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Human Motivation and
Organizational Mobilization

by Stephen P. Kelner, Jr.

When a company has only a few dozen people, they can talk to each other, read the same
books, and in general communicate with each other about how to implement.  With
thousands of people, however, a company needs a strategy and structure.

—A New American TQM, p. 337

Organizations change by changing the behaviors of individuals.  People,
however, do not like to change.  Therefore, organizational change re-
quires a strategy and a structure that incorporate awareness of individu-
als’ key drivers.  Psychological research has identified three key emo-
tional drivers, known as motives, which account for 80 percent of the
conscious and nonconscious mental patterns underlying most people’s
behavior.  Coupled with conscious foci known as values, these motives
make for highly effective tools to drive organizational change through a
refined application of the Seven Infrastructures for Organizational Mo-
bilization.  This article will describe how common motivational applica-
tions and approaches can be linked with the Seven Infrastructures.

Changing Organizations through People

The ability to change is a critical organizational need, especially in an
era in which technological advances may force companies to undergo
rapid and dramatic transformation.  But change is no easier today than
it has ever been; and the larger the organization, the more difficult change
becomes.  Why?  Because organizational change comes about through
the actions of individuals.  The larger the organization, the more people
must change their behavior.  A crucial element of behavior is individual
motivation — the emotional drives that influence the patterns of actions
people take.

The quotation at the start of the article, from A New American TQM
(Shiba, Graham, & Walden, 1990), may be familiar to most readers.  This
paper proposes adding another element or level of depth to the discus-
sion of how to mobilize organizational transformation by going beyond
communication to the motivation beneath what people choose both to
communicate and to do.

To mobilize change on a large scale requires a systematic approach, a
strategy and structure, if only because of the exponential growth in the
number of one-on-one conversations required.  Individual differences
in motivation add to this complexity by multiplying the kinds of conver-
sations required to engage different motivations.  If a company under-
stands what motivations are required for given jobs, it can align these
requirements with the motives jobholders actually bring to bear, and
thus reduce the complexity to some extent.  To mobilize all kinds of
people, a company needs a framework for mobilizing change that al-
lows room for these individual variations.

The Seven Infrastructures for Mobilization (see Figure 1, also found
in ANATQM) provide one such framework.  When combined with more
detailed motivational links, this model makes for a highly robust ap-
proach to mobilizing an organization to make change.
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Close examination of the Seven Infrastructures in light of the exten-
sive literature on motivation and individual change suggests that al-
though motivation need not affect all of the infrastructures, it does have
particular importance to five of the seven: Goal Setting, Organization
Setting, to some Training and Education, Promotion, and Incentives and
Rewards.  The seventh of the infrastructures, Diagnosis and Monitor-
ing, arouses motivation in a specific and effective manner, but motiva-
tional knowledge does not necessarily improve one’s understanding of
how to apply it.  Likewise, Diffusion of Success Stories reinforces moti-
vation regardless of awareness, though motivational knowledge may
enhance the effect.

Before discussing in detail the linkages between motivation and the
Seven Infrastructures, I wish to clarify both what I mean by “motiva-
tion” and what kinds of motivation apply here.

Different People and Different Motivations and Values

Why do people do what they do?  One classic formulation of behavior
was created by psychologist John Atkinson:

Behavior = ƒ(person; situation)

Or in words: Behavior is a function of the characteristics of a person
interacting with the characteristics of the person’s situation.  Character-
istics of the person can include skills, knowledge, self-image, traits, back-
ground, and motives, to name only a few.  Characteristics of a situation
include urgency, the environment itself, demands being made, and so
forth.

The implications of this simple formula are twofold:

1. The same person will behave differently in different situations (e.g., do
    you behave the same in an emergency as you do at the beach?).
2. Different people will behave differently in the same situation (e.g., how
    do two different people respond to the same urgent request?)

Mobilizing an organization means eliciting specific behavior — us-
ing selected improvement tools or finding a new way to do business, for

Figure 1:  The Seven Infrastructures for
Mobilization.
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example.  Atkinson’s formula suggests that you can control for the
people, or you can control for the situation.  Many leadership tomes call
for creating a sense of urgency.  This is an example of changing the situ-
ation to get altered behavior out of existing people.  Some organizations
rearrange staff; in this way they alter behavior by changing the person
in the existing situation.

Which is easier to change, the person or the situation?  In the case of
the deep and powerful motives I will discuss here, studies have shown
that for most people they remain stable over periods as long as ten years
or more.  In other words, fundamental motives do not change much, or
change easily.  This suggests that, despite ideas about “putting motiva-
tion into people,” it is easier to create a new situation than to reinvent
the people you have.

Further, to manage people as they are, you must know what they
are.  People have a range of motives and beliefs that interact in many
complex ways — too many different ways for ready management.  For-
tunately, however, the study of motivation has given us a shorter list of
levers you can use to influence the great majority of people.  In motiva-
tional theory there are two categories of motivation:  the nonconscious,
implicit motives (usually called motives), and the conscious self-attributed
motives (usually called values).  An understanding of these two kinds of
motivation and of the differences between them provides a powerful
tool to influence even large groups of people.

Motives versus Values

Implicit motives, henceforth referred to as motives, define where people
find emotional satisfaction (or frustration), and therefore provide a source
of energy that supports (or hinders) people’s undertaking tasks.  There
is not always a one-to-one link between behavior and motive, if only
because motives are highly generalized in nature, as we will see in the
three most studied, most common motives.  But there is a strong link
between the broad pattern of people’s choices over time and their mo-
tives.

Self-attributed motives, or values, relate to conscious decisions,
strongly held beliefs, and specific commitments.  Values channel the
emotional energy of motives into particular areas, providing limitations
or a focus.  Generally values have to do with what people feel is impor-
tant and with what they must do, rather than what they enjoy; so acting
on values tends to cost people energy, rather than providing it as mo-
tive-linked tasks do.  Unlike basic motives, values tend to evolve;
throughout a person’s life he or she is likely to add, subtract, or alter
many values.  A simple example is to consider one’s priorities for action
(1) before being married, (2) after being married but before having chil-
dren, and (3) after having children.  Most people find dramatic differ-
ences among their choices in these three time periods.

