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Abstract‘

This research considers the applicability of Maslow's theory of human motivation
(1943) to ancillary staff in UK National Health Service (NHS) Trusts and
Universities (HE). It has been undertaken in response to a request made by
managers in these sectors for evidence-based research that could be applied in

practice.

Maslow's model of motivation was selected to structure the research, to allow
systematic consideration of the nature of staff's motivation and thus also to
examine the applicability of the model to ancillary staff. Previous investigations of
the theory in the work setting have concentrated on managerial and professional
workers, hence one of the contributions to knowledge that this PhD makes is the
originality of the workers included. By researching the sample and designing a
tool to test the appropriateness of Maslow's theory, new understanding is added to
Maslovian psychology, motivation theory and organisational behaviour.
Traditionally research into the motivation of lower waged workers has focussed
upon financial rewards (e.g. Thornley, 1996; Unison, 1997) and disregarded other
sources. This research challenges such models and explores untapped elements of
motivation in ancillary workers that can have practical use for those sponsoring

the work and other employers.

Two main premises of Maslow's theory are considered for their appropriateness to
the ancillary staff. The first relates to the structure of human motivation into five
types of needs that increase in complexity. The second explains the dynamic
relationship between these needs determined by their level of satisfaction and

importance.

Primary data was largely gathered from NHS ancillary staff using a questionnaire
that was then validated in focus groups. The design, application and results of
each method are considered in the thesis for testing the appropriateness of
Maslow's model. Repeating the questionnaire with a further group of HE ancillary
staff examined the reliability of the findings and conclusions made, as did

consideration of the data according to gender and work role.

Three of Maslow's five classifications of human motivation were found in the

ancillary staff, along with a further need confirmed in each analysis. Safety, Love

Page 11 I Abstract
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& Belongingness and Esteem needs were confirmed in the satisfaction and
importance analyses, and Self-Actualisation was to some extent established in the
importance investigations. An Institutional Safety need was also repeated that
consisted of trade union related items and considered staff’s safety in their
working terms and conditions. The process of motivation proposed by Maslow was

not however supported.
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Statement of Objectives

The aim of this thesis is to consider the motivation of non-clinical ancillary
workers in the NHS, following a request by managers for evidence-based research,
since previous work in this sector has focussed on clinical staff or those at
supervisory and management levels. Explanations of motivation in the field of
personality psychology and organisational behaviour have been considered and
one model that is considered comprehensive, adaptable and essentially humanist
is Maslow's theory of a hierarchy of needs (1943). It has received wide acceptance
in many fields from business and nursing to education, but has not been
examined in low paid ancillary staff. That gap stimulates a further objective of the
thesis: testing the validity and appropriateness of Maslow's explanation for human
motivation in a different group of workers. The purposes of the research then
begin to merge. Using Maslow's model for an exploration of the motivations of

ancillary staff also allows the model to be tested.

The objectives of the thesis are therefore to

% critically evaluate the theory and consider its application in the work arena;

< review earlier applications of Maslow’'s theory in measuring motivation,
particularly in the work setting;

% review the current mechanisms for motivating non-clinical ancillary staff in the
NHS, and interpret these according to the hierarchy of needs;

% gather the motivation of public sector non-clinical ancillary staff within their
current work environment using methodologies designed to test all aspects of
the theory;

++ ascertain the appropriateness of the theory in measuring the motivation of
workers today, almost 60 years after its publication. This will include the
nature of motivation and the process that Maslow purported it to follow;

% provide evidence that the sponsors of the research can apply.

Maslow’s original publication of his theory in Psychological Review (Vol. 50, 1943,
pp 370-396) is the main point of reference for his explanation of human
motivation, as well as his later application of this to work setting in Euspychian
Management (1965). Wahba and Bridwell’s paper Maslow Reconsidered: A Review
of Research on the Need Hierarchy Theory (1976) is a key text that provides a
comprehensive overview of earlier work in this field, as is the work of Porter (1961)

A study of perceived need satisfactions in bottom and middle management jobs,

Page 13 ] Statement of
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and Mitchell and Moudgill (1976) Measurement of Maslow's Need Hierarchy. | have
also built on my previous work in this area for the Research Fora that sponsored
the initial research notably - An Evaluation of Programmes for Staff Motivation
(1998) and A comparison of levels of motivation across ancillary staff in traditional
roles and new roles, across NHS Trusts and Hotels (1999). All other work used,
substantial or incidental, is referenced as cited and compiled in the ‘References’

S~

section.

The help of my supervisors is noted in the ‘Acknowledgement’ section as is that
received in gaining access to the sample. All other work was solely undertaken by

the author.
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Chapter one

Introduction

The research described below was developed in response to the call by managers,
for evidence of the motivation of ancillary staff. Facilities managers in NHS Trusts
and Universities sponsored the work to identify what factors motivate a group of
their staff who hold the lowest positions within their vast organisations, spurred
by increasing problems with staff recruitment and retention issues. Often
managers hold a preconceived idea about staff who are less well rewarded for their
work: that they are purely motivated by financial reward. However those that
commissioned this research thankfully recognised that there must be more to
their staff than simply being financially driven. They wanted evidence-based

research of their staff’s motivation that could be applied in practice.

The sponsors of the investigations were members of the Public Sector Research
Fora co-ordinated by the Facilities Management Graduate Centre (FMGC) at
Sheffield Hallam University. The Fora are essentially industry ‘clubs’ where
managers come together to share knowledge with the aim to improve Facilities
Management (FM) practice. This is facilitated by FMGC through an annual
programme of research that is put together by Forum members and staff at FMGC

including myself.

The Forum primarily involved in this research serves the British National Health
Service (NHS), but to investigate the reliability of any findings, the investigation
was extended to the Higher Education (HE) Forum. An area of research suggested
to each Forum proposed to look at the work motivation of non-clinical ancillary
staff and was very well supported, with work being commissioned in this area for a
number of years (1997-2000). The ‘shop-floor’ staff responsible for the FM
functions of cleaning, portering and catering were investigated for their

motivations to work within the NHS and HE organisations.

In order to ensure a structured and robust measurement of motivation across
such large samples, a model was sought at an early stage in the research that
could be tested in the ancillary staff. There are many content theories in the field
of psychology and particularly organisational behaviour that identify the goals and

objectives that supposedly motivate individuals, and the managers who sponsored

Chapter 1 | Introduction
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the work wanted evidence of this. The approach of humanism in psychology
argues that humans are driven and motivated by personal growth and
development as opposed to involuntary responses to a stimulus, or a series of
mental processes. As such it takes an optimistic view of motivation that low level
ancillary staff may not have previously been privy to resulting from the basic

(financial) presumption of their motivation.

One of the forerunners in this field is A.H. Maslow whose content theory of human
‘motivation (1943) has had, and continues to have, extensive application in the
work setting. The theory’s principal premise is that human beings have common
groups of motivational needs that are satisfied in a hierarchical way. There are five
groups of needs from the most basic physiological need for survival, through to
the need to be safe from harm, for love and a sense of belonging, for esteem from
within and from others, and finally to the ultimate need for growth and
development (self-actualisation) that is to become all one is capable of becoming.
The needs increase in their motivational complexity from being needs that are
means-to-an-end and purposiveness, to growth needs that are expressing and
growing and is the basis for the hierarchical structure. Maslow proposed that the
dynamic relationship between the needs is based on the degree of satisfaction and
its consequent importance. A need is motivating when it is deprived in that people
strive to fulfil the need and once it is satisfied the following more complex need in

the hierarchy demands satisfaction and so is motivational.

This model was selected for application in understanding the motivations of the
ancillary staff over others in the wider field of psychology and organisational
behaviour. The reasonsfor this and further detail of the theory and its flaws are

given in Chapter 2.

By using this model and investigating these staff, a number of valuable
contributions are made to the field. Firstly in the business world, this work has
added to the understanding that FM managers have of their staff’s motivation. The
research findings have been reported back, by the author, to the FM managers
who sponsored the work and others on several occasions, so as to promote the
positive contribution that this work can make to the working lives of the ancillary
staff. Practical applications of the findings have been explored with the managers
over the time of the research, to encourage its adoption in practice. A compilation
of the events at which the author has reported the research findings and a list of

the practitioners in attendance is shown in Appendix 1.

Chapter 1 § Introduction
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This research also makes an original contribution to the relatively new discipline
of FM that encompasses not only the so-called ‘hard’ requirements for an
organisation to support its core business, which includes buildings, maintenance,
lighting, heating, cleaning and catering, but also the ‘soft’ elements of people
delivering services. Research into ‘soft’ FM, in particular, is in its infancy. Similar
studies to that reported here have not been located. Grimshaw and Cairns (2000)

have recognised the sparseness of research in this area,

“FM research is not on the agenda of major national and supra-
national funding bodies and very little dedicated FM research has
been carried out” (p. 399).

On a more general level, the investigation of Maslow's model of motivation in low
level ancillary staff is again original. Although it has been, and indeed remains,
common to apply Maslow's theory to the work setting (Porter, 1961; Hall and
Nougaim, 1968; Payne, 1970; Lawler and Suttle, 1972; Bennett, 1991; Stretton,
1994; Anderson, 1997) previous studies have focussed on those in managerial or
professional positions. Therefore a contribution to knowledge that this thesis
supports is the uniqueness of the sample under investigation and the
development of a tool to measure their motivation. Within this research the
motivational formation of workers with a much lower standing in an organisation
is considered and although some attention has been given to one other group of
‘shop floor’ staff!, none have tested the applicability of Maslow's theory of human
motivation to UK public sector ancillary staff.

Research into the motivation of these staff has historically focussed on the
influence of pay (Thornley, 1996; Unison, 1997; Brief et al, 1997; Bach, 1998;
Cooper, 1998) which according to Maslow's theory, motivates at their lowest most
basic needs for survival, security, stability and safety that earnings bring. There
has been a tendency to ignore, or at least not investigate, other potential aspects
of their motivation, such as their need for affectionate relationships and a sense of
belongingness; for feelings of respect, attention and recognition; and for growth,
personal development and to become all they can become. Frustration on the part
of the author and the sponsoring managers at the narrow focus of current

research into ancillary staff, was a significant catalyst of the research. A more

1 Payne [1970] applied Maslow's theory to tobacco factory workers.

Chapter 1 J Introduction
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holistic examination was recommended to the Fora members: one that conceived
their staff as complete human beings with aspirations and relationships instead of
just according to the size of their pay packet. By challenging traditional models,
additional sources of motivation in these workers that have previously been

untapped can be understood, reliably identified and fed back to their employers

for application.

The nature of the ancillary work role and existing methods for motivating these
staff in the NHS are considered in Chapter 3. The historical financial constraints
of the public sector are reflected in the motivational methods used where there is
normally little scope for monetary, incentive-based schemes. According to
Maslow's descriptions of the needs, these methods then appeal to needs higher up
the hierarchy and bypass the most basic physiological and safety needs. This is
considered further in Chapter 3 as are other methods for ancillary staff motivation
including available training opportunities, teamworking, suggestion schemes,

management styles and the national standard Investors in People.

As the NHS FM managers involved recognise, understanding the motivation of
workers in this sector is a worthwhile area to pursue because of the practicality of
the results. The NHS is the largest organisation in the UK and one of the largest in
the world, employing almost one million people, so insights into the motivation of
any of its staff is beneficial. Those at the lowest levels of this one million though
are often ignored, with research attention focussed on clinical staff. The research
is even more valuable therefore because it focuses upon those largely neglected in

" this mammoth organisation.

After consideration of the literature in this area, the research questions driving the
investigation are stated in Chapter 4. The approach adopted to examine these
research questions is also detailed in this chapter, as is the rationale for this
direction. There were a number of constraints in undertaking the research
because it was sponsored, both financially and in terms of access. To appeal to
the sponsors the research had to appear flexible, dynamic, practical and above all
quantifiable. There was less interest in the epistemological underpinnings of the
research and Chapter 4 discusses the consequences. The compromises do
moreover have to be judged against the utility and validity of the research to
business. Of course the theoretical underpinnings are of interest in the thesis and

have been included, but the research had to be flexible enough to enable an

Chapter 1 | Introduction
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applied contribution. Feedback from sponsors indicates that they found it

valuable.

Details of the design of the methodology follow the research structure in Chapter
4. Quantitative data was primarily collected using a questionnaire, which was
developed through piloting. This was considered the most appropriate method
through which to gather the views of such a large sample (n=1578), to reach such
a wide geographical spread (Darlington to Oxford), and to respond to financial and
time constraints. The questionnaire designed to measure ancillary staff’s work
motivation and test the applicability of Maslow's theory was distributed to
catering, domestic and portering staff in thirty UK NHS Trusts. Further
information on the procedures adopted and the nature of the sample is given in

Chapter 4.

The applicability of the first aspect of Maslow's theory of human motivation to the
NHS ancillary staff is assessed in Chapter 5 to test Research Question 1. This
considers the appropriateness of classifying human motivation into five distinct
needs as the theory states. Whether the ancillary staff are found to be motivated
by the needs for physiological survival, safety, love and belongingness, esteem and

self-actualisation or not is examined in this chapter.

The quantitative data Was validated in the research through focus group
interviews. First-hand qualitative data was gathered allowed exploration of any
further areas of motivation that may have been ignored in the questionnaire
instrument. The design and results of this element of the research is given in
Chapter 6 and the impact this has on the validity of the questionnaire results is
considered. Also in this chapter all the results from this first stage of the

investigation are discussed for support of Research Question I.

"The approach adopted to establish research reliability is detailed in Chapter 7.
The questionnaire was repeated with further samples of ancillary staff, this time in
responding to the support shown for the research by FM managers in UK
Universities representing the HE sector. The roles and responsibilities of the
ancillary staff are similar across each sector and by including both, the reliability
of the findings to the public sector is also checked. The motivation of catering,
domestic and portering staff at eight universities in England was examined.

Comparisons with that found for the NHS staff is detailed in Chapter 8.

Chapter 1 J Introduction
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Further consideration of all the ancillary staff’s work motivation is given in
Chapter 9 according to their work group and gender. This allowed additional
checks on the reliability of the structure of human motivation that was beginning
to emerge, and the true support that could be lent to Research Question 1. The
application of such common classifications (work group and gender) ensured
éomplete inclusion of all the ancillary staff, thus further testing Research

Question L.

The results of all the investigations into the nature of the ancillary staff’s

motivation is discussed in Chapter 10 and Research Question I is concluded.

The second research question is examined in Chapter 11 and relates to the cycle
in which Maslow described the dynamic process of motivation. The needs are
associated according to their level of satisfaction and importance. When a need is
unsatisfied or deprived it is dominant or important, and when it is satisfied or
gratified it activates the next need in the hierarchy, which then increases its
importance. Maslow explained motivation and the relationship between the needs
using this cycle of deprivation-domination-gratification-activation. Its
appropriateness in describing the felationship between the needs found to
motivate the ancillary staff in Research Question I is considered in Research

Question II in this chapter.

Although Maslow argued that humans are endowed at birth with five needs that
motivate behaviour, he did acknowledge the influence of the environment in
meeting these needs. Potential influences on motivation are considered in Chapter
12 with particular attention to those in the environment of the ancillary staff. An
exploratory investigation of the influence of culture through management style is

also outlined.

The examination of the applicability of Maslow's hierarchy of needs in these staff
is concluded in Chapter 13. The appropriateness of his need classifications and
process of motivation to the public sector ancillary staff is considered. Alongside
applicability of the theory, the practical applications of the research findings are
also examined to meet the needs of those that commissioned the research. As

Grimshaw and Cairns (2000) advocate:

I “... if the leading edge of FM practice is being driven by demand from

Chapter 1 { Introduction
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a business world itself in the midst of rapid change, then the
production of FM knowledge via research to underpin practice must be

closely tied to that of management” (p. 399).

