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Dear Prospective Theory P Associate:

The Theory P management system is a process that will help your supervisor better understand your motivations.  The system is very simple and works on the theory that an unfulfilled need becomes a motivational opportunity.  Each person is endowed with specific wants, desires and motives.  Accordingly, the effective management leader displays the ability to find your individual motivational “hot button” and provide the environment and management style that will lead to higher levels of job satisfaction and productivity.

Your task is to help your supervisor better understand your motivators.  Please review the 5 needs outlined in this self-assessment (the need to achieve, the need for appreciation, the need to affiliate, the need for control and the need for financial security).  Review the characteristics and identify the need level that best fits your motivation profile.  It is possible to overlap in need areas.  If you find this to be the case then list the need area that is mot descriptive of you followed by the next most descriptive need.

After you have identified the need area then complete section 2.  In section 2, you will identify your career gap analysis.  This exercise will help your supervisor better understand where gaps exist between your current position and the desired work environment.  This portion of the exercise will serve to identify opportunity areas to enhance your job satisfaction and formalize your career development plan.

Approach this exercise with candor.  After completing this worksheet please return the form to your supervisor where you will discuss your motivations and develop a management process to best suit your individual needs consistent with the needs of the organization.

Good Luck!

Lawrence M. Bienati, Ph.D.

Benicia, California

May 10, 1993
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THE NEED FOR ACHIEVEMENT

Defined

The need for achievement may be defined as the need a person has for attention, high visibility and recognition by others.  A person strong in this need enjoys being in the forefront of an activity and will welcome any opportunities you can provide to gain attention.  This individual strives for perfection, sets high standards for self and stresses efficiency and innovation.  These individuals love challenge and desire recognition for accomplishments on a frequent basis.  Optimum concern:  Achieve a standard of excellence in everything done.

Characteristic

· Superior if challenged, ordinary if not.

· Success is a goal in itself, a measure of excellence.

· This person surrounds him/herself with symbols of achievement:  plaques, trophies, awards, etc.  Displays status symbols conspicuously.

· Functions best in growth situations.

· Prefers coworkers who are experts rather than friends. (Competence)

· Prefers tasks that allow autonomous work and personal accountability.

· Enjoys frequent praise for personal accomplishments.

· Seeks to be the center of attention (positively or negatively).

· Performance feedback must be frequent, precise (what is right or wrong), unmistakable (correct) and continually reinforced.

THE NEED FOR APPRECIATION

Defined

Hundreds of years of psychology research and practice have shown that human beings have one basic need:  the need for appreciation.  This need can be defined as reassurance that one is appreciated for one’s contribution.  A person very strong in this need will generally respond well to actions that enhance personal feelings of appreciation or self-esteem.  Placing other human needs aside; this area represents the core of the management equation.  How this appreciation is expressed is the trick and rests in the form, manner, approach that is most likely to be accepted by the individual.

Characteristics

· They wish to be respected for their work.

· They like to maintain the status quo; prefer not to disrupt things; keep things the way they are.

· Very family oriented; places family above personal ambitions at work.

· Perceived as considerate, helpful.

· Wants to be appreciated for contributions.

· Strives to do the right thing.

· Prefers the role of “good guy”--dislikes conflict situations.  The philosophy:  “I’m here to do my job and I do not wish to meddle in the affairs of others.”

· Seeks regular assurance that activities are appreciated.

THE NEED TO AFFILIATE

Defined

The need to affiliate may be defined as the need a person has to feel accepted as a member of a group with which one identifies.  Their major goal is relationships, both on and off the job.  Their key strengths are empathy, understanding and a tendency to accept and show a defined loyalty to a group or work situations.  They thrive on environments that provide for low conformity and encourage informal interaction of a friendly team spirit.

Characteristics

· Prefers coworkers who are friends rather than experts.

· Wants to be seen as a team player.

· Cooperative with others; “socially popular.”

· Tends to overlook faults and continually strives to see the good in people.

· Seeks harmonious relationships with the group.

· Loves social events--picnics, dinners, family-sponsored company events.  Enjoys being in the coordinator’s role of social activities when they can bring people together.

· May surround themselves with symbols reflecting a high value relationship--pictures of family, social events, etc.

THE NEED FOR CONTROL

Defined

The person high in this need is characterized by an ability to lead, persuade or influence others.  They are socially skillful and able to make things happen.  The person will respond well to being placed in a situation of being in charge of activities in which they are involved.  They prefer tasks that give authority, status, prestige, high visibility and the opportunity to make an impact.  Preferred rewards are recognition, status, influence and promotion.

Characteristics

· Has strong opinions and expresses them readily.

