




Advance Praise for Brian Tracy’s Full Engagement!

“Brian Tracy’s Full Engagement! is an extraordinary book, loaded with practical tools and ideas that every manager needs to be more effective and make the team feel terrific about themselves.”

—Mark C. Thompson, bestselling author of Now Build a Great Business! and Success Built to Last

“Full Engagement! is a fantastic journey that gives the reader great insights into how a manager’s behaviors will affect the intrinsic motivation of staff, and, ultimately, the bottom line.”

—Joseph Sherren, President, Ethos Enterprises Inc.; CEO, Gateway Leadership Inc.; author, iLead, Five Insights for Building Sustainable Organizations; coauthor, Vitamin “C” for a Healthy Workplace

“Brian Tracy is one of the most practical and helpful advisers that I have ever met. Full Engagement! contains ideas that we can immediately apply—at work and at home.”

—Marshall Goldsmith, author of the New York Times bestsellers MOJO and What Got You Here Won’t Get You There

“Leave it up to Brian Tracy to author another brilliant and to-the-point book on investing in people, fueling talent, and inspiring greatness! The magical way in which Brian explains and describes the importance of being happy and fueling happiness is right on target. In this time of recession and some diminished spirit in folks, he inspires and guides us to reflect on our own inner value and reminds us we can recession-proof ourselves by our actions, habits, and commitments. I highly recommend this book for anyone who manages and leads people, or if you are just looking for a great read to motivate and lead yourself!”

—Steve Rodgers, President/Owner, Windermere Exclusive Properties, San Diego

“Brian Tracy has done it again! He has brought his insightful and intuitive wisdom to Full Engagement!, providing the tools necessary to positively influence and impact the people you lead. Read it, apply it, and rejoice in the results!”

—Michael Clayton, President and CEO, The Better Business Bureau in Southeast Texas

“On a scale from 1 to 10, from very unhappy to very happy, I am 10 + with Full Engagement!. Yet another true work of art by Mr. Tracy, this book provides me with a whole host of proven best practices to bring the best out of my people and me. I cannot wait to incorporate these techniques with my department and help make the best people get better while they achieve greatness. Thanks Brian!”

—Matt Fenn, Senior Manager, Jostens Memory Book Training and Development

“Brian shows managers how to make people feel terrific about themselves and perform at their best.”

—Keith Scott, founder, Beachcomber Hot Tubs

“Applying the principles in Full Engagement! will fundamentally change the performance and culture of any organization. Brian effectively provides actionable tools that get results through an authentic approach that truly engages people the right way.”

—Tim Larson, President and CEO, Jostens

“This is an outstanding book, loaded with practical tools and ideas that every manager can use to help employees feel terrific about themselves—and as you know, an engaged, happy employee is the central value in individual performance and productivity. This book shows you how to motivate and inspire your team to achieve their highest potential.”

—John Assaraf, author

“Leaders and managers can extract the worst or best of what employees have in them. Now more than ever before we need the best quality work and highest productivity from the employees we have—and nobody is better at showing us how than Brian Tracy.”

—Lawrence Janesky, President, Basement Systems Inc.; author, The Highest Calling and Think Daily

“Brian has done it again! Full Engagement! teaches all of us who manage or lead others how to get the most out of those we work with. In this ever-changing world, Brian Tracy provides an easy-to-follow roadmap to peak performance! This book is a ‘must’ for every leader!”

—Tom Alkazin, Royal Ambassador and Top Earner, Vemma
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FULL ENGAGEMENT!


Introduction

“If your actions inspire others to dream more, learn more, do more, and become more, then you are a leader.”

—JOHN QUINCY ADAMS

Welcome to the new world of business! We have gone through a watershed in business activities and operations since 2008, and things will never be the same again. What you are dealing with today is the “new normal.” The good old days are gone forever.

Because of shrinking markets, increased competition, demanding customers, and a never-ending shortage of highly qualified, productive people, you will have to do more with less, and get better results from limited resources, more than ever before.

One of the interesting outcomes of these challenging economic times is that companies are producing more with fewer resources. They have laid off millions of people and downsized in almost every area. But the level of productivity, performance, and output per person has actually gone up. Companies are maintaining or increasing their levels of productivity and quality with fewer people, but with people who are better selected, better organized, and better managed. This must be your goal as well.

As a manager at any level, you are essentially the operator of your own personal business unit. You have revenues and expenses, inputs and outputs, production requirements and measures of performance. Your profit-and-loss statement reflects your ability to combine people and resources to get results—especially financial results—that are in excess, and, ideally, greatly in excess, of their total costs.

Increasing Your ROE

The measure of business success is largely determined by how well the managers of the business achieve a high and consistent return on equity (ROE). The purpose of strategy, planning, tactics, and operations is to organize and reorganize the people and assets of the business in such a way that this return on equity, which is the return on the actual capital that the owners have invested in the business, is the very highest possible in any market, and especially in comparison with competitors in the same business or industry.

As a manager, your job is to achieve the highest ROE as well. Only ROE refers to the “return on energy” of the people who report to you. Your central focus should be to achieve the highest possible return on human capital—the physical, emotional, and mental effort—that your people invest, or are capable of investing, in achieving the results for which you are responsible.

According to Robert Half International, the average person works at about 50 percent of capacity. Because of unclear job assignments, lack of priorities, poor management and direction, and lack of feedback, the average employee wastes 50 percent or more of his time in activities that have nothing to do with the job.

This wasted time is consumed in idle chitchat with co-workers, extended lunches and coffee breaks, employees coming in late and leaving early, surfing the Internet, and engaging in personal business and other time-filling activities that represent virtually no return to the company on the amount of money invested in paying people’s salaries, wages, and benefits.

But, as Napoleon said, “There are no bad soldiers under a good general.” A good manager with a clear vision can quickly organize a group of average performers into a peak performance team that is capable of achieving tremendous results for the company. You just need to learn how to do it.

The good news is that all the answers have already been found and are readily available. As the result of decades of research and millions of hours invested in personal and organizational performance, we now know exactly what you need to do, and to stop doing, to get the very best out of your people. Since 65 to 85 percent of the cost of operating a business (aside from cost of goods sold) is consumed in salaries and wages, your ability to tap into the unused 50 percent of this investment, owing to employees working at half speed, and channel the human energies of your staff into higher levels of productivity and performance, enables you to make a real difference in your position, whatever it is.

Learning What You Need to Learn

Another thing we know is that every excellent manager today was once a poor manager. Everyone starts at the bottom with no managerial skills at all, no matter what a person’s title. My personal experience is a good example. I remember when I was first promoted from a top salesman to a sales management position with more than thirty salespeople under me. I was convinced that this was a great opportunity for me to demonstrate my leadership abilities.

Having no management experience, I immediately began giving orders, telling people to do certain things and to stop doing other things. I lectured to both individuals and groups to demonstrate my superior knowledge and competence in our business. I criticized people for mistakes or lack of productivity and threatened to fire people who didn’t smarten up and fly right.