In businesses today more use can be made of operative definitions of motivation
than raw theoretical assessments so the needs found to motivate the workers are
translated into working practices in this chapter. Details are also provided here of
how these definitions were communicated back to the NHS and HE FM managers

in the sponsoring organisations.

The final chapter reflects on the research process. With hindsight it is possible to
identify where the research design could be developed or improved if it had not
been client-influenced, and further routes to which it could now lead. These areas
are considered in Chapter 14, as is the impact that undertaking the investigation

has had on my own personal development.

Enjoy.

Chapter 1 I Introduction
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Chapter two

Introduction

Human motivation has been a popular area of research for decades, asking what
energises human behaviour, what directs or channels such behaviour, how this
behaviour is maintained or sustained and what factors influence choice of
behaviour. There are many varied approaches to motivation from the various
schools of thought within psychology. These explain motivation in terms of a
stimulus-response (behaviourists); genetic programming (evolutionary
psychologists); a series of mental processes (cognitive psychologists); a result of
social interaction (social constructivists); mental conflicts (psychoanalysts) and
achieving inner growth and personal fulfilment (humanistic psychology). These
approaches have developed over the twentieth century, with opposing schools of
thought emerging, so their explanations tend to be in conflict rather than

complementary.

Studies of motivation have increasingly focussed upon the work setting, evolving
to some extent from the Industrial Revolution with the majority of the world’s
population now in some kind of work, be it paid or otherwise. With work roles so
widespread, there has been an increase in the social and geographical mobility of
people (particularly over the latter half of the twentieth century) which has forced
organisations to address issues of recruiting the correct type of employee and '
retaining their workforce. Much research therefore, has concentrated on what

motivates people to work and what keeps them motivated in their work roles.

Motivational explanations of organisational behaviour look at either the content of
the individual’s motivation or the process through which they determine their own
motivation, however most suggest that individuals are motivated towards their
own personal goals for fulfilment, growth and development?. As such it would
appear that these explanations are underpinned by the essence of humanism,
which argues that individuals have a set of universal characteristics that provide a
platform for achieving inner growth, goals and intentions. Since the field of v
psychology and organisational behaviour is so vast, it is necessary to restrict the

focus of this research in order for a meaningful and robust investigation of work

2 A view that is not applied widely to low level workers as discussed in Chapter 1.

Chapter 2 | Maslow's theory
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motivation to be undertaken. One explanation for motivation that paved the way
for Humanistic Psychology, and has had a number of applications in the work
setting is that designed by Abraham H. Maslow (1943) making it a more
sympathetic tool for this research. (Further justification for the selection of this
model of motivation over others in the psychology and organisational behaviour

fields begins on page 39).

His theory is a macro content explanation of human motivation in that it proposes
the types of needs that individuals are universally motivated towards and
considers the individual as a whole. It is a popular theory of motivation in a
variety of disciplines, including education, business and nursing. In the business
arena it has mostly been examined in managers and professionals. Research has
largely ignored those lower down the organisational structure: a gap in knowledge
addressed by this study which uses Maslow's model to explore the motivation of

ancillary staff in the public sector.

Within this chapter Maslow's theory is described, evaluated and compared with
alternatives. Specific consideration to the theory in the workplace will follow later

in the chapter, as will other explanations of organisational behaviour.

Maslow’s Theory Of Human Motivation

Maslow’s (1943) theory of human motivation was one of the first to consider the
need for growth, fulfilment and development as a driving force and for this he has
earned the title of and is considered to be the Father of Humanistic Psychology’
(Anderson, 1998). Humanistic Psychology is the contemporary home of the
personal-growth movement which Maslow argued was the third force in

Psychology following behaviourism and psychoanalysis.

Going back to the original source of his theory (1943), Maslow proposed a model of
human motivation that was in essence fourfold. Firstly, he proposed that humans
are endowed with a unique complement of needs at birth. Provided with the
environment to allow expression of these needs, they will guide us in our growth

towards a healthy development. As Ryckman (2000) noted
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"Maslow believed behaviour was determined by both (genes and

culture)" (p. 434)

If the environment is restrictive and reduces the opportunity for people to realise

their needs then the individual is likely to develop in neurotic ways.

Secondly he conceived that needs can be classified into five types that form a
hierarchy3. At the bottom level of the hierarchy are the most primitive and basic of
human needs - Physiological needs. Included in this category are the needs for
sleep, rest and food. To support his theory Maslow referred to two lines of
research. Firstly, ‘Homeostasis’; the body’s automatic efforts to maintain a
continual, normal state of the blood stream to create a constant of water, salt,
sugar, protein, fat and temperature. The second line of supporting research
relates to the body’s automatic reaction to lack of chemicals in the body. Should
the body lack or is deprived of some chemical, the individual will tend to develop a
specific appetite or partial hunger for that food element. This demonstrates the
innate nature of the needs, as well as the more primitive character of the need in
the basic stimulus-response process. Maslow argued that physiological needs

were undoubtedly the most prominent of all the human needs and

“if all the needs are-unsatisfied, and the organism is then dominated
by the physiological needs, all other needs may become simply non-

existent or be pushed into the background” (Maslow, 1943, p 373).

The next need is for Safety that includes predictability, physical safety, fairnesé
and security. Maslow turned to the crying reaction of an infant to a threat or
danger as supporting evidence for the existence of this need and the innate

motivation humans have to resolve threats to these needs. He argued that

“the healthy, normal, fortunate adult in our culture is largely satisfied
in his safety needs. The peaceful, smoothly running, ‘good’ society

ordinarily makes its members feel safe enough from wild animals,

3 Maslow later added 2 further needs - cognitive and aesthetic needs (1954). Studies of Maslow's
model vary in their inclusion of these needs, so to establish consistency his original theory
(1943) will be considered in this investigation.
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extremes of temperature, criminals, assault and murder, tyranny, etc.”

(Maslow, 1943, p.378).

Love and Belongingness Needs are the third level of the hierarchy. According to
Maslow, humans hunger for love and affectionate relationships, belonging to a
group, being accepted by and affiliated with others. Love needs include both the
giving and receiving of love. This can be demonstrated through the natural
groupings of people either in families or tribes, and can also be seen in the wild

where animals gather in packs or prides.

Esteem Needs are the fourth set of human needs which are based upon the desire
for achievement, recognition, appreciation,.respect and independence. Fulfilment
of these needs secures feelings of self-worth, strength, capability and the
adequacy of being useful to the world. In later years Maslow acknowledged
numerous criticisms of esteem needs. To group together two different sets of needs
on two quite distinct levels under this heading was wrong. He altered his theory
therefore to distinguish the two types of esteem needs that motivate humans. The
first relates to respect from others to satisfy ego needsvfrom which feelings of self-
confidence, capability and adequacy emerge. Esteem we give ourselves, (self-
esteem) is the second type and is associated with feelings of dignity, of being one’s

own boss and of controlling one’s own life (Rowan, 1998, p. 83).

At the top of the hierarchy is the need for Self-Actualisation. Regarded by

Maslow as being the ultimate need in human motivation, it

“refers to the desire for self-fulfilment, namely, to the tendency for him
to become actualised in what he is potentially ...to become everything

that one is capable of becoming” (Maslow, 1943, p 382).

According to Maslow, self-actualisation is not a static end but an ongoing process.
Not everyone is able to achieve this need and the few that can have been innately
determined. Maslow presented case histories of a number of persons he regarded

as ‘self-actualised’. Some were people he had interviewed,

“others were historical figures (for example Thomas Jefferson and
Ludwig van Beethoven) or recent luminaries (such as Eleanor

Roosevelt and Albert Einstein), whose lives had been studied by
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I means of historical or other documents” (Gleitman, 1991, p. 734).

The patterns identified amongst these personalities were being realistically
oriented; accepting themselves and others; being spontaneous; having intimate
relationships with a few people rather than supérﬁcial relationships with many;
caring more about the problems they were working on than themselves (op cit. p.
735). Maslow (1991) attempted, in later writings, to explain why so few people
achieve self-actualisation, with his notion of the ‘Jonah Complex’ - a fear of one’s
own greatness. He argued that often people want to be seen as the ‘average
person’ and so hide their greatness. Maslow concentrated his writings on the self-
actualisation need later in his life. It would appear that the existence and content
of this need received most criticism, some of which will be addressed later in the

chapter.

The hierarchical structure of these five basic needs which _comprié‘e human

motivation was put forward by Maslow in his original writings:

“human needs arrange themselves in hierarchies of prepotency, such
that the appearance of one need usually rests on the prior satisfaction
of another more pre-potent need. Man is a perpetually wanting animal.
Also no need or drive can be treated as if it were isolated or discrete;
every drive is related to the state of satisfaction or dissatisfaction of
other drives” (1943, p370).

Designed with a wide base of physiological needs, the structure tapers to the apex
with fewer needs for self-actualisation. To advance up the hierarchy, immediate
needs must be satisfied before the next need in the hierarchy can be addressed.
When one set of needs are satisfied they cease to be a motivator, and individuals‘
are motivated by the unsatisfied needs next in the hierarchy. For example, when
physiological needs are secure, humans are fed, watered and sheltered their
motivation will then be safety needs, striving to be free of physical danger. Maslow

argued that

“A want that is satisfied is no longer a want. The organism is
dominated and its behaviour organised only by unsatisfied needs”
(Maslow, 1943, p375).
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Distinctive to theories of motivation are the concepts of deprivation (an unsatisfied
need) and gratification (a satisfied need). Maslow used the concepts as active
forces that link needs to behaviour. Deprivation of a need establishes its
dominance in human behaviour, and gratification establishes its sub-ordinance.
Maslow argued that the first four needs of the hierarchy are called deficiency-
needs or D-needs which humans are not driven to satisfy unless they are
deprived. Once satisfied these needs lapse in importance until deprivation again
motivates. Self-actualisation, on the other hand, is considered to be a being-need
or B-need, because it is motivating without being deprived. Self-actualisation is

unique in its ability to motivate humans in this way.

A cycle of need identification and striving for satisfaction is the endless process of
motivation, it is constant, never ending, fluctuating and complex, and theories of

human motivation should be able to account for this.

Supporting evidence

Several research investigations have supported Maslow's theory. To illustrate the
process of motivation, studies of the effect of deprivation on the lower needs
outlined in Maslow's theory lend support to his notion of the gratification-
activation relationship. Research on the effects of thirst and starvation have
shown that people in this state can often think of little else but satisfying this
condition, and their social relationships deteriorate (Keys et al, 1950; Wolf, 1958).
However these researchers adopted a largely behaviourist approach in assessing
human starvation and thirst deprivation so their assessment of personal thoughts
and social relationships could be questionable to a researcher who adopts a more
humanistic approach. Cofer and Appley (1964) outline animal and human
research to show the reduction in importance of lower needs as satisfaction ié
achieved. Although support is shown for the process of motivation in lower order

needs, it does not substantiate the process in relation to higher order needs.

Neher (1991) supported Maslow in the structured form in which he described
human motivation. He agreed that needs are probably arranged in some sort of
hierarchical structure, where basic needs are more urgent in their demand than
are higher-order needs (p. 109). His support was purely on the basis of personal

experience and logical thought, so its worthiness can be questioned.
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Shaw and Colimore (1988) upheld Maslow's theory in its embodiment of the basic
tenets of capitalistic ideology. They argued that the model demonstrates the
fundamental contradiction in Western society in that we live in a democracy but in
reality the elite rule. Shaw and Colimore admire the theorist’s unconscious
incorporation of the socio-economic environment into his explanation of human
motivation, and for this he should be considered a political liberal (p. 55). However
Maslow did not intend his universal framework of motivation to be culture-bound
or influenced so this admiration is misplaced and questions the support that
Shaw and Colimore give the theory. The same authors go on to praise Maslow as a
theorist who typically challenged the status quo in his desire to create a more
humane society (1998, p. 69) and the humanistic psychology movement it
stimulated. He may be praised for this, but it is unlikely that this was the sole
motivation for Maslow in developing his model and it will have much deeper

epistemological grounding.

Maslow’s model has also been praised for its influence on the advancement of
behavioural sciences. Hoffman (1998) argues that Maslow's transpersonal
psychology which he later developed in his studies of self-actualisation that
focussed on spirituality and human nature, helped to advance the behavioural
sciences (p. 252). Although the influence of his original theory (which is currently
being studied) on behavioural sciences would not be as strong since Maslow did
not provide much detail about the ultimate growth need or the basis for his

propositions.

Extensive citation is given to Maslow when human motivation is considered. A
reason for its popularity is that at first glance his theory has face validity. It
makes sense to people, as comprehension is easy and its reality is feasible. Buttle

(1989) has explained this extensive citation as being due to the fact that the

theory is

“the type ... which we would want to believe. It idealises and
empowers human kind by claiming that we are worthy creatures,

acting purposefully in and on the world” (Soper et al, 1995, p 416).

However face validity is not a sound basis for supporting a theory or selecting a
model for application in research. Rather the contradictory evidence of a theory
should also be considered and following this contemplation of each evidence

should be given before a decision to proceed with affirming a theory. This
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approach has been adopted in this current investigation, and so we now turn to

the contradictory evidence for Maslow's model.

Contradictory evidence

From closer inspection other researchers have identified flaws in Maslow's theory
of human motivation mainly focussed around the call for further needs and the
way in which existing needs relate to each other. To allow a full evaluation of the

theory these criticisms will now be addressed.

One of the areas of contradiction refers to the structure of human motivation in
the form of a hierarchy of prepotency and graphically as a hierarchical pyramid.
Rowan (1998) argues that this suggésts that there is an end-point to motivation
once self-actualisation has been reached, and so it would be more appropriate to
present motivation as a ladder where further rungs can be added. Although many
texts have graphically represented Maslow's theory in this form, it is unclear
whether he actually described it as such. Inspection of his original writings shows
no evidence to support this graphical representation. Even though Maslow
professed that motivation was ordered hierarchically, he did not equate this with
the notion of a pyramid. It must therefore be a model that has later been

developed, perhaps to make the theory more simplistic and acceptable.

Frame (1996) criticises the logical incoherence of the hierarchy itself. He suggests
that when progressing through the hierarchy what develops is not a continuation
of what has gone before, but rather an emergence of a state totally different from
its predecessor. Every stage in the progression is qualitatively different from the
one before, for example safety does not necessarily follow from having a full belly.
Maslow's theory becomes a discontinuity rather than a continuum, where the
gratification of each lower need is necessary but not sufficient for the emergence of
the next higher one. Maslow's theory could be considered a logically coherent
“continuum though, in the common goal the different needs strive towards -
ultimate development. Once each need has been satisfied it seems logical for
humans to look to achieve something new, that is evidenced everyday through, for

example, career moves.

Wahba and Bridwell (1976) questioned whether needs should actually be

structured in such a hierarchical, fixed form and the extent of its universality (p.
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'235). Maslow's writings can be interpreted as purporting a uniform motivational
structure, in that all humans have this hierarchy of needs driving their thoughts
and behaviour and since there is uniformity in the physical structure of humans,
this can still be considered a viable option. It is accepted that the physical make-
up of humans is uniform but within this there is variation i.e. height, weight, hair
and eye colour, so surely it can be appreciated that the structure of human needs
can vary slightly in the same way. Maslow explained that the needs varied slightly
for different people particularly in the ordering of the deficiency needs especially
for those with extremities such as creative people, psychopathic personalities and
those with high self-esteem. The arrangement of needs also varied if there has
been permanent deadening of needs, (for example chronic unemployment with low
self-esteem) or for those who under-evaluate needs because they have been
satisfied for a long time, or for those with high social values such as martyrs
(1943, p. 286). Maslow still maintained however that despite variation human
motivation is formed by five types of needs, and activated through a cycle of

deprivation- gratification.

