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Getting people to do their best work, even

in trying circumstances, is one of managers’
most enduring and slippery challenges. In-
deed, deciphering what motivates us as human
beings is a centuries-old puzzle. Some of
history’s most influential thinkers about
human behavior—among them Aristotle,
Adam Smith, Sigmund Freud, and Abraham
Maslow—nhave struggled to understand its
nuances and have taught us a tremendous
amount about why people do the things

they do.

Such luminaries, however, didn’t have the
advantage of knowledge gleaned from modern
brain science. Their theories were based on
careful and educated investigation, to be sure,
but also exclusively on direct observation.
Imagine trying to infer how a car works by
examining its movements (starting, stopping,
accelerating, turning) without being able to
take apart the engine.

Fortunately, new cross-disciplinary research
in fields like neuroscience, biology, and evolu-
tionary psychology has allowed us to peek
under the hood, so to speak—to learn more
about the human brain. Our synthesis of the
research suggests that people are guided by
four basic emotional needs, or drives, that
are the product of our common evolutionary
heritage. As set out by Paul R. Lawrence and
Nitin Nohria in their 2002 book Driven: How
Human Nature Shapes Our Choices, they are
the drives to acquire (obtain scarce goods,
including intangibles such as social status);
bond (form connections with individuals and
groups); comprehend (satisfy our curiosity and
master the world around us); and defend
(protect against external threats and promote
justice). These drives underlie everything

we do.

Managers attempting to boost motivation
should take note. It’s hard to argue with

the accepted wisdom—backed by empirical
evidence—that a motivated workforce means
better corporate performance. But what ac-
tions, precisely, can managers take to satisfy
the four drives and, thereby, increase their
employees’ overall motivation?

We recently completed two major studies
aimed at answering that question. In one,

MoTuBanusi COTPYIHUKOB

HoBas gelicTBeHHasi MOJ€eJIb
om Humun Hopus, bopuc I'poiicoepz u
Jlunoa Enunz-Jlu

3acTaBUTh paOOTHUKOB HAMIYUIIUM 00pa3oM
BBITIONHSTH CBOIO pa0OTy, AaKe B CIIOKHBIX
YCIIOBUSIX, SIBJISIETCS OJTHOW M3 BEYHBIX U JOBOJIBHO
CKOJI3KUX MPOOJIEM ATl PYKOBOIUTEICH.
JeiicTBUTENBHO, ONpE/IeNIeHUE TOTO, YTO HAMH
JIBIDKET, KaK JIFOJJbMH, TIPH BHITIOJIHEHUH TOTO/
WHOTO BHJIA JICSATEIBHOCTH, COCTaBIISICT
MHOTOBEKOBYIO 3arajiky. HekoTopble U3 caMbIx
BIUATENHHBIX B HCTOPUHU MBICIUTENEH TIO
BOIIPOCaM ITOBEICHUS YeJI0BEKa, CPEIN HUX
Apucrotens, Anam Cmut, 3urmysn Opeiin u
ABpaam Macnoy, NbITaJIUCh MOHATh €r0 HIOAHCHI U
OCTaBWJIM HaM OTPOMHBIN KOJMYECTBO TPYIOB O
MPUYMHAX COBEPLICHUS JIIOJbMHU TEX/MHBIX
MTOCTYIIKOB.

OTu cBeTHIIAa HAyKW M HCTOPUH, OJTHAKO, HE
o0Jafgany NpeuMylIecTBaMU 3HAaHUH COBPEMEHHBIX
HayK. VX Teopuu, 11st OombIiel yBepeHHOCTH,
OBLTH OCHOBAHBI Ha TIIATEIFHBIX 1 000CHOBAaHHBIX
WICCIIEIOBAHUAX, HO YaIlle BCETro, Ha MPSIMBIX
Habmronenusx. [IpencraBere cebe MONBITKY
MOHSITh, KaK aBTOMOOWIIb pabOTaeT, u3y4vas ero
IBIKEHHUS (3aIyCK, OCTaHOBKY, YCKOPEHHE,
[IOBOPOT), HO MPH 3TOM HE UMEsI BO3MOYKHOCTH
pa3o0paTh caM JBUraTelb.

K cuacTtbro, HOBBIE MEKIVCIUTUTHHAPHBIE
WCCIIEIOBAHNSA B TAKUX 00JIaCTAX, KaK HEBPOJIOTHS,
OMOJIOTHSI U 3BOJIIOLMOHHAS ICUXOJIOT U
ITO3BOJIMIIA HaM 3arJITHYTh, TaK CKa3aTh, MO
KaroT, /U1 OOJBIIEro MIOHUMAaHHSI CO3HAHMS
yenoBeka. Hair cuHTe3 uccnenoBaHuil mokas3bIBaeT,
YTO JIIOAN OPHEHTHPYIOTCS Ha YETHIPE OCHOBHBIC
SMOIUOHAITBEHBIE TOTPEOHOCTH, MITH TBUXKYIIIUX
CHJIBI, KOTOPBIE SABJISAIOTCS MPOIYKTOM HAlllero
o011ero 3BOIIOIMOHHOTO Hacieaus. Kak
nocta”HoBwiu [lon P. Jloypenc u Hutun Hopus B
kHUre «JIBrmxynie cuibl: Kak yenopeueckas
npupoaa omnpeenser Ham Beioop» (2002 r.): aTo
JBUTATENH MPHOOpeTeHns (TIoTydYeHrne
NeUIUTHBIX TOBAPOB, B TOM YHCIIC
HEMaTepUAIbHBIX aKTUBOB, TAKUX, KaK
COLIMANBHBIN cTaTyc); (B3auMo)cBsizel (popma
CBSI3H C OTACIHFHBIMU JINLIAMH U TPYTITIAMH);
MMOHMMaHUA (yAOBJIETBOPEHHE HAILIETO
JTr00O0MBITCTBA U YIIPAaBICHUE MUPOM BOKPYT Hac);
Y 3alIUTHI (3al1UTa OT BHENIHUX YTPO3 H
COJIEHICTBHE MTPABOCYINIO0). DTH ABMKYIIHAE CHIIBI
JIe)KaT B OCHOBE BCETO, YTO MBI JIETaEM.
PykoBomuTensiM, KOTOpEIE MBITAIOTCS TTOBBICUTH
MOTHBAIIMIO, CIIEAYEeT MPUHSITH K CBEICHUIO
cnenymomee. TpyJHO CIIOPUTH C MPU3HAHHON