I ignored the sullen looks and brooding faces, dismissed the silence that greeted me whenever I walked into the room. I was oblivious to the small groups of salespeople who were joining together and complaining among themselves about my behavior and the way I was treating them.

A week after I was promoted into this management position, I arrived at the office one morning to find it empty. Everyone was gone. They had cleared out as if there had been a bomb scare. The only person left was the secretary, who told me that the top salesman in the company, a man who was very popular and influential among the other salespeople, had quietly organized the group and then made an offer to a competitor to bring the entire sales team over, along with their customers, to sell a similar product for the rival firm. Because of the way I had been treating them, and some peer pressure thrown in, the whole group walked out.

Taking Stock

My reaction was shock and disbelief. I knew that when my boss heard about it, I would be fired and put back out on the street, exactly where I had started some years before.

Not knowing what to do, I called on a wiser, older businessman, told him what had happened, and asked for his advice. Because he had been through a similar situation early in his career, he told me exactly what had happened, the mistakes I had made, and what I needed to do immediately to turn the situation around.

First, I had to be willing to accept that I had personally made a major mistake, and that I was responsible for rectifying it. The next key to solving this problem was the top salesman who had spearheaded the massive defection. If I could get him to come back, before the group had settled into the rival company, I could turn the situation around.

Making Up

His name was Phillip. I called him right away and arranged a meeting. He showed up with three other top salespeople, like a mafia sit-down, and asked me what I wanted. I immediately apologized for my behavior, promised never to treat the salespeople poorly again, and asked him what it would take to get him to come back. After some private conversation with his consiglieres, he told me what I would have to do.

His demands were simple. I would appoint him assistant sales manager and work through him as a liaison to the entire sales force. I would henceforth treat each person with respect, and if I had problems, talk with him before criticizing or complaining in public. I agreed, and the next day the entire sales team reappeared at the office, ready to work.

From that learning experience, I went on to build sales forces in six countries, recruiting, training, staffing, then appointing managers and helping them to manage their operations successfully. Each of the sales teams was soon producing excellent results for the company. I had learned a valuable lesson and I never forgot it.

The Heart of the Matter

Here’s the lesson: The way you treat people, what you say and do that affects them emotionally, is more important in bringing out the best in people than all the education, intelligence, or experience you might have at doing your job. The best news of all is that because you are motivated and influenced by the same things other people are, you already know everything you need to know to become an outstanding manager. You already know how to unlock the potential of the people around you, how to build a peak performance team that delivers consistently high levels of results for your company. You just need to apply it.

In the pages ahead, you will learn, or be reminded, how to get the best out of almost every person who reports to you. At the same time, you will learn why you think and feel the way you do about yourself and your work and, by extension, why other people think, feel, react, and respond the way they do at work. You will learn how to use the “boomerang effect,” doing and saying those very things that make people feel great about themselves and, as a consequence, make you feel happy about yourself.

Peter Drucker once said that the most important shift you can make in your vocabulary in business is to use the word contribution instead of success. When you start thinking in terms of contribution, your whole attitude about yourself, as a manager, and other people in the workplace as well, changes in a very positive way.

Why Synergy Is the Key

The greatest contribution you can make to your company is to get the very best out of the human assets entrusted to you. This requires synergy. The word synergy refers to the ability of a group of people, working together in harmony, to achieve vastly more than the total work output of the individuals added together. It is said that “no one is as good alone as we are all together.”

When people synergize, the output of four people becomes the output of six or seven. The output of eight or ten people can become the output of fifteen or twenty. In this sense, your job is to be a “multiplier.” When your personality, talents, and skills are multiplied by any group of people, the output and results achieved should be vastly greater than the addition of one more person. Your job is to be the catalyst that activates and motivates higher levels of performance than would have occurred in your absence.

The 80/20 Rule Revisited

One of the persistent questions in business has always been, “Why are some companies more successful and profitable than others?”

Why do 20 percent of companies earn 80 percent of the profits in each industry? Why do 20 percent of companies enjoy 80 percent of the growth in any particular industry? Why do 20 percent of companies sell 80 percent of the products and the services sold in any market? Why is it that some companies are more successful than others?

The answer is simple: The best companies have the best managers. As a result, the best companies have the best people, and that means people who consistently outthink, out-compete, and outperform their competitors.

The true measure of your value as an executive is performance. It is your ability to get the most important results that are expected of you. Like a craftsman, your tools are the people with whom you have to work. All work is done by teams, and the quality of the team is determined by the performance of the individual team members. Your ability to get the best out of each person largely determines your results, your rewards, your income, your rate of promotion, and your ultimate level of success in your business.

There are two simple rules for success as a manager: Rule number one says, “Your life only gets better when you get better.” Rule number two: “Your people only get better when you get better.”

Since there is no limit to how much better you can get in the weeks and months ahead, there is no real limit to how good a manager you can become, or to the quantity and quality of the results you can achieve in your position.

So, as you progress through this book, get ready to learn practical, proven strategies for unleashing the potential of your staff, significantly increasing your results and rewards, and becoming an excellent manager for the rest of your career.


CHAPTER ONE

Happy for Good Reasons

“Create the highest, grandest vision possible for your life, because you become what you believe.”

—OPRAH WINFREY

In my sales and marketing classes, I often ask the participants, “What percentage of human decision making is rational and what percentage is emotional?”

Most people answer “80/20” or “90/10.” I then complete the exercise by pointing out that people are 100 percent emotional. Human beings, including yourself, decide emotionally and then justify logically. We make emotional decisions instantaneously, sometimes with a single glance or a single piece of information, and then we often spend several hours or months underpinning our emotional decision with logical justifications.

I then ask, “What is the basic emotional drive behind all human action and behavior?”

After a few random answers such as “money,” or “fear of loss,” “desire for gain,” or even “love,” everyone finally agrees that the most powerful single motivator is the “desire to be happy.”

Aristotle talked about this in his work Nichomachean Ethics. He said that behind every human motive there is a further motive until you finally arrive at the basic motive for everything, and that is to be happy.

Happy Customers

The reason that people buy things is that they feel that they will be happier after buying the item than they were before. People buy in anticipation of how they think they will feel as the result of the buying decision. The goal of the salesperson or marketer is to sell “hope.” It is the hope of greater happiness rather than lesser happiness that causes every human action, including buying decisions.

The most important question in business is: “If the purpose of a business is to create and keep a customer, what is the most important goal you must achieve with each customer if you want the person to buy and buy again?”

And the answer is simple: Make the customer happy that he did business with you. Make the customer happier doing business with you, from the beginning of the buying experience through to the customer service experience afterward, than he would be if he had bought from someone else. Happiness is the key.

Happy Employees

The logical extension of this line of questioning for managers is: “How do you get the best out of each person who reports to you?”