The same authors proposed a dual-level hierarchy of human needs, as an
alternative to Maslow's five levels. Wahba and Bridwell (1976) suggestéd that
human needs should be categorised as either maintenance or growth needs,
where physiological and safety needs, necessary for survival, should be classified
as maintenance needs; and belongingness, esteem needs and self-actualisation
should become growth needs. In later writings Maslow (1954) himself leaned
towards this dual-need notion by proposing deficiency needs (1st four needs) and
being need (self-actualisation) categorisation (p. 235) however he continued to
emphasise the distinct nature of self-actualisation. Wahba and Bridwell’s
proposition of grouping self-actualisation with love and belongingness and esteem
needs would bunch together very different types of motivation, that would over-
simplify human’s abilities to have affectionate relationships, for recognition and
status and for personal growth and fulfilment. Their contentions however are
based solely on a review of studies conducted to test Maslow's theory. Most of
these studies have grounded their propositions on questionnaire data from
management or professional staff, and few have included validity and reliability
measures thereby leaving the validity and reliability of the propositions in

question.

A longitudinal quantitative Study conducted by Lawler and Suttle (1972) was also

unable to support the notion of a hierarchical structure of needs. Over a period of
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6 or 12 months, lower middle managers rated the importance and satisfaction of
needs and they found them to vary in strength over time. For some love and
belongingness needs dominated their motivation, and for others self-actualisation
needs were strongest, which could be explained by the dynamic nature of '
motivation. Despite this the authors maintained that no evidence of a multilevel
hierarchy was shown, but there was support for the needs that Maslow identified
within this hierarchy. Although longitudinal studies are advantageous in their
ability to detect any changes in needs over time, they can in fact encourage repeat

bias that then questions the robustness of Lawler and Suttle's investigation.

Hall and Nougaim (1968) examined the validity of Maslow's need hierarchy in an
organisational setting, using longitudinal data from managers in the first five
years of their careers. Their study concluded that as managers advanced in an
organisation, physiological and safety needs tended to decrease in importance and
needs for affiliation (love and belongingness), esteem and self-actualisation
increased. This was not through the satisfaction of the lower order needs they
concluded, but rather due to the opportunities offered to the sample through their
career changes. This finding supports Maslow's proposition that the environment
has a strong influence on individual’s opportunities to realise their motivation, but
no strong relationship was found between the satisfaction and importance levels
to support the existence of a hierarchical order. Hall and Nougaim’s conclusions
cannot be applied to all though, since the opportunities created in the

organisational environment for motivation are not the same for staff at all levels.

In his theory, Maslow implied that humans are motivated to fulfil a need because
they are deprived of it and are suffering as a consequence. Through gratification,
the strength of the need diminishes. Neher (1991) has questioned this assertion by
suggesting that most needs are cyclical in that they are immediately satisfied but
resurface later. He accepted therefore that need satisfaction leads to a temporary
decrease in need strength, using hunger and sex as examples, but he cannot
accept that it leads to extinction. Maslow did not suggest that the need becomes
extinct though, but rather that they diminish or the strength of the need
diminishes when it is readily and easily satisfied, over the long term (1954, p. 69)
— supporting the cyclical notion. Neher believed this to be a most crucial criticism
of the theory since the satiation of needs according to Maslow are the primary
means of motivation, but it would appear that this criticism is of the wording of

the proposition rather than the model itself.
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Others have found contradictory evidence in the nature of the needs Maslow's
proposed and call for the inclusion of further needs to describe human motivation.
Firstly, the relevance of the lower two basic needs as motivating forces has

received sdme attention. In 1970 Maslow wrote

“Our needs function in a hierarchical fashion, so that our basic needs
(for food, etc.) are prepotent, in that generally they must be satisfied
before we can feel “free” of them and move on to satisfy our higher

needs” (p. 35).

Even in today's less ‘primitive’ civilisation, and at the time Maslow wrote his
theory, satisfaction of basic physiological and safety needs are assured. With the
introduction of social welfare systems in modern western societies, the majority of
people are guaranteed food and shelter, thus arguably eliminating physiological
and safety needs as truly motivating needs. However it is likely that Maslow used
these needs to distinguish the nature of motivation at these levels, using basic
biological drives and urges compared to controlled motivation for affectionate
relationships or attention and recognition. They must still remain relevant to a
theory of human motivation, but today people may be motivated by physiological
and safety needs through the improvement in ways to fulfil these needs, e.g.
striving for more palatable food and a bigger and better shelter. Whilst striving for
this fulfilment though, it would follow that people are being motivated in their
behaviour by higher-order needs, such as self-esteem and love, where a big house

may represent the need for self-esteem.

Neher (1991) provides evidence of the inapplicability of the lower needs, arguing
that in effect the need-hierarchy can be stood on its head. He su>ggests that when
people are faced with threats to their basic needs, such as life-threatening
illnesses or hunger, they often form strong social bonds and ties. That is, when
lower-order needs are deprived (survival needs) people facilitate need satisfaction
at higher levels (love and esteem needs) rather than impede them (p. 97)%.
However, evidence from life suggests that when basic needs are not being met,
people may become very aggressive in fighting for food, for example in the

experiences of refugees when supplies are distributed.

4 This may be true of people in situations of continuing interdependence such as tribes, where
mutual altruism is favoured. '
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Cornish (1997) cites the work of Easterlin (1996) with his evidence for the
persistence of materialism throughout human motivation. Easterlin argues that
concern for material goods is as prevalent as ever, as is the pursuit of these
material needs. No matter to what extent material needs have been achieved,
humans are motivated in their behaviour to improve them. Despite the general
fulfilment of the lower order needs of Maslow's hierarchy in modern society,
Easterlin still suggests that motivation concentrates around these material needs,
and there is no evolution toward higher order nonmaterial goals. Materialism as a
popular culture can be seen to support Easterlin’s proposal. The uniform
reiteration of the ideal of “the good life” on a wholly materialistic level by news and
entertainment media tends to portray the fulfilment of the lower needs in the
hierarchy as an end in itself. In modern society, manipulative marketing systems
focus on the indulgence of purely physical needs at the lower end of Maslow's
hierarchy, of food, clothing, houses and sex. Despite at least three of these needs
being fundamentally fulfilled through the welfare system, they are still major

motivating forces in the purchasing arena.

Perhaps material needs instead have a symbolic meaning, where a bigger car
means higher self-esteem or the possession of a mobile phone means they have
friends and affiliations. The materialistic nature of society cannot mean that all
motivation is at a primitive level, it is too reductionist of human nature to be
viable. There is more sympathy for the notion that humans are motivated by
growth and achievement, whether this is for material goods or not, it is the

meanings that are attached to this acquisition that determine their nature.

Wahba and Bridwell (1976) conducted an extensive review of Maslow's theory
investigating the need classification scheme. They cited a number of factor

" analytic studies (Alderfer, 1966; Beer, 1966; Schneider, 1968; Huizinga, 1970;
Payne, 1970) which concluded that human motivation cannot be classified into
five independent groups. Need categories either clustered together or overlapped
each other. However Maslow did not believe that the need categories were
conceptually independent as he argued that “there is usually such an overlapping
that it is almost impossible to separate quite clearly and sharply any one drive from
any other” (1954, p. 71). So it is not surprising that independent needs were not

found.

They also investigated how one can classify a ‘need’, how they can be identified,

isolated and measured. Wahba and Bridwell (1976) suggested the needs stipulated
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by Maslow have been open to several interpretations, perhaps explaining the
shortage of supporting empirical evidence (p. 212 -240). In his description of the
need hierarchy, Maslow did elaborate on the needs with examples of the behaviour
associated but in empirically testing the theory these descriptions can be open to
misinterpretation, thereby hindering any comparative examination. The specific
items that appeal to needs are surely unique to individuals though, for example
somewhere to live may be a means of survival [physiological need) for one and
status symbol [esteem need] for another. Maslow described the general types of
needs, but perhaps did not want to prescribe how they should be measured as he

recognised the inappropriateness of this procedure.

Rowan (1998) proposed that Maslow omitted a basic human need from his theory
- the need for competence, since all humans have the motivation to master certain
skills, which is particularly strong at certain stages in human growth. Although
this could be considered a motivating force, competence could also be interpreted
as the need for esteem for recognitidn from others and self-esteem. The fact that
the need for competence can be re-interpreted as part of the esteem needs
questions the validity of Rowan’s suggestion for including it as a distinct source of

motivation.

Maslow’s approach has been considered to be one of a Nativist to human ‘
motivation. He has been condemned for professing that human needs are
genetically and biological programmed ina hierarchy of prepotency with only basic
support and nurturance from the environment. Very few theorists, from any
school of thought, would disagree with his suggestion that the lower order needs
are innate. New-born infants straight from the womb, cry to fulfil their needs of
hunger, intimacy and signalling pain. With regard to the higher order needs
however, Maslow has largely received criticism from behaviourists and social
constructivists who view environmental and social influences as all-important.
Neher (1991) used language as an example of the behaviourist stance. Specifically
the Sapir-Whorf (1956) hypothesis of language was cited, which states that the
particular language that we speak determines, to some extent, the way we think
about the world. For example, in Britain there are limited terms to describe snow
(sleet, hail, blizzard), whereas Eskimos have over a hundred words to desc_;fibe the
same concept. By teaching children language it will conflict with their innate

needs to conceptualise the world in their own unique fashion. Neher argued
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“Maslow's list of needs ... does not include the need to learn
language or any of the other cultural traits that create our

humanness and bind us socially” (1991, p94).

It has been widely accepted since the work of Chomsky and Piaget however that
humans are biologically programmed to learn language, but the development of
language relies on environmental conditions and socialisation. Maslow accepted

that the environment plays a crucial part on development and the realisation of

needs, he argued that

“We must certainly grant at once that human motivation rarely
actualises itself in behaviour except in relation to the situation and to
other people. Any theory of motivation must of course take account of
this fact, including not only in the environment but also in the organism

itself, the role of cultural determination® (1954, p. 74).

Neher’s criticism of Maslow’s disregard for cultural determination therefore seems
weak. He accepts that social interaction, culture and the environment influence

the realisation of the five needs that exist in us all.

- Methodological criticisms have also been made of Maslow. He based his theory on
clinical encounters (1943, p. 371), using his experience of personality and
motivation cases he had heard. In formulating his theory, he broadly defined five
types of needs to combine human motivation, and the relationship between these
needs. His later concentration on self-actualisation however was formulated from
tests on college students in case-study fashion employing trials such as Rochache
tests, Murray’s Thematic-Apperception Test, free association and in-depth
interviews (Ryckman, 2000, p. 445). There are problems with testing the theory
through replication because Maslow did not detail the deductive steps he took to

form the theory. For this, the theory has been criticised.

Wahba and Bridwell (1976) noted this problem when attempting to address the
theory. They observed a lack of rigour in Maslow's writings, an absence of
standard definitions of constructs, and no discussion of any guides for empirical
verification (p. 212-240). As a humanist though Maslow recognised that individual
interpretation is different and so logically the experiences that appeal to each need
cannot be prescribed under tight classifications. He did describe the needs in the

terms he had found in his case studies and from this wider interpretations can be
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made, but of course this is open to variation. Despite this many still é.ttempt to
test Maslow’s theory and so interpretations of the nature of the needs are now
widely available developed through a variety of methodologies. The model
continues to be taught, which emphasises its currency, but often the

methodological limitations are wrongly forgottens.

Conclusion

As we will go on to consider later in the chapter, there is no single ideal model of
motivation. Maslow's theory, like any other, has received both support and
opposition. Supporting evidence has been shown for the most primitive, basic
needs and the influence of the model on further areas in psychology. The
contradictory evidence has questioned the structure and logic of the theory of
human motivation, environmental influences and the process of motivation. Each
line of evidence has been critiqued and has shown that alternativeexpfanations

can always be given.

The appeal of Maslow's model of motivation however continues for the current
investigation of ancillary staff. It offers flexibility to the study of the nature of the
staff’s motivation and the relationship between these sources to examine the
process of motivation. It provides a series of classifications of different types of
motivation that are sufficiently detailed to interpret; it purports the universal

" nature of this structure and so can be tested across a large sample to establish
reliability; it recognises the influence of the environment in realising motivation
that can be applied to more than one organisation sharing similar constraints; |
and whilst the model might be reframeable or challengeable in details, it
encapsulates the range of human motivation without getting into the actual cause

which is beyond the scope of the current investigation.

Most importantly to this investigation, Maslow's model also provides a
methodological framework for assessing both the content of the ancillary worker’s
motivation and the level of importance and satisfaction that they attach to each
level testing of the process of motivation, which adds rigour and robustness to the

analysis. In addition, the studies that have tested Maslow's model in the applied

5 Maslow features in the curriculum of various courses across the world, including University of
California, USA (Education); Houghton College, Australia (Human Resources); Anne Arundel
Community College, USA (Business); Edinburgh Business School, Heriot Watt University, UK
(Organisational Behaviour); Haskoli Islands University, Iceland (Motivation) (Internet search).
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setting have predominantly focussed on managers or professionals, so testing this
model in those lower down the organisational structure will contribute to the field
of Maslovian psychology. In its consideration of human motivation in its entirety,
the application of this model to low level workers will also potentially provide
challenging evidence against the preconceived ideas of pure financial motivation
held for such workers. Therefore there is worth in continuing with the application
of Maslow's model of human motivation to the study of ancillary worker’s

motivation.
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The Wider Field

Psychology has many schools of thought and each has an explanation for the
nature of human behaviour. Some consider motivation to be biologically or
cognitively based, others argue that it is based in social reality through
interactions with others. Maslow's theory however, recognised the biological basis
of the most basic needs and the need for social relationships and other features of
the environment to allow expression of the needs, but striving ultimately towards

personal growth.

Length of the thesis and consideration of the reader precludes detailed discussion
of these alternative approaches®. However it is valuable to have a broad
understanding of other perspectives on human nature and motivation and to
consider how the humanistic psychology field, which Maslow is considered to have
begun (Anderson, 1998), fits in. These perspectives will now be outlined and are

based on the descriptions given in Ashworth (2000).

< Evolutionary perspective suggests that human nature has developed
through natural selection, that is adaptation to the environment. Psychological
mechanisms have evolved, as have the tendencies for particular mental
activities to appear in behaviour. People are motivated to physically survive
and so human nature is fundamentally biological. Any consideration of culture
is ultimately a biological product significantly moulded by evolution. This
suggests that people with their complex organs and instincts, have no
purpose, no aims or goals to strive towards, they are just products of
environmental adaptation. Day-to-day motivations, such as going to work,
being promoted, going to the pub would all focus on the ultimate motive of
maximising fitness. This notion is supported by research on DNA and genetic
inheritance, but it does not recognise individuals that act in an altruistic way
and consider others before their own survival. Not all humans are purely
selfish animals, some put others before themselves and yet they survive and

reproduce.

+ Cognitive psychology regards human nature as primarily biological focussing
upon the biological bases of cognition in brain mechanisms. This approach
considers the motives for perception, memory, reasoning, thinking and

learning, that are all results of cause-and-effect brain activity and can be

6 For a more detailed discussion see Ashworth (2000) or Ryckman {(2000)
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measured and studied in a scientific way. People sense an event or object,
which is then processed and the information is used, stored in memory or lost.
Human cognition is therefore dependent on the outer, physical world for
development and any difference in the processing of the physical world is a
result of mental processes. Kelly (1955) is one of the leading figures in
cognitive psychology, and he suggested that people do not act in accordance
with the way the physical world actually is, but instead by their personal
construction of it. People view the world according to categories of
interpretations known as ‘constructs’ that have developed over time and are
open to change. Human behaviour therefore is not simply a response to an
objective stimuli, it is interpreted within the constructs that are built up from
past experience. This approach cannot explain therefore what happens when
we experience a stimuli that challenges our current constructs, as it would be
impossible to register. The bases of cognitive psychology is to reduce human
activity to mental models and as such loses the essence of being human, for

growth and love, esteem and belongingness.