we surveyed 385 employees of two global
businesses—a financial services giant and a
leading IT services firm. In the other, we
surveyed employees from 300 Fortune 500
companies. To define overall motivation, we
focused on four commonly measured work-
place indicators of it: engagement, satisfac-
tion, commitment, and intention to quit.
Engagement represents the energy, effort,

and initiative employees bring to their jobs.
Satisfaction reflects the extent to which they
feel that the company meets their expecta-
tions at work and satisfies its implicit and
explicit contracts with them. Commitment
captures the extent to which employees en-
gage in corporate citizenship. Intention to

quit is the best proxy for employee turnover.
Both studies showed, strikingly, that an
organization’s ability to meet the four funda-
mental drives explains, on average, about 60%
of employees’ variance on motivational indi-
cators (previous models have explained about
30%). We also found that certain drives influ-
ence some motivational indicators more than
others. Fulfilling the drive to bond has the
greatest effect on employee commitment,

for example, whereas meeting the drive to
comprehend is most closely linked with em-
ployee engagement. But a company can best
improve overall motivational scores by satisfy-
ing all four drives in concert. The whole is
more than the sum of its parts; a poor show-
ing on one drive substantially diminishes the
impact of high scores on the other three.

When it comes to practical implications for
managers, the consequences of neglecting

any particular drive are clear. Bob Nardelli’s
lackluster performance at Home Depot, for
instance, can be explained in part by his relent-
less focus on the drive to acquire at the ex-
pense of other drives. By emphasizing individ-
ual and store performance, he squelched the
spirit of camaraderie among employees (their
drive to bond) and their dedication to tech-
nical expertise (a manifestation of the need to
comprehend and do meaningful work). He
also created, as widely reported, a hostile envi-
ronment that interfered with the drive to de-
fend: Employees no longer felt they were being
treated justly. When Nardelli left the company,
Home Depot’s stock price was essentially no
better than when he had arrived six years earlier.
Meanwhile Lowe’s, a direct competitor,
gained ground by taking a holistic approach to
satisfying employees’ emotional needs through
its reward system, culture, management sys-
tems, and design of jobs.

MYAPOCTHIO, TIOJ/IEP)KABAEMOH SMITUPUIECKIMHI
JI0Ka3aTeJIbCTBAMH, YTO MOTUBHUPOBaHHAs paboyas
CHWJIa TIOJJPa3yMeBaeT OOJIBIIYI0 KOPIIOPATUBHYIO
a¢dexkTrBHOCTH. HO Kakme nMeHHO AeicTBUS
JOJDKHBI TIPEANIPUHATD PYKOBOIUTENH JIJIS
YJOBJICTBOPEHUS BCEX YETHIPEX JIBUKYIIUX CHII U,
TaKUM 00Pa30M, IIOBBICHTH OOIIYIO0 MOTHBAITUIO
pabOTHHUKOB?

HenaBHO MBI 3aBEpIINIHN JBa KPYITHBIX
WCCIICJIOBaHUS, HAITPABJICHHBIX HA PEIICHUC
JAHHOTO BoIpoca. B ogHOM U3 ncciaenoBaHui Mbl
ornpocuiu 385 COTPYTHUKOB IBYX TII00ATHHBIX
Ou3HEC-CTPYKTYp — nujiepa B chepe GUHAHCOBBIX
YCIyT U Benylyto komnanuo AiuTu-ycnyr. B
JIpyTroM HcciieloBaHuK MBI onpocuiu 300
cOTpyaHHUKOB 13 500 KOMIMaHMA U3 CIHCKA
x)ypHana Fortune. YtoOs! onpenenuts 00MIyIo
MOTHBAIINIO, MBI CKOHIICHTPHUPOBAJIHACH Ha €¢
YeThIpeX HanboJsIee YacTo U3MepsieMbIX paboTOM
WHMKAaTOpax paboyero Mecra: yBICUEHHOCTD,
VIOBJIETBOPEHNUE, IPUBEPIKESHHOCTh K HAMEPEHUHU
OpOCHTb. YBIEUEHHOCTh MOPa3yMeBaeT SHEPTHIO,
YCHJIUSL M UHUITUATUBY, KOTOPBIE COTPYIHUKH
MIPUBHOCAT B PaOOYHiA TPOIECC. YIOBIETBOPEHHE
OTpa)kaeT CTEIeHb, B KOTOPOH OHHM YyBCTBYIOT, UTO
KOMITAaHHSI OTBEYACT UX OXKUIAAHUIM U
VIAOBIETBOPSIET CKPBITHIC U SIBHBIE 00sI3aTEIBCTBA C
HUMU. [[pUBEpKEHHOCTH OTPaXKaeT CTENeHb
y4acTusi paOOTHUKOB B KOPIIOPATUBHOU KYJIBType
komIianuu. HamepeHnue Opocuth — JTydiunit
[MOKa3aTeb TeKY4eCTH KapoB.

O0a uccaeaoBaHus [MOKa3aad, YTO CIIOCOOHOCTh
OpTraHU3aIUHU YIOBJICTBOPSATH YEThIPE
(hyHIaMeHTabHbIE IBIDKYIIINE CHIIBI OOBSICHSET, B
cpenaem, okono 60% pa3nudauii COTPyIHUKOB B
OTHOIIICHUY MOTHBAIIMOHHBIX HHINKATOPOB
(npenpayIIMe MOACTU OOBSCHSIIH OKOJIO

30%). MBI Takke 0OHAPYKUIIU, YTO HEKOTOPBIC
JIBHOKYIIME CHIIBI BITUSIOT HAa KaKue-JIn0o u3
MOTHBAIlMOHHBIX TIOKa3arenel oonee, 4eM

npyrue. Peanmuzarus nBuraress cBS3u UMeeT
HauOoJbIIee BIUSHIE HA IPUBEPKEHHOCTD
PabOTHHMKORB B TO BpEeMs Kak, HaIpuMep,
peanu3anus JBUTATeINss TOHUMaHUs Hanboee
TECHO CBSI3aHA C YBJICUEHHOCTHIO paboTHUKa. Ho
KOMITAHHUSI MOXKET JIYUIIIe BCETO MOBBICHTh OOIIIYIO
MOTHBAIMOHHYIO TAPTHUTYPY, YAOBICTBOPSIS BCE
4eThIpe ABUraTelsi coeMecTHo. Llemnoe - Gompie,
YeM CyMMa €ro 4acTel; Iioxas peaju3aliis OIHOTO
U3 JBUTATEINICH OKa3bIBACT CYIIECTBEHHOE BIUSIHUE
Ha UMEFOIIUICS BBICOKUI 0alT 0 OCTaIbHBIM
TpeM.