· Wishes to be in control of self.

· Prefers to make own decisions.

· Prefers to direct own and the work of others.

· Strives for influence situations, attitudes and behavior of others.

· Prefers hierarchical and political climate - generally very skillful.

THE NEED FOR FINANCIAL SECURITY

Defined

There is an old saying:  “Man cannot live by bread alone, except when there is no bread.”  Maslow, the late psychologist, presented the hierarchy of human needs.  His theory stated that lower level needs of food, shelter and money must be satisfied before high levels of self-esteem and self-actualization become predominant motivators.  The needs, therefore, are arranged in a hierarchy, and once financial needs are satisfied, they no longer become a true motivator for an individual.  To some degree this theory is true.  There still exists a group of people, regardless of wealth and financial security, who feel the need to make or save money.  Financial security and success is an ongoing need.  The individuals who display this need will generally respond favorably to situations that involve making or saving money.  Money is the barometer of appreciation.

Characteristics

· Often skilled and knowledgeable in financial matters.

· Practical, thrifty, frugal; can generally account for lost paper clips following a seminar.

· Goals are related to financial accomplishments.

· Decisions are based on economic considerations.

· Interested in financial details of any situation.

· Continuing interest in personal wealth.

· Generally does not respond well to praise or possible reinforcement.  Their barometer is money; that’s the measure of success and accomplishments.

POSITION GAP ANALYSIS

Step 1

Rate each of the following characteristics as it actually describes your current position.  Circle the number that best reflects the way you feel about each statement.  When you have finished, total the numbers you have circled.  Be sure to rate all items even though some may not seem to apply.

My Current Position
Low                           High

1.
Pays Well
1        2        3        4        5

2.
Provides contact with other people
1        2        3        4        5

3.
Has good working conditions
1        2        3        4        5

4.
Is a challenge
1        2        3        4        5

5.
Includes a variety of activities
1        2        3        4        5

6.
Provides independence and the freedom to experiment
1        2        3        4        5

7.
Requires me to make important decisions
1        2        3        4        5

8.
Supports my desired quality of life
1        2        3        4        5

9.
Has supervision/management opportunities
1        2        3        4        5

10.
Has professional growth potential
1        2        3        4        5

11.
Allows me to make a contribution to the company
1        2        3        4        5

12.
Is leading to something bigger/better
1        2        3        4        5

13.
Provides rewards and recognitions
1        2        3        4        5

14.
Provides exposure within the industry
1        2        3        4        5

15.
Is secure
1        2        3        4        5

16.
Allows for flexible work hours
1        2        3        4        5

17.
Utilizes my skills
1        2        3        4        5

18.
Gives me power in the organization
1        2        3        4        5

19.
Requires that I be competitive
1        2        3        4        5

20.
Leads toward my career goals
1        2        3        4        5

                                                                                                 

TOTAL
         _____________________

POSITION GAP ANALYSIS

Step 2

Rate each of the following characteristics as it describes what you think would be the ideal job.  Circle the number which best describes the level of importance of that statement for you.  When you have finished, total the numbers you have circled.  Be sure to rate all items even though some may not seem to apply.

My Ideal Position
Low                           High

1.
Pays Well
1        2        3        4        5

2.
Provides contact with other people
1        2        3        4        5

3.
Has good working conditions
1        2        3        4        5

4.
Is a challenge
1        2        3        4        5

5.
Includes a variety of activities
1        2        3        4        5

6.
Provides independence and the freedom to experiment
1        2        3        4        5

7.
Requires me to make important decisions
1        2        3        4        5

8.
Supports my desired quality of life
1        2        3        4        5

9.
Has supervision/management opportunities
1        2        3        4        5

10.
Has professional growth potential
1        2        3        4        5

11.
Allows me to make a contribution to the company
1        2        3        4        5

12.
Is leading to something bigger/better
1        2        3        4        5

13.
Provides rewards and recognitions
1        2        3        4        5

14.
Provides exposure within the industry
1        2        3        4        5

15.
Is secure
1        2        3        4        5

16.
Allows for flexible work hours
1        2        3        4        5

17.
Utilizes my skills
1        2        3        4        5

18.
Gives me power in the organization
1        2        3        4        5

19.
Requires that I be competitive
1        2        3        4        5

20.
Leads toward my career goals
1        2        3        4        5

                                                                                            TOTAL
 
     ___________

Total on this page  __________  -  Total on previous page  __________  =  Gap  __________

Step 3:  Transfer Data

On the following page you will notice three columns:

Ideal                                   Current                                   Gap
Transfer the numbers you circled on pages M-6 and M-7 onto the next page (M-9), making sure that Ideal numbers go under Ideal, and Current numbers go under Current.  For example, if on page M-6 you circled 2 for “Pays well” then record a 2 on line 1 under Ideal.  Do the same for all 20 items on both pages M-6 and M-7.