How do you get people to willingly contribute their highest levels of physical, emotional, and mental energies to you, and to do their jobs in the very best way possible? How do you get people to be committed, loyal, and dedicated to you and the company? How do you get people to work together harmoniously and continually seek ways to do their jobs better and faster, and at lower cost?

And the answer is, Make them feel happy. Organize the work, from the first step in the hiring process through to the final step in the retirement ceremony, so that people are happy with you, their work, their coworkers, as well as in their interactions with your customers, suppliers, and vendors, and in everything they do that has an effect on your company.

Throughout the centuries, wise men, researchers, and scientists of all kinds have sought a “unified field theory,” a single umbrellalike principle that explains all other principles. Einstein’s formulation of the general theory of relativity (E = mc2) was the breakthrough theory that superseded Newtonian physics at the beginning of the twentieth century, and it is still being applied and expanded upon today as others continue the search for the unified field theory of physics.

In the area of management and motivation, “make them feel happy” is the unified field theory, the principle that explains all other principles.

Practicing Golden Rule Management

Fortunately, “make them feel happy” is both simple and easy to do. All that is necessary is for you to practice the Golden Rule in all of your actions: “Do unto others as you would have them do unto you.” It has been said that there are many ideas for improving human relations that have been discovered over the centuries, but nothing has yet been discovered that is superior to this simple principle. In fact, it is the underlying principle or rule of most of the world’s great religions.

The challenge has nothing to do with not knowing what to do to make people feel happy at their work. Everyone knows exactly what to do. The problem is that we either forget to do those things that make people happy, neglect to do them because we are distracted by other things, refuse to do them because we don’t understand their importance, or, worst of all, do things that actually make people unhappy and then justify our behavior with self-righteous excuses and rationalizations.

The starting point is learning why and how people think and act the way they do. Then you will understand how to get your people fully engaged in their jobs and how to get the most important results that your business depends upon for success in an increasingly competitive marketplace. You will also learn how your own personality has developed to this day, how to create a peak performance workplace, how to practice “motivational management,” and how to get the very most and best out of yourself in everything you do.

A Crash Course in Happiness

Because you are reading this book, you are probably overwhelmed with having too much to do in too little time. Many readers of business books seldom get past the first chapter. For that reason, I am going to give you a “crash course” in this first chapter in making people happy so that they perform at their best.

Here are twenty-five ideas, not necessarily in order, that you can apply to create a peak performance work environment and to ensure that each person makes a maximum contribution to your company. In the pages ahead, I will expand on these ideas and go into some of them in greater depth. But here is where you can start, right now:

1. Smile. When you see someone for the first time each day, smile at that person. Look people square in the face, pause, and smile, making it clear that you are happy to see them. It takes just 13 muscles to smile and 112 muscles to frown. So it is much easier to smile at people when you see them each day. And it makes them happy.

2. Ask people questions. Talk to them; ask them questions about how they are feeling today and how everything is going. When you express a genuine interest in other people, it makes them feel valuable, respected, and important. They’ll feel good inside and want to please you by doing a good job.

3. Listen to them. Listen attentively when people talk to you. When you listen to people closely, without interruption, it makes them feel valuable and important. It raises their self-esteem. Being intensely listened to by the boss actually releases endorphins in people’s brains, which causes them to feel happier and better about themselves. When you listen, nod, smile, and watch the person’s face intently. Show that you are treating the person as though what she is saying is of great interest and importance to you. Active listening only takes a few moments each day, but it has a powerful, positive effect on how other people do their jobs.

4. Be polite. Always be polite, courteous, and respectful when you talk with your staff members. Treat them as if they are talented, intelligent, and accomplished. Lean forward and face them directly, as if there is nothing else in the world that you would rather do than interact with them at this moment.

5. Say “thank you.” For everything they do, small or large, thank people. Thank them for being at the meeting on time, for completing an assignment, for giving you a piece of information, and for any other thing that they do that is part of their job. When you express appreciation toward other people, thanking them for something they have done or said, you make them feel more valuable and important. Because your words have a powerful impact on their thoughts, feelings, and behavior, when you thank people, you make them feel happier about themselves and their work.

6. Keep people informed. Keep them fully informed about the company, the business, and especially anything that is going on that may have an impact on their work or their security in their job. The most satisfied employees in every organization report that they feel that they are insiders, that they are “in the know,” and that they are aware of everything that is going on around them that affects them or their work in any way.

It helps to practice an open-door policy. Tell people that there are “no secrets” and that if anyone ever has any questions about anything that is going on inside or outside the business, they are free to ask and their questions will be answered.

7. Encourage improvement. Encourage people to come up with ideas to do their jobs better or to improve the company in any way possible. The Japanese rebuilt their economy after World War II with the kaizen system, which stands for “continuous betterment.” They encouraged every person, at every level, to look for small and large improvements that they could make in their “line of sight.”

You should do the same. When someone comes up with an idea, no matter what you might think of it initially, encourage the person to try it out on a small scale to see if it works. The more ideas you encourage, the more ideas you are going to get. And when people are encouraged to use their creativity to do their job better, they feel much happier about themselves and the company.

8. Treat your employees like volunteers. Treat them as if they were working for free. Imagine that each member of your staff is a talented, accomplished person who could work anywhere she wants but has chosen to work for you because she likes you and the company.

In nonprofit organizations, where almost everyone is a volunteer, each person who comes to help out in organizational activities is treated with tremendous respect because the managers want those people to come back and help out in the future. When you treat your staff as if they were unpaid volunteers, donating their time to help you and the business because they like you and enjoy what they are doing, you will treat them better. This will cause them to feel much happier about coming to work and doing their jobs.

9. Imagine your employees as million-dollar customers. Think about how your personality changes when you hear the voice of one of your important customers on the phone. You instantly become warm, friendly, charming, attentive, and respective. You are on your very best behavior. No matter what the customer says, you remain thoughtful, patient, friendly, and agreeable.

Now, imagine that each of your employees is in a position to influence a million-dollar purchase of your products or services in some way. When you treat each of your staff members the same way you would treat one of your most valuable customers, it has an enormous positive effect on them and makes them feel very good about themselves and about working for you.

10. Pay people well. Reward them fairly and pay them well for the contribution they make. Although money itself is not a major motivator, being paid less than a person is actually worth is a major demotivator.

The fact is that all good people are free, since good people contribute more value to the company than they cost in salaries and benefits. Companies can only grow to the degree to which they can attract and keep excellent people whose work continually increases the bottom line.

When you consider that longer-term employees have built up an enormous stock of intellectual capital about your company, the job they do and how to do it well, and the various people that they work with both inside and outside the company, you become aware of how difficult and expensive it is to replace good people.

When in doubt, pay people more rather than less. Offer to increase their pay instead of waiting for them to come to you and ask for a raise. Tell them how much you value their work and their contribution and back it up financially. This way you’ll make people feel valuable and important, and more loyal to you and the business.