Kormga nmeno moxoaut 10 pe3ynbTaToB Ha IPAKTHKE,
MIOCIIEICTBUS TPEHEOPEKCHHS PYKOBOAUTEIISIMH
KaKoT0-THO0 KOHKPETHOTO JIBUTATENS SIBISIOTCS
oueBunHbIMU. Oncannas Po6eptom Hapaemmu B

Home Depot (*aMepMKchxa;{ TOProBasi CETh, ABJIAIOMIASCS




An organization as a whole clearly has to
attend to the four fundamental emotional
drives, but so must individual managers. They
may be restricted by organizational norms,
but employees are clever enough to know
that their immediate superiors have some
wiggle room. In fact, our research shows that
individual managers influence overall motiva-
tion as much as any organizational policy
does. In this article we’ll look more closely at
the drivers of employee motivation, the levers
managers can pull to address them, and the
“local” strategies that can boost motivation
despite organizational constraints.

The Four Drives That Underlie
Motivation

Because the four drives are hardwired into our
brains, the degree to which they are satisfied
directly affects our emotions and, by exten-
sion, our behavior. Let’s look at how each

one operates.

KpYHHEHIIeH Ha IJIaHeTe 10 NPOojaXe MHCTPYMEHTOB JIsl PEMOHTA U
CTpoﬁMaTepMaHOB) jioxas nmpou3BOAUTCIILBHOCTL TpyJda,
HaInpuMep, MOKET ObITh YACTUIHO
UHTEPIPETUPOBAHA €T0 HEYCTAHHBIM BHUMAHHEM K
JIBUTATEINIO PUOOPETEHUS, HE IPUHUMAS BO
BHUMAaHUE JIPYTHE JBIKYIIAE CHIIbL. AKIIEHTHPY S
BHUMAaHVE Ha WHIUBUTYJIGHOH M 00IIIeH
MIPOU3BOAUTEIBLHOCTH, OH MOJABUI IyX
TOBApUIIIECTBA CPEN COTPYAHUKOB (MX JIBUTaTEIh
CBSI3M) M UX MPETaHHOCTh TEXHUIECKOH
aKkcrepTu3e (MposiBIeHHE TOTPEOHOCTH TOCTUTaTh
U BBIIIOJIHATE 3HAYMMYI0 padoty). OH Takxke
€03/1aJ1, IT0 MacCOBBIM COOOIICHHUSM, BPKACOHYIO
OKPY’KaIOIIyI0 Cpeay, KOTopasi KOHKYpPHpOBaJia C
JIBUTATEJIEM 3alUTHI: COTPYAHUKH OOJIbIIE HE
YyBCTBOBAJIM, YTO K HUIM OTHOCHJIHCH CO
cripaBennimBocThio. Korna Hapaennu nokunyn
KoMMaHwuio, Kypc akunii Home Depot 6511 HE
MHOTHUM BBIIIE TOTO, KOT/Ia OH IpHUeXall CIo/1a
mecTh JeT Hazaa. Mexny tem Jloy, ero npsimoit
KOHKYPEHT, JOCTUT yCIeXa ITyTeM MPHHSITUS
KOMIUIEKCHOTO TIOIX0/1a JJIsl YIOBJICTBOPCHHUSI
SMOIMOHAIBHBIX MMOTPEOHOCTEN PaOOTHUKOB Yepes
CUCTEMBI BO3HArPaXICHUs, KOPIIOPATHBHYIO
KYJbTYPY, CUCTEMbI YIIPABJICHUS U IJIAHUPOBAHUE
paboThI.

OpraHu3aIy B [eJI0OM JI0JDKHA YAETATh BHUMaHNE
BCEM YETBIPEM OCHOBHBIM SMOIIMOHAIBLHBIM
JIBUTATENSIM, KaK U KaX/Iblil PyKOBOAMUTENb B
OTJIENIEHOCTH. J[BUTaTeNT MOTYT CIIEP>KUBATHCS
HEKOTOPBIMH HOPMaMH U MPaBUJIaAMHU OPTraHU3aI|H,
HO COTPYIHUKHU JOCTATOYHO YMHBI, YTOOBI
[MOHUMATh, YTO y UX HETIOCPEACTBEHHBIX
HaYaJIbHUKOB €CTh HEKOTOPOE MPOCTPAHCTBO IS
MaHeBpa. Ha camoM fierne, Halm nccieoBaHue
MTOKA3bIBACT, YTO OT/ACIbHBIE PYKOBOTUTEIU
00J1a7af0T TAKUM K€ BIIMSTHIEM Ha OOIITYIO
MOTHBAIIHIO, KaK ITOJINTUKA OPTaHU3aI[UH B 1IEJIOM.
B aT0ii cTatbe MBI paccMOTpUM OoJiee TIOJPOOHO
JBYOKYIIME CUIIBI MOTHBAIIMH COTPY/THUKOB,
phIYary, mpy IMOMOIIH KOTOPBIX PYKOBOIUTEIN
MOTYT BO3JICHICTBOBATh HAa HUX, U

«MECTHBIC» CTPATETHH, KOTOPbIE MOT'YT TIOBBICHTH
MOTHBAIIHIO, HECMOTPS Ha OPTaHU3aIMOHHbIE
TPYJAHOCTH.