When you have recorded all your responses, subtract the Current from the ideal and record the difference on the line under the heading Gap.  If all this sounds confusing then one can assume you have not done your own taxes lately.

KEEP GOING!  YOU’RE DOING FINE!

Step 4:  Identify the Gaps



Ideal
Current
     Gap
1.
Financial success and the ability to generate a good income.


(Financial Success)
______ -
______ = 
______

2.
Having productive and comfortable relationships with people.


(Relationships)
______ -
______ = 
______

3.
A working environment that is pleasant. (Environment)
______ -
______ = 
______

4.
The opportunity to take on a challenge and do something important.


(Challenge)
______ -
______ = 
______

5.
Not having to do the same thing day in and day out. (Variety)
______ -
______ = 
______

6.
Being creative, independent, coming up with new ideas, approaches,


products, etc. (Entrepreneurial)
______ -
______ = 
______

7.
Having decision-making responsibilities. (Responsibility)
______ -
______ = 
______

8.
Achieving desired quality of life.
______ -
______ = 
______

9.
Being able to manage and develop others. (Managing others)
______ -
______ = 
______

10.
Developing proficiency and expertise. (Professional Competency)
______ -
______ = 
______

11.
Being able to make a difference in the company. (Contribution)
______ -
______ = 
______

12.
Positioning myself for promotion. (Advancement)
______ -
______ = 
______

13.
Being recognized by supervisors and peers for competent work.


(Recognition)
______ -
______ = 
______

14.
Gaining notoriety within an industry. (Status)
______ -
______ = 
______

15.
Having a stable and secure position. (Job security)
______ -
______ = 
______

16.
The ability to work freely without the constraints of a time 


clock. (Freedom)
______ -
______ = 
______

17.
A position which utilizes my dominant skills. (Utility)
______ -
______ = 
______

18.
Having a political power. (Power)
______ -
______ = 
______

19.
Being in a competitive environment. (Competition)
______ -
______ = 
______

20.
A job which gets me to my chosen goal. (Career Dream)
______ -
______ = 
______

Step 5:  Worksheet

I.
From the list of 20 motivators on the preceding page (M-9), select the four which, more than any others, truly motivate and drive you.  Just use the words in parenthesis and be sure to record the gap again.







     GAP

1.
_______________________
__________


2.
_______________________
__________


3.
_______________________
__________


4.
_______________________
__________

II.
List your stronger skills in order of their strength.


1.
_______________________


2.
_______________________


3.
_______________________


4.
_______________________

III.
Now list what you consider your most prominent developmental areas.


1.
_______________________


2.
_______________________


3.
_______________________


4.
_______________________

IV.
Without thinking about it, if you could plan your career all over again, what would you do differently?  Write the very first things which come to mind and be specific.


_________________________________________________________________________________


_________________________________________________________________________________


_________________________________________________________________________________


_________________________________________________________________________________


_________________________________________________________________________________


_________________________________________________________________________________


_________________________________________________________________________________

Step 6:  Job Match

Check no more than 15 qualities which best describe you, marking in the Positive or Negative column to indicate whether you feel it is a positive or negative quality.

	
	POS
	NEG
	
	POS
	NEG
	
	POS
	NEG
	
	

	Adaptable

Aggressive

Ambitious

Angry

Assertive

Authentic

Blunt

Businesslike

Capable

Cautious

Cold

Competent

Competitive

Conscientious

Conservative

Considerate

Controlling

Cooperative

Creative

Critical

Decisive

Defensive

Dependable

Discreet

Efficient

Emotional

Fair
	_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____


	_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____


	Firm

Forceful

Frank

Friendly

High Self-esteem

Honest

Humorous

Idealistic

Independent

Insecure

Insensitive

Intelligent

Intimidating

Laid-back

Lazy

Listener

Logical

Low Self-esteem

Loyal

Mature

Maverick

Methodical

Meticulous

Moody

Nervous

Open-minded

Organized
	_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____


	_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____


	Patient

Persevering

Persuasive

Political

Positive

Quick-tempered

Quiet

Realistic

Responsible

Selfish

Self-controlled

Sensitive

Serious

Sincere

Spontaneous

Stable

Stubborn

Supportive

Tactful

Talkative

Trustworthy

Unassuming

Unhappy

Uninhibited

Versatile

Vindictive

Warm
	_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____


	_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____

_____


	
	
	
	
	


Step 7:  Where Do We Go From Here?