11. Compliment people. Take time to admire their possessions, appearance, and qualities or traits. Everyone likes a compliment. You can compliment someone on an article of clothing, a new purse or briefcase, or even a haircut or change in hairstyle. In addition, you can compliment people on their qualities or traits. “You are very persistent,” or “You always do an excellent job.”

People invest a lot of time and emotion in their personal appearance, their homes, their cars, their accomplishments, and their behaviors. When you take a minute to notice and comment positively on any one of these areas, you make people feel valuable and special and happier about themselves and what they are doing.

12. Assure harmony. You want your people working with other positive, competent people. One of your most important jobs as the leader is to make sure that everyone is working in a positive climate of harmony and happiness.

One negative or difficult person can poison the entire work environment. Your job is to make sure that people are happy when they work with their coworkers, and to take whatever steps are necessary to encourage negative, difficult people to go and work somewhere else.

13. Praise them regularly. Give your employees praise and approval for every accomplishment, both large and small. One of the definitions of self-esteem is the degree to which a person feels “praiseworthy.”

Whenever you praise other people for anything, you immediately raise their self-esteem and make them feel more valuable and important. When people feel good about themselves because of your praise, they become internally motivated to repeat the behavior or performance that earned your praise in the first place. As a result, they do more and more important things, and get better and better at them each time.

The rules for praise are simple: First, praise immediately. Praise people right after they have done something worthwhile or completed a task. The faster the praise, the greater its impact.

Second, praise specifically. Mention the exact job or accomplishment that the person has completed and talk about the specific measure or task that has been done so well. The more specific your praise, the easier it is for people to repeat that behavior in the future.

Third, praise publicly whenever possible. Whenever you praise a person in front of one or more other people, the power of the praise in influencing her behavior is multiplied by the number of people who hear the praise.

All good managers continually seek out opportunities and places to praise people in front of others for their accomplishments. This is something only the manager can do, and when done consistently and well, it makes people feel terrific about themselves and about working for you.

14. Don’t criticize. Refuse to criticize, condemn, or complain about anyone or anything within earshot of your staff. Negativity of any kind, no matter how justified, demoralizes people and makes them feel insecure and unhappy.

If you have a problem, keep it to yourself. If you have a difficult situation, you can explain to others what has happened objectively and unemotionally. Then, ask if anyone has any ideas on steps or actions that you could take to solve the problem or resolve the difficulty.

There is nothing wrong with having problems, difficulties, obstacles, setbacks, and adversity in the world of work. They happen every single day. The only real question is how you respond to these challenges. Resolve that no matter what happens, you will focus on the future and on the solution. You will concentrate on what can be done now, rather than what has happened in the past. You will keep yourself, and everyone else, thinking about creative ways to overcome obstacles and achieve goals.

15. Celebrate success. On a regular basis, you want to celebrate the successes both of individuals and of the team as a whole. Bring in lunch from outside for everyone to celebrate an accomplishment, such as signing a major contract, or just as a way to express your appreciation for the good job that everyone is doing. For more significant achievements, you can take your team out to lunch at a local restaurant. At your regular staff meetings, you can start off by singling out one or more people who have accomplished something noteworthy, then lead a round of applause for those people in front of everyone else.

Whenever you celebrate someone’s accomplishment, that person is doubly motivated to do it again, and everyone else in attendance is motivated to perhaps do something that will earn them the same kind of celebration.

16. Express interest in people. Take an interest in their personal lives. Ask them about their families, their relationships, what sort of things they do when they are not at work, and how things are going in general. The fact is that every person has a complex, busy, emotionally charged, and active life away from the office. For most people, their personal lives are the centerpieces of almost everything they think or feel, and their work life is secondary.

When you take a genuine interest in people, and see them as individuals rather than just as coworkers, they feel more valuable and important. The very fact that you are interested in them makes them happy.

17. Be a mentor. Look for ways to guide people to learn, grow, and improve in what they do. Suggest books and articles, and even buy them for your staff. Encourage them to take additional seminars and courses, and offer to pay for them. Give your employees time off for continuous personal and professional development.

One of the greatest desires that each person has is to learn, grow, and become more valuable. In your position as manager, you have learned an enormous amount about what subjects your employees need to master in order to become more valuable to themselves and to their business.

Some managers ask, “What if we train them and they leave?” But that is the wrong question. The right question is, “What if we don’t train them, and they stay?”

The more time you take to mentor your staff, to give them guidance and advice, and to encourage them to learn and grow, the better they feel about themselves, and the more likely they are to stay with you for a long time.

18. Set them free. Give the people on your staff freedom to do their work. People like to know exactly what it is that you want them to do, but they should also be given as much freedom as possible to do the job in their own way.

Encourage people to accept a high level of responsibility for their work, and for the way they organize themselves and use their time. As people demonstrate that they are self-reliant and self-directed, give them more and more freedom to do their jobs in the best way that they know how. The more freedom that people feel they have, within clear boundaries, the happier they are about themselves and their work, and the better work they do.

19. Protect them. Protect them from the negativity, rudeness, or bad treatment of other people, both inside and outside the company. This is very important. You must never allow anyone to verbally mistreat a member of your staff, just as you would not allow a person to mistreat a member of your family.

If someone inside your company mistreats a member of your staff, you should address it immediately and insist that it not happen again. If someone from outside of your company, even a customer, is rude or abusive to a member of your staff, you should deal with it immediately and make sure that it doesn’t happen again.

When your staff members know that you will stand up for them and protect them from the negative words or behaviors of others, they feel safer, more secure, and happier in their work. This is absolutely essential for top performance.

20. See them as your children. When you really love and care for your children, you are patient with them as they go through the learning curve. The fact is that “adults are just children with better excuses.” No matter how old we grow, we still think and act like children in many ways. When you practice patience, compassion, and tolerance with your staff, just as you would with your younger children as they are growing up, your entire attitude and behavior will be different.

When you are raising your children, you think long term about your behaviors toward them. You realize that the ups and downs they experience as they are growing up are insignificant in the greater context of the people they become as adults. Therefore, you don’t overreact when they do or say something inappropriate. After all, they are only children.

When you extend this way of thinking toward your staff, being nonjudgmental, patient and accepting, and completely supportive of them, you create a safe environment where people feel motivated to express themselves fully and do the very best they can.

21. Be pleasant and agreeable. Resolve to be pleasant, positive, and agreeable with each person on your staff. Treat people in a warm and friendly way. Always be cheerful and optimistic.

The emotional tone of the manager sets the emotional tone for the entire staff. People are very sensitive to the thoughts, feelings, and behaviors of the person who controls their job and their paycheck. When you are positive and cheerful, you create a safe environment where others are positive and cheerful as well. If you are upset or angry, your emotions and attitudes immediately exert a negative effect on everyone around you.

One of the most important responsibilities you have as a manager is to create an environment within which people feel happy, positive, secure, and valuable. You create this environment with every word you say, every glance you cast, and every response you give to the various activities that are going on around you.