YeTpIpe ABUTATEJIS, JIEKALINE B OCHOBE
MOTHBALMH

ITockoJibKy BCE YETBIPE IBUTATEISI )KECTKO
BMOHTHPOBAHBI B HAIll MO3T, CTENIEHB, B KOTOPOI1
OHH YJOBJIETBOPEHBI, HEOCPEIACTBEHHO BIUAET Ha
HaIlTi SMOIINY H, B 60JIee MUPOKOM CMEICIIE, Ha
Hare oBenenue. Jlapaiite paccMOTpuM, Kak
paboTaeT KaXKIblid U3 HUX 10 OTAEIBEHOCTH.




1. The drive to acquire. We are all driven to
acquire scarce goods that bolster our sense of
well-being. We experience delight when this
drive is fulfilled, discontentment when it is
thwarted. This phenomenon applies not only
to physical goods like food, clothing, housing,
and money, but also to experiences like travel
and entertainment—not to mention events
that improve social status, such as being pro-
moted and getting a corner office or a place on
the corporate board. The drive to acquire
tends to be relative (we always compare what
we have with what others possess) and insatia-
ble (we always want more). That explains why
people always care not just about their own
compensation packages but about others’ as
well. It also illuminates why salary caps are
hard to impose.

2. The drive to bond. Many animals bond
with their parents, kinship group, or tribe, but
only humans extend that connection to larger
collectives such as organizations, associations,
and nations. The drive to bond, when met, is
associated with strong positive emaotions like
love and caring and, when not, with negative
ones like loneliness and anomie. At work,
the drive to bond accounts for the enormous
boost in motivation when employees feel
proud of belonging to the organization and
for their loss of morale when the institution
betrays them. It also explains why employees
find it hard to break out of divisional or func-
tional silos: People become attached to their
closest cohorts. But it’s true that the ability to
form attachments to larger collectives some-
times leads employees to care more about the
organization than about their local group
within it.

3. The drive to comprehend. We want very
much to make sense of the world around us, to
produce theories and accounts—scientific, re-
ligious, and cultural—that make events com-
prehensible and suggest reasonable actions
and responses. We are frustrated when things
seem senseless, and we are invigorated, typi-

1. IBuraTesn» npuodpereHusi. MuI Bce
HaIleJICHBI Ha TIpUoOpeTeHne AeUITUTHBIX
TOBApPOB, YCHIUBAIOIIHMX HAIIE YyBCTBO
Onmarononyuusi. Mbl HCIIBITBIBAEM PaIOCTh, KOTIa
3TOT ABHUTATENh pabOTaeT, U HETOBOILCTBO, KOTA
OH He cpabaThiBacT. JTO SBICHUE KacaeTCs HE
TONEKO (PU3NYECKUX TOBAPOB, TAKUX, KaK
MIPOJYKTHI IIUTAHUS, O/ICKAA, YKUITUIIE U IeHBTH,
HO Y TaKUX SBJICHHUH, KaK MyTEIICCTBUSA U
pa3BIeUCHUs, HE TOBOPS yKE O COOBITHSX,
KOTOpBIE TIOBBITIAIOT HAIIl CONMAIBHBIN CTaTyC —
MIPOJIBIDKEHUE TI0 CITY>KEOHOH JISCTHUIIE U
noJry4eHue coOCTBEHHOTO KabuHeTa B oduce nin
ITOYETHOT'O MECTA Ha KOPIIOPATUBHOM JIOCKE.
CrpemiieHe K MPUOOPETEHHIO SIBISIETCS
OTHOCHTEJIbHBIM (MBI BCET/Ia CPABHUBAEM TO, YTO
€CTh y HaC C TeM, YTO UMEIOT JIPYTHUE) U
HEHACHITHBIM (MBI BCETJIa XOTHUM OO0JIbIIIe). ITO
0OBSCHSET TO, TOYEMY JIFO/IM BCET/a 3a00TATCS HE
TOJILKO O CBOMX COOCTBEHHBIX KOMIICHCAIUOHHBIX
MakeTax, HO TaKXkKe U 0 KOMIIEHCAIUAX IPYTHX. DTO
TaKXKe SIBJICTCS IPUIMHOM TOTO, TOYEMY TaK
CJIOKHO YCTaHOBUTh IPAHMIIbI 3apa00THOM TUIATHI.

2. JIBurartejib cBsI3M. MHOTHE )KUBOTHBIC
MTOIIEPKUBAIOT CBSI3b CO CBOMMH POAMUTEISIMH,
POACTBEHHBIMH IPYTIIaMH WM TJIEMEHAMH, HO
TOJIBKO JIFOJM PacUIMPHIIN JaHHBIE CBsI3U 110 Oosee
KPYITHBIX KOJUIEKTUBOB, TAKMX KaK OpraHu3aliH,
accolMaliy, ¥ HApOIbl. J[BUTaTENh CBSI3H, KOTAA
BCTPEYACTCSI, SIBISCTCS CBA3aHHBIM C TAKUMU
CHJIBHBIMH [OJIOKHUTEJIEHBIMHU SMOLIUSIMH, KaK
M000BB 1 3a00Ta, a KOrJa OH OTCYTCTBYET, TO
HUMEIOT MECTO TaKHE OTPHLATENBHBIC SMOLIUH, KaK
oIuHO4YECTBO U aHOMUsl. Ha pabore, nBurarens
CBSI3U BEJIET WJIM K MOBBIIIEHHONH MOTHBAIIH,
KOTJ]a COTPYAHUKH YyBCTBYIOT TOPJOCTH, padoTast
Ha JJAaHHYIO OpraHU3aLHIo, WK, HA000POT, K
CHIDKEHHUIO O0EBOT0 JTyXa, KOT/Ia OpraHn3anys He
OTIPaBBIBACT HA/ICK] COTPYTHUKOB. DTO TAKXKE
00BsICHSET, TOYeMy PaOOTHUKAM TPYTHO
BBIPBAThCA U3 aIMHUHUCTPATUBHBIX WIH
(DyHKIIMOHANBHBIX «OYHKEPOB»: JTIOASIM
CBOWCTBEHHO MPUBA3BIBATHCS K KOJUIEKTHBY. Ho
IIPaBIOH SIBISIETCA U TO, YTO IPU HOPMUPOBAHUN
0o0J1ee KPYIMHOTO KOJUIEKTHBA COTPYIHUKHU
HAYWHAIOT OOJIbIIe 32a00THTHCS 00 OpraHU3aluH B
LIEJIOM, HEXEII O CBOeH He(hOpMaIbHOM
IPYNITUPOBKE BHYTPH OPTaHU3AIINH.