Behaviourism takes the viewpoint that human behaviour is solely the product
of environmental stimuli. The leader in this school of thought is Skinner (1953)
who argued that there is no dualism in human nature between the inner world
of mental activity and the outer world as cognitive psychology suggests, but
rather behaviour is the product of controlling forces in the environment.
Humans are genetically endowed but their behaviour is caused by stimulus
conditions in the environment. When behaviour is stimulated it is then
reinforced either positively or negatively subsequently effecting the strength of
the behaviour when stimulated again in the future. Behaviour is therefore
shaped by the social world. This applies to all behaviours e.g. eating, drinking,
loving, caring, that continue to occur if they are positively reinforced. People
make no ‘personal’ contribution to their behaviour it is simply a result of a
learned response to a stimulus that requires no mental interpretation. But this
approach cannot explain for example, human’s ability to learn language and
internalise grammar structures since this must surely be more than a simple
response to an environmental stimuli that uses inner mental processes.
Skinner rejected the notion of any inner mental life as it was not observable so
any form of language is viewed as a change in the verbal environment. The
behaviourist explanation of human nature is extremely reductionist and
ignores individual’s consciousness, feelings and notion of the self. It cannot

explain the feelings of esteem or achievement one gets when behaviour is
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positively reinforced, or sadness and fear when behaviour is punished. By
completely focussing on the external, objective environment at the expense of
the inner and subjective world of the individual, behaviourism is a naive
explanation of human behaviour. Every individual is aware that they have
thoughts and feelings, that although may have been shaped by the

environment, they are nevertheless non-physical.

Psychoanalytical approach considers motivation to be the result of an
unconscious mental conflict. This is between the prime energy that grounds
mental life and drives biology - sexual-aggressiveness (libido) and its
incompatibility with the requirements of individuals in society. Based on the
work of Freud (1957) this approach acknowledges the inner self that we are
aware of (conscious) and unaware of (unconscious) and the influence of society
(primarily the family) in developing socially approved behaviour. Freud
proposes a three-way model of the human mind that displays and controls
these mental conflicts. The Id consists of unconscious sexual and aggressive
urges and thus is rooted in the biological instincts of the individual. The Ego is
the organised part of the Id, providing realistic direction for the individual’s
impulses that is required if they are to be expressed and satisfied in the
external world. The final part is the Superego and it internalises societal, racial
and cultural values, including teaching appropriate and inappropriate
behaviour in situations in order for needs to be satisfied. But the testability of
this approach to human nature in a reliable manner is unclear. Freud based
his theory on the interpretation of dreams and free association which are
heavily bound in the therapists’ interpretation, are very individualistic sources
of information and so could prove inappropriate to generalise from. In such
therapies and any tests of the theory, individuals will be aware of that which is
deemed socially acceptable of behaviour yet is supposedly driven by sexual-
aggressiveness. Their responses to such a taboo issue will undoubtedly be
adapted. At every point in therapy the account of an event or experience given
by the client is denied as they only have conscious awareness of this event,
and the unconscious explanation is very different. It would surely be difficult
to test or verify the notion of the unconscious as you have not experienced it.
Freud made a valuable contribution to psychology mainly from the criticisms

and rejections it received and the alternatives developed.

Social constructivists suggest that human nature is the product of social

interaction. They argue that the meanings people attach to concepts, feelings
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and thoughts are the result of their consequences in the social world, and as
such are ever changing. Mead (1934) argued that the physiological basis for »
developing human mind results from biological evolution, but its actual
development is grounded in social situations in which they are expressed.
Mind and self are products of society, so these tend to vary according to the
social situations or cultures that individuals find themselves in (although his
work concentrated on Anglo-American cultures and so could be considered
culture-bound). People learn to communicate and interact before they develop
their self because they need social interaction to develop their own thoughts
and feelings. Language, movements and gestures are symbols of actors’
thoughts and meanings that are interpreted by others they interact with. Their
reactions to these interpretations are then internalised for future use. Self-
awareness however may not be entirely social, individuals are able to consider
their own personal thoughts and actions without the existence of others or
previous expression in a social situation. But there are also physiological
reactions to stimuli that do not require social interaction, such as withdrawing
from stimuli that are too hot, cold or loud. They physically cause pain rather
than being interpreted as causing pain from previous interactions with others.
This approach does not recognise that individuals have personal motivations
and drives as well, that have not previously been reinforced through social
interaction, such as for fame and fortune. Although it is acknowledged that we
are socialised, it does not provide an explanation of the psychological basis or
structure on which it is founded. The approach suggests that there is an

internal subjective world (unlike behaviourism) that is shaped and reinforced

- by the external, objective world but that is made up of others’ subjective

reactions. It cannot explain however behaviour or motivations that are socially
unacceptable and would not be reinforced, such as those who continually

break the law despite punishment.

Humanistic psychology developed as a response to the denigration of human
nature suggested by behaviourism and psychoanalysis, neither of which could
fully explain the values, intentions and conscious existence that humans have.
This approach argues that human existence consists of three layers that are
the physical (body), the organic (consciousness) and the symbolic
(interpretative capabilities). Within these layers, individuals have an innate
selfhood containing certain attitudes towards themselves and all behaviour is
connected to these inner feelings and self-image. Although innate, the values,

intentions and attitudes of the self are influenced by the forces of society and
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interactions with others. Ultimately however humans have free will and so are
self-determining. Motivation is towards developing inner growth, to achieve
goals, intentions and aims, and society/ external environment can help or
hinder this process. Humanistic psychology proposes that humans are
organised wholes that share a set of universal categories of characteristics,
influenced by past and present experiences however the focus is on the holistic
development of the individual. This approach has been criticised though for
the vagueness of the concepts that it employs for example it would be difficult
to measure individual’s ‘values’ when they could mean different things for
different people. This subjectivity makes the concepts difficult to objectify and
so robustly test. In the same vein the approach has been criticised for being
too individualistic. In using individuals’ experiences as a starting point for
understanding their nature or motivations, it makes generalisation
problematic. Because of problems of objectivity, this approach has also been
argued to be more of a philosophy than a science of human nature, but it is
one with which the author can empathise. One of the greatest strengths of
humanistic psychology however is its emphasis on individual’s choice and its
value of personal ideals and self-fulfilment, which everyone can recognise as
having. It also provides a flexible framework within which human behaviour
can be considered because it can be adapted to the context of the individual’s

environment in conjunction with their personal feelings, perceptions and goals.

More recent work on motivation theory tends to concentrate on verifying or
establishing the main theories in each of the aforementioned schools of thought,
rather than developing new explanations for human behaviour. A recent literature
search on the area found works” to consider the theories of Darwin (1895), Taylor

(1912), Mead (1934), Skinner (1953), Kelly (1955), Freud (1957), McGregor (1960),

7 Wilkinson, H.E., Orth, C.D. and Benfari, R.C. Motivation Theories: An Integrated Operational
Model, SAM Advanced Management Journal, Autumn, 1984,

Ber], R.L., Williamson, N.C. and Powell, T. Industrial Salesforce Motivation: A critique and test
of Maslow's hierarchy of need, Journal of Personal Selling & Sales Management, May 1984, pp.
33-39.

Landy, F.J. and Becker, W.S. Motivation Theory Reconsidered, Research in Organisational
Behaviour, Vol. 9., 1987, pp. 1-38.

Tietjen, M.A. and Myers, R.M. Motivation and job satisfaction, Management Decision, Vol. 36,
No. 4, 1998, pp. 226-231.

Perry, J.L. Bringing Society in: Toward a Theory of Public-Service Motivation, Journal of Public
Administration Research and Theory, Vol. 10, No. 2, 2000, pp. 471-488.

Adair, J. (1996) Effective motivation, Pan Books, London.

Ashworth, P. (2000) Psychology and ‘Human Nature’, Psychology Press Ltd, UK.

Stum, D.L. Maslow revisited: building the employee commitment pyramid. Strategy &
Leadership, Vol. 29, No. 4, 2001, pp. 4-9.

Stein, M.K. Retirees: Climbing Maslow’s Ladder, Journal of Financial Planning, November 2001,
pp. 30-32.
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McClelland (1961), Vroom (1964), Herzberg (1966), Morse and Lorsch (1970),
Goffman (1971), Alderfer (1972) Bandura (1977) and they continue to cite Maslow
(1943, 1954, 1970). Others continue to focus their attention on the most
established theories in the field, despite being 25 — 107 years old, as they still
provide valuable explanations for human behaviour. Perhaps one explanation for

this focus is that given by Landy and Becker (1987) who argue that

“we have more than enough theories of motivation and more than
enough data on motivational phenomena. What is needed is a new
synthesis of both theory and data. We need to be more clever with

what we already have.” (p. 3).

Accordingly research into motivation continues to build upon the work of those
theories that have been broadly accepted into the field of psychology. Researchers
feel that they can contribute to theories of motivation by establishing support or
otherwise of those already in existence. Maslow’s theory, as a founding rationale
in the humanistic psychology field, is one of those that continues to be
considered, particularly in the work setting (e.g. Berl et al, 1984 with salespeople;
Shoura and Singh, 1999 with engineering managers; Stum, 2001 with leadership
style; and Stein, 2001, with retirees) and reassures the curfency of the
explanation in the field of work motivation. No evidence exists though for the
theoretical consideration of the motivation of the chosen and commissioned

sample - NHS ancillary workers, which this research can contribute.

The author has greater sympathy for the principles of humanistic psychology over
other explanations of motivation in the field of psychology, and the practicality of
its application in the commissioned business arena over others is also valuable.
Behaviourists base their approach on the notion that people are passive in their
environment and use strictly ‘scientific’ principles to measure stimulus-response
learning, which is considered too simplistic an explanation for individuals who
have feelings, thoughts, language, and its scientific nature could not be robustly
operationalised in the work setting. Cognitive psychologists only consider mental
processes such as perception, memory, learning and imagining, and is
fundamentally hard-line, experimental in its approach to research, which again is
not the stance sympathised by the author who regards human nature as much
more than a series of mental processes from external stimuli. Psychoanalysis
would be somewhat difficult to operationalise in the current investigation of

ancillary staff in the workplace. Although considered somewhat far-fetched by the
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author that all behaviour is ground in sexual-aggressive drives, it would still be
problematic to understand motivations for training, co-worker relations,
promotional prospects and the like in terms of staff’s libido on an unconscious
and conscious level. Social constructivism gives no consideration to the
psychological basis or structure of human nature, and instead emphasises the
importance of social situations, culture and context bases. Surely there is more to
human nature than simply being shaped by the social situation, people must be
driven by something other than social approval and reinforcement, and have

thoughts and feelings that are not socially based.

Within humanistic psychology, motivation is a drive for personal growth, taking an
optimistic view of human nature for improvement and betterment. This approach
immediately rings true as the channels for growth are widespread in our society
‘through education, work, family and the community. All of these institutions have
the prime aim to develop the individual which may be undertaken through a
series of social interactions, requiring responses to stimuli and using mental
processes, but the fundamental source of motivation comes from the individual for
bettermént. Sources and levels of personal growth can also be operationalised and
measured by simply gathering the opinions of individuals rather than going into
great scientific experiment of stimulus-response impressions or analysis of brain
chemicals in mental reactions and would not meet the needs of the managers

commissioning the research.

Maslow was one of the first to develop this approach. He rejected the
oversimplified view of behaviour as a stimulus-response and considered
motivation as a more holistic and dynamic form of personality functioning. His
theory is just one in the wider field of humanistic psychology and although
alternatives have been considered (Appendix 2) they did not add anything
significant to this investigation. There are commonalities between Maslow's model
and other humanistic explanations but the latter tend to focus on the ultimate
goal or fail to give full detail of how this is achieved. Maslow's model offers a much
more comprehensive explanation for humgn motivation, with testable constructs
to ascertain the degree of motivation experienced by individuals. As a macro
theory of human motivation, his explanation can be applied to all people as well as
offering a flexible framework for investigating the nature of the ancilléry staff’s
motivation in its entirety. His theory has additionally enjoyed application in the
work setting by Maslow himself (1965) and others, which increases its

appropriateness for application in the current investigatioﬁ and demonstrates its
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flexibility and adaptability. The thesis will now turn to examining previous
applications of the theory in the work setting and consider its transference to the

current investigation.
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Maslow's theory of human motivation in the
organisational setting

Despite academic critiques already discussed, Ma.slow continues to be applied in
the field and in particular to the organisational setting. In 1962, Maslow spent the
summer in a Southern Californian company and observed the work environment
and organisational practices. Following this, Eupsychian Management (1965) was
published in which he applied his theory of human motivation to the workplace
setting, considering leadership, management and organisational development and
practice. The adaptability of his theory of motivation was demonstrated through
its application to the organisational setting and so makes it particularly applicable

to this study of work motivation in ancillary staff.

Further studies have attempted to test the theory in the workplace setting (Porter,
1961; Hall and Nougaim, 1968; Alderfer, 1969; Lawler and Suttle, 1972; Berl et al,
1984; Locke and Latham, 1990; Stretton, 1994; Shoura and Singh, 1999) but all
have considered the motivation of workers who are high up the management
structure within their organisation. Very few have considered lower waged workers
(Payne, 1970) and none have considered the motivational structure in ancillary

staff. This research addresses that gap.

To apply Maslow's theory of human motivation to work motivation is to consider
the individual's needs within the hierarchy in the workplace. Responsibility falls to
managers to create the appropriate environment in which the worker can fulfil
their needs while pursuing the goals of the organisation. The alignment of
personal needs with the organisations' goals is imperative. When alignment has
been achieved then the business can benefit from the natural tendency of
-—employees to-act to-fulfil their own needs; which-will also be in the best interests
of the organisatibn. This is one view of management’s role that the author
sympathises with, but Maslow's model is primarily an individualistic theory of
motivation and, while not ignoring job-related and work environment variables
entirely, strong emphasis is placed on the characteristics of the individual.
Although job and work environments are not central to this theory, its adaptability
allows such factors to be considered. In Maslow's later work on management
(1965) he considered the outcome of businesses and large organisations creating

conditions that would facilitate the hierarchy of needs to encourage self-
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actualisation. He considered employment to create the potential for people to
become self-actualising: an even greater opportunity than the education system
itself. Maslow argued that highly evolved people assimilate their work into the
identity of the self: that is work actually becomes part of the self, part of an

individual's definition of themself.

Stephens (2000) summarises Maslow's key messages concerning motivation in the

workplace as:
e Human beings are capable of extraordinary accomplishment.
e Creativity and innovation are a natural element of our make-up.

e Long-term relationships with customers are the wisest strategy for long-term

growth.

o Teamwork, although imperative to business outcomes, is an overlooked source of

community and esteem for people.

e Enlightened management not only improves products and earnings per share; it

improves people and this improves the world (p. viii).

Although Maslow did\not specify what appealed to each type of need in the
workplace, some practical application can be made from his ideas, such as
allowing people the scope for development, for creativity and for innovation. Also
to employ team based ways of working to increase esteem and perhaps the sense

of love and belongingness within the organisation.

Maslow (1965) advocated the use of the workplace for measuring motivation. He

argued that

— .. | “the work situation is an ideal arena for measuring motivation. It's
almost the only way in which you could test on a large scale your

attributions to human nature” (cited by Stephens, 2000, p.112).

He did not see it as an artificial setting for considering motivbation, since it can
have life and death consequences. Although his theory is one of individualistic
psychology, Maslow still advocated its use in the workplace setting on both an
individualistic or group basis. The workplace provides a controlled environment

where employees at a similar level within the organisation are subject to the same
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terms and conditions, culture and scope for experiences. This then permits a

suitable comparison for motivation between employees.

Wooldridge (1995) considers the attractiveness of Maslow's theory to the domain of

work motivation, to lie with its provision of

“a practical and understandable picture...the concept of having to
satisfy them (needs) in ascending order is appropriate to a stable world
order where organisations provide employees with basic level of
satisfaction in security and in conditions as a platform for progressing
towards higher levels of fulfilment’ (p.17).

He suggests that the similarities between the hierarchical structure of the
workplace and of human motivation promote a synergy between the two, and the
work situation provides a stable environment for a reliable measurement of

motivation to be made.
Organisational theorists who have adopted Maslow's proposal suggest that

“motivation at work can be encouraged and maintained if managers
assist subordinates to satisfy their hierarchy of needs, so that one by
one the lower needs are met, and the subordinates can concentrate on
self-actualisation. This will present to the organisation a self-motivated
worker whose inner drive will sustain continuous motivation throughout

his or her working life” (Berman Brown, 1994, p. 44).

The environment has to be created by the manager to allow individuals to realise
their motivation and provide scope to achieve their needs, especially if self-
actualisation is to be met. The most basic of the physiological and safety needs are
met through work, although more sophisticated items appealing to these needs

will still be tested in the work setting such as long term job security and future
provision. If the needs of the individual and the organisation are shared then the
individual will have a natural tendency to be motivated to achieve the needs and

appear a self-motivated worker.

Even one of the most widely accepted theorists in the business world was grateful
to Maslow for the contribution he made to the management field. Figure 2.1 over

page displays a letter written in 1966 from the 'business guru' Peter Drucker to
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Maslow, in which he expressed his appreciation to Maslow for how much he had

learned from his work. In Drucker’s words:

"how much I owe you, how much I have been learning from you, how
much I admire the turn of your mind and the texture of your personality,
tough and yet fine-grained, and altogether how much your writings

have meant to me."

To be praised, commended and admired by one of the most celebrated
management thinkers of the 20th century8 pledges acceptance of Maslow into the
world of management thinking. The admiring and beholden view that Drucker has

expressed in his letter serves as testimony to Maslow's influence in the world of

business commentary.

8 In a recent poll to compile the first global ranking of business gurus, Drucker was rated
number 1 in seven of the ten categories:- for originality of ideas, loyalty of followers,
international outlook, rigour of research, impact of ideas and the elusive guru factor (Crainer
and Dearlove, 2001).
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Work Motivation: The Wider Field .

As with the field of personality psychology, Maslow's theory of motivation in its
application to the workplace setting, is just one in a wider field. There is a
magnitude of work on organisational behaviour and theory that consider the
nature of organisations, their structure, functions and systems, culture, processes
and performance. The behaviour of those within the organisation also contributes
to this field, particularly With.regard to group interaction, leadership, divisions of
labour, conflict and patterns of work. Analyses of organisations can be at three

levels:

1. the wider organisational level that considers thé organisational structure,
systems, culture, change and overall performance, and includes the styles of
management or leadership adopted, as well as work design;

2. the group/departmental level, that looks at group formation and interaction,
behaviour and team working;

3. and the individual level, that focuseé upon cognitive skills, social perception,

learning, attitudes, stress, personality and this is also where motivation lies.

Approaches to organisational behaviour and theory vary as they focus upon each
“level of analysis. There is value in understanding the main approaches within
each of these levels as this will help understand the broader context in which
work motivation occurs and its potential influences. However length of the thesis
and consideration for the reader does preclude a lengthy discussion. There is
greater value in considering other approaches to analysing the individual in the
organisation, particularly motivation, as it is at this level that comparisons can be

made with the rationale selected for examination in this thesis.
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Organisational level

Analyses at this level consider the structure and systems employed within the
organisation, that influence and are influenced by the culture, management styles
and work designs that are adopted. Organisations also operate in an even wider
environment that includes issues, events and trends that happen in society and
the wider business world. These issues can be political, ecbnomic, social,
technological, legal and ecological. Huczynski and Buchanan {2001) suggest that
with the increasingly turbulent external environment, a new organisational

paradigm has emerged — a post-modern organisation. They define this as:

"a networked, information-rich, delayered, downsized, lean,
boundaryless, high commitment, organisation employing highly skilled,

well-paid autonomous knowledge workers." (p. 55).

This may be true for (some) private sector organisations, but in the public sector
environment that employs the ancillary staff being studied, organisations still tend
to be highly bureaucratic enterprises that are committed to the provision of public
goods and services. They strategically operate on a national level, implementing
public policy developed in the UK political arena, and so to some extent they could
be considered boundaryless in that they are working towards the same objectives.
However the governmental departments that have been established, with a variety
of legal statuses to ensure that policy is implemented increases bureaucratisation
and establishes boundaries and layers within the organisation. Although the
public sector employs highly skilled knowledge workers who have high
commitment to the public service, most would argue that they are not well-paid
and the bureaucracy then impacts on the level of autonomy they experience. This
also has implication for the cultural factors of the organisations, particularly in
—terms of management which has to be closely linked to governmental and societal
issues, and so requiring participation and flexibility in responding to political
contexts9.
At the widest levels, analysts consider the structure of organisations and the goals
and objectives that they are driven towards. Structure can be determined by:
+ the degree of specialisation that is required to meet these goals;
% the need for management and supervisory staff that would impose a

hierarchical structure;

9 Further consideration is given to the organisational culture of the public sector and
particularly the NHS in Chapter 12.
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% the nature.of groupings of departments and jobs whether this is according to
function, service, or geographical areas being served;
% the need for integration and mechanisms chosen to achieve this;

% and the level of control preferred (Huczynski and Buchanan, 2001, p. 448).

Maslow did recognise the hierarchical structure of organisations and identified the
similarity with the structure of human motivation. He recommended that if work
motivation was to fully benefit the organisation and the individual, there must be
an alignment of the hierarchies for mutual good (1965). Many theorists have put
forward their perspective on the structure and form of organisations (e.g. Weber,
1947; Mintzberg, 1983; Morgan, 1989; Jacques, 1990; Pettigrew and Fenton,
2000) that could be applied to the public sector organisations included in the
study. However to consider these in any further detail would be beyond the scope
of the current investigation, instead there is more value in bringing the level of
organisational analysis further down to those that directly impact on employees.
As such, consideration will now be given to management styles and work design at

the organisational level.

Management Style

Once again there are an abundance of approaches to understanding management
style (e.g. Taylor, 1911; Fayol, 1916) but one of the most contemporary and-
appropriate for this investigation is McGregor’s Theory X and Y (1960). Its
appropriateness is its derivation, since it is based on Maslow's theory of human
motivation and so directly relates management to motivation. Although it was
written over 30 years ago, the theory continues to have contemporary application,

particularly Theory Y and its development into a Theory Z.

McGregor suggested that traditional management operate their organisations
according to Theory X — that people hate work, have to be driven and threatened
with punishment to get them to work towards organisational objectives. They like
security, lack ambition, prefer to be directed and avoid responsibility (McGregor,
1987). This set of ideas for management can be interpreted in terms of Maslow's
hierarchy appealing to workers’ lower two levels of the hierarchy — the
physiological and the safety needs. Modern Western society has progressed
somewhat beyond the time when these lower needs were determinants of work
behaviour, and where management could prey on these needs, for example using

the ‘carrot and stick’ method. Satisfaction of the lower needs and subsequent
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dominance of higher orslAer ones, such as love and belongingness and esteem
needs, has made it more difficult for management to utilise the techniques on

which Theory X relies as motivators, such as rewards and threats.

Theory Y, in contrast, postulates that people don’t inherently dislike work; they
don’t have to be forced or threatened by management, they can be self-directed
and seek and accept responsibility. Creativity and ingenuity are widely distributed
among the population and the responsibility to realise this in the workforce falls to
the manager through organisational conditions and methods of operation. These
forms of motivation should then be directed towards the goals of the organisation
(McGregor, 1987). Nicholson (1995) postulates that by employing Theory Y in

modern organisations,

“workers have the potential for development, the capacity for assuming
responsibility and the readiness to work for organisational goals”

(p. 566).

Theory Y shows the direct application of Maslow's explanation of human
motivation, where individuals are seen as self-directed through their drive for self-
actualisation; seek and accept responsibility to appeal to esteem needs; are
creative and innovative; and the appropriate environment has to be created for

motivation to be realised.

Theory Y invites a change in the role of management from control and direction to
guidance and encouraging the self-control of workers. McGregor suggests that this
change from Theory X to Y should be a gradual process as the organisation
matures, in order to avoid any shock effects. Organisations can be considered to
be moving more towards the Theory Y philosophy of management, with evidence

~ including the introduction of such initiatives as the Charter Mark and Investors in

People, by the British government at least.

Maslow also designed his own Theory Z in 1971, which focussed on self-actualised
individuals as managers. He identified two types of self-actualisers, those who
have peak experiences and those who do not. The latter are realistic, practical,
mundane and capable people who live more in the here-and-now and who see
needs as deficiency-based. The former are the transcenders who have a unique
consciousness, their needs are being-based, and they have undergone peak

experiences {(mystic, sacral, ecstatic) and have illuminations and insights that
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have changed their view of the world. Maslow argued that the latter type of self-
actualisers fulfil the expectations of McGregor's Theory Y, but the former have
transcended past this level to a further level that he named Theory Z (Maslow,
1971, p. 271). The Theory Z manager bases management on devotion to being-
needs, and their managerial orientation assumes that all employees are devoted
and considered a fellow worker. They admire, love and accept employees and
provide the opportunities for their meta-needs or being-needs to be met. Theory Z
style of management is focussed on the employee and facilitating the environment
for their being-needs to be met, subsequently meeting the being-needs of the

manager.

Theory Z was developed further by Ouchi (1981), again to contrast Theories X and
Y, and was based on the practical assumptions underlying Japanese
Management. According to this viewpoint, management should promote long-term
employment and a rigorous socialisation of the workforce, which is similar to
Maslow's approach where all employees are socialised to focus on achieving their
being-needs. Fewer levels of management should exist, so organisations become
more decentralised, again similar to Maslow where the manager was considered a
fellow worker. In these environments workers are able to influence their own
management. Co-operation and teamwork are prominent and employees work in
teams rather than as individuals. Promotional opportunities are delayered, so job
rotation is encouraged to reduce the chances of task fatigue. Workers are
therefore trained as generalists rather than as specialists. Through performance
appraisals, communication and consultative decision making, workers are
integrated into the organisation. They are treated much more as a valued asset to
the organisation, than outlined in Theories X and Y. According to Maslow,
employees are valued, loved, accepted and admired and are provided with the

scope for meta-motivation.

:Ii‘heﬁapprdach fo management outlined in Theory Y and Z consider worker's
higher-order needs, Maslow's love and belongingness, esteem and self-
actualisation needs. By adopting these Theories there is greater likelihood that the
appropriate environment is created for workers to realise their full potential, and
perhaps align their personal needs to those of the organisation promoting/
nurturing the natural tendency to meet individual and organisational needs. This
modern practice of adopting these more permissive styles of management

demonstrates the development of management theory throughout the century.
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Work Design

The nature of the organisational structure has a great influence on the way in
which the work that employees undertake is designed. Some theories of
organisational behaviour focus upon work design and ask what can be
motivational about each task for people to work. The principle example of the
compartmentalisation of tasks are the traditional time and motion studies for
work task design (Gilbreths, 1914/ 1‘973) which investigated the most efficient way
for workers to perform tasks. Time and motion studies were inspired by the work
of the pioneering theorist and practitioner in this area, that of Frederick W. Taylor
and his work on ‘Scientific Management’ (1911). Although written almost a
century ago, this approach remains highly relevant to today’s society with the
developments of information technology, qu'ality management systems and other

management techniques that are bringing greater discipline into work design.

As well as being revolutionary in its world-wide impact on organisational thought
and management practice, Taylor’s theory is also highly relevant to the current
investigation as it is based on the manual tasks of shop-floor workers, and
considers their motivation to undertake these tasks. Taking this ‘bottom-up’
approach to organisational behaviour he proposed that a science should be
developed for each element of a man’s work in order to determine the ‘one best
way’ of performing the given task. Workers should be scientifically selected,
trained and then developed. Mahagers were encouraged to heartily co-operate with
workers to ensure all work is performed in accordance with the principles of
science, and an equal division of the work and responsibility between
management and workers was encouraged (Taylor, 1943). By dividing work into
relatively simple and specialised tasks, Taylor was able to reduce the need to bring
human skills to bear on production, subsequently minimising the opportunity for
human inefficiencies and mistakes. Worker-manager relations should be based on
a low level of trust, reflected by close supervision. Minimal skill should be needed
for task completion consequently reducing training time and costs. To motivate
employees to achieve this efficiency, Taylor advocated the use of scientifically
designed incentive schemes, primarily financial in nature. With these schemes,
workers could maximise their income by obeying the objectives of management as
rapidly as possible. According to Taylor, an inefficient workforce was not due to

the workers, but due to the inadequacies of the management.
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The central assumption of scientific management is that employees are purely
motivated to secure maximum earnings, and not other sources of motivation such
as achievement, recognition and satisfaction. Because of this the theory can of
course be criticised for its oversimplification of motivation and the essence of

being human.

Now in the early 21st century there is some evidence of Taylor’s work in practice
through the development of his ideas by Henry Ford on the moving production line
where tighter controls are established on work levels, demonstrated in the
manufacturing and fast-food industries. Grimshaw (1999) cites Sunstrom (1984)
as well to support Taylor's influence in the workplace specifically since the

emergence of the ‘office’ in the late nineteenth century. Its introduction has

“been synonymous with the division of tasks, a “Taylorian’
management culture, hierarchical structures, status driven staff, overt

control of employees, and low technology support” (p. 25).

The extensive deskilling of work that Taylor originally advocated has been received
with much hostility by Trade Unions, as has the intensification of effort levels
expected with this form of work design. Initiatives such as performance targets,
performance related pay, close supervision and work measurement that are

accepted do display his ideas in practice today.

Scientific Management is now no longer as ‘scientific’ as Taylor first advocated. In
industry today, workers are considered much more as humans than as '
commodities. Now workers are multiskilled, rather than deskilled. Managers have
come to realise the benefits of seeking employees’ knowledge of production
through co-operative means, for example with the introduction of quality circles
and working parties. Worker potentials are also realised through staff training and
suggestion schemes, where they are encouraged to develop their thoughts and
ideas on how they can better perform their job. Now there appears to be a more
staff-centred; humanistic Taylorism in practice. Although his theory did not
consider individual motivation, Taylor's original theory advocated motivation at
the physiological and safety need levels through financial incentives and threats.
Now this has developed alongside industry to more complex sources of motivation
in the opportunities created for teamworking and input on the process of work

through suggestion schemes.
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Group level

Employees can form informal groups through shared interaction, common goals,
physical proximity or cultural similarity, alfernatively they can be assigned to a
team by managers and given a task thus establishing a more formal group.
Through social interaction, attitudes and behaviour, internal structures are
developed within the group relating to co-operation and stable arrangements.
According to the descriptions that Maslow used, group formation and membership
should facilitate love and belongingness needs through the shared needs and
indispensability of the individual as a team player, and potentially esteem needs if
the group represents status or contact with superiors. There is an increasing use
of teams or groups to undertake organisational work, as it promotes the
commonality of interests, goals and communication between individual workers,
but is ultimately directed towards the goals of senior management and the wider
organisation. Within the NHS, there is an increasing focus on teamworking for
both clinical and non-clinical staff, including a mixture of both types of staff
within one team as the service becomes shaped around the needs of the patient

rather than the specialism of the worker (NHS Plan, 2000)10,

Mayo was one of the first researchers to consider group-oriented behaviour in the
organisational setting over individual-based behaviour (demonstrated in the work
of Taylor, 1911). His emphasis on the group as the central explanation fof
organisational behaviour, developed through his involvement in the Hawthorne
experiments of the 1920s and 30s. These experiments found that the unofficial
norms and authority of informal groups had strong control over the work attitudes
of individual group members, and so work should be considered a group activity
and individuals should be considered within these groups rather than in isolation.
He proposed a social philosophy based on this work (1945) that emphasised the
importance of the informal natural group that develops high levels of cohesiveness
and intimacy through normal interaction. It is the role of the manager to facilitate
the development of these groups and then even wider ‘community’ groups, as
Mayo argued this was necessary if the wider goals of the organisation are to be
met. The most effective and efficient groups however may not be developed
through natural grouping, as the focus of individual workers who are particularly
compatible may be to develop their social relationships more than achieve the

goals of the group. If organisations based grouping purély on a natural level, some

10 Further discussion is given to teamworking for ancillary staff in Chapter 3.
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workers would inevitably be left out and some groups would be larger in size than
others, and so performance would again vary. Groups need to be assigned on a
formal basis to ensure appropriate configuration and then the work environment

should allow for values, norms and affiliations to be developed within the group.

- Formal groups are usually formed along a division of labour. It is the role of
management to decide the combination of tasks and technology that are required
for the goals and objectives of the formal groups to be achieved. These groups tend
to have a formal structure with and exist to meet organisational objectives.
Informal groups however will inevitably form that are based on shared non-work
related interests, desires, goals and hopes, as we have a natural tendency to find
others with similar social needs. This could be explained as our motivation for love
- and belongingness needs or even lower than that - driven by our motivation for a

sense of safety and consistency.

Some authors use the terms ‘group’ and ‘team’ interchangeably, however Belbin
(2000) has argued there are distinct differences along a number of criteria. He

- suggests that teams tend to be limited in size, have a shared or rotating
leadership, have mutual knowledge and understanding, experience dynamic
interaction as opposed to togetherness, persecute opponents, and members’ roles

are spread through co-ordination rather than convergence through conformism.

Groups generally transform into a team when members have had chance to form,
define goals, and establish rules; have been through tension and struggles for
leadership; and then go on to agree a consensus, accept leadership and begin to
co-operate, so that they can then perform successfully (Tuckman and Jensen,
1977). Teams can then be characterised as co-operative, co-ordinated and

cohesive.

Differences in members of a group tend to lend themselves to defining the
structure of the group. Members are accorded different amounts of status and
power, hold different roles, have different levels of leadership and to some extent
are determined by their liking of each other. Maslow's notion of safety moﬁvation
argues that individuals require consistency, predictability and stability in the
world, and it is this motivation that forces individuals to form opinions about
people to make sense of the world, and in this context, that will relate to fellow
members of a group. Groups require a structure that is familiar to all members as

they reduce hostility for status and power and establish systems of
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communication, roles and facilitate effective interaction and thus overall
performance. Those that do acquire status and power in the group tend to do so
on the basis of a social exchange, perhaps through supporting other members to
achieve their own goals and those of the group. They then become the leader of
the group whether this is at a formal or informal level, but this can all change at
any time, if members feel the leader is no longer worthy of respect, and they

undertake social exchange with another group member.

This approeich however does not consider the impact of team-working on those
who strive for personal and individual recognition, who want their personal
attributes and learning experience remembered, and so become increasingly
frustrated by their integration into the group. When work performance and
recognition is purely based on the team or group performance, it will be to the
detriment of those who want individual recognition for their contribution.
Althdugh becoming leader of a group may satisfy the individual in the short-term
they may be forever trying to escape the realms of the group, to achieve personal
identity in the organisation. It may be easier for management to control workers,

"ensure tasks are complete and to meet the organisation’s overall objectives, if
individuals are not considered as individuals thus introducing fewer elements for
the managers to manage. Similarly individual’s freedom of action is reduced as it
is controlled by the tasks assigned to the group, with little scope for autonomy

and the individual’s identity is transferred to that of the group (deindividuation).

In response to the criticisms of the group level analysis of organisational
behaviour, it seems logical for the thesis to now consider the individual in the

workplace, taking a much more ‘humanistic’ approach to the worker.

Individual level

At the individual level, organisational behaviour considers learning, personality,
perception and communication. Although all are relevant to the study of the
worker, the most appropriate approach for the thesis at this level of analySis is the

study of motivation.

The organisational behaviour literature cites two main approaches to motivation
theory. Firstly there are content theories of motivation that identify the principal

motives for our behaviour and this is where Maslow's theory lies. His is one of the
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leading propositions in this approach to motivation, and continues to be cited in
many texts on organisational behaviour in explaining motivation which reassures
its cﬁrrency in the field (Huczynski and Buchanan, 2001; Bennett, 1997; Morgan,
1997; Cole, 1995). Huczynski and Buchanan question whether Maslow's theory

can be dismissed as irrelevant to organisational behaviour in the 21st century, but

argue:

“No. His thinking remains highly influential, particularly in the
recognition that behaviour depends on a range of motives. His ideas
continue to affect management practice in areas such as reward
policy, management style and job design. Many subsequent
management fashions such as job enrichment, total quality
management, business process re-engineering, self-managing teams,
‘the new leadership’ and employee empowerment, have incorporated
his ideas in the search for practical motivational methods.”

(2001, p. 242).

Maslow's theory therefore continues to be a contemporary approach to motivation
in both theory and practice, and would suggest that it is still an appropriate model
to adopt in structuring this investigation of large samples of ancillary staff.
However other theories in this field should firstly be considered as alternatives for

this investigation.

Several content theories were constructed that built upon Maslow's original work.
Alderfer (1972) restructured Maslow's theory into three broad groups of basic
needs. Maslow's physiological and safety needs compiled Existence needs; love
and belongingness and esteem needs corresponded to Relatedness; and self-
actualisation became Growth needs (ERG theory). In contrast to Maslow's theory,
Alderfer suggested that all needs can be motivating at one time, although they do
operate hierarchically and if attempts to satisfy a higher need are hindered then

lower needs will be sought.

This approach takes a much more simplistic view of motivation than that given by
Maslow, and as such is considered to lose some of the complexity that Maslow

" attempted to include in his explanation of human nature. Using Maslow’s theory it
is possible to distinguish between basic biological requirements for existence
(physiological) and the motivation for consistency, predictability and fairness in

human relations (safety) that are quite distinct types of motivation. Alderfer
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however has chosen to group them together, using the grouping of Existence, to
consider the needs for physical well being that could include a very wide range of
activities. Consequently the complex sources of lower levels of motivation are
simplified into basic drives and so comes back to the criticisms of the
Behaviourists that initially stimulated Maslow's theory and the Humanist
approach. Similarly, there is a great difference between the need for love and
affectionate relationships and the need for achievement, prestige, respect and
independence that Alderfer has lost by grouping them together into the
Relatedness need. Although both are based on relations with others, love and
belongingness motivation concentrates on social relations (even in the workplace
with friends and co-workers) and motivation for esteem comes from relations that
can provide recognition, respect and achievement. The source of esteem can vary,
but in the workplace it tends to be in managers’ power to grant or withhold.
Alderfer is therefore again merging two very different types of relations. Maslow
makes finer distinctions in his explanation of the complex entities that are people.

He provides a more subtle framework for investigation.

Herzberg (1966) also developed a much more simplified explanation for human
motivation with his ‘Two Factor Theory’. This distinguished between human
motivation to avoid pain and obtain basic necessities for survival and the need to
develop personal capacities and potentials. The more basic needs are called
hygiene factors and in the workplace these relate to working conditions, pay,
supervision, co-worker relations, status and company policy. Herzberg argued that
hygiene factors are not a source of motivation, but they are a source of
dissatisfaction when they are not met. ‘Motivators’ on the other hand, are outside
working conditions and focus upon the opportunities in the workplace for
achievement, recognition, growth, advancement and responsibility. When
opportunities for ‘Motivators’ are increased then employees performance will
improve, but the absence of one of these would not have a significant impact on

workers.

Herzberg’s theory was based on the responses given by professionally qualified
engineers and accountants, and so may not represent the motivations of those
that are less financially secure or are unable to express their dissatisfaction with
company pqlicy or working conditions in order to have an impact. This has clearly
had an effect in his classifying pay and other fringe benefits as hygiene, rather
than motivating factors as these can be decisive aspects for many people in

accepting or rejecting a work role and their performance within it. Herzberg’s
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hygiene factors are similar to the needs identified in Maslow's safety motivation for
consistency, stability and fairness, however these factors also include the
motivation for social relationships (with co-workers, for status) which are of a very
different nature to the other extrinsic rewards. As also demonstrated with
Alderfer’s theory, by grouping together very different types of motivation, the
essence of being human’ in the workplace is lost through over-simplification. By
generalising the basic needs of the work role for all types of workers to such
extrinsic, varying and culture-bound factors, Herzberg over-prescribes the nature
of job satisfaction and what should be dismissed as unmotivating. Some workers
could be motivated by supervision, co-workers and company policy rather than
simply being satisfied with them, yet it is written off as a hygiene factor, not
considered to be a source of motivation, and so left untapped. Maslow's theory can
'incorporate all aspects of the job role and is able to assess the nature of
motivation for all workers, whether this is at a low or high level. Herzberg’s theory
however was a valuable contribution to the field of work motivation in highlighting
the need for varied and rewarding work. In order to maximise the incidence of
mdtivators in each person’s job, managers should seek to enrich work, such as
extending the employee’s autonomy over their work and restructuring work to

increase variety.

Other content theories of motivation include Taylor’s (1911) Scientific
Management that identifies pay and rewards as the prime source for motivationh
and McGregor’s (1965) Theory X and Theory Y that recognises financial incentives
and social/ esteem and self-actualisation motivations respectively. However none
of these provide such a detailed, pertinent and humanitarian explanation for

motivation as that provided by Maslow.

The second approach to motivation theory focuses upon why people choose the
goals they do, and concentrate upon the cognitive decision-making process. T hese
are process theories of motivation, which argue that individuals have a choice of
motives. These theories map motivations for making these behaviour-determining
choices in pursuit of objectives rather than seeking to explain what these

objectives are.

Equity theory argues that individual’s motivation is highly influenced by one’s
perception of being fairly treated. People compare their returns against those
received by others doing the same work. When there is correspondence between
the efforts and rewards of the individual and others then they enjoy a state of
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‘distributive justice’, but when they do not conform then they experience ‘cognitive
dissonance’. To remove this feeling of cognitive dissonance workers are motivated
to make change in effort or reward, either in reducing effort or seeking more
reward. Individuals are therefore motivated by the outcome or rewards of their
efforts, but the nature of these are not prescribed by the theory. This could vary
widely between people ranging from fringe benefits, promotional prospects, status,
job security or pay, thus making it difficult to measure. Since behaviour is
explained by individual’s perception of effort and social comparisons, any analysis
is based on subjective interpretations, which compromises its reliability and
robustness. The theory is useful for management in identifying employees’ ability
to make comparisons that cause tension and resentment based on any type of
information, so accurate details should be circulated about rewards and efforts.
As a process theory of motivation however it does not give any information about
the types of needs that are effected and so only touches one aspect of human
nature. It reduces human motivation to being based on competition and so cannot
explain motivation that is biologically based, personally rewarding or altruistic.
Since the sponsoring managers were interested in understanding the content of
their staff’s motivation, a process theory would not be appropriate for this

investigation.

Expectancy theory is a further explanation of the process of motivation that is
based on individual’s expectations that certain modes of behaviour will result in
the desired goal/ event. This is based on the goals that the individual selects and
the learned beliefs they have that will help achieve them. Vroom (1964) identified 3

factors that affect individual’s motivation:

1. Valence - the value or préference that an individual places on a particular
outcome. How much the person wants outcomes to happen.

2. Instrumentality — the individuals estimate that good performance will lead to
the desired outcome.

3. Expectancy - the person’s belief that effort will lead to good performance.

Motivation is the product of these three areas rather than merely the sum, so the
value of all factors has to be positive for the motivating force to be positive.
Individuals therefore make a conscious decision about their behaviour based on
their subjective interpretations of the likelihood of a particular outcome. This
model has implications for business in the need for employees to see the

relationship between effort and reward, and that any reward should be tailored to
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meet the employees needs. However because these are based on subjective
interpretations leading to individual differences in preferences and perceived
outcomes, it makes it difficult for managers to devise and apply individualised

models of motivation.

It is difficult to test a process theory of motivation without understanding the
nature of individual’s goals. Expectancy theory suggests that people’s goals vary
widely since they are influenced by social perception, so it would be difficult to
reliably establish the relationship between effort and rewards when they are so
different for different people. To compare the process in one worker with an
objective for more pay and another with a goal for more autonomy would not allow
a reliable examination. Any difference could be the result of the nature of the goal,
their perception of valence, instrumentalify or expectancy, cultural influences or a

number of other factors.

Studies of the individual within organisational behaviour focus upon explaining
why workers act as they do and what influences their decision to act as they do.
As well as contributing to the academic study of organisational behaviour, this is
also of benefit to managers and the wider organisation in understanding that
individual’s internal systems can be effected by external systems such as company
policy, training, pay and work design, in order to nurture the best performance.
Understanding motivation is just one approach to doing this, with other
approaches considering individual’s learning process, the impact of
communication, workers perceptions as well as the nature of their personalities.
However it is not possible to consider these other approaches at this point due to
length of the thesis, so only approaches to motivation have been considered as

they make a valuable contribution to the current investigation.

Approaches to motivation either explain its content or its process. Maslow’s
identification of 5 sources of motivation makes his theory an explanation of
content, and in fact one of the first to do this. Other content theories have based
their work upon Maslow's rationale, and have since tried to combine and re-label
the five needs into either three (Alderfer, 1972) or two (Herzberg, 1966). By doing -
this they have grouped together motivations of quite a different nature, for
example basic biological drives with those requiring social interaction to establish
stability, predictability and consistency; or the need for social and affectionate
relations grouped with the motivations for pride, self-esteem and prestige.

Consequently they have over-simplified the very nature of being human that
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Maslow's theory can encompass. As a humanist explanation it is also able to
distinguish the need for real personal growth (self-actualisation) from that
undertaken to impress others (esteem) that are lost in Herzberg’s explanation of

motivators and Alderfer’s relatedness and growth needs.

Maslow's theory also attempts to explain the process of motivation as driven by
the relationship between the satisfaction and importance of the needs. An
examination of this process can quite comfortably be operationalised by .
measuring the satisfaction and importance that workers experience, and it can
also be done to a greater degree of reliability since the content of motivation
should (according to Maslow's theory) be the same for everyone, so allowing
comparisons. With process theories, only the process of motivation is explained
and not what individuals are motivated towards. As such any test has to be based
on the individual’s personalised goals, which makes comparisons difficult and

compromises reliability.

The explanation of human motivation given by Maslow is therefore considered to
give more detailed consideration to the nature of being human, but also one that
can be operationalised effectively and because it is a universal approach, it allows
reliability to be tested through repeatability with different individuals. Although
Maslow's theory was not specific in explaining motivation in the workplace, it is
still valuable and most appropriate through its transferability as shown earlier in
the chapter. This interchangability is obviously supported by the organisational
behaviour literature that does focus upon work motivation, as it is frequently cited
in texts on the subject (Huczynski and Buchanan, 2001; Bennett, 1997; Morgan,
1997; Cole, 1995). Subsequently Maslow's theory is considered to be the most
appropriate explanation of human motivation that can be applied to the current

investigation of ancillary staff.

A further aspect of the theory’s appropriateness to this study is its previous
application in the work arena. The majority of these operations however have
concentrated upon workers in professional or managerial roles, thus holding a
more privileged position in the organisation which may influence the sources of
motivation open to them and subsequently the research findings. None that the
author could locate considered those lower down the structure and particularly
those who clean, cater and porter within the organisation, so the research will

address this. There is still worth in considering these previous studies, to learn
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how Maslow's descriptions of needs were operationalised in the workplace.

Consideration will now be given to a selection of these studies.

Chapter 2 | Maslow’s
Page 67 |} theory



Evaluating the applicability of Maslow’s theory of motivation in ancillary staff

Tests of Maslow’s Hierarchy in The Work Setting

Maslow's theory is a prevalent theory for explaining the work motivation of
employees and designing work to meet individual's deficiency and being needs.
Attempts have been made to test the validity of Maslow's propositions in the
organisational setting, but some difficulties have been experienced due to the a
priori nature of the theory. This may have been due to Maslow's own ideas about
theory construction aﬁd methods used for research as he criticised the newer
methods of research used in psychology and supported a more ‘humane’ science
(1970J. To achieve this humane science he failed to provide standard definitions of
constructs or directions for empirical trials subsequently reducing the level of
rigour. However Maslow did provide extensive examples of the behaviour and
feelings associated with each need he described and was logical in his

consideration of the process of motivation.

Because his theory was based on logic and clinical experience rather than
empirical research, interpretations and operationalisation of constructs to test the
theory vary!l. It has nevertheless received much attention in the study of work
motivation, and continues to be popular in recent times (Stein, 2001; Stum, 2001;
Shoura & Singh, 1999). The most prominent reason for this continued application
is the insufficiency of other macro theories of human motivation. As has been
shown, theories of work motivation can be subsumed, interpreted or better
explained by Maslow's éomprehensive theory of human motivation, which may
explain it's popularity and certainly its selection for this investigation. Previous
applications of the theory in the organisational situation will now be considered to

understand their usefulness in testing the model in the current study

Porter (1961)

Porter designed a Need Satisfaction Questionnaire (NSQ)} to test Maslow's theory of
human motivation. This has since become a popular tool for this purpose and
used in other investigations of work motivation (Roberts et al, 1971; Lawler and
Suttle, 1971) which will also be considered within this section. The instrument’s
development was in response to a shortage of tests of manager’s work motivation,
and so Porter operationalised Maslow's theory to measure this. He chose to

discard the physiological need rationalising that

11 considered earlier in the chapter.
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“these needs are presumably so adequately satisfied for any
managerial person that questions concerning them would appear

irrelevant and unnecessary to the respondent” (p. 3).

An ‘Autonomy’ need category was also added to the hierarchy, which would

typically fall into the ‘Esteem needs’ level, but Porter argued

“it seemed that they are logically distinct from other items that are

more commonly associated with the term ‘esteem’ (p. 3).

The questionnaire contained 15 items (Table 2.1) that sought to measure need
satisfaction against 4 of Maslow's original needs and Porter’s additional autonomy
need. The measures for each need were not however equally distributed, which
may bias the support for some needs over others. For each characteristic the
respondent had to rate along a 7-point scale how much of the characteristic there
was at present connected with the management position; how much of the |
characteristic they think there should be connected with their management
position; and how important the characteristic was to the respondent. This then
generated 3 scores, and from these a ‘need deficiency’ score was calculated by

subtracting the ‘is now’ score from the ‘should be’ score.

As a tool for testing Maslow's theory the questionnaire has several weaknesses.
Firstly, due to the changes made to the structure of the hierarchy, it is not a direct
test of Maslow's theory. Secondly, the questionnaire deals predominantly with the
top two needs at the expense of the lower order needs, and therefore does not
examine the whole hierarchy equally. And finally no published reliability or
validity test figures of the tool are provided. The items measuring each need do
however appear consistent with Maslow's explanations of each need and so have
high face validity. Problems can arise though from the positioning of the items in
the questionnaire and the potential impact on the respondent's answers due to
their close proximity. Despite these criticisms the NSQ has been extensively
utilised (Lawler and Suttle, 1972; Mitchell and Moudgill, 1976; Roberts et al,
1971). Perhaps it’s appeal is the universality of the tool for measuring motivation
in managers, its adaptability and the fact that it was one of the first to design

operational definitions of Maslow's need classifications.
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SECURITY NEEDS

The feeling of security in my management position

SOCIAL NEEDS
The opportunity, in my management position, to give help to other people.

The opportunity to develop close friendship in my management position.

ESTEEM NEEDS

The feeling of self-esteem a person gets from being in my management position.
The prestige of my management position inside the company (that is, the regard
received from others in the company).

The prestige of my management position outside the company (that is, the regard

received from others not in the company).

AUTONOMY NEEDS

The authority connected with my management position.

The opportunity for independent thoughts and action in my management position.
The opportunity, in my management position, for participation in the setting of
goals.

The opportunity, in my management position, for participation in the determination

of methods and procedures.

SELF-ACTUALISATION NEEDS

The opportunity for personal growth and development in my management position.
The feeling of self-fulfilment a person gets being in my management position (that
is, the feeling of being able to use one’s own unique capabilities, realising one’s
potentialities). |

The feeling of worthwhile accomplishment in my management position.

Table 2.1 Porter’s Need Satisfaction Questionnaire (1961)

Friedlander (1963)

Friedlander designed a 17 'source of satisfaction items' questionnaire to test
Maslow's theory, particularly the existence and nature of the needs that were
proposed. His sample predominantly consisted of professional and managerial

workers but also some clerical and sales staff in a Midwestern USA manufacturing
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company. Using factor analysis on the results three needs were measured by his

17 items (Table 2.2):

Factor 1

The working relationship I had with my supervisor was very good

I was working under a supervisor who really knew his job.

I was working in a group that operated very smoothly and efficiently.
Management policies that affected my work group took into consideration the
personal feelings of the employees.

I had exceptionally good working conditions and equipment.

I felt secure in my jéb. |

The working relationship I had with my co-workers at my level was very good.

Factor 2 }

The job required the use of my best abilities.

I had a real feeling of achievement in the work I was doing.
I liked the kind of work I was doing.

I received a particularly challenging assignment.

I was getting training and experience on the job that were helping my growth.

Factor 3

I felt there was a good chance that I'd be promoted.
I was expecting (or received) a merit increase.

I received a particularly challenging assignment.

I was given increased responsibility in my job.

A job I did received recognition as being a particularly good piece of work.

Table 2.2 Friedlander's 17 source-of-satisfaction items (1963}

Huizinga (1970) labelled the factors found by Friedlander according to Maslow's
categories. Factor one was interpreted as love and belongingness needs since it
dealt with the relationship workers have with their superiors and co-workers.
Factor two was the growth need of self-actualisation since it dealt with the pride
that worker's take in their work, abilities and growth. Factor three was in close
correspondence to the esteem need as the items focus on the sense of self-esteem

and respect and recognition from others in the organisation.

The job satisfaction study showed support for three of Maslow's human needs in
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the workplace, and although the items cannot be directly applied to all workers,
they are most adaptable.

Hall & Nougaim (1968)

Hall and Nougaim also tested the existence of Maslow's hierarchy in an

organisational setting. Their reasoning was that:

“none that we have seen has explicitly employed his (Maslow) need
levels and studied changes in need strength and satisfaction in a panel

of subjects over time” (p. 15).

They tested the hierarchy over a period of five years with new management
trainees via annual three-hour interviews. From this data, nine need categories
were empirically derived that could be subsumed by Maslow's own need
classifications (Table 2.3). Each need was then content analysed and given need
strength ratings ranging from 1 (low concern) to 3 (strong concern). A second score
was then given to each need category reflecting the level of satisfaction or
dissatisfaction with the need. The total categories measuring the needs were then
collapsed into four need levels, approximately the four highest proposed by
Maslow where once again physiological needs were discarded and the further
deficiency need of autonomy added. The hierarchy was tested in three ways. F irst
was static analysis to measure the relationship between need satisfaction and
need strength for all levels within each of the five years. Second was change
analysis to look at all the changes in need satisfaction from one year to the next,
which were correlated with changes in need strength at the next higher level
during the same time period. The final analysis was to measure the success of the
participants according to their fifth year income. From these results, Hall and
Nougaim assumed that needs and satisfactions would change differentially. For
the more successful managers, greater security and remuneration would follow as

would higher satisfaction and low safety need strength.

This success analysis would tend to assume that financial success equates with
the higﬁer ordered needs of Maslow's hierarchy, which may not be an accurate
measure of the need. Hall and Nougaim have also chosen to perform a broader
investigation of the needs on an annual basis than the short-term interplay of the
hierarchy. Although longitudinal studies have their advantages, they can also

cause repeat bias and (particularly for this case) outside factors may be
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influential. Needs may change because of a personal source of motivation than an

organisational source, thus questioning the reliability and validity of the findings.

SAFETY

Safety — the need to feel safe and prepared for anything that might happen,
however unexpected. The need to avoid threat.

Structure — the need to have the world predictable and ordered, to avoid
ambiguous situations, and to be dependent on others for the initiation of
activities.

Support and Approval — concern over acts of notice, praise, or blame as a means of

self-definition. Relying on opinions of others for achieving self-esteem and self-

confirmation.

AFFILIATION
Affiliation — concern over establishing, maintaining or restoring a positive affective

relationship with another person or group in the work situation.

ACHIEVEMENT AND ESTEEM

Achievement and Challenge — the need to compete with some challenging standard

of excellence, either internal or external.

Responsibility — the need to hold a responsible position and/or to control the

means of influence over policy and other people. Responsibility is used here in the

sense of accountability for the effects of one’s own decisions.

SELF-ACTUALISATION

Meaning and Sense of Purpose — the need to serve some higher cause. A desire to

see one’s own work as related to some more all-encompassing goals.

Personal Development — the need for development and integration of personal

skills. The desire to become competent, skilful, and effective in areas which are
important to the individual and which are job-related, within broad limits.
Stimulation - the need for activity which stimulates curiosity and induces

excitement. The need for interesting work, for unique and varied experiences.

Table 2.3 Hall and Nougaim (1968)
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Conclusion

There is no ideal model that can be applied to a study of work motivation, all have
their weaknesses, contradictory evidence or provide explanations with which the
author does not sympathise. As has been shown in this chapter, Maslow’s theory
also has its criticisms, flaws and alternative explanations, but it has shown to
fulfil a number of criteria considered important for this investigation, and

highlights the worth of continuing with the model in this research.

o The theory views motivation as a drive for growth, achievement and
improvement, which are clearly valid in our society’s interpretation of this
through education, work and community systems. The author has greater
sympathy for these basic principles of humanistic psychology than any other

in the field.

¢ It considers motivation in its entirety from basic biological drives to relations
with others and personal growth. The application of such a model is rare in
lower level workers, since the focus of research tends to be upon pay as the
prime motivator, so the investigation will make a contribution to the research

base.

e Other content theories of motivation have built upon Maslow's work, but have
chosen to group together sources of motivation that are of a very different
nature. It is the author’s view that these have over-simplified the very essence

of being human that Maslow's model has maintained.

¢ The theory is a macro theory of motivation that can be applied universally and
so will provide structure to an investigation of the motivation of large samples
of ancillary staff across many organisations. It will provide flexibility in
tailoring the needs to the public sector ancillary work role and structure in
allowing the design of testable constructs on which comparisons can be made,

that will meet the needs of the sponsoring managers.

¢ Maslow's model has had extensive application in studies of work motivation,
which recommends its appropriateness, however these have predominantly
focussed upon managers or professionals. By selecting this theory in research
of much lower level ancillary workers, a contribution will also be made to the
body of knowledge that is Maslovian psychology. Earlier employment of
Maslow's theory in the workplace also assists with the operationalisation of the

needs in this setting that will be of benefit to the current investigation.
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On consideration of the field of motivation in psychology and organisational
behaviour, greater worth has been shown for continuing with the examination of
Maslow's theory of human motivation in the current investigation. Using previous
applications, knowledge of the sponsoring managers and other researchers,
measures will be designed to test the appropriateness of each of the needs
identified by Maslow to the motivation of ancillary staff. Before this however, the
thesis will now turn to the population under consideration, and the current

policies addressing the motivation of NHS ancillary staff.
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Chapter three

Low Wage Workers in the NHS

In modern ‘civilised’ society the basic survival needs are fulfilled, if necessary by
welfare systems that guarantee shelter and the financial provision for food. In the
same societies however the majority have some form of paid employment, which
makes money a prime source for more ‘comfortable’ survival. By considering those
who are in paid employment but receive less money for this it should be possible
to evaluate whether the reduction of financial resources influences the extent to
which humans can fulfil survival needs and whether this stifles motivation to fulfil

higher-order needs and ultimately self-actualisation.

A way to consider this low paid population is to focus on their motivation in the
work setting - the mode through which financial resources are gained and can be
secured for the future, and also advocated by Maslow as an ideal arena for this
(cited in Stephens, 2000, p. 112). This became the case for the current research,
following support from a number of FM managers in NHS Trusts and Universities
to identify the aims, objectives and direction of the ancillary staff under their
management. This group of staff clean, cater and porter within vast organisations
that positions them at the very lowest levels of the employee hierarchy
consequently recompensing the lowest wages for their work. Maslow's model
provides a structured yet flexible approach to investigate the content of staff’s
motivation and whether all of the needs described in the model are appropriate for
the low waged staff. In feeding back these findings to the sponsoring
organisations, it also makes a valuable contribution to management practice of

designing roles, working methods and rewards.

However, as shown in Chapter 2, the majority of applications of Maslow's model in
the work setting have centred upon the motivation of white-collar professionals, in
the form of bottom and middle managers in private companies (Hall and Nougaim,
1968; Lawler and Suttle, 1972; Orpen, 1997) engineers (Shoura and Singh, 1999)
or accountants (Mitchell and Moudgill, 1976). Nevertheless, with such '
contemporary issues in the UK as the introduction of a National Minimum Wage

as well as the effects of Compulsory Competitive Tendering and Market Testing in
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local councils, hospitals and other public services!2, the focus of understanding
motivation has shifted to those affected - predominantly the low waged (Bach,
1998; Brief et al, 1997; Carr et al, 1996). In comparison to the private company
employees considered in previous studies, the direct influence of Government
within public sector management has not been considered. The drivers of this
sector (to reduce public spending and achieving value for money) necessitate a
dynamic service with the ability to respond to the continual introduction of cost-
cuttihg initiatives. Often the wages of public sector employees are hit to meet the
need for savings, which further distinguishes them from the conditions
experienced by the samples of previous studies of Maslow's theory who can re-
invest the profit they make. The introduction of the national minimum wage in
both private and public sectors has protected the degree to which cost cutting can
effect already low paid workers, but the impact this will have on their esteem

needs remains unstudied.

According to Unison (1997i), the public service trade union, wage inequality in the
UK has soared in the last 18 years and the need for a minimum wage became
tremendous. Wage inequality was greater at the time of writing than it was a
century ago, with the proportion of people on incomes less than half the average
wage increasing from 8% in 1982 to just over 20% between 1990 and 1992. In
April 1999, the British Government introduced the National Minimum Wage set at
£3.60 an hour for over 21 year olds. The introduction of the wage is considered to
be an instrument of social policy, providing a safety net through which no one .
should fall, and ensuring the relative position of the lowest paid does not
deteriorate any further. This was increased to £3.70 in 2000, to £4.10 in 2001,
and in October 2002 it rose to £4.20 an hour.

Cooper (1998) reports a study of the impact of the minimum wage’s introduction
on healthcare workers. According to the study 1 in 10 healthcare assistants
benefited from the introduction of the minimum wage. With regard to non-clinical
ancillary staff, often the lowest paid workers in the NHS, only a handful of
contracting firms providing ancillary services to the NHS paid below £3.60 an
hour. Set at this rate, the minimum wage would have had a minimum impact on
the NHS, if any at all, thus supporting the call for their wage to increase (p. 6). For
Unison, the highest concentration of low pay in their membership is among NHS

ancillary staff, with 96.4% of this group earning less than £4.42 an hour and 89%

12 This has now changed to Best Value demonstrating the dynamic nature of the public sector
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paid less than £4.00 an hour (1997ii, p.2-6). The NHS is soon to roll-out

(2003 /04, 2004 /05, 2005/06) a 10% increase in wages over the next 3 years to
modernise the pay structure. There will be a new NHS minimum wage of £10,100
per year, equivalent to £5.16 an hour, representing an 11% increase in the
minimum NHS salary. This has resulted from 'Agenda for Change' negotiations
between UK Health Departments, NHS employers and NHS trades unions that
have been happening since 1997. The new pay structure is based on evaluations
of jobs, with staff having to demonstrate their competence in the knowledge and
skills they apply to the role, and the structure has the flexibility for employers to
reyvard staff for being flexible and taking on new qualifications and responsibilities
(Department of Health, November 2002). The impact of this change on all NHS
employees, but particularly the retention rate of ancillary staff will be of great

interest.

Compulsory Competitive Tendering (CCT) and Market Testing were introduced by
the British Government in the public sector to strive to improve efficiency and cost
effectiveness. Services predominantly effected by the initiatives are those that |
typically employ the lowest waged workers, namely catering and cleaning.
Through the cutting of jobs and the reduction of worker’s hours by contractors
struggling to win the service contract, the treatment of low waged workers has
deteriorated. Issues of job security arise when contracts are due for renewal and
has been found to have deteriorating effects on morale and work motivation
(Smith et ai, ‘1998). At the Labour Party conference (2000), the Health secretary
recognised that CCT had been ‘a failure’, with adverse effects on quality and staff
(Weeks, 2001, p. 15). To replace CCT a new policy Better Value for Patients was
introduced in 2001 on which to base the provision of non-clinical services, where
both quality and cost are the criterion for awarding contracts!3. Weeks (2001)

explains that
“the new emphasis on quality in support services and the
announcement of new investment in training for support workers are
both welcome”

since staff affected by CCT and contracted-out

I “no longer feel part of the team and are excluded from NHS employment

13 This research was conducted prior to the discharge of CCT so its effects on motivation will be
reflected in the research
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| initiatives” (p. 15).

The application of Maslow's model to these changes would suggest that CCT not
only had detrimental effects on physiological and safety needs (pay & job security),
but also impacted on love and belongingness and esteem needs (team working &
organisational systems). Hopefully the introduction of the new initiative will
improve these sources of motivation for the ancillary staff and turn the focus to

quality of service instead of cost.

As previously shown, in today's society, financial reward does not necessarily
determine the satisfaction of the basic needs for survival. Inétead it follows that
people strive for money to improve the guality of physiological support in terms of
getting better food, drink and shelter. Work is undertaken to gain the financial
means to improve the quality of physiological needs, and so their quality is
implicitly dependent upon one’s employment and pay status!4. Security of
employment is also a significant factor in fulfilling these basic needs so one can
ensure financial provision can continue and needs will be met. Motivation. will
again differ according to the level at which these needs can be met and so the
amount of finances rewarded for work behaviour should be considered when

examining the relevance of Maslow's hierarchy in today’s climate.

Very little work has been conducted into the work motivation of low-waged
workers that does not centre upon the pay issue. Even less research has been
conducted into such a specific group as ancillary staff in the NHS. This research
has derived from the need to fill this gap as recognised by the author and
supported by the FM managers. The application of Maslow's model to these staff
in structuring the study of their motivation also adds to the theoretical field since
so much has previously focussed on professional and managerial position>s. The
nature of the public sector industry in which the sponsoring sample works will
now be considered for the environment and opportunities it creates for ancillary

staff to realise their motivation.

The NHS is one of Europe’s largest employers with a proportion of those employed
on low incomes. Work motivation research conducted in the NHS has v
predominantly looked at workers in clinical services, investigating the motivation

and usually stress levels of doctors, consultants and nurses (Brief et al, 1997;

14 This is not applicable to wealthy people who do not need to work to survive.
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Cooper, 1998). However, the complete restructuring of the NHS since the early
1980s and introducing the internal market, have placed increasing pressure on
non-clinical healthcare support services (Hwang et al, 1999, p. 293) so some
attention should be given to the impact of the changes on staff in these areas.
These pressures are reflected in the lowering of incomes of some of the already
lowest-paid NHS .staff by cutting working hours with a knock-on effect on job

security. Schofield (1996) illustrated this increase in insecurity suggesting that

“directly employed staff halved over the decade, primarily due to the
contracting-out process. Works staff reduced by 54%, ancillary by 52%
and maintenance by 39%. In 1984 these staff groups accounted for
22% of the total workforce but this figure reduced to 11% in 1994”

(p. 54). '

NHS staff who fall into this category of non-clinical support service ancillary staff
include domestics, porters and caitering staff. Some initiatives have been
introduced to address the growing concern for these workers of the effects of cost-
cutting with particular attention given to their morale, reflected in the abundance

of programmes of this nature.

Since April 2000 it has become compulsory for all Trusts to conduct annual staff
attitude surveys to monitor morale and motivation, including non-clinical staff
(Department of Health, 2000i). Spurgeon and Barwell (2002) report an overall
picture of staff morale in NHS acute and community Trusts in 2001 on 10
attitudinal scales included in their survey. For ancillary staff they found slightly
negative attitudes relating to recognition and independence, participation in
decision making and equitable reward structure; neutral attitudes with regard to
empowerment and creativity, health and safety and open communication; and
strong positive attitudes for their relationship with their manager, equality of
opportunity, work objectives and role clarity (p. 22-23). These results suggest
staff’s esteem is low, and initiatives should focus upon improving their
opportunities for recognition, independence and empowerment for example

through suggestion schemes and team working.

A selection of initiatives introduced in the NHS to address the motivation of its
staff with particular reference to ancillary staff will now be outlined. To adhere
with the cost-cutting regime of the public sector, the majority of the initiatives

introduced have been non-monetary. Consideration will be given to a number of
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national policies advocated by the NHS as well as those adopted by individual
Trusts, and will be examined for the environment they encourage to allow

employees the scope to recognise and meet motivational needs.
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NHS-wide Policies

Health At Work In The NHS

The Heélth Education Authority introduced a non-monetary initiative named
‘Health at Work in the NHS’ (HAWNHS) (1997) which was a long-term initiative to
ensure the NHS as an employer promotes healthy workplaces and thereby
contributes to the health and well-being of its employees. In this context, these
terms refer to mental health and mental well-being, including stress levels and job

satisfaction. The strategy states,

“The NHS employs nearly one million people and is highly dependent

on its employees, therefore their well-being should be a priority” (p. V).

Several suggestions are identified in the initiative for bettering the health of
workers, including more sensitive management styles for employees’ concerns,
communicating more openly with employees and providing higher quality
information to employees about the running of the hospital and the NHS. In terms
of the current investigation, keeping staff informed and encouraging their
involvement should develop a sense of belonging to the organisation and so appeal
to love and belongingness needs; and greater knowledge of the position of the
organisation should address the level of esteem staff have in their work positions. .
HAWNHS illustrates the recognition that the NHS has for the well-being of its
workers and the need to sustain and improve. The study, conducted as a catalyst
for the initiative, surveyed the opinions of 8,500 NHS staff from 14 out of over 400
NHS Trusts in the UK. With a response rate of 56%, questionnaire based
responses of randomly selected NHS employees were the foundation for the
initiative. HAWNHS policy appears to reflect quite valuable issues for NHS staff in
terms of their health in the workplace, however the survey data does not depict a
statistically representative sample of NHS workers across Trusts and so provides a
blinkered view. As a Government agent, the Health Education Authority should
have targeted more Trusts and their employees to ensure a wide variety of staff
groups were included. Unfortunately there is no evidence of the effect that the

initiative has had.
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Reducing Physical Threats

Efforts have also been made by the NHS to improve the second of Maslow's human
needs - safety. Increasingly healthcare workers, including ancillary staff, are
exposed to physical harm, for example,-on a regular basis portering staff deal with
violent patients and suffer physical injuries from lifting and handling patients and
furniture; and domestic staff are exposed to ihfectious diseases, biological agents
and sharpes or needlestick injuries. The HAWNHS (1997) research found that 29%
of ancillary staff were particularly concerned about the physical strain in their job,
29% were concerned about the air quality and 25% were concerned about the |
temperature in which they had to work (p. 30). These anxieties of staff with
working conditions can be addressed with the introduction of preparatory and
annual training in health and safety, lifting and handling. Through these training
programmes, the physical safety needs of staff will be addressed and consequently
should reduce sickness absence levels and their accompanying costs. According to
Maslow's theory, when this need is deprived it will dominate so staff will devote a
significant proportion of their time avoiding these dangers at the expense of time
spent on their work. In this sense therefore, the introduction of such initiatives

can be regarded as motivating NHS employees by addressing their safety needs.

Management Styles

Williams et al (1998) examined the management styles used in the NHS for their
effect on the physical health and psychological well being of the workforce and
their subsequent work motivation. Key work factors associated with ill health
included work overload and pressures, lack of participation in deéision-making
and control over work, unclear management and roles, and poor social support in‘
the work place (p. 21). In terms of Maslow's theory of human motivation, this
would demonstrate a deficiency in esteem needs, in staff’s relations with

managers, as little regard has been received from significant others.

The same study considered the association between management style and
sickness absence levels. 11l health causing absence has fundamental financial
implications for any organisation, and for the NHS this means the recruitment of
temporary replacement workers to maintain staffing levels, which is a costly

solution. Williams et al (1998) illustrates:
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“extrapolating estimates from individual studies to the current pay
scales and staffing in the NHS (England) suggests that the sickness
absence rates of 5% or more are costing the NHS over £700 million a

year” (p. 24).

In comparing styles of management and sickness absence levels across different
types of Trusts throughout the country, Williams et al found lower rates of

psychological disturbance amongst the workforce in Trusts characterised by

“smaller size, greater co-operation, better communication, more
performance monitoring, a stronger emphasis on training and allowing

staff more control and flexibility in their work” (p. 20).

Smaller sized organisations with greater c;o—operation should appeal to workers’
love and belongingness needs, according to Maslow's model, with their sense of
feeling part of the culture of the organisation and a team member. More
performance monitoring can sometimes be oppressive, but for those with a good
level of performance their esteem will potentially improve, which will be assisted
by better communication as this is the channel for contact with superiors. The
emphasis on training can also go towards achieving esteem needs in the
investment shown by the organisation in the worker, but could also appeal to self-

actualisation with the opportunity training provides for growth and develdpment. ’

Williams et al recommend improvements in two way communication to increase
staff involvement (addressing esteem/ love and belongingness needs); enhancing
teamworking and increasing control over work (addressing esteem/ love and
belongingness needs); evaluating work demands; and imprpving employment
security and working environments for NHS staff (addressing physiological and
safety needs) {p-13). This research is practical and the recommendations are
realistic. Responsibility for acting upon the recommendations falls upon
Government Ministers, whereas implementation remains with the Trust, Health
Authorities and General Practitioners. Advice borne out of the research for a
successful style of management in the NHS to reduce sickness absence, can be
characterised as a combination of both Theory Y and Z management that appeals

to the deficiency needs of the worker - safety, love & belongingness and esteem.

Management relations for staff in the NHS, as in all industries, are crucial to

worker motivation. Managers using the Theory Y and Theory Z styles of
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management have an increasingly open relationship with their employees, fostered
through having an 'open door' policy where employees are encouraged to make
suggestions, complaints and training requests. Staff appraisals are also a more
formal means by which this relationship is formalised. Usually, on an annual
basis, employers evaluate work performance alongside a number of criteria with
the employee regarding how satisfied they are in their job, where they feel
development is necessary, targets they have to work towards, and assistance the
employer can offer to achieve these needs. Appraisals also provide the opportunity
for employers to provide employees with feedback on their work behaviour, where
improvements can be made and good performance can be recognised. Through
these meetings employees are made aware of their contribution to the organisation
and where this contribution can be improved or made more efficient. In terms of
Maslow's theory these processes should address the esteem needs of the worker in
the regard they receive for their performance and the opportunity for suggestions,
as well as their love and belongingness needs as the manager shows an interest in

their development.
Teamwork

The NHS Plan (2000) set out a clear line of objectives for the service over the next
10 years, with one prime aim being to shape the service around the needs of the’
patient (p. 4). The journey that patients undertake was plotted, identifying all the
tasks encountered and diagnostic procedures and types of care delivered, and
from this the necessary skills, knowledge and qualifications needed of staff have
been considered. The aim is to reduce the ‘procession of faces’ that the patient
comes into contact with and to do this there is a need to create much smaller
integrated teams. Roles are determined by assessment of patient need (National
Workforce Taskforce, 2002). Although this has major implications for clinical
teams, non-clinical services should also meet this recommendation of
teamworking as their services have been fecognised in the NHS Plan to greatly

influence the patient’s experience (e.g. cleanliness, food).

Within teams, members have shared objectives in relation to their work; have to
interact with each other to achieve shared objectives; have more or less well
defined roles; have an organisational identity; and their performance.affects others
inside or outside the organisation (Borrill & West, 2002). In terms of Maslow's
theory, it is predicted that working in teams should impact on members’ love and

belongingness, as they promote co-operation and socialisation of the workforce.
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Some managers within individual NHS Trusts already use teamwork in non-
clinical ancillary workers, by dividing workers into small groups of 6-12 that are
managed by a team leader. The team leader, usually a hands-on ancillary worker,
and often a former member of \the group who has achieved promotion, is
responsible for the training, shift planning and general effectiveness of the team.
They become in essence self-managed work teams or autonomous work groups.
The team members report to the team leader and approach them with requests,
suggestions and for advice, and the team leaders report to the service managers
on a weekly basis. Teams are not only used for everyday working practices in non-
clinical services, but also to address particular issues. Working parties, quality
circles and steering groups are used, where a selection of ‘shop-floor’ ancillary
workers come together with Trust managers and senior managers to discuss
relevant issues facing the Trust, such as new uniforms or new modes of working
(Smith and Clark, 1999). The empowerment created for staff through team-based
ways of working should primarily appeal to their esteem needs as it signal.s' trust
and regard from a workers' superiors, and more dpportunity for recognition

through direct contact.

Of course, as with all initiatives, success is based not only on the style of
management, but also upon the individuals within the organisation. Elmuti (1997)
points out that not all employees are motivated in their work through |
empowerment; not all workers make good team players; some employees may fear
new management strategies, and some may simply be resistant to change (p. 236).
However the recommendations of the NHS Plan and the promotion of teamworking
in the HR in the NHS Plan consultation document, will undoubtedly increase the
use of teamworking throughout the NHS as the focus shifts towards meeting the

needs of the patients.
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Local/ Trust Policies

Other initiatives have been designed and introduced by individual NHS Trusts to
address the motivation of the support service workforce that are not adopted by all
Trusts. There now follows a selection of these local policies with consideration of

the needs they are designed to address.

- Management By Walking About

Non-monetary initiatives have also been presented at Trust-level. A questionnaire
survey administered by a Trust in 1995 of all staff, both clinical and non-clinical,
uncovered a general feeling of a lack of direction by the management and
ineffective methods for two-way communication (British Institute for Facilities
Management, 1998). According to Maslow's model this should cause a deficiency .
in either esteem or love and belongingness needs where the individual lacks
regard from others and does not feel part of or loved by the organisation due to
communication failure. In response to the questionnaire findings, the Trust
introduced Management by Walking About (MBWA). In this initiative Trust senior
managers would make scheduled and unscheduled visits to wards and other areas
of the Trust on a regular basis, in order to b.e seen as accessible and visible by the
staff. Several whiteboards were also put up around the Trust to address the issue
of two-way communication for both informal and formal communication. Through
Focus Group interviews in 1997 with nursing auxiliaries, derogatory feelings were
uncovered regarding the initiatives. Namely staff felt more controlled and spied on
with the MBWA and humiliated by the whiteboards. This had been interpreted by
workers as indicators of a low level of trust between themselves and their
employers, which stifled higher levels of motivation. Not all initiatives are
successful, but from the research the employers uncovered the problem and
eliminated one way in which to address this. Further consideration was then
needed in the Trust to address the love and belongingness and esteem needs of

employees through improvements in communication (p. 34).

Training Opportunities

Developments in working practices through the training of both clinical and non-
clinigal workers also address staff’s motivation, and are predicted to address

Maslow's love and belongingness, esteem and potentially the growth need - self-

Chapter 3 | Low wage workers
Page 87 | in the NHS



Evaluating the applicability of Maslow’s theory of m