Top executives always think in terms of the potential consequences of their behaviors. Rather than giving in to short-term anger or irritation, they practice self-control. They reflect on how their behavior is likely to affect the thoughts, feelings, and behaviors of others, and they then act accordingly.

22. Build them up. Speak positively about your staff to other people. Brag about the members of your staff on every occasion. Speak glowingly about individuals on your staff to other individuals on your staff.

Because you are the boss, everything you say will be repeated and passed on to others. Whenever you say something nice about someone, your words will get back to that person almost instantaneously, and in a very positive way.

By the same token, if you say anything negative about anyone at any time, for any reason, your words will get back to that person, and what you said will be multiplied out of all proportion in a completely distorted and negative way. Be careful.

23. Be clear about what their jobs entail. Be sure each person knows exactly what they are expected to do, how it will be measured, and when it is due. One of the greatest gifts that you can give your staff (something I’ll talk about more in subsequent chapters) is clarity. The greater clarity people have about what you want them to do, and how it will be measured, the easier it is for them to throw their whole hearts into doing an excellent job. And it is only when people put their whole hearts into their work that they feel truly happy about themselves and what they are doing.

24. Give feedback. Give your staff regular feedback, advice, and guidance about the work and how they are doing their jobs. The more feedback you give, the better the people on your staff will feel about themselves, and about doing the job even better in the future.

Taking the time to sit down and chat with your coworkers about what they are doing and how it is going often presents opportunities to solve problems, give guidance, and ensure that the individual does the very best job possible. When people know what they are supposed to do, and get regular feedback from their bosses, they feel valuable and happy about themselves.

25. Treat your staff like you treat your boss. Treat each person as though she was going to be promoted and become your boss in the next couple of months, and imagine only you know about this impending decision. When you think about working under the person who is now working under you, it changes the way you treat that person in a very positive way. You become far more positive, thoughtful, balanced, and constructive in all of your interactions. You become more polite, courteous, and respectful to that person if that person is going to be your boss in a short time.

When you use this way of thinking as your guide for the way you treat your coworkers, you will be amazed at how much more effective you are, and how much better the results your team achieves are.

As you can see, each of these twenty-five recommendations requires little more than a shift in attitude and behavior on your part. You don’t have to change your entire personality or become a completely different person. To make people feel really happy about themselves and their work, you simply have to treat them exactly the way you would like to be treated, over and over again, until it becomes a series of automatic and easy behaviors for you.

In its simplest terms, you can measure your success as a manager, the productivity of your area of responsibility, and the future of your business by ranking each person on a scale from 1 to 10, from very unhappy to very happy.

Think about it. How would you rank each of your staff members on this scale? Even better, go and ask them how they would rank themselves in terms of how happy they are today. Then ask everyone, “What would have to happen for you to be happier in the future?”

Four Ways to Change

There are only four ways that you can change anything about yourself, your life, your work, or your relationships with others:

1. You can do more of certain things. What should you be doing more of to build a positive, upbeat, happy work environment?

2. You could do less of other things. What should you be doing less of if you want people to feel wonderful about themselves every day?

3. You could start doing something that you are not doing today. What things should you start doing that would cause people to feel happier about themselves and their work? (Start with any of the twenty-five items described in this chapter.)

4. You could stop certain behaviors altogether. What are the things that you are doing on a regular basis that you should discontinue?

If you are not sure about any of the answers to these questions, sit down with your staff, as individuals or in a group setting, and have the courage and honesty to ask them these questions: What would you like me to do more of in the days and weeks ahead? What would you like me to do less of? What would you like me to start doing that I am not doing today? What would you like me to stop doing altogether?

Getting Started by Working on a Single Behavior

Keep notes, and then select one behavior that seems to be of great importance to other people and begin working on that single behavior every single day. Keep at it until you master that behavior and then make it a permanent part of your personality. It may take a week, a month, or a year, but the payoff will be extraordinary. By developing one specific positive, constructive behavioral attribute, you can often bring about a transformation of your workplace, unleash the potential of your staff as never before, and become an extraordinary manager for the months and years ahead.


Action Exercises





1. Identify one behavior that you could practice that would make your company a happier place to work.

2. Resolve to greet and speak to each of your staff members every day as early as possible.

3. Look for opportunities to praise people for good work that they are doing.

4. Listen attentively to people when they speak to you, either alone or in a group.

5. Treat each person as if he was vital to your business and was thinking of taking another job where he would be more appreciated.

6. Talk to people as if any one of them was going to be your boss and determine your income and duties one month from today.

7. Ask people regularly if there is anything you could do to make their job easier.


CHAPTER TWO

The Psychology of Motivation

“The only certain means of success is to render more and better service than is expected of you, no matter what your task may be.”

—OG MANDINO, AUTHOR

Some years ago, when I was doing some speaking and training work for Hewlett-Packard, I learned of a division of the company that was run by the best managers in the company’s history. People loved the company and their work so much that they stayed and worked hours into the evening, even after they had caught up and could quite comfortably have gone home.

It reached the point where the security guards would have to go through the building and shut off the power to get people to go home at ten and eleven o’clock at night. Then, the employees began coming back on the weekends so that they could be at the office with their coworkers and put in even more hours. It reached the point where HP had to hire security guards to stop people from getting into the building on the weekends to continue working because they enjoyed their work so much. They had to be forced to take time off with their families and for their personal lives. What a story!

Your ability to create an environment where your people feel fully engaged with their jobs and the company is essential for you to get the best out of others. Because each person is different from everyone else, complex in many ways, and possessing a variety of hopes, fears, dreams, ambitions, and motivations, getting people engaged is not simple, but it is eminently achievable.

When I was growing up, almost everyone drove a stick shift, a car where you had to shift through first, second, and third gears to reach top speed. When the car was driven properly, the gears would mesh smoothly, quietly, and efficiently from one speed to the next. When the car was driven poorly, or had an older transmission, the gears would often clash. The sound they made was awful, and it required immediate attention to get the gears humming along and working smoothly once more. A good driver could actually shift gears without even touching the clutch, just by increasing and decreasing the speed as he went from one gear to the next.

There is a definite parallel to this concept in getting the best out of others. An excellent manager, like a good driver, can shift the gears of power, influence, and control smoothly, from person to person, melding people into a team of high performers with little or no grinding or clashing of gears. Everyone works smoothly and efficiently together to get the job done and move the company forward. This is your goal.

Starting with Yourself

The starting point in getting the most out of others is to understand yourself and what motivates you to do your best. The starting point of understanding yourself is for you to thoroughly understand some of the great breakthroughs in motivational psychology that have taken place in the last hundred years.

The only real test for truth is contained in the question: “Is this true for me?” As you learn about how to motivate others, ask if these ideas are true for you as well. The first part of “motivation” is the word motive. Do the same motives that cause other people to act cause you to act as well? When you can see the clear link between what motivates you and what motivates others, you are able to learn, internalize, and practice these principles much faster than if you just think about them as tools you can use to get the best out of others.