3. IBurare,ib mnoHEMAaHus1. MBI O4eHB
XOTHM TTIOHUMATh OKPYKaIOITHil HaC MHP,
BEIJIBUTATh TEOPUH U TIPOU3BOJIUTEH PACUETHI -
Hay4HbIE, PETUTHO3HbBIE U KYJIbTYPHBIE, KOTOPHIC
TTOMOTAIOT ITOCTUTATh MTPOUCXOISIINE COOBITHS U
MpeUIaraloT pa3yMHbIe JEHCTBUS U OTBETHI. MBI
pa3oyapoBEIBaEMCs, KOT/1a HE MOXKEM MOHSTh




cally, by the challenge of working out answers.
In the workplace, the drive to comprehend
accounts for the desire to make a meaningful
contribution. Employees are motivated by
jobs that challenge them and enable them to
grow and learn, and they are demoralized by
those that seem to be monotonous or to lead

to a dead end. Talented employees who feel
trapped often leave their companies to find
new challenges elsewhere.

4. The drive to defend. We all naturally de-
fend ourselves, our property and accomplish-
ments, our family and friends, and our ideas
and beliefs against external threats. This drive
is rooted in the basic fight-or-flight response
common to most animals. In humans, it mani-
fests itself not just as aggressive or defensive
behavior, but also as a quest to create institu-
tions that promote justice, that have clear
goals and intentions, and that allow people to
express their ideas and opinions. Fulfilling the
drive to defend leads to feelings of security
and confidence; not fulfilling it produces
strong negative emotions like fear and resent-
ment. The drive to defend tells us a lot about
people’s resistance to change; it’s one reason
employees can be devastated by the prospect
of a merger or acquisition—an especially sig-
nificant change—even if the deal represents
the only hope for an organization’s survival.
So, for example, one day you might be told
you’re a high performer and indispensable to
the company’s success, and the next that you
may be let go owing to a restructuring—a
direct challenge, in its capriciousness, to your
drive to defend. Little wonder that headhunters so
frequently target employees during

such transitions, when they know that people
feel vulnerable and at the mercy of managers
who seem to be making arbitrary personnel
decisions.

Each of the four drives we have described is
independent; they cannot be ordered hierar-
chically or substituted one for another. You
can’t just pay your employees a lot and hope
they’ll feel enthusiastic about their work in
an organization where bonding is not fos-
tered, or work seems meaningless, or people
feel defenseless. Nor is it enough to help
people bond as a tight-knit team when they
are underpaid or toiling away at deathly
boring jobs. You can certainly get people to

CMBICJI IIPOUCXOAIIETO, U aKTUBU3UPYEMCS,
HaXo0/1s OTBETHI Ha HHTEPECYIOIHE HAC BOMIPOCHI.
Ha pabouem mecte, nBUTaTENh MOHUMAHHS
HaXOIUTCA B MPSIMOM 3aBUCUMOCTH OT JKEJIaHUs
BHECTH 3HAYUTEIIbHBIN BKIIAJ B pa3BUTHE
opranuzanuu. PaboTHHKOB MOTHBHpYET Ta padora,
KOTOpasi OpocaeT UM BBI30B, CO3AACT YCIOBUS AJIS
HX POCTa U Pa3BUTHUS, U PAOOTHUKH AECTPAAUPYIOT
OT MOHOTOHHBIX WJIM BEIYIINX B TYIHK
oOs3aHHOCTEH. TanaHTauBbIe PaOOTHUKH, KaK
TOJIbKO HAYMHAIOT YyBCTBOBATH JIOBYIIKH
oJIOOHOTO poJia, TOKUAAIOT IaHHEIE paboure
MecCTa B MOMCKaX HOBBIX, OTKPHIBAIOIINX OOJIbIINE
BO3MOXHOCTH.

4. IBurarenb 3alIUTHI. MBI OT IPUPOIBI
MOCTOSIHHO 3a00THMCS O caMuXx ce0e, CBoeM
HMYUIECTBE U PaboTe, CEMbE U APY3bsX, HAIINX
UJIeSX U YOKICHUSIX OTHOCHTEIEHO
CYLECTBYIOIMX BHEIIHUX YIpo3. DTOT IBUTATENb
OepeT cBoe Havallo OT OCHOB OOPHOBI MK OErcTBa,
SIBJISIFOIIIAXCST OOIIMMM 151 OOJIBIITMHCTBA
JKUBOTHBIX. Y U€JI0BEKa 3TO HE TOJIbKO IPOSBICHUE
arpecCMBHOTO MM 00OPOHUTENBHOTO MOBEACHUS,
HO H CTPEMIJICHHS CO3/1aBaTh YUPEKACHUA, KOTOPBIE
COJICHCTBYIOT IIPOSIBIICHUSIM CIIPABEIIIMBOCTH,
KOTOPbIE UMEIOT YETKUE LIEJIM U HAMEPEHUS], U
KOTOpPBIE TO3BOJISIOT JIFOSM BBIPaKaTh CBOU UJIEH
1 MHEHUS. BBINIOJIHEHNE ABUTATEIEM 3aIUThI
cBOUX (D)YHKIUH MPUBOAUT K YyBCTBY
0€3011aCHOCTH U JOBEPHSl; HEBBIIIOJHEHNE BEJET K
MOSIBJICHUIO TAKUX CHJIBHBIX OTPHUIATEIBHBIX
SMOLIMM, KaK CTpax ¥ BO3MYILIEHUE. J[BUTraTelb
3aLUTHl TOBOPUT HaM MHOTO€ O CONPOTHUBICHUH
JI0ACH N3MEHEHUIM; 3TO OJHA U3 IPUYHH, O
KOTOPOM COTPYTHUKH MOTYT OBITh MOTHOCTHIO
YHUYTOXEHBI IEPCIIEKTUBOM CIIUSHMS KOMIIaHUI
WM IPUOOPETEHUS] — U YTO OCOOEHHO BaXKHO -
JlaXKe eClI JaHHAsl CHIETIKa SBIIAETCA €AUHCTBEHHOMN
BO3MOKHOCTBIO JJIsI KOMIIAHUY BBIKUTH. TakK,
HampuMep, cHavyasa BaM OyAyT FOBOPHUTD, UTO BB
SIBJIACTECH IPEKPACHBIM HCIIOJIHUTEIEM H
HEOOXOMMBI 17151 YCIEIIHOW NesITeTbHOCTH
KOMIIaHHH, @ 3aTEM BaC MOTYT CIIOKOHHO
OTITyCTHTB BCJIEICTBUE PECTPYKTYpPH3ALNN —
MpAMOM BBI30B, BO BCEM €ro Kanpu3HOCTH, BallleMy
JIBUTATEIIO 3alUThl. HeyuBUTENBHO, UTO
PEKpYTEPBI YaCTO MIMEHHO B TaKOW CUTyalluu
HaMe4aroT NOTEHIMAIbHBIX COMCKATENEH, 3Has!, 4TO
Takue pabOTHUKH YyBCTBYIOT ceOsl YSI3BUMBIMH U
HaxOJATCs BO BIACTH MEHEIKEPOB, KOTOPBIE,
Ka)KeTCs, IPUHUMAIOT COBEPIIEHHO MPOU3BOIBHOE
peuieHue.