Use your responses from the previous page (M-11 ), to answer the following questions.

Which of these qualities are you allowed to nurture in your current job?

1.
______________________________________________________________________________

2.
______________________________________________________________________________

3.
______________________________________________________________________________

4.
______________________________________________________________________________

5.
______________________________________________________________________________

Which of these qualities are not being used?

1.
______________________________________________________________________________

2.
______________________________________________________________________________

3.
______________________________________________________________________________

4.
______________________________________________________________________________

5.
______________________________________________________________________________

What step can you take given this information?

1.
______________________________________________________________________________

2.
______________________________________________________________________________

3.
______________________________________________________________________________

4.
______________________________________________________________________________

5.
______________________________________________________________________________

Now, develop an action plan on the next page to help you chart the course for your career.

INDIVIDUAL CAREER ACTION PLAN

Name ________________________  Date _________________ Current Position ______________________

I.
Within 3 years, I see myself in the position of ____________________________________________

II.
Within 5 years, I see myself in the position of ____________________________________________

I.
To achieve the 3-year goal at _____________ of ____________, the following action plan is necessary:


A.
Possible Obstacles



1.



2.



3.



4.



5.


B.
Specific Action Steps to achieving goal:                                          WHO                   WHEN



1.



2.



3.



4.



5.

II.
To achieve the 5-year goal at ____________ of _____________, the following action plan is necessary:


A.
Possible Obstacles



1.



2.



3.



4.



5.


B.
Specific Action Steps to achieving goal:                                          WHO                   WHEN



1.



2.



3.



4.



5.

III.
My level of commitment to following through and achieving this career action plan is:

0       1       2       3       4       5       6       7       8       9       10

No Commitment                 Will Try                   Blinding Desire

My first step is: __________________________________________________________________________

Signature _______________________________________ Date ____________________________________

THEORY P - PRACTICAL MANAGEMENT


"The present is the past rolled up for action,


and the past is the present unrolled for understanding."


ADVANCE \R 108.0- Will and Ariel Durant
Introduction
If you have some spare time; that is, before we enter the leisure-driven society in the year 2000, you may want to visit your local bookstore and peruse the array of books on the subject of "management."  There are books that range from The One Minute Manager to Management in Ten Easy Lessons.  These books serve a useful purpose, and the author does not wish to discount their value.  The concern, however, is that the authors of these books offer their perception of one best management style.  It is difficult to emulate these approaches in all companies.  Managers today are searching for a quick-fix solution, trendy idea, or management-made-simple in seven steps.  This country needs to be reminded of the fundamentals.

Management fads have not only confused the practitioner, but adversely affected our country's ability to remain internationally competitive.  The German and Japanese methods are fairly basic and employ principles that focus energies on quality, employee involvement and well-understood expectations.  American companies have become imitative and lack innovation in their approach to management.  Perhaps it is time we dust off the shelves and resurrect Peter Drucker's The Effective Executive.  This book is over 30 years old and still serves as the model for effective management based on results and employee involvement.  The reader will find that Dr. Drucker's basic principles of management have enormous implications for management today and in the future.

Effective management begins by understanding the foundations of employee motivation.  In its simplest form, the effective manager has the ability to identify a key motivation in the employee and then develop a manage​ment style that will satisfy that need.  The effective manager has the ability to find a "hot button" leading to employee satisfaction and superior job performance.  This is the essence of the Theory P management system.  The "P" stands for practical, and it identifies six basic needs in an employee, which are:  to achieve, to affiliate, to be appreciated, to be in control, to have economic security and to find another position.  Each need (motivation) is governed by a set of behaviors, followed by sources of frustration and techniques that can be used to manage an employee who falls into any of the above-noted categories.

The "Theory P" approach is a proven management system that is secondary to the application of key manage​ment fundamentals.  The system builds upon the past by respecting the contributions of previous management schools.  The system integrates the present by providing a framework for managing the expectations inherent in Work Force 2000.  Let's proceed.

THEORY P


Creating an Environment Conducive to


Participative Management Leadership
1
The basic school of management is a culmination of all management and motivational theories between 1900 and 1986.  Each school of management has contributed a significant element to this pure, simple and workable theory:

	
Classical School
(1900‑1920)
Policies, procedures, expectations
+
Human Relations School
(1930‑1960)
Productive social relationships
+
Systems School
(1960‑1970)
Interface with environment
+
Behavioral School
(1970‑1980)
Motivation based on satisfying individual needs; positive reinforcement
+
Theory "Z" School
(1980‑)
Participation, intimacy, trust, loyalty, lifetime employment
+
Human Resources School
(1980)
Individual/organizational goals are one; goals, feedback
+     Participative Leadership            