One of the best ways to learn and internalize any subject is to practice “dual-plane learning.” That is, while you are learning a subject, you consciously decide to learn it on two levels. You think about how the principles apply to other people, and at the same time how these principles apply to you, your life, and your own personal experiences.

You only really understand a new subject, such as motivational psychology, when you put yourself into the picture. You need to understand the principles of motivation in terms of how they apply to you, and how they have affected your thoughts, feelings, and behaviors in the past.

Each person is unique and different in countless ways. But each person is similar to others in many other ways as well. To be an effective executive, you need a clear understanding of why people do the things they do, and what you can change in yourself and in the work environment to enable people to perform at the highest levels possible.

Scientific Management

At the beginning of the twentieth century, the vast majority of industrial workers in the United States were unskilled laborers who left the farms and moved to the cities, just as they had done during the Industrial Revolution in England, starting in 1815. At this time, when large industrial organizations were forming for the first time, Frederick Taylor’s “scientific management” method was the predominant influence in the management and organization of human resources. Taylor taught that each job or series of jobs could be broken down into individual components. By assigning workers to each component—a process known as the “specialization of labor”—average semiskilled and unskilled laborers could be organized into efficient work groups that produced complex products, such as automobiles and appliances.

Taylor also emphasized the importance of “time and motion studies,” which identified the very best way to perform manufacturing functions and the optimum amount of time that should be spent on that function. By applying Taylor’s principles to manufacturing, thousands of men and women could be organized into huge groups in large factories to produce enormous quantities of products at continually lower prices, with no loss of quality.

One of the challenges of scientific management was that it relied totally on external decisions, external organization, and external supervision. Workers were largely considered to be interchangeable, so they could be moved around from job to job, at will, by the foreman, supervisor, and manager.

Behaviorism Becomes Popular

The standardization and homogenization of workers led to B. F. Skinner’s influential breakthroughs in motivational psychology that went under the name of “behaviorism.” Individuals were largely considered to be organisms that could be motivated or discouraged by rewards and punishments. If you wanted them to do something, such as to work productively with others to produce products in factories, you merely had to raise the reward level to get them to do it, or raise the punishment level for not doing it the way you wanted them to. These methods are still common in child rearing today and in the modern workplace.

As a result of standardizing the work process, large numbers of people could be organized, productivity could be increased, quality could be maintained or increased, and prices could be lowered—and, as a consequence, manufactured products such as automobiles could be made available to the average working person for the first time.

Routine Work Is Boring

The downside of the standardization of labor and scientific management was that the jobs became increasingly simple and incredibly boring. Working on a production line, hour after hour, and earning a steady salary was ideal for people who had just moved to the city. But after a few years, the stultifying boredom became too much. Workers became disaffected. The union movement emerged to capture and channel this disaffection into industrial action. Labor-management conflicts broke out between the people who owned and managed the factories and the people who worked there.

To a greater or lesser degree, the standardization of labor in large industrial installations, combined with the increasing boredom of the work, led to shutdowns, strikes, lockouts, industrial actions, and the growth of a powerful union movement to defend the unhappy worker in contract negotiations against the factory owner or employer. This story line continued right up to the 1950s when, as the result of increasingly complex “knowledge work” and higher levels of education among the American workforce, workers and employees became far more individualistic, demanding, and selective about the work they would do and the conditions under which they would do it. It was at this time that one of the great breakthroughs in motivational psychology began to be applied to an ever-expanding workforce.

The Hawthorne Experiments

This breakthrough in the understanding of individual motivation took place in 1928 at the Hawthorne Works, a Western Electric plant just outside of Chicago. Following Frederick Taylor’s principles of scientific management, a group of human resources specialists decided to experiment with different ways to increase the productivity of women assembling electric motors. They reviewed the personnel records of the women in the plant, several hundred of them, and selected a small group to be the subjects of this research. They told the women that they had been selected for this research because of their excellent work records. The researchers explained that they were going to be looking for ways to increase productivity and output in the plant, and would be changing different factors in the work environment to observe those factors that seemed to have the greatest impact on productivity levels.

No Clear Explanation

Over the next few weeks, they began their experiments by raising the light levels in the special assembly area. Not unsurprisingly, productivity levels went up as the light levels were raised. Then, they lowered the light levels. To their surprise, productivity levels increased again over the daily average.

This seemingly inexplicable phenomenon occurred when they raised and lowered the temperature, raised and lowered noise levels, raised and then lowered the air-conditioning and the factory’s ambient odors. In every case, with every change, productivity levels improved.

By the end of the experiment, the researchers were beside themselves. They could not decipher the data in any meaningful way. Finally, one of them said, “Why don’t we ask the women workers if they have any insights into these production levels?”

An Incredible Breakthrough

The researchers brought the women in, sat them down, and explained what they had done and the results that they had gotten from the experiment. They explained that no matter what they had done, production levels went up. This outcome did not fit any of the explanations based on scientific management.

After some discussion and questioning, the women finally made an admission that explained why production levels had gone up. It was simple: The women said that when they had been selected from the workforce in the plant for this experiment, they had felt “special.” They felt that they were highly appreciated and valued by the plant’s management. Not only that, their other coworkers, who had not been selected, looked upon them as being somehow superior to the average plant employee.

As a result, whenever the experimenters changed some factor in the workplace, it reminded them that they were special, different, and more highly productive. As a result, they worked longer, harder, and better. They dedicated themselves to doing a better job and to constantly look for ways to improve.

The researchers eventually dubbed this the “X factor.” Later, it became known as the “psychological factor.” They concluded that tapping into the thoughts, feelings, and emotions of the workers had a far greater power to motivate higher levels of production than any physical change in factory or work conditions. Is this true for you?

Paying Attention Improves Results

In 1932, German physicist Werner Heisenberg received the Nobel Prize for his work on “the uncertainty principle.” The first part of this principle said that physics and mathematics could determine how a certain percentage of molecules in any system would act or react under certain conditions. But neither physics nor mathematics could predict exactly which molecules would react in a particular way. Therefore, there was always a high degree of uncertainty in any mathematical or physical formula, no matter how accurate it might otherwise be.

The uncertainty principle is used extensively in our society, especially in the area of insurance of all kinds. Actuarial tables tell us that a certain number of people of a certain age will die in a certain way in any given year. But because we do not know exactly who those people will be, we provide life, medical, and disability insurance to reduce the effects of this “uncertainty.”

The second part of Werner Heisenberg’s uncertainty principle was his conclusion that the very act of observing a specific activity in science changes the perspective of the researcher, creating uncertainty as to whether the experiment was truly neutral and unbiased.

Here is a simple example: Suppose you tell one of your employees that you are writing a report for senior management on the way people use their time in your department. And then you tell this employee that you have selected him as the one you are going to observe for a week before writing your report. How do you think that person will use his time?

If someone knew that his boss was going to be watching him out of the corner of his eye and observing how he used his time throughout the week, he would of course use his time far more efficiently, especially when the boss was around. The results of this research into how the employee spends work time would be greatly influenced by the degree to which it was observed. The uncertainty principle strikes again!

The experiments at the Western Electric Hawthorne plant also demonstrated that the very act of observing people doing their work, and their knowing that they were being observed, changes their performance, behavior, and productivity. When people are more alert to and aware of what they are doing, rather than simply going through the motions in a routine fashion, they do their work better, make fewer mistakes, and produce more.

Most world records in sports take place in front of large public audiences. The more people there are watching and cheering for the athlete, the better the performance of that athlete. Entertainers usually give their best performances in front of large appreciative audiences. The very act of observing a person doing something changes the way that person does that job or performs that act.

The Postwar Age

After the depressions of the 1930s and World War II, the United States was the “last man standing” among the industrial powers. In the postwar years, there was enormous pent-up demand for every type of consumer product, from automobiles to houses, from clothing to new household appliances. Competition exploded. The unemployed workforce from the 1930s disappeared and labor actually became a scarce commodity. Under the G.I. Bill, millions of young people began pouring out of the universities with higher levels of education, skill, and knowledge and with more demanding consumer appetites. The number of products and services available to them also increased dramatically. In 1950, the average supermarket had fewer than 5,000 items available. By 1965, the average supermarket had more than 50,000 items available in store. Today, it is 100,000 items or more. Companies have had to become more creative and innovative in order to respond quickly to changes in customer demands and to satisfy the needs of consumers who are more highly educated.

The Age of the Knowledge Worker

The age of the “knowledge worker” had begun. The more talented a person, the more job options and opportunities were available to him. The most valuable and productive employees could leave work at any time and walk across the street to a competitor. As a result, the old command-and-control method of management stopped working. To hire and keep good people, from the 1960s on, companies had to provide a working environment where people were happy and dedicated and allowed to use more and more of their mental, physical, and emotional resources and abilities.

The Great Breakthrough

In 1947, Abraham Maslow turned the study of psychology upside down. From the days of Sigmund Freud in 1895 Vienna, psychologists and psychiatrists had studied men and women in an attempt to diagnose and determine the causes of these various forms of unhappiness and dysfunction. By the first half of the twentieth century, there were any number of ideas, theories, and explanations for various psychological problems, and an entire field of psychiatrists, psychologists, psychotherapists, and counselors emerged to help people deal with situations that were making them unhappy and disrupting their quality of life and relationships.

But psychologist Abraham Maslow did the opposite. Instead of analyzing unhappy people, he began studying healthy, happy people. He developed extensive survey forms that he gave to individuals and to people who worked with and around those individuals. His goal was to identify people who were experiencing high levels of happiness and fulfillment in most areas of their lives. He then developed what came to be known as “Maslow’s hierarchy” of motivation, which is still relevant and applicable today.

What Maslow found was that all people, no matter their individual differences, had specific motivational needs, starting from the most basic and rising to the most complex. His breakthrough was his discovery that each level of need had to be fulfilled to a certain extent before the next higher level need became a motivator. Maslow’s hierarchy applies to you and me, and to everyone we work with and who works for us.

The first three needs that Maslow identified are what he called “deficiency needs.” If a person feels deficient in one or more of these needs, he becomes preoccupied with satisfying this need to a minimum level before he can think clearly about striving toward something higher or better. Here, then, are the needs that Maslow identified:

1. Survival. The most basic need of all creatures, including human beings, is for physical survival. It is to preserve one’s life, to have sufficient food and shelter so that one does not fear for his life.

Until this need is satisfied, it blots out all other concerns or considerations. For example, you could be leading a normal, comfortable life and then, while driving home one evening, you get into an accident where your car is forced off the road and flipped over into a river. At that moment, every other thought or consideration in your life will be forgotten. You will only have one motivation, and that is to save your life in some way.

You see the survival instinct at work in wars, revolutions, and tsunamis, when large numbers of people panic and run frantically away from the perceived danger. The only thought they have is to survive.

Fortunately, in our society, survival needs are largely satisfied, except in accidents and other extreme situations. According to the studies, no one has died of starvation in the United States since 1732, except in strange or unpredictable situations. Our society is wealthy enough, and supports so many charities, both public and private, that no one is in danger of losing their life because of poverty or illness. This need is therefore largely satisfied and is not much of a motivator. This tends to be true in all advanced countries where prosperity has created sufficient resources to provide for those who cannot provide for themselves.

2. Security. Once survival needs are satisfied, the individual immediately moves up the hierarchy to the second deficiency need, that of security. Security refers to physical, financial, and emotional security. To feel physically secure, a person needs a home or a place to sleep, clothes to wear, food to eat, and sufficient physical resources so that she does not have to worry about her safety.

To satisfy the needs for financial security, a person has to have enough money so that he can provide for himself and his family. Today, the greatest single fear that adults have is that of poverty or destitution. It is the fear of the loss of their money. Sometimes, this fear is so great that people will actually commit suicide upon learning that they have lost all their money. This basic fear lies at the root of many of our political and social problems today.

To satisfy the needs for emotional security, the individual needs to feel safe in her primary relationships. She needs to feel accepted, respected, and valued at work and at home. If this need is not fulfilled, she will become preoccupied with satisfying it in some way.

3. Belongingness. Man is a social animal. Each of us has an identity that is largely shaped by the people around us, starting in infancy and early childhood. All people need to know that they are safe, secure, and accepted by others, both in society at large and in the workplace.

Because how we think and feel about ourselves is largely determined by the way we think other people think and feel about us, an individual can suffer extraordinary anxiety and stress if he is rejected by the people in his environment, especially at work. As mentioned previously, one of the most important things you, as a manager, do to create a high-performance employee is to structure a high-performance environment around that person. When people feel accepted, valuable, and important in their work environment, when they feel they are part of something bigger than themselves, this need for belongingness is satisfied. At that point, the individual is then free to turn his time and attention to higher things, like productivity, performance, and making a valuable contribution to the company.

In the work world, we satisfy the three basic needs of people by providing a physically safe working environment, by providing security of income, and by making people feel welcome and appreciated while they are at work.

4. Self-Esteem. Self-esteem refers to the need to feel valuable, important, appreciated, and approved of. It is called a “being need” by Maslow. It is only when a person moves to satisfy self-esteem needs for doing a good job, for excelling, for standing out on the basis of individual performance and contribution that a person begins to grow.

The very best definition of self-esteem is “how much you like yourself.” The more you like and respect yourself, the higher your self-esteem. The higher your self-esteem, the better you do your work. The more you like yourself, the more you like others. The more you like yourself and others, the more they like you right back and want to work with you and for you. The roots of self-esteem are discussed in depth in Chapter 4.

5. Self-Actualization. Initially, the highest level of need that Maslow identified in his hierarchy was self-actualization. Self-actualization can be defined as a feeling that “you are becoming all that you are capable of becoming.”

There is within each person an innate drive to fulfill his full potential as an individual. It is only when a person feels that he is living at the very highest and best level that he possibly can that he feels truly happy, inspired, and motivated.

When a person is learning, growing, stretching, and achieving more than she has in the past, she feels that she is working at the outer edge of her potential. She has a feeling of self-actualization.

Self-actualized people tend to be happy, calm, positive, creative, objective about themselves, clear-eyed, honest, and genuinely respectful and appreciative of other people. According to Maslow, self-actualization is the highest level of need that we can attain, and it is something we strive toward throughout our lives.

Self-actualization needs are the one set of needs that can never be fully satisfied. Even when a person feels that he is fulfilling his potential, he keeps setting bigger and more challenging goals; he wants to do, be, and have something more. And every step he takes toward greater self-actualization, the happier and more motivated he is to do even more.

The Major Motivator

America today is a magnet for talented people from 174 countries who flock to these shores, both legally and illegally, so that they can have an opportunity to enjoy the “American dream.”

It is commonly believed that the primary motivation for uprooting oneself and moving to the United States is money. But at least since the 1950s, when people were asked why they moved to the United States, the most common reason cited was because “in the United States, your potential is unlimited.”

A major reason that people go to work with a company, and stay with that company a long time, is because the company continuously opens up opportunities for them that make them feel that within that company, their potential is unlimited as well.

Frustrated Expectations

Conversely, many psychologists agree that a primary source of negative emotions is a feeling of frustrated expectations.

For example, a person takes a job with the expectation that in this job she would be able to fulfill her full potential. She would be able to learn and grow and earn more money. But for various reasons, it did not work out. The job turned out to be boring and repetitive. There was no chance for advancement. When a person feels that she has far more to contribute than the company gives in return, in terms of the opportunity to contribute, the individual becomes frustrated, angry, and counterproductive. And the more talent the person has, the more frustrated she becomes.

Maslow’s hierarchy of needs explains why and how people are motivated to behave the way they do. It gives ideas and guidelines you can use to create a better work environment and to structure jobs in such a way that the higher needs of each person are being fulfilled. Everything in this book is aimed at giving you the tools you need to create a peak performance workplace, based on these discoveries.

Theory X and Theory Y

In the 1960s, Frederick Herzberg, an organizational psychologist, came up with a definition of motivational psychology that also still influences us today. He said that there were two views of human motivation: Theory X and Theory Y. Whichever of these views you held would largely determine the way you treated other people.

Theory X, which is based on thousands of years of human history, right up through the Industrial Revolution, said that individual workers were lazy, untrustworthy, and undependable. They had to be carefully organized, managed, and supervised. They had to work within the constraints of very clear rewards and punishments.

Under Theory X, workers were considered to be unreliable and in need of constant supervision. They were provided with minimum working conditions, paid the very least possible, and quickly replaced if they proved to be uncooperative or unproductive. There are still many managers who have this view of human nature. It is the typical carrot-and-stick view of treating people.

Herzberg’s great contribution was the idea of the Theory Y person. Under Theory Y, individuals were seen to be honest, hardworking, well-meaning, productive, and desirous of doing a good job for the company. All they required was that the company provided them with a safe, secure, comfortable work environment within which they could perform at their best.

Hygiene Factors

Herzberg also identified the concept of “hygiene factors.” During his time, many employers thought that providing a clean and safe work environment, a steady paycheck, and a good job was sufficient motivation. Herzberg dismissed these as hygiene factors, basic requirements to guard against demotivation, but having very little motivational capability at all. To motivate people, according to Herzberg, you had to appeal to their “motivation needs.” Motivation needs included interesting, challenging work, enjoyable and friendly coworkers, opportunity for growth and advancement, and a high-respect, high-trust workplace.

Whereas people would come to work and do their jobs if you provided them with the basic hygiene factors, satisfying the deficiency needs identified in Maslow’s hierarchy, they would only perform at their best and do a terrific job when you made the work fun, enjoyable, challenging, and interesting—in other words, when you satisfied their growth needs as well as their hygiene needs.

Does Money Make the Mare Go?

Many managers have felt, for many years, that money is the major motivator of production and performance at work. They think: “Just give people enough money and they will produce at a high level.”

To test the validity of this idea, consider this story. In one company, on a Monday morning, everyone in the factory was called together before they started work. The manager stood up and announced that, effective immediately, to encourage workers to be more productive, the company was doubling the salaries of everyone in the plant.

Did doubling the salaries increase productivity? Yes, it did, but only for one hour. Within one hour of the pay raise, productivity levels went back to where they had been before, and never increased again. Giving people additional money, all by itself, does not have a long-lasting impact on productivity and performance.

Theory Z

Theory X says that people are lazy and undependable, and that they must be continually supervised and monitored if you want them to do their jobs properly. Theory Y says that people are good, hardworking, and desirous of making a valuable contribution if you just treat them properly.

In my estimation, the truth is closer to “Theory Z.” This is my own contribution to management motivation, and it is based on what I call the expediency factor. That is, individuals are expedient; they will always take the fastest and easiest way to get the things that they want right now, with little concern for the long-term consequences of their behaviors.

What this means is that, basically, people are very much the same in terms of motivation. Everyone wants to enjoy safety, security, belongingness, self-esteem, and self-actualization. Everyone wants to be successful, happy, and respected in their work. And people will do whatever they feel they need to do to achieve those goals. Your job as the manager is to provide the environment where individuals are internally motivated to do the very best job possible, in the very best spirit possible, to make the very best contribution possible.

Internal versus External Motivation

Today, more than ever before, people are motivated internally to do the very best job possible. The old external motivators of job security and “carrot-and-stick management” only apply to new workers doing basic jobs that require little skill or mental involvement.

In your workplace today, the people around you do their jobs because they want to, not because they have to. They do their jobs well because they feel internally challenged and externally appreciated. People respect their jobs and treat their companies well because you respect them and you treat them well. What is there about this idea that is hard to understand?

Your job is to create a work environment where the negative factors that detract from performance are taken away, the neutral factors that are the minimum essentials of a job are satisfied, and the motivators are maximized.

In this environment, people will be internally motivated and stimulated to make the most valuable contribution to your company that they possibly can.


Action Exercises





1. Identify your happiest and most productive employee. What are the factors in this person’s work environment that contribute to this high level of performance?

2. Identify the things you do to satisfy the financial and emotional security needs of your team members.

3. Identify the actions you can take to increase the feeling of belongingness of the members of your team.

4. Decide on one thing you are going to do each day to raise the self-esteem of one or more of your team members.

5. Identify specific actions you can take to make people’s jobs more challenging and interesting.

6. Identify the parts of your job that you do well and enjoy the most. How could you organize your time so that you could do more of these things, more of the time?

7. At your next staff meeting, ask everyone around the table this “president for a day” question: “If you were president for a day, what one thing would you change about your job or the business?” Be prepared for some eye-opening answers.




End of sample
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