Kaxnaplil U3 ueTsIpex ONMUCaHHBIX HAMU JIBUTaTeNen
SBJISIETCS] A0CONIOTHO HE3aBUCUMBIM, OHHU HE MOT'YT
OBITh 3aKa3aHbl HEPAPXUUECKHU HITH 3aMEILEHbI
OJIUH ApyruM. Bel HE MOXeTe MPOCTO IIATUTH




work under such circumstances—they may
need the money or have no other current
prospects—but you won’t get the most out of
them, and you risk losing them altogether
when a better deal comes along. To fully
motivate your employees, you must address
all four drives.

The Organizational Levers of
Motivation

Although fulfilling all four of employees’ basic
emotional drives is essential for any company,
our research suggests that each drive is best
met by a distinct organizational lever.

The reward system. The drive to acquire is
most easily satisfied by an organization’s re-
ward system—how effectively it discriminates
between good and poor performers, ties re-
wards to performance, and gives the best
people opportunities for advancement. When
the Royal Bank of Scotland acquired NatWest,
it inherited a company in which the reward
system was dominated by politics, status, and
employee tenure. RBS introduced a new
system that held managers responsible for
specific goals and rewarded good performance
over average performance. Former NatWest
employees embraced their new company—

to an unusual extent in the aftermath of an
acquisition—in part because the reward
system was tough but recognized individual
achievement.

Sonoco, a manufacturer of packaging for
industrial and consumer goods, transformed
itself in part by making a concerted effort to
better meet the drive to acquire—that is, by
establishing very clear links between perfor-
mance and rewards. Historically, the company
had set high business-performance targets,

but incentives had done little to reward the
achievement of them. In 1995, under Cynthia

BaImuM paOOTHHKAM 3a TPYI U JKIaTh OT HUX
JHTY3HMa3Ma B OTHOIICHHH CBOCH pabOThI, TEM
0oJiee B OpraHU3alvy, I7Ie HE MPEyCMOTPEHBI
KOJUIEKTUBHBIE MTPUBI3aHHOCTH, WK paboTa caMa
o cede KakeTcss 0€CCMBICIIEHHOM, NN
COTPYIHHUKH YyBCTBYIOT ce€0sl O€33aIUTHRIMU.
Taxoke SBISETCS HEMOCTATOYHBIM HAIPABIISATH CBOU
ycunwst Ha (popMHpOBaHUE CIUIOYCHHON KOMAaHIbI
COTPYAHHKOB B TO BpEMs, KOTZIa UM
HEIOIUTAYMBAIOT WIIK OHU HAJIPBIBAIOTCS HA
CMEPTENFHO CKYyYHBIX pabodnx MecTax. MoxHO,
KOHEYHO, 3aCTaBUTh JItOIeH paboTaTh U B TAKUX
YCIIOBHSIX - OHM MOTYT HYXK/JaThCsl B JICHbraxX WA
HE UMETh Ha 3TOT MOMEHT JIPYTHX MEPCIEKTUB, HO
BBI He OyzeTe MmorydaTh MaKCHMAaJIbHYIO OTady OT
HUX U PUCKy€eTe TOTePATh UX BOOOIIE, KOT/Ia UM
BIPYT NPEACTABUTCS JIyUIlias IIEPCIICKTHBA B
npyrom Mecte. UToOBI B MOTHOM Mepe
MOTHUBHPOBATH BalllUX COTPYAHHUKOB, BbI JOJIKHBI
paboTarh B OTHOIIICHUH BCEX YETHIPEX JIBUIKYIIIHX
CHIL

OpraHu3anMoHHbIe PbIYATH MOTHBALMU

XoTs cienoBaHe BCEM YETHIPEM OCHOBHBIM
SMONMOHAIBHBIM ABUTATENSIM PAOOTHUKOB UMEET
Ba)XHOE 3HAYEHHUE JIJIs II000W OpraHM3alny, Hallle
WCCIICIOBAHUE TIOJIAraeT, YTO KaxIbIi TBUTATENb
Jyd4IIie BCTPedaTh Pa3InIHBIMU
OpraHU3alMOHHBIMY phIYaramMu.

CucreMbl BO3Harpa:kaenus. J[Burarenn
puoOpeTeHN HanboJIee JIETKO pean3yeM Mpu
MIOMOIIIA CUCTEMBI BOZHATPAXKICHUS B
OpTraHM3alH - HACKOJIBKO 3(P(HEKTUBHO OHA
MTO3BOJISIET MPOBECTH PAZIUIHE MEXKITY OTINIHBIM
1 HCYJOBJICTBOPUTCIIBHBIM PE3YJILTaTOM pa6OTI)I u
JIaeT JTy4IIUM pabOTHUKAM BO3MOXKHOCTH IS
npoasmwxkenus. Koraa KoponeBckuii 6ank
[HoTnanmuu mpuobpen NatWest, on yHaciemoBal
KOMITaHHIO, B KOTOPOM CHCTEMa BO3HATPAKICHUS
KOHTPOJINPOBAJIACh MOJUTHISCKUMU
yOEXIEHUAMH, CTaTyCOM COTPYAHUKA U CPOKOM
HpCGBIBaHI/IH €ro B 10JIDKHOCTH. bank mpeaAcCTaBUI
HOBYIO CHCTEMY, B KOTOPOI PYKOBOIUTEIH
SBIISUTHCH OTBETCTBEHHBIMHU 32 KOHKPETHBIE TIeITH, ’
BO3HArPAXKIECHUE 32 XOPOIIYIO
MPOU3BOAUTEIHLHOCTD OTINYATIOCH OT
BO3HATrpaXkJIeHUs 3a cpeiHior. PaboTHHKH
oniBIIero NatWest ¢ paioCcThI0 IPUHSIIN CBOIO
HOBYHO KOMITAaHHUIO — HEOXKHUIAHHO OBICTPO U Cpaszy
MTOCIIe CIUSHUS — OTYACTH TIOTOMY, YTO HECMOTPSA
Ha TO, YTO CHCTeMa BO3HArpakJIeHHs ObLIa
)KCCTKOI‘/‘I, OHa Ipu3HaBajla UHAUBUIAYAJIbHBIC
JOCTHKEHUSL.

S0N0CO, MPOU3BOAMNTENH YIAKOBKH IS
IIPOMBIINIJICHHBIX U HOTpe6I/ITeJH)CKI/IX TOBApoOB,
ObLTa MpeoOpa30BaHa B HECKOJIBKO KOMIAHHUN ISt




Hartley, then the new vice president of
human resources, Sonoco instituted a pay-for-
performance system, based on individual and
group metrics. Employee satisfaction and
engagement improved, according to results
from a regularly administered internal survey.
In 2005, Hewitt Associates named Sonoco one
of the top 20 talent-management organiza-
tions in the United States. It was one of the
few midcap companies on the list, which also
included big players like 3M, GE, Johnson &
Johnson, Dell, and IBM.

Culture. The most effective way to fulfill

the drive to bond—to engender a strong sense
of camaraderie—is to create a culture that
promotes teamwork, collaboration, openness,
and friendship. RBS broke through NatWest’s
silo mentality by bringing together people
from the two firms to work on well-defined
cost-savings and revenue-growth projects. A
departure for both companies, the new struc-
ture encouraged people to break old attach-
ments and form new bonds. To set a good
example, the executive committee (compris-
ing both RBS and ex-NatWest executives)
meets every Monday morning to discuss and re-
solve any outstanding issues—cutting through
the bureaucratic and political processes that
can slow decision making at the top.

Another business with an exemplary cul-

ture is the Wegmans supermarket chain,
which has appeared for a decade on Fortune’s
list of “100 Best Companies to Work For.” The
family that owns the business makes a point
of setting a familial tone for the company-
wide culture. Employees routinely report that
management cares about them and that they
care about one another, evidence of a sense of
teamwork and belonging.

0oJiee yCIrenTHoM paOboTh IBUTATEIIS
pUOOpETeHN — ITyTeM CO3/IaHUS OY€Hb TECHON
CBSI3U MKy PE3yJIBTAaTOM TPy/a H
BO3HArpakJieHHeM 3a Hero. Mctopuuecku,
OpTraHM3als CTaBUIIa BEICOKHE TUNTAHKHU TI0
JOCTHKCHUIO PE3YJIBTAaTOB, HO CYIIECTBYOINAS
CUCTEMa CTHMYJIUPOBAHUS — CITUIIIKOM MAJIO JIJIs
COOTBETCTBYIOIIETO Bo3Harpaxkaenus. B 1995
roay, noJ pykoBoAacTBoM CHHTHH XapTiu, HOBOTO
BHIIE-TIPE3UJICHTA TI0 YIIPABJICHUIO NIEPCOHAIIOM, B
S0N0Co ObUTa yCTaHOBIIGHA CUCTEMA TUTAThHI-3a-
pE3yJibTaT, OCHOBAHHAA HAa MHAWMBUAYAJIbHBIX U
IPYNIOBBIX TIOKA3aTeNsaX. YIIyqIInIach CTCIIEHb
YIOBJIETBOPEHUS U YBICUEHHOCTH COTPYAHUKAMHU
CBOCH pabOoTOM, COTIIACHO Pe3yJIbTaTaM PEeTyISIPHO
MIPOBOJIMMBIX BHYTPEHHHUX HccienoBanuit. B 2005
roay Hewitt Associates npu3znana SON0OCO oTHUM
u3 Ton 20 TanaHTJIMBO-YNPABIISIEMBIX OpraHU3aIINI
B CIIIA. Sonoco 6buta Takke OXHON U3
HECKOJILKHX KOMITAHWH CpeHEH KaluTalln3alluy, B
KOTOPYIO BXOJWJIM TaKue KPYITHbIE UTPOKH Kak 3M
(«Tpu Dm»), GE (General Electric - Txenepan
OnexTpuk), Johnson & Johnson ( I>xoHCoH 3H]
Ixoncon), Dell, Inc. (Isa1 usk.) u IBM (aii-6u-
3M, a66p. ot auri. International Business
Machines).

KopnopaTrusHasi KyJbTypa.

Haubonee a¢dexTuBHbIN cr10c00 pabOTHI HAJ
JIBUTATENEM CBSA3M — JJISl CO3/IaHUS KPETIKOro AyXa
TOBapHIIECTBA — 3TO CO3JaHNUE KOPITOPATUBHON
KyJBTYpBI, KOTOpasi OCHOBaHa Ha KOMaHIHOMN
pabote, COBMECTHOM TPYZE, OTKPBITOCTH, IPYyKOeE.
Koponesckuit bank lllotnanauu pazpymun
nMerommiics meaTamuTeT Nat\West myrem
CIUTOYEHUS paOOTHUKOB JIBYX KOMIAHUN JJIs
paboThl Ha/l 3aINIAHUPOBAHHBIM CHIDKEHHEM
M3JIEPIKEK U MPOSKTAMHU TI0 POCTY MPHOBLIH.
[Ipexpamienne CynecTBOBaHUS ABYX MPEKHNUX
KOMIIaHHH, X HOBasl CTPYKTypa CIOJBUTHYJIO
PabOTHUKOB K pa3pyLICHHIO CTaPhIX
MPHUBSI3aHHOCTEN ¥ TTOCTPOCHUIO HOBBIX CBS3EH.
XOpoImuM IPUMEPOM SIBIIAETCS 3aCeTaHuUs IO
yTpaM KaXKJIOTO MOHEIETbHUKA UCTIOTHUTEILHOTO
KOMHUTeTa (MMEIOIINI B CBOEM COCTaBe
pyxoBoauteneii 6piBIINX banka Hlotnanauu u
NatWest) myst o6cykeHus U pa3penieHust TF00bIX
HEPEIICHHBIX BOIPOCOB - MHHYS
OropoKpaTHyecKie U MOJTUTHYECKUE TPOLIETYPHI,
KOTOpbIe OOBIYHO 3aMEJISIOT MPOLECC IPUHATHUS
pelieHni yxe Ha camoM Bepxy. Emé oqaum
Om3Hec-00pa3oM KOPIIOPATUBHONW KYJIbTYPBI
ABJISIETCSA LIETIOYKa cynepMapkeToB Wegmans,
KOoTOpas iepkanachk B ciiucke Fortune “100
JyYITAX KOMIIAHUK paboToaaTenein memoe
necstunetre. Kommanus, KoTopas 3aHUMaeTCs
ceMeHHBIM OM3HECOM, CUNTAET 003aTeNbHBIM ISl




Job design. The drive to comprehend is best
addressed by designing jobs that are meaning-
ful, interesting, and challenging. For instance,
although RBS took a hard-nosed attitude
toward expenses during its integration of
NatWest, it nonetheless invested heavily in

a state-of-the-art business school facility,
adjacent to its corporate campus, to which
employees had access. This move not only
advanced the company’s success in fulfilling
the drive to bond, but also challenged employ-
ees to think more broadly about how they
could contribute to making a difference for
coworkers, customers, and investors.

Cirgue du Soleil, too, is committed to

making jobs challenging and fulfilling.
Despite grueling rehearsal and performance
schedules, it attracts and retains performers
by accommodating their creativity and push-
ing them to perfect their craft. Its employees
also get to say a lot about how performances
are staged, and they are allowed to move
from show to show to learn new skills. In
addition, they get constant collegial exposure
to the world’s top artists in the field.

Performance-management and resource-
allocation processes.

Fair, trustworthy, and transparent processes for
performance management and resource allocation
help to meet people’s drive to defend. RBS, for
instance, has worked hard to make its decision
processes very clear. Employees may disagree with
a particular outcome, such as the nixing of a pet
project, but they are able to understand the
rationale behind the decision. New technol-

ogy endeavors at RBS are reviewed by cross-
business unit teams that make decisions using
clear criteria, such as the impact on company
financial performance. In surveys, employees

ce0s1 yCTaHOBIICHHE COOTBETCTBYOIIETO
CEMEHMHOTO JIyXa BHYTPH KOMITAaHUH Ha 0J1aro ee
KOPIOPaTUBHOH KyibType. COTpyIHUKA
MOCTOSIHHO TOBOPSIT O TOM, YTO PYKOBOJICTBO
3a00THUTCS O HUX, M YTO OHH 3a00TATCS IPYT O
JIPYTe - IOKa3aTeIbCTBO CMBICIIA KOMaHTHOU
paboThI M YyBCTBA COMPUYACTHOCTH OOIIEMY JICITY.

IInanupoBanue padoThI.

JBurarens MoHHUMaHUs B OOJIbIICH CTCIIEHN
3aBUCHT OT TUIAHUPOBAHUSI PabOTHI, KOTOPOE
SIBJIICTCS] 3HAYUMBIM, YBJICKATEIBHBIM H
MHorooOemaronmmM. Hanpumep, XoTs
Koponesckuit bank llotnanauu Tpe3Bo oleHUI
pacxozsl Bo Bpemsi cBoel uHrerpauuu ¢ NatWest,
OH, TEM HE MeHee, MHBECTHPOBAJl 3HAUUTEIIbHEIE
cpencTBa B 00yCTPOMCTBO COBPEMEHHON OM3HEC-
LIKOJIBL, PUJIETAIONIEN K €0 KOPIIOPATUBHOMY
KaMITyCy, K KOTOPOMY COTPYIHUKH UMEIH JOCTYII.
DTOT 1mar He TOJIBKO MOBBICHI YCIIEXW KOMIIaHUU B
paboTe Haj IBUTATETEM CBA3H, HO TAaKXKe
crnoco0cTBOBal 0oJiee MHUPOKOMY MBIILICHHUIO
PabOTHUKOB OpTraHU3aIMH B OTHOIIEHUH TOTO, KaK
OHH MOTJIH OBl U3MEHHUTH CUTYAINIO JJIS KOJIJIET,
MOKyIaTeJIeld 1 HHBECTOPOB.

Hupk nro Coneld, Taxke CTPEMUTCS K
MIpEeBPAIIeHNI0 PabOTHI B MEPCIIEKTUBHYIO U
BBITIOJTHUMY1O.

HecMoTpst Ha U3HYpUTENBHBIE PEIETULIUN U
rpadvKe BEICTYIUICHUH, OH NMPUBJIEKAET U
yAEP)KUBAET COTPYAHUKOB MTOCPEICTBOM
pean3anny uX TBOPUYECKOT0 MOTEHIMAaNa 1
3acTaBlIsAs KaXIIbIA pa3 JIenaTh CBOK paboTy emié
cosepureHHee. COTPYAHUKH IUPKA MHOTO TOBOPSIT
0 TOM, KaK OpTaHU3YIOTCA IMPEACTABJICHUA U O TOM,
KaK C KaXXJIbIM ITOCJICAYIOