to a higher level on Maslow’s chart.

Good managers methodically determine what each employee needs, rewarding him or her accordingly.  Poor leaders simply guess and take a shot. One skill of a good leader is the ability to match the rewards and incentives in an organization with the underlying needs and wants of the workers. When this match occurs, motivation and morale will be high. This suggests that leaders who know their workers well will be more likely to offer appropriate incentives than those who don’t know their employees well.

[Display overhead #3 – “Application of  Maslow” and distribute handout #3.]

Application of Maslow
Here is how you, the leader, begin to apply Maslow's theory. Improvise as you see fit, but this will get you started. Before you begin, understand the ground rules:

1. Every person must fit into one, and only one, of these categories at any one time.

2.  On the way up, advancement from one category to another must be in order.

3. On the way up, no category is skipped.

This is a three-step process: interview, estimate, and choose. Interview the member, estimate his or her level of existence and type of need, and choose rewards accordingly.  It might take a while before you perfect your technique, but the basic application of this theory is easy. Even a leader who uses this theory for the first time should be able to choose a more effective reward than by simply guessing.

First, interview members to learn, among other things, what is most important to them and what changes they would like to see. Do this through direct questions and answers, but be aware that people sometimes say what they think you want to hear. Find out as much as you can, and take notes.

Second, study your notes of the interview and determine which level of Maslow’s chart the member is currently existing.

Third, choose an appropriate reward or incentive that would meet the needs of the member and the purposes and aims of your organization.

[Distribute handout #4 – “Appropriate Rewards and Incentives.” Then ask the students how they would motivate someone at each of the following levels.]

Self-Actualization - If a team member is fortunate enough to exist at the top of Maslow's pyramid, then the primary need he or she has is for self-improvement. You may help them fulfill their self-fulfillment needs by increasing their level of challenge, responsibility or authority. Special assignments and projects and the provision of advanced training will also contribute to their development.

Esteem - Esteem needs are satisfied through status and recognition. People at this level may receive fulfillment through personal and public recognition of achievement, by awards, commendation letters and promotions. An “outstanding member” plaque or a “member-of-the-month” framed photograph in a prominent place will help satisfy the esteem needs of some of your best members.

Social - Social needs are fulfilled by promoting a sense of affiliation, friendship and acceptance. Use team structures, hold social functions, distribute employee newsletters and call frequent discussion meetings. Distribution of company sweatshirts, T-shirts, mousepads, etc., with the company name and/or slogan or a company (or team) photo may also help fulfill social needs.

Safety - These needs are met by providing job and income security, and a safe work environment.  Good communication between the employee and management is very important. Mutually agreed upon performance expectation standards, including the possible consequences of failure to perform, will provide a sense of safety by alleviating the fear of the unknown.

Physiological - Vital needs are satisfied by food, shelter, clothing and health care. Providing the employee with adequate income and benefits is what is required here. If an employee does not see to his own vital needs, though able to, then psychological counseling may be needed.
Conclusion
Application of Maslow's theory toward employee motivation is a simple way to improve your success with motivating the members of the team you will lead.

APPEDNIX

Maslow’s Hierarchy of Needs
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Overhead 1

Characteristics of Self-Actualizing People:

· Have better perceptions of reality and are comfortable with it.

· Accept themselves and their own natures.

· Their lack of artificiality.

· They focus on problems outside themselves and are concerned with basic issues and eternal questions.

· They like privacy and tend to be detached.

· Rely on their own development and continued growth.

· Appreciate the basic pleasures of life (do not take blessings for granted).

· Have a deep feeling of kinship with others.

· Are deeply democratic and are not really aware of differences.

· Have strong ethical and moral standards.

· Are original and inventive, less constricted and fresher than others
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Overhead 2

Application of Maslow

Here is how you, the leader, begin to apply Maslow's theory. Improvise as you see fit, but this will get you started. Before you begin, understand the ground rules:

1. Every person must fit into one, and only one, of these categories at any time. 

2. On the way up, advancement from one category to another must be in order. 

3. On the way up, no category is skipped.

This is a three-step process: interview, estimate, and choose. Interview the member, estimate his or her level of existence and type of need, and choose rewards accordingly.  It might take a while before you perfect your technique, but the basic application of this theory is easy. Even a leader who uses this theory for the first time should be able to choose a more effective reward than by simply guessing.

First, interview members to learn, among other things, what is most important to them and what changes they would like to see. Do this through direct questions and answers, but be aware that people sometimes say what they think you want to hear. Find out as much as you can, and take notes.

Second, study your notes of the interview and determine which level of Maslow’s chart the member is currently existing.

Third, choose an appropriate reward or incentive that would meet the needs of the member and the purposes and aims of your organization.
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Overhead 3
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BASIC NEEDS

1. Physiological – seek food, water, shelter, sex.

2. Safety – feel free from immediate danger.

3. Belongingness and love - belong to a group, have close friends

4. Esteem – seek recognition, move up in world, feel, reduce doubts about self.

HIGHER NEEDS
5. Cognitive - seek learning for its own sake, contribute to knowledge.

6. Aesthetic – feel at peace, be more curious about inner workings of all.

7. Self-actualization – know exactly who you are, where you are going and what you want to accomplish.

8. Self-transcendence – be concerned with things outside of self, welfare of others, spiritual experiences.

Handout 1

Characteristics of Self-Actualizing People:

· Have better perceptions of reality and are comfortable with it.

· Accept themselves and their own natures.

· Their lack of artificiality.

· They focus on problems outside themselves and are concerned with basic issues and eternal questions.

· They like privacy and tend to be detached.

· Rely on their own development and continued growth.

· Appreciate the basic pleasures of life (do not take blessings for granted).

· Have a deep feeling of kinship with others.

· Are deeply democratic and are not really aware of differences.

· Have strong ethical and moral standards.

· Are original and inventive, less constricted and fresher than others
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Handout 2

Application of Maslow

The basic message of Maslow’s theory for leaders is that people’s own needs and wants motivate them. Good managers recognize this principle and use it by offering opportunities and incentives that allow workers to meet their needs and move to a higher level on Maslow’s chart.

Good managers methodically determine what each employee needs, rewarding him or her accordingly.  Poor leaders simply guess and take a shot. One skill of a good leader is the ability to match the rewards and incentives in an organization with the underlying needs and wants of the workers. When this match occurs, motivation and morale will be high. This suggests that leaders who know their workers well will be more likely to offer appropriate incentives than those who don’t know their employees well.

Here is how you, the leader, begin to apply Maslow's theory. Improvise as you see fit, but this will get you started. Before you begin, understand the ground rules:

1. Every person must fit into one, and only one, of these categories at any time. 

2. On the way up, advancement from one category to another must be in order. 

3. On the way up, no category is skipped.

This is a three-step process: interview, estimate, and choose. Interview the member, estimate his or her level of existence and type of need, and choose rewards accordingly.  It might take a while before you perfect your technique, but the basic application of this theory is easy. Even a leader who uses this theory for the first time should be able to choose a more effective reward than by simply guessing.

First, interview members to learn, among other things, what is most important to them and what changes they would like to see. Do this through direct questions and answers, but be aware that people sometimes say what they think you want to hear. Find out as much as you can, and take notes.

Second, study your notes of the interview and determine which level of Maslow’s chart the member is currently existing.

Third, choose an appropriate reward or incentive that would meet the needs of the member and the purposes and aims of your organization.

Handout 3

Appropriate Rewards and Incentives

Self-Acutualization
If a team member is fortunate enough to exist at the top of Maslow's pyramid, then the primary need he or she has is for self-improvement. You may help them fulfill their self-actualization needs by increasing their level of challenge, responsibility or authority. Special assignments and projects and the provision of advanced training will also contribute to their development.

Esteem
Esteem needs are satisfied through status and recognition. People at this level may receive fulfillment through personal and public recognition of achievement, by awards, commendation letters and promotions. An “outstanding member” plaque or a “member-of-the-month” framed photograph in a prominent place will help satisfy the esteem needs of some of your best members.

Social
Social needs are fulfilled by promoting a sense of affiliation, friendship and acceptance. Use team structures, hold social functions, distribute employee newsletters and call frequent discussion meetings. Distribution of company sweatshirts, T-shirts, mousepads, etc., with the company name and/or slogan or a company (or team) photo may also help fulfill social needs.

Safety
These needs are met by providing job and income security, and a safe work environment.  Good communication between the employee and management is very important. Mutually agreed upon performance expectation standards, including the possible consequences of failure to perform, will provide a sense of safety by alleviating the fear of the unknown.

 Physiological
Vital needs are satisfied by food, shelter, clothing and health care. Providing the employee with adequate income and benefits is what is required here. If an employee does not see to his own vital needs, though able to, then psychological counseling may be needed.
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Handout 4
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