In sum, motives indicate emotional engagement, and values indicate
considered importance.  Psychologist David McClelland, in a personal
communication, put the relationship this way:  “Your achievement mo-
tive may drive you to improve yourself, but your values lead you to go
to a particular graduate school.”  Or, I might add, to decide whether to
go to graduate school at all.

As you might expect with something deeply emotionally based, mo-
tives are so profound in people that in fact few can assess their own
motives accurately.  Instead, people will tell you their conscious values
— which, though important, do not address the same issues or predict
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things in the way that motives do.  Values influence choices, but mo-
tives predict long-term preferences.  For example, a man may value en-
gineering as a career, perhaps because of a parent, but over time may
find he enjoys management more and may become an engineering man-
ager, because his motives drive him to do what he likes.  Alternatively,
he could stay an engineer because of his values — or for that matter
because of a negative value associated with management — and be con-
stantly unhappy for reasons that elude him.  This is one illustration of
how values and motives interact.

Motivation and Organizations

The implications of motives and values for management are plain: People
do what they like or they do what they feel is important.  To the extent
that a given task fits either of these categories, it will get done faster and
better.  Where appropriate motives do not exist, people require strong
values to replace them.  Values are more mutable and adaptable than
motives, as mentioned earlier, so values provide one lever by which
managers can engage people in tasks.  A manager should never assume
(although this error occurs constantly) that an employee or peer shares
his or her same motives.  Something a manager may feel strongly about
motivationally and see as vital in terms of values may hold neither ap-
peal for an employee.  The choice then becomes:

• to create or engage a value,
• to appeal to underlying motives.

In other words, you can try to engage or create an intellectual com-
mitment, or you can engage emotional drivers.  Note that creating or
even changing a motive is not an option: Motives are deep constructs
and change only slowly if at all.  Changing other people’s motives with-
out their active and dedicated collaboration is far too difficult to be a
practical management technique.  Therefore, the best approach is for a
manager to understand what motives are already driving people, so that
he or she may tap into what is there.  This understanding is crucial in
the use of the values lever, too — because even if a manager creates a
new value, it may not lead to the desired results if it conflicts with exist-
ing motives.

The Three Social Motives

Early motivational theorist Henry Murray identified fifty human mo-
tives.  Fortunately, however,  McClelland and his colleagues’ (1989) have
found that 80 percent of daily mental activity can be related to only three
motives, now known as “the three social motives”: achievement, affilia-
tion, and power.  If, for example, one beeps people at random and asks
them to describe their thoughts and concerns, they will tend to describe
something that aligns with one or another of these motives 80 percent of
the time.  Having to know only three motives makes application of these
concepts, even to large groups of people, a practical strategy.

The achievement, affiliation and power motives are simply those mo-
tives that are most common in daily life.  Although the need for security
or the need for nurturance are legitimate and indeed widely studied
motives, on average they occupy little enough of most people’s regular
concerns that one can ignore them with only occasional exceptions.

Before looking more closely at the achievement, affiliation and power
motives, I need to state a few caveats:
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• Everyone has all three of these motives, simply in different relative
    degrees.  But even a person overwhelmingly strong on two motives
    can be temporarily aroused by the third.
• Motives are not the same as behavior.  The fact that people think about
    certain images does not mean they will act on them.  One researcher
    (Winter, 1971) once found that people who thought a lot about violence
    actually were less violent than others.  In a recent study (Kelner, 2000) I
    found plenty of harmless mystery writers who cheerfully did people
    in — in print.

The three social motives are conventionally defined in terms of “pri-
mary images,” the central thought or thoughts for each motive, as de-
scribed below.

Achievement Motive
(Atkinson & McClelland, 1953, p.51)

Scoring criterion: A concern for excellence or doing better.  This can emerge
in any of several ways:

• Competing to meet a standard of excellence.
• Meeting or beating a self-imposed standard.
• Accomplishing something new or unique.
• Long-term career planning.

Affiliation Motive
(Kelner, 1991, p. 14)

Scoring criterion: A concern around establishing, maintaining, and re-
storing relationships.  This concern can manifest in one or more of three
ways:

• Positive.  Focused on enjoyment of relationships.  Includes taking actions
    on another’s behalf with no thought of recompense other than
    improving the relationship; enjoying the company of others; and feeling
    part of a greater whole (e.g., “He was proud to be part of a nonprofit
    consortium”).
• Cynical.  Focused on relationships, but assuming they will go bad.
    Includes hypocrisy (presenting oneself as better than one is), and
    deception in supposedly affiliative relationships (cheating on one’s spouse).
• Anxious.  Focused on anxiety about the success or failure of relationships.
    Includes discussions of interpersonal relationships, flow experience,
    negative reaction to separation.

Power Motive
(Winter, 1971)

Scoring criterion: A concern for impact or influence on others.  There
are, again, several ways in which this can emerge:

• Concern for prestige, position, and prestige-laden circumstances or items.
• Taking strong, forceful actions.
• Taking actions that imply the possession of power.
• Actions that arouse strong emotions in others.
• Unsolicited help or advice.

Note that motivated behavior is a broad category indeed.  Different
people manifest their motives in different ways that are shaped by their
competencies, training, and values.  A person who comes up with many



Volume 9, Number 1           Summer 2000  2 30

CENTER  FOR  QUALITY  OF  MANAGEMENT  JOURNAL

ideas for improvement but dislikes details may possess just as much
achievement motive as a person who meticulously checks for quality
issues but dislikes having to do something new.  One does not have to
demonstrate all the criteria above to be assessed as having a given mo-
tive.

Perhaps the best example of this variability is the power motive.  Gen-
erally this is seen as a negative motive in English-speaking countries, as
the word power carries associations of domination and manipulation;
but in fact the power motive, like all three social motives, is amoral in
nature.  An effective coach or an empowering leader can be driven by
power motive (which is really just about influence and impact) just as
much as a dictator or a bully is.  Likewise, some of the worst managers
I have seen were those driven primarily not by power but by achieve-
ment motive — and hence not alert to the implications of their actions
as they drove people for excellence at any cost.

The descriptions I have given are at the personal level; they apply to
individual people.  However, you can also apply these descriptions to
jobs and roles, which leads us from the individual to the organization.

Motivation, Working Roles, and Results

Few companies promote or select individuals for jobs based on candi-
dates’ personal motives; instead, organizations often look at technical
qualifications, experience, credentials, and the alma mater.  However,
long-term success in a given role may depend far more on the energy
and emotional engagement a person brings to the role than on the train-
ing the person has happened to obtain.  Over the long term, this energy
tends to differentiate those who enjoy a role from those who do not, if
only because enjoying their work makes it easier for individuals to ex-
cel.

Motives and Job Roles

As I stated earlier, motives define what people enjoy.  A manager can
define job roles in terms of the three social motives as well, in part by
examining what opportunities exist for enjoyable motivated behavior,
and in part by looking at the themes in the kinds of behaviors required.
For example, a role that allows for frequent innovation appeals to the
achievement motive, a role that allows for socializing appeals to the af-
filiation motive, and a role that allows for impact on others appeals to
the power motive.

The AT&T study described first by McClelland and Burnham (1982)
and replicated by Ruth Jacobs (1992) illustrates this point as well as dem-
onstrating the predictive power of motivation.  AT&T assessed all in-
dividuals coming into the company with many psychological measures,
including a picture-story exercise used to assess motives.  The research-
ers followed up on all of the new hires over a 4-year period 8 to 12 years
after their hiring.  By then, most of the new hires had progressed from
“individual contributor” status to other jobs, and these studies exam-
ined where they wound up.  Figure 2 is a rough graph of the career
paths of those employees driven primarily by achievement motive ver-
sus those driven primarily by power motive.
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In numerical terms, in 8 to 12 years roughly two thirds of primarily
power-motivated individuals made it to the executive level, if not at
AT&T, then elsewhere, whereas two thirds of primarily achievement-
motivated individuals did not make it past first-line management.  Why?

Holders of different jobs require different motives to succeed.  Indi-
vidual contributors, lacking managerial responsibilities, can focus on
doing a job personally and to high quality standards.  Achievement
motive supports that kind of behavior.  However, the higher the level
one attains in an organization, the farther away one is from the hands-
on work, and the more important it is for an individual to think about
influencing others to work to high quality standards.  In other words,
influence and impact — and the power motive — are more predictive of
success in managerial or executive roles.  The reverse is also true: A
manager who spends more time on his or her individual contribution
than on management is not likely to succeed.  Nor is an individual con-
tributor who spends too much time on unnecessary (even if enjoyable)
influencing of others.

Note that we are not discussing basic ability.  For example, basic in-
fluence skills can be taught very effectively no matter what your mo-
tive, although having a power motive will predispose you to develop
the skills even without training.  Instead, we are talking about sustain-
able behavior.  If a manager must spend 80 or 90 percent of his or her
time in conversation with employees (as has been found again and again
when managers are asked to assess their time use in the Conversation
for Action and Personal PDCA courses), it helps a great deal to enjoy the
process as well as the result.  People possessing large degrees of any
given motive tend to be sensitive to opportunities and signals related to
that motive, which means they respond rapidly and intuitively, rather
than having to engage in conscious reasoning about the need for re-
sponse.

Another important point here is that each job must be assessed
uniquely for the motives that fit it.  There are some common patterns in
businesses, but there are also exceptions; it is a mistake to view a job too
simplistically.  For example, you might assume that a job with the title
“CEO” would require a great deal of power-related thinking.  But if the
role is that of CEO of a three-person software firm, the entrepreneurial
achievement motive might be more critical.  (If the company then suc-
ceeds and grows, so may the need for power-related thinking.)  I as-
sessed successful senior vice presidents in one major multinational cor-
poration and discovered that they possessed more achievement motive
than power motive.  Upon close examination, the organization turned
out to be arranged almost like a holding company, with each division
really acting as an entrepreneurial firm and having no great depth of

Figure 2: Career Path and Motives in the
AT&T Study.
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organization.  Conversely, some first-line managers need to think a lot
about influence and impact because they are part of cross-organization
working teams in which influence is more critical than individual mas-
tery of a job.  And finally, some professional mystery writers I men-
tioned, despite working alone in a room all day most of the time, are
disproportionately motivated by power — they simply have the ability
to postpone satisfaction for a long time.

Given these provisos and cautions, we see several common patterns.
One pattern is that jobs that personal control of tasks (not people), or
which emphasize goal setting, excellence, improvement, or goal accom-
plishment, tend to be achievement-motivated jobs; jobs that require
working through others and focus on empowering, coaching, and lead-
ing tend to be power-related roles.  It is also possible and normal for a
job to require two or more types of motive-related behavior to different
degrees.  Working supervisors, for example, typically perform both
achievement-related behaviors to do the direct work and power-related
behaviors in influencing their subordinates.  Table 1 lists some common
job-role criteria in relation to each of the three social motives.

There are subtleties in the list in Table 1.  One example is behavior
that seems to manifest one motive but in fact is driven by another.  One
of the commonest of these is affiliative behavior for a power purpose:
being nice as part of the job of influence.  I knew a manager in the United
Kingdom who always went down to the pub with “the boys” each Fri-
day.  He did not want to join his subordinates there — he would have
preferred to go home to his family — but, as he said:  “If I don’t sit with
them in the pub, they won’t trust me and they won’t work for me.”  In
English-speaking nations this kind of behavior can be seen as manipu-
lative or somehow ungenuine; I prefer to think of this as speaking to

Table 1: Motive-Related Job Role Criteria.

Motive Key Job-Role Criteria
Achievement •  Entails personal control of tasks rather than people

•  Focuses on excellence of accomplishment
•  Emphasizes constant improvement
•  Focuses on frequent goal accomplishment
•  Requires constant improvement of personal skills or new

learning.
•  Can be done largely alone or in isolation
•  Does not require interpersonal interaction

 Affiliation •  Focuses on enjoyment of the company of others for the
sake of relationships

•  Focuses on personal rather than professional
relationships

•  Focuses on group membership rather than on leadership
or solitary work

 Power •  Focuses on influencing others or working through others
•  Requires working through multiple levels of an

organization
•  Requires working with (and influencing) groups of

people
•  Requires creation of coalitions or grassroots organization
•  Focuses on managing multiple conflicting groups
•  Focuses on development of others
•  Focuses on empowering, engaging, or leading groups
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people in the language they can hear.  This manager happened to be
power-motivated, and he understood that the employees had certain
expectations that, whether reasonable or not, were part of their culture.
He had to work within the culture rather than against it if he wanted to
earn their loyalty.

Similarly, many achievement-driven salespeople learn influence as a
way to reach the satisfying goal of beating quota.  They enjoy the behav-
ior not for its own sake, as they would if it were motive driven, but as a
means to an end: achieving motive-satisfying results.  This is power (or
affiliation) behavior for an achievement purpose.

In sum, if you know the demands of the role, you can determine the
approximate motive pattern of the individuals who will find it most
satisfying.  Likewise, if you understand the motive pattern of an indi-
vidual, you can predict the degree to which that person will thrive in a
given role.  For our purposes one role is particularly salient: the role of
change implementer.

Motivation and the Implementation Role

One role is particularly important to mobilization of organizational
change, and that is the role played by managers and implementers, as
opposed to practitioners, of new methods.  One study, by Dreyfus and
Pelote (1992), indicates that the motivational requirements for success-
ful implementation of new methods are quite distinctive.  In this study,
which resembles many others but which happens to focus on the imple-
mentation of TQM, Dreyfus and Pelote compared matched groups of
effective and less effective managers.  As summarized in Table 2, the
researchers found no significant differences among the conceptual frame-
works managers had learned — Deming, Juran, and Crosby were all
represented, and none differentiated success.  Other differences among
the managers, however, indicate that underlying individual motives are
a key factor in getting people mobilized to do something new.

As Table 2 shows, the unsuccessful implementers focused on task
quality, acted as experts in the technical knowledge, and tended to be
driven by the achievement motive.  By contrast, successful implementers
coached, tended to explain why things should be done, described them-
selves more as catalysts, and were driven by the socialized power mo-
tive.  In brief, this finding indicates that the people best at practicing
quality methodology are not necessarily going to be the best at manag-
ing or implementing quality.  Expertise is not enough.  It is more impor-
tant to think about mobilizing the organization and its individuals than

Table 2: Contrasts between Effective and
Less Effective TQM Implementers.

 Differentiating
Factors

 Effective  Less Effective

 Knowledge  Deming, Juran, Crosby  Deming, Juran, Crosby
 Skills  TQM skills (no difference)  TQM skills (no difference)
 Social Role  Catalyst, coach  Gatekeeper, judge
 Typical
Message

 “You must be the experts”  “I will tell you what’s
wrong”

 Self-Image  Developer of others  Individual expert
 Traits  Demands long-term

development
 Demands task
accomplishment

 Management
Style

 Coach  Micromanager

 Dominant
Motive

 Power/influence
(empowering)

 Achievement

 Source: After Dreyfus and Pelote, 1992.
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to be a superb practitioner.  This leads us directly to mobilization through
the Seven Infrastructures.

Motivation and Mobilization through the Seven Infrastructures

What applies to individuals applies equally well to organizations com-
posed of many individuals: Motivation is central to the mobilization of
organizational change.  Each of the Seven Infrastructures is, in a sense, a
set of tasks or roles required for organizational transformation.  And by
examining the motivational demands and foci of each, which means we
can forge a link between individual emotional energizers and the task
of organizational change.  This, to me, is what mobilization is really all
about.

Let’s look again at Figure 1.  As stated earlier, motivational concepts
need not directly affect all of the seven infrastructures, but they have
particular importance to five of the seven: Goal Setting, Organization
Setting, Training and Education to some extent, Promotion, and Incen-
tives and Rewards.  We will examine each of these five in the light of
motivational research, theory, and practice.

1.  Goal Setting

In principle, organization-wide goal setting resembles goal setting for
an individual: It must be specific, measurable, timely, and moderately
challenging.  When appealing to multiple people, however, you must
add an awareness of multiple motivations, in order to appeal to all those
participating in the achievement of the goal.

Studies have shown that the best way to temporarily arouse achieve-
ment motive and a desire to improve in individuals is to provide a clear,
measured gap between one’s desired state and where one is now.  This
principle supports coaching individuals; it can also apply to a larger-
scale goal.

“Noble goals,” which are a high ideals an organization espouses and
supposedly works toward, can be readily “coded” as achievement, af-
filiation, or power-oriented.  The tricky aspect of noble goals is that they
are often set by executives who possess a very different motive profile
from those of most of the other employees; what may appear noble and
empowering to top management often feels irrelevant to the bulk of the
firm.  This leads to employee cynicism and disengagement from the noble
goal, effects that compromise people’s allegiance to the company as a
whole.  Conversely, goals set purely from a traditional quality perspec-
tive may over-emphasize the achievement motive and lose the interest
of power-motivated senior managers.  Table 3 contrasts some specific
companies’ noble goals and codes them for the three motives.

Note that in Table 3 the quality-related statements (e.g., those of 3M,
Xerox, and Ford) tend to appeal to the achievement motive.  By con-
trast, other statements, including the NEC goal, tend to draw in mul-
tiple motives, especially power and achievement.

Business leaders tend not to be quite as daring in their goals as politi-
cal leaders, but there are exceptions.  When Jack Welch decided that
every one of GE’s business units had to be first or second in its field or
get out, he was setting a kind of high-challenge noble goal that appealed
both to the achievement motive (in terms of being the best) and to the
power motive (in terms of beating other companies and taking market
share).

The question that must drive organizational goal setting is: Are we
appealing to everyone?  As mentioned before, the commonest error man-
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agers make is to assume that others share the same motivation.  Many of
the stated goals listed in Table 3 were anchored in the quality philoso-
phy, which is clearly achievement driven.  But successful managers are
often driven primarily by the power motive, which may explain why
quality efforts often come from the bottom up.  An organization can
arouse any motive temporarily, but is it possible that the more success-
ful companies are those that have noble goals engaging all three social
motives?  This question has not been studied in depth, but there are
some suggestive findings.  Note that Disney captured all three motives,
and Disney is a very successful company indeed.  On the other hand, it
is counterproductive to espouse a noble goal but not demonstrate
commitment to it.  An ignored noble goal can have a negative impact on
motivation.

2.  Organization Setting

Resetting an organization to manage major change means engaging all
three motives.  As an organization prepares to change, it is important to
fit the correct people to the job structure.  Selecting influence-focused
people for influential leadership positions and achievement-focused

Table 3: Noble Goals of Organizations
and Related Motivational Appeals.

 Company  Goal, vision, or mission statement  Motive Appealed to
 NEC  Help advance societies worldwide

toward deepened mutual
understanding and the fulfillment of
human potential.

•  Power (advance
societies)

•  Achievement (fulfill
human potential)

 3M  Continuous improvement in all
businesses and support services at a
rate of change that attains and sustains
global leadership in chosen markets.

•  Achievement
•  Achievement/power

(attain global
leadership)

 Xerox  Quality is the basic business principle
for Xerox.  Quality means providing our
external customers with innovative
products and services that fully satisfy
their requirements.  Quality
improvement is the job of every Xerox
employee.

•  Achievement
(innovate)

•  Achievement (satisfy
requirements [meet
goal])

 Shell  Our objective is to supply products,
services, and technology that meet the
customer's requirements every time
without error.

•  Achievement (meet
requirements without
error)

 Ford
Motor
Company

 Our mission is to improve our products
and services continually to meet our
customers’ needs, allowing us to
prosper as a business and to provide a
reasonable return for our shareholders,
the owners of our business.

•  Achievement
(improve products)

•  Achievement (prosper
as a business)

 Disney  “The idea of Disneyland is a simple one.
It will be a place to find happiness and
knowledge.  Disneyland will be based
on and dedicated to the ideals, the
dreams, and the hard facts that have
created America.”

 —Walt Disney, 1953

•  Affiliation (enhance
happiness)

•  Achievement (offer
knowledge)

•  Power (create
America)

 The Body
Shop

 “We produce products that cleanse,
polish, and protect skin and hair.  How
we produce them and how we market
them is what is interesting about us.
We are innovative, we are passionate,
and we care.  We are innovative in our
formulations; we are passionate about
environmental issues; we care about
retailing.  The image, goals, and values
of our company are as important as our
products.  Our mission is to be the most
honest cosmetic company around.”

 — Anita Roddick

•  Achievement
(innovate)

•  Power (demonstrate
passion)

•  Power (promote
image)
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employees for technical or goal-based innovation can improve the im-
pact of setting the organization.  And naming change implementers who
are respected for the right things can help in many ways.  This can be
more challenging in practice than it sounds, however.  Selecting a known
innovator to lead an organizational change effort may have sentimental
appeal, but achievement-motivated innovators are often not effective
leaders of people.

3.  Training and Education

Every few years someone writes a paper on an experiment in which
researchers discovered, to their amazement, that high achievement mo-
tivation does not necessarily correlate with academic success.  These
researchers may have made the mistake of assuming that “academic
achievement” must correlate with the achievement motive.  But learn-
ing and response to teaching do not relate to one motive alone.  All three
of the social motives can drive someone to improve.  Though strongly
achievement motivated people do tend spontaneously to improve them-
selves over the long term, they do so only in areas where they want to
improve — not necessarily where someone else wants them to improve.

In formal educational settings, it is possible to engage individuals’
motives to drive learning in three ways:

1. Through the nature of the instructional approach, which may be
    inherently engaging to one motive versus another.  For example,
    group learning appeals to affiliation; frequent testing of progress
    appeals to achievement.
2. Through students’ relationship with the teacher, and the way the teacher
    runs the classroom.
3. Through the ultimate goal of the learning.

All three aspects of education can be customized to some extent to
appeal to different motives, as shown in Table 4.

In organizational change efforts, in addition to tailoring training and
educational offerings to existing motives, it is also possible to tempo-
rarily arouse a motive, as noted earlier.  One motivational approach,
shown in Figure 3, is known as the “Coaching Model” or the “Self-Di-
rected Change Model” and works reliably in arousing people’s desire to
change (Kolb & Boyatzis, 1987).

Table 4: Examples of Tailoring Education
to Motivation.

Motive 1.  Nature 2.  Relationship 3.  Goal
Achievement •  Frequent testing of

progress
•  Visible measures of

improvement
•  Testing against

standards

•  Teacher seen
as expert, to
be matched

•  Improve self
•  Improve

performance

 Affiliation •  Learning in groups
•  Social settings

•  Teacher seen
as friend

•  Work with
others

•  Support team
 Power •  Competition against

others
•  High visibility
•  High prestige setting

•  Teacher seen
as person to
impress

•  Get visibility
•  Impress the

boss
•  Influence the

organization

What makes this approach work is the arousal of the achievement
motive, the wish to improve.  The measured gap between where one
actually is and where one wants to be arouses the desire to close that
gap.  That produces emotional energy for change, which in turn gener-
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ates a commitment to change.  That is, desire is not enough; you also
need commitment.  But even commitment is not sufficient, and the next
step is goal setting.  Studies have indicated goal-setting processes in-
crease people’s overall productivity as well as their likelihood of ac-
complishing specific tasks.

In sum, training and educational programs that take into account the
self-directed change model and differences among individual motives
are more likely to drive effective change.  For example, a person may
choose to join an educational program because

• she wants to improve herself (achievement);
• she likes being part of a noble effort (affiliation); or
• she wants to impress her boss (power).

To take advantage of these different motives, a manager or leader may
promote education by providing or promising

• feedback on performance or opportunities to improve;
• positive team spirit and esprit de corps; and/or
• visibility, prominence, or opportunities to influence others.

Start by assuming that people are driven by their fundamental social
motives, and will want to do that which supports their motives, even if
a given task is not directly motivated.  Salespeople will learn how to
schmooze (affiliation) and how to influence (power) so as to meet goals
(achievement).  Managers will learn improvement methods (achieve-
ment) because these methods enable them to make a dramatic impact
on an organization (power).

4.  Promotion

Promotion of the change effort should engage both employees’ values
and their motives.  And again, because emotional engagement comes
from the motives, promotional activities should appeal to different people
possessing different motive patterns.

General principles of advertising and promotion often recognize this
fact implicitly by identifying the difference between addressing
someone’s head and appealing to the person’s emotions.  An appeal to
emotions bypasses the rational portions of the brain — or so advertisers
hope.  A quick survey of television commercials certainly indicates that
marketing experts believe in aiming for a nonrational response.  This

Figure 3: The Self-Directed Change
Model.  (Source: Kolb and Boyatzis,
1987.)
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Commi tment to ChangeCommitment to Change

Goal SettingGoal Setting

Action Pl anningAction Planning

FeedbackFeedback

Energy for Change



Volume 9, Number 1           Summer 2000  2 38

CENTER  FOR  QUALITY  OF  MANAGEMENT  JOURNAL

principle also aligns with motivational theory: Appeal to the emotions
is appeal to the motives.  But in an organization, one should not ignore
the conscious values, which screen individuals’ options for behavior.
People will not generally act contrary to their values unless the motive
is powerful indeed.  So promotion of mobilization for change should try
to capture both the emotions and values.

The primarily achievement-motivated person is energized by the idea
of doing something better, of being the best, of doing something new
and innovative.  Promotion of improvement efforts should appeal to
this motive, as long as the individual feels that he or she has control of
the process and can use it to improve themselves.  In other words, en-
abling people to choose to make improvements is a way to enlist achieve-
ment-motivated individuals in change.

The primarily affiliation-motivated person likes being part of a greater
whole, being connected to people on a personal level.  Belonging to a
team can appeal to these people, as does supporting a meaningful higher
purpose of some kind.  In other words, reinforcing the identity of a group
of change agents will help engage these people — and possibly power-
motivated people as well, if the group association is prestigious.

Finally, the primarily power-motivated person enjoys influencing
people, being somehow visible, or having an impact on the organiza-
tion.  Transforming the business should appeal to these people in gen-
eral, and the visibility or prestigious identification will reinforce it as
well.

It is possible, indeed preferable, to have promotional activities ap-
peal to all three motives at once, as in “Join the team in changing the
way we work — help us move to the future!”  Although it takes skill to
avoid sounding like a collection of cliches, engaging all three motives
greatly increases the chances of getting the majority of the organization
on board.  Using the thoughts associated with the three motives, a leader
can craft promotional messages that appeal to them directly.  And this
appeal to the emotions will drive people’s nonconscious desire to be-
long to the change effort.

For example, the CEO’s involvement in promotion of improvement
efforts will appeal to the power motivated — do something that im-
presses the boss!  In contrast, improvement will tend to appeal more to
the achievement motivated if they feel they will have ownership of the
effort instead of being an imposed corporate program.

Any kind of promotion or advertisement within a company can and
should appeal to all three motives, remembering that appeal to the emo-
tions will drive people’s nonconscious desire to belong to the effort.

5.  Incentives and Rewards

Incentives should appeal to the person.  Appeal is emotional.  There-
fore, satisfying rewards are those that are emotionally satisfying.  It is
vital to match rewards to the person, or a supposed incentive can actu-
ally have a negative impact on motivation.  For example: The executive
team at a multinational petrochemical firm wanted to reward their geo-
physicists, who typically sat crunching numbers and creating beautiful
graphs and reports of the best places to drill.  Management correctly
identified the importance of these people to the organization and wanted
to reward them for their good work.

Geophysicists, working alone, trying different analyses to arrive at
the optimum recommendation, are people who are primarily motivated
by achievement; they have little need or desire for personal impact.  By
contrast, executives more often than not, have a strong power motive,
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because their job is about influencing layer upon layer of the organiza-
tion.  The petrochemical firm’s executive committee came up with what
they thought was a wonderful reward: They would bring the author of
the best report to headquarters to make a presentation to the total ex-
ecutive committee.  To a young executive hopeful this would indeed
have been a wonderful incentive.  To the geophysicists it was a punish-
ment.  They deliberately decreased their performance in order to avoid
being selected for this “honor.”

The classic error of rewards and reward systems is assuming some-
one likes the same things as you.  Incentives must relate to the other
person, not to you.  To complicate matters, many psychologists believe
that external rewards can extinguish intrinsic motivation if not carefully
administered.  According to this theory, a task people enjoy should be
left alone, or it will require unlimited reinforcement.  If you pay people
to do it, they will expect pay from then on; and if you cease paying
them, the behavior will cease as well.  For this reason, most compensa-
tion systems reward results rather than process — the exception being
team process.  This does not necessarily mean that you cannot give
greater rewards to people who do work the right way, just that care
should be taken to link rewards more to global performance than to
specific tasks, which will then be forever linked to pay.

I once sat next to a consultant who took off the last month of the year,
because his company’s compensation system (based on their own prin-
ciples!) capped rewards at 120% of goal.  Because he had reached 120
percent in the penultimate month, he postponed any additional busi-
ness into the new year.  Whereas if he had had no cap, he might have
brought in more sales in the current year, because he would have been
rewarded for it.  The lesson here is that monetary rewards can some-
times work against you, once people learn to play the game.  For this
among other reasons, motivationally based rewards — which may or
may not include monetary compensation — can be more effective.

Suppose an employee has worked day and night to accomplish an
improvement project, with great results.  How do you reward this per-
son?  The achievement-motivated employee might like another such
project, which would allow him or her to push the envelope and make
still further improvements.  The affiliative person, on the other hand,
would see that “reward” as a punishment; these projects keep people
from their families, and an affiliative person would prefer a party or
time off to be with his or her family.  The power-motivated person might
like public acknowledgment of his or her accomplishment, or a hand-
shake from the CEO.  The same reward can also apply several ways, if
desired: Having your hand shaken by the CEO for being the best ap-
peals to both power and achievement motives.

There are many subtleties to the management of rewards and incen-
tives.  Probably the most important point here is that rigid systems cannot
substitute for good management.  Many structured systems specify a range
of possible rewards at each level.  At least some choices must be available,
as well as choices in presentation — remember the geophysicists.

Integrating Mobilization and Motivation

As discussed earlier, motivation seems directly linked to “only” five of
the Seven Infrastructures.  But at its core mobilization is about moving
people, not objects.  Motivation can be — indeed, probably must be —
considered in the application of the five infrastructures I have exam-
ined, but even the remaining processes are directed ultimately toward
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motivation.  Number 7, Diagnosis, is a necessary condition for the self-
directed change model, essentially a motivational model of individual
change, in that diagnosis defines the gap between the actual and the
desired.  Number 5, Diffusion of Success Stories, has no purpose if not
to motivate people — one merely has to diffuse enough for everyone.

It is tempting to consider an organizational model, or indeed a model
of any kind, to be a kind of machine in which pulling any lever leads to
a predictable and controllable result.  In fact, however, models substi-
tute for a reality that is too complex to manipulate easily.  Models take
the commonest cases, but there are always exceptions.  The extent to
which one can add data into a model correlates with the ultimate preci-
sion of that model’s use.

Unfortunately, organizations are vastly complex (and hence unpre-
dictable), because they are composed not only of individuals but of the
interactions among them.  My contention here is that motivation pro-
vides a remarkably powerful lever, in that three core drivers that are
found in all people, all of which have broad application, drive 80 per-
cent of motivated behavior.  It would be neither useful nor practical to
try to provide the Seven Infrastructures with decimal-point precision;
ultimately the effort required would be is prohibitive, especially because
the measures change as the organization does.  But adding three mo-
tives to one’s thinking about mobilization is not unreasonable, given
that these motives apply consistently to people, who do not change as a
species all that quickly.  The three social motives provide simple, effec-
tive levers that managers and leaders can use in complex ways to en-
gage large sets of people or individuals in improvement efforts.

In this paper I have introduced only a small part of the vast literature
of motivation and management.  Motivation is a key competency in many
ways, not least of which is the fact that motives tend to drive the devel-
opment of other competencies.  For example, power-motivated people
tend to develop people skills in order to influence others more effec-
tively; achievement-motivated people tend to measure their work spon-
taneously so they can track their improvement; and so on.  Appealing to
these universal can potentially lead to a population of employees who
are not only more productive but more excited about their work.  The
organizational effectiveness of motivation goes even deeper than what I
have described here.

Identifying Individual and Role Motivation

At this point, having recognized the importance of motivation to organi-
zational change efforts, you may be wondering how to identify these mo-
tives in individuals.

There are several answers to this question.  One is that if you appeal to
all three of the three social motives, you don’t really need to know how to
identify any one.  On the other hand, appealing to all three motives on
every occasion can be more than a little tedious.  Furthermore, the brief
descriptions I have given here could cause more harm than good if misap-
plied.  For example, I have seen people assume that a tyrannical manager
is power motivated; this assumption can reinforce people’s value around
power motivation and distract them from the actual emotional engage-
ment of the manager, which may well be achievement motivation.  In this
way people create a vicious circle of attribution, which can be summed up
as “Achievement = good, Power = bad,” and vice versa.  So I will provide
here a few clues to identifying motives.

First, observe the patterns of what people enjoy.  Remember that people
can have more than one motive present, and opportunities to display them
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all may not be present at work.  Still, what people express excitement about
on their job is a good indicator of motivation.  Remember that the words
are not so important as the emotional evidence — energy, excitement, joy-
fulness, not merely a verbal statement of importance.

Discovering what people do for fun is very suggestive.  If they like solo
activities in which they test themselves against a goal (running, golf, etc.),
achievement motive is indicated.  If they like challenging others or taking
leadership roles (serving as officers of organizations, coaching, football,
soccer, gambling), power motive is indicated.  If friends and family are the
most important area of enjoyment, affiliation motive is indicated.

The same applies to books and movies.  Achievement-motivated people
tend to read to improve themselves or to learn something, even when this
is not required for the job.  (Required reading is valued, not motivated,
behavior.)  They also read puzzle-type mysteries.  Affiliative people tend
to read books about characters in relationships.  Power-motivated people
like books about politics, influential people, and the history of leadership;
thrillers; and the “private eye” type of mystery novel.

Observation can often give you a solid sense of a person’s dominant
motive, if not of the relative strengths of all three social motives.  You don’t
need significantly more than that to accomplish the goal at hand, which is
to engage at least one strong motive.  The more sources of information you
have — for example, excitement at work and at play—the more reliable
the judgment.

The brief descriptions I gave of the three motives are derived from the
explicit thought patterns of motivated individuals; they can be applied in
a variety of ways.  The key here is not to assume the motive but to judge on
appropriate evidence.  A person who plays golf, for instance, may not nec-
essarily be achievement motivated; he or she may play only to be with
friends or to be seen at a prestigious club.  A good question to ask is why
someone enjoys an action.  If you cannot answer that, you have not reached
the level of the motives.

The same reasoning applies to organizational roles.  Does the person in
a given role focus on

• Individual improvement, goal accomplishment, innovation, efficiency?
   (Achievement)
• Working with people as a friend?  Belonging to a group? (Affiliation)
• Influencing others, acting as a visible leader, coaching? (Power)

Be aware of the impact of values on reasoning.  For example, people
often assume that the human resource role is an affiliative one.  But an
HR person who wanted to be friends with everyone would not be very
effective at coaching someone to meet a need, or at moderating conflict.
Good therapists tend to be power motivated, because they are trying to
change people (or to enable people to change themselves).  Therapists
are not trying to be friends, though they may be friendly.  Likewise, as
discussed earlier, the effective leader of an improvement effort is not
motivated in the same way as a successful practitioner of improvement
methods.

But once this point is understood, it is easy enough to determine what
the primary (and probably the secondary) motive is for almost any role.
And this completes the picture for how one may apply motivation to
mobilization: Understand people, understand the roles to be played, and
apply that knowledge within the framework of the Seven Infrastruc-
tures for Mobilization.
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Summary

The Seven Infrastructures for Mobilization are an organization-level ap-
proach to directed change.  I propose that the most effective approach to
organizational change requires that leadership engage all the individu-
als participating in the effort by appealing to and enlisting the individual
motivations and values they bring to the job.  I further propose that the
three social motives are the most productive levers to use here.

The progression is: Motivation drives self-directed change; individual
change drives organizational mobilization.  Using the Seven Infrastruc-
tures effectively must and will engage the motives as well, in a never-
ending feedback loop: Good organizational structures engage the mo-
tives, which in turn drive organizational change by energizing all the
individuals who belong to that organization.  The linkages here are both
strong and practical.  If you can engage motivation to the task at hand,
mobilization will inevitably follow.

References

Jacobs, R. L. (1992).  “Moving up the corporate ladder:  A longitudinal study of
motivation, personality, and managerial success in women and men.” Unpub-
lished doctoral dissertation, Boston University.

Kelner, S. P., Jr. (1991).  “Interpersonal motivation:  Cynical, positive, and anx-
ious.”  Unpublished doctoral dissertation, Boston University.

Kelner, S. P. Kelner, Jr. (2000).  Motivate Your Writing!  Finding Your Balance Point.
Unpublished manuscript.

McClelland, D.C., Koestner, R., and Weinberger, J. (1989).  “How do self-attrib-
uted and implicit motives differ?”  Psychological Review 96, No. 4:  690–702.

McClelland, D. C. and Burnham, D. (Jan/Feb 1995 (first edition 1982)) “Power
is the Great Motivator.” Harvard Business Review, 73, No. 1: 126-139.

Kolb, D.A. and Boyatzis, R.E. (1987), “Goal-Setting and Self-Directed Behavior
Change,” Human Relations, 23, No. 5: 439-457.

Atkinson and McClelland (1958), Motives in Fantasy, Action, and Society, Princeton
NJ: D. Van Nostrand.

Shiba, S., Graham, A., & Walden, D. (1990).  A New American TQM.  Portland,
OR: Productivity Press.

Winter, D. (1971).  The Power Motive.  New York: Free Press.



Volume 9, Number 1           Summer 2000  2 44

CENTER  FOR  QUALITY  OF  MANAGEMENT  JOURNAL

The Center for Quality of Management Journal is a forum for disseminating the
experience of organizations learning to implement modern management practices. It
seeks to capture experiences and ideas that may be useful to others working to create
customer-driven, continuously improving organizations.

The CQM Journal is refereed. However, it is not an academic publication.  Experiences
and ideas will be published if they seem likely to be useful to others seeking to improve
their organizations.

Send to:

The Center for Quality of Management Journal
Editorial Department
One Alewife Center, Suite 450
Cambridge, MA 02140
Tel. 617-873-8950 Fax 617-873-8980
E-mail: publications@cqm.org

If you have thoughts for a paper and you would like to discuss it with us, please write,
call or submit an outline.  We welcome your ideas.

Final Manuscript Requirements:

Entire manuscript should be double-spaced, including footnotes, references, etc.  Text
should include all the elements listed below.  Generally, The CQM Journal follows the
editorial principles of The Chicago Manual of Style.  We strongly prefer submissions in
eletronic format for all text and as many of the figures as possible.  IBM-based software
(particularly Microsoft Word for Windows) is preferable to Macintosh-based software if
you have a choice, but is by no means a requirement.

Please include:

1. Title page, stating the type of article (e.g., 7-Step case study, research paper, short
communication, letter to the editor, etc.), main title, subtitle, and authors’ full name(s),
affiliation(s), and the address/phone/fax of the submitting author;

2. All needed figures, tables, and photographs (see below);

3. Footnotes (if appropriate), numbered consecutively from the beginning to the end of
the article;

4. Reference list, if appropriate.

Figures, Tables and Photographs:

If you can, insert each figure or table into the text where you would like it to fall. Figures
should be composed to conform to one of two widths: 3 1/8 or 6 1/2 inches. The
maximum height for any figure is 9 3/8 inches. Text within figures should not be
smaller than 5 points and lines not less than 1/4 point at the figure’s final size.  Figures
should labeled with the figure number underneath and title on top. Be sure that the text
mentions each figure or table.

Please retain separate PICT or TIFF files of figures generated in drawing programs and a
file with the text only for final submission.

Production Team

Eric Bergemann
Publisher

David Walden
Editor

Kevin M. Young
Design & Production

CQM Officers

Ray Stata
Chairman

Gary Burchill
President

Thomas H. Lee
Treasurer and President Emeritus

William Wise
Clerk

JOURNAL