_________________________________________

=
  Theory  P


	


THEORY P

There is no one "best way" to manage people.  The effective manager identifies the individual need and develops a management style that will satisfy that need.
2
FOUR FOUNDATIONS TO THEORY P

FOUNDATION I
APPLY THE BASIC PRINCIPLES OF MOTIVATION
1
FOUNDATION II
UNDERSTAND AND SATISFY INDIVIDUAL HUMAN NEEDS
2
FOUNDATION III
APPLY THE SIX PRINCIPLES OF EFFECTIVE MANAGEMENT
3
FOUNDATION IV
ACHIEVE EXCELLENCE IN THE

PARTICIPATIVE LEADERSHIP CHECKLIST
4
In the pages that follow, we will address these four foundations in detail.

FOUNDATIONS I:  BASIC PRINCIPLES OF MOTIVATION

1.
Motivation surfaces from within.  The reason why motivational approaches have failed in the past is that they attempt to influence people by recommending a universal solution to motivate the individual.  External attempts to motivate an individual often prove ineffective if the internal motivations are different.


People do have different needs and consequently see the world in different ways.  The managerial task is to become aware of the needs and effectively integrate these differences.

2.
Motivation stems from actions that satisfy individual human needs.  It is individual and internal.  Actions come from within the person when the environment allows them to do so.  Everyone motivates themselves.  When an individual's needs are understood and satisfied, he or she will feel like a winner.  When a person (manager) helps an individual satisfy those needs, he or she feels like a winner—all parties benefit.

3.
Every person is endowed with a specific talent and potential.  Success, therefore, is not measured by achieving a universal set of standards; rather, it is achieved by comparing individual achievement and individual potential.  Tom Peters once said, "It is important that people want to be the best at something."  He really doesn't care very much at what.

4.
The effective manager has the ability to get people to do what you want them to, when you want them to, in a way you want them to, because they want to.  Understanding plus Acceptance equals Commitment (U + A = C).

5.
What do employees expect?  Vroom, Lawler, Porter (1963, 1964, 1973) suggest that three basic questions must be answered in the expectancy model of motivation.


a.
What's in it for me?  How important to me are the available rewards or personal consequences of working at this job for this organization?


b.
If I try harder, will it make a difference in my performance?  Can I influence my level of performance through my level of effort?


c.
Am I rewarded for what I produce?  If I increase my level of perform​ance, will I receive an increase in rewards or personal con​sequences and vice versa?


Therefore, individuals can manage (or regulate) personal motivations depending on what they expect in terms of effort, performance and rewards.

FOUNDATION II:  UNDERSTAND AND SATISFY 

INDIVIDUAL HUMAN NEEDS

PRINCIPLE
An unfulfilled need becomes a motivation.  Each individual is endowed with specific wants, desires and drives.  The key to effective management suggests that you determine an individual's "hot button" and develop a management style and environment conducive to the needs of that individual.  The individual profits through job satisfaction and full potential development.  The organization profits through increased worker productivity and common goal achievement.
3
The Six Predominant Needs in People
1.

The need for achievement; i.e., the center of attention, status, awards; welcome the opportunity to gain additional recognition.  Commonly referred to as the “classic achiever.”

2.

The need to affiliate; i.e., demonstrates concern for people that he or she identifies with.  Values close personal relationships.  Sees the work environment as an extended family.  Demonstrates a high need for affiliation.

3.

The need for appreciation; i.e., regular reassurance that his/her personal worthiness is appreciated.

4.

The need for control; i.e., better to be in charge of an activity in which involved.  Characterized by a high need for power, influence, leadership.

5.

The need for financial security; i.e., demonstrates maximum interest in security represented by money.

6.

The need for another position; recognition that certain people cannot be motivated given their present job.  Last resort issue when all avenues to motivate have been exhausted.

HOW TO USE THEORY P
A person's "hot button" will generally fall into one of the above categories.  It is possible for overlap in certain categories; i.e., the need to achieve with the need to affiliate; the need for control with the need for financial security.  Review each need area and note the characteristics surrounding the need area.  It is possible that the person will not fit every specific characteristic noted.  You are looking for a match in at least 70% of the characteristics so noted.  Once you understand the predominant need area, you will then be provided with some on-the-job action that will help you best manage the individual.  It is desirable to share this information with your employee to help establish a specific (mutual) action plan to best manage them.  Once the "hot button" is found, the six principles of effective management should be applied.

THE NEED FOR ACHIEVEMENT
DEFINED
4
The need for achievement may be defined as the need a person has for attention, high visibility and recognition by others.  A person strong in this need enjoys being in the forefront of an activity and will welcome any opportunities you can provide to gain attention.  This individual strives for perfection, sets high standards for self and stresses efficiency and innovation.  These individuals love a challenge and desire recognition for accomplishments on a frequent basis.  Optimum concern:  Achieve a standard of excellence in everything done.
CHARACTERISTICS
5
· Superior if challenged, ordinary if not.

· Success is a goal in itself, a measure of excellence.

· This person surrounds him/herself with symbols of achievement:  plaques, trophies, awards, etc.  Displays status symbols conspicuously.

· Functions best in growth situations.

· Prefers coworkers who are experts rather than friends.  (Competence)

· Prefers tasks that allow autonomous work and personal accountability.

· Enjoys frequent praise for personal accomplishments.

· Seeks to be the center of attention (positively or negatively).

· Performance feedback must be frequent, precise (what is right or wrong), unmistakable (correct), and continually reinforced.

SOURCES OF FRUSTRATION/CHALLENGES IN MANAGING
6
· Perfection is an end in itself; can easily become frustrated.

· Working with incompetence.

· Being ignored and performance not being reinforced (positively or negatively).

· Role conflict; challenge to reputation; lack of authority and status.

· Management style may tend to be authoritarian.

How to Best Manage an Individual with a High Need to Achieve
7
· Enrich the job with more responsibility and challenge.

· Provide rewards for accomplishments; for achievers, money is a gauge of progress, a means of "keeping score."

· Provide acknowledgment for personal contributions on a frequent basis.  Be sure feedback is specific and precise.  Achievers simply need feedback, whether positive or negative.  They need some barometer of progress.

· Set goals that are measurable and time specific, challenging but realistic.

· Provide opportunities for growth and development-attending seminars and receiving another certification, etc.

· Provide an environment of risk taking.

· Allow this person to function in an independent fashion.  Offer little guidance beyond what is expected and by when.  Leave the "how to's" to an achiever.  Be available for advice and reinforcement when needed.  They function best in undefined situations.  Delegate a task and let them run with it.  When achieved, be certain feedback is provided.

THE NEED FOR APPRECIATION
DEFINED
8
Hundreds of years of psychology research and practice have shown that human beings share one basic need: the need for appreciation.  This need can be defined as reassurance that one is appreciated for one's contribution.  A person very strong in this need will generally respond well to actions which enhance personal feelings of appreciation or self‑esteem.  Placing other human needs aside, this area represents the core of the management equation.  How this appreciation is expressed is the trick and rests in the form, manner or approach that is most likely to be accepted by the individual.

CHARACTERISTICS
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· They wish to be respected for their work.

· They like to maintain the status quo; prefer not to disrupt things; keep things the way they are.

· Very family oriented; places family above personal ambitions at work.

· Perceived as considerate, helpful.

· Wants to be appreciated for contributions.

· Strives to do the right thing.

· Prefers the role of "good guy;" dislikes conflict situations.  The philosophy: "I'm here to do my job and I do not wish to meddle in the affairs of others."

· Seeks regular assurance that activities are appreciated.

SOURCES OF FRUSTRATION/CHALLENGES IN MANAGING
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· Criticism of work performance.

· Does not like supervisory or leadership positions.

· Loss of integrity/credibility.

· Lack of appreciation for performance.

· Dislikes being placed in conflict situations requiring the taking of a position against the group.

HOW TO MANAGE A PERSON WITH A HIGH NEED FOR APPRECIATION
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· Provide regular reassurance that efforts are appreciated.

· Explain fully any actions that require changing the way things are being done now.

· Encourage feelings that will enhance worth in the organization.

· Respect integrity and knowledge; solicit input, wherever possible, in the handling of certain situations on the job.

THE NEED TO AFFILIATE
DEFINED
12
The need to affiliate may be defined as the need a person has to feel accepted as a member of a group with which one identifies.  Their major goal is relationships, both on and off the job.  Their key strengths are empathy, understanding and a tendency to accept and show a defined loyalty to a group or work situation.  This person will respond to actions where they are involved with and included in social situations.  They thrive on environments that provide for low conformity and encourage informal interaction of a friendly team spirit.

CHARACTERISTICS
13
· Prefers coworkers who are friends rather than experts.

· Wants to be seen as a team player.

· Cooperative with others; "socially popular."

· Tends to overlook faults and continually strives to see the good in people.

· Seeks harmonious relationship with the group.

· Loves social events--picnics, dinners, family-sponsored company events.  Enjoys being in the coordinator's role of social activities when they know they can bring people together.

· May surround themselves with symbols reflecting a high value of relationships--pictures of family, social events, etc.

SOURCES OF FRUSTRATION/CHALLENGES IN MANAGING
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· Task overload; disrupted working relationships.

· Rejection, exclusion; displays tendency to take everything personally.

· Employer who displays a lack of concern in caring or fostering the value of group relationships.  They dislike situations that are viewed only in purely economic terms that fail to account for the needs of people.

· Have a difficult time in a leadership role; tends to act on emotion rather than logic, with a tendency to personalize issues.  Included to focus on people issues rather than task/goal issues.

HOW TO BEST MANAGE AN INDIVIDUAL WITH A HIGH NEED FOR AFFILIATION
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· Put them in charge of a social event or activity at work.

· Support feelings of pride in long service within the group.

· Provide opportunities to increase acceptance by the group.

· Place the employee in the "integrator" role or assign them helping jobs, team assignments.

· Recognize good work; praise and support.  Be cautious of how you deliver criticism.

· Make a habit of asking them about their personal life, family, kids or some other significant social activity to which they belong.

THE NEED FOR CONTROL
DEFINED
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The person high in this need is characterized by an ability to lead, persuade or influence others.  They are socially skillful and able to make things happen.  The person will respond well to being placed in a situation of being in charge of activities in which they are involved.  They prefer tasks that give authority, status, prestige, high visibility and the opportunity to make an impact.  Preferred rewards are recognition, status, influence and promotion.

CHARACTERISTICS
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· Has strong opinions and expresses them readily.

· Wishes to be in control of self.

· Prefers to make own decisions.

· Prefers to direct own and the work of others.

· Strives for influence situations, attitudes and behavior of others.

· Prefers hierarchical and political climate; generally very skillful.

SOURCES OF FRUSTRATION/CHALLENGES IN MANAGING
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· Lack of authority and status (depressed when they feel powerless).

· When someone threatens reputation.

· Placing constraints on actions; telling them what to do; challenging a decision they made.

· Tend to give unsolicited advice; argue readily and impress their point of view; may display little flexibility; tendency to be authoritarian; poor team players.

HOW TO MANAGE AN INDIVIDUAL WITH A HIGH NEED FOR CONTROL
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· Allow them to make decisions for self and others.

· Provide occasions to demonstrate leadership qualities.

· Permit them to exercise authority within the limits of their job.

· Heighten visibility through symbols:  titles, office, cars, insignias, money or other forms of organization‑wide recognition.

· Encourage leadership participation in social or recreational activities.

THE NEED FOR FINANCIAL SECURITY
DEFINED
20
There is an old saying:  "Man cannot live by bread alone, except when there is no bread."  Maslow, the late psychologist, presented the hierarchy of human needs.  His theory stated that lower level needs of food, shelter and money must be satisfied before high levels of self‑esteem and self‑actualization become predominant motivators.  The needs, therefore, are arranged in a hierarchy, and once financial needs are satisfied, they no longer become a true motivator for an individual.  To some degree this theory is true.  There still exists a group of people, regardless of wealth and financial security, who feel the need to make or save money.  Financial security and success is an ongoing need.  The individuals who generally respond favorably to situations which involve making or saving money.  Money is the barometer of appreciation.

CHARACTERISTICS
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· Often skilled and knowledgeable in financial matters.

· Practical, thrifty, frugal; can generally account for lost paper clips following a seminar.

· Goals are related to financial accomplishments.

· Decisions are based on economic considerations.

· Interested in financial details of any situation.

· Continuing interest in personal wealth.

· Generally do not respond well to praise or possible reinforcement.  Their barometer is money; that's the measure of success and accomplishment.

SOURCES OF FRUSTRATION/CHALLENGES IN MANAGING
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· They abhor waste and inefficiency.

· Indifference shared by others to financial situations; i.e., the fact that we lost a $1.99 pen the other day.

· Tend to be specifist; see everything in minute detail.  In quest for economic consideration, they tend to display a narrow vision and "cloud" the picture of accomplishment.

HOW TO BEST MANAGE AN INDIVIDUAL WHO HAS A HIGH NEED

FOR FINANCIAL SECURITY
23
· Place them in charge of an activity that requires savings, cost control.

· Arrange opportunities to demonstrate money‑mindedness.

· Reward achievements through monetary gain; use verbal reinforcement lightly.

· Provide freedom to prevent indiscriminate or wasteful expenditures.

· Reduce specific feedback on achievement to how efforts impacted the bottom line.

THE NEED TO FIND ANOTHER POSITION
DISCUSSION
24
The author of Theory P is a realist and recognizes that certain people just cannot be motivated given their present job situation.  If we accept that motivation surfaces from within and is a drive that can be nurtured by effective management, then it is imperative that individuals have the specific motivation of enjoying the work they do.

There's an old belief among personnel professionals claiming that employee problems should not be transferred to someone else--they must be dealt with through specific feedback, a plan listing specific areas of improvement, or else!  While this philosophy is widely accepted and practiced, it restricts the fundamental issue of "job fit" and "matching people to their particular strengths in an organization."

Managers should realize that individuals are blessed with certain talents and abilities.  Despite efforts to identify their "motivational hot button," the job may be the wrong match from the start.  The end result is progressive discipline, generally through no fault of the individual.  Perhaps there is another job in the organization that best matches the individual's talents and abilities.  Why not match the person to the job that matches his or her skill and abilities?  The organization benefits through increased morale, worker productivity and loyalty.  Moreover, a perception is created that the organization cares about my well‑being.

If this match‑up is not possible and you have exhausted all reasonable efforts to properly manage the individual and performance requirements are not being achieved, then the next result is progressive discipline.  Be certain you have established the foundation of due process and provided the employee every opportunity to improve:

1.
Have you provided the employee with a specific performance appraisal listing areas of improvement; i.e., what is to be improved, how it is to be improved and by when?

2.
Have you clarified job expectations for understanding?

3.
Have you provided training and removed any obstacles of task achievement?

4.
Have you explained the consequences of job performance?

Once the foundation is established above, progressive discipline begins.  The final result of progressive discipline is discharge.  It is important to remember that people are discharged not because they are poor employees; rather, they have not found the proper job fit--the job, the environment, that corresponds to individual motivation.  We all have motivation to do something.  When and where it surfaces--that is the question!

FOUNDATION III - THE SIX PRINCIPLES OF EFFECTIVE MANAGEMENT

1.
Maintain a high level of expectation and professional standard.  When communicating expectations, specify:

A. What needs to be done

B. How it will be done (mutuality theory)

C. When it should be done with specific dates

D. Why it needs to be done


(For people to know how they have done, they must know what they are expected to do in the first place.)
2.
Provide clear and complete instructions:

A. Find out what the person knows about the task already.

B. Give instructions for each task individually.  Do not lump instructions together for several tasks.

C. Analyze the job.  Start the explanation and cover each step throughout the process.

D. Use specifics, not generalities; e.g., "Face the shelf."

E. State, "I would like you to . . ." not "When you get a minute . . ." or "If you have the time . . ." Avoid conflicting messages for task completion.

F. Ask for feedback.

G. Follow up/review assignments.

3.
Provide feedback on performance:

A. Give credit where credit is due.  If someone has done a good job or made a special effort, they must be told so.  The job was important and the performance really did matter.  Regardless of individual human needs, praise or positive reinforcement is a necessary element.  This is a trait that is lacking in today's manager.  We assume a "no news is good news" philosophy and disregard an essential law of human nature: We all need to be appreciated.

B. Poor performance.  Letting someone know they have not performed to desired standards does not have to be a "chewing out." The problem between desired and actual performance should be explained and reviewed.  The proper adjustments and follow-up must be established.  Remember, if someone "can't do" a job, then the task should be redefined, explained and supervised closely.  If someone won't do a task, then you are bordering on insubordination.  The feedback should be given as soon as possible--waiting does not lessen the impact.

4.

Involve people in decisions.  Can the employees be involved in this decision?  Do they understand the big picture and how their tasks apply?  Do you meet quarterly to review goals and objectives?  Are employees allowed to suggest ideas?  Remember the greatest sentence in management:  “How do you feel about that?”

5.
Maintain an open door philosophy.  Display empathy, compassion and trust in your daily communications.

6.

At all costs, manage the individual, not the task. 

Theory P is simple and workable.  There are no graphs, equations or formulas.  It recognizes the management of people as an art and science.

	
FOUNDATION  I
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	Motivation is a quality that surfaces from within.  The need is internal and varies from individual to individual.  Once understood, the need can be nurtured and fed intra​venously through the environment.
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	ADVANCE \U 4.30Understand and nurture individual needs:
1.
Personal appreciation

2.
The need for control

3.
The need for affiliation

4.
The need for achievement

5.
The need for financial security

6.
The need for another job (last resort)
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	ADVANCE \U 4.30Apply the principles of effective management:
1.
Communicate expectations of performance--what, how, when, why.

2.
Provide clear, complete instructions.  Remove any obstacles from task achievement.

3.
Provide feedback on performance--positive or negative; explain con​sequences.

4.
Involve people in decisions where possible.

5.
Maintain an open door philosophy--empathy, compassion, trust.

6.
Manage the individual, not the task.
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	Achieve excellence in the Participative Leadership Checklist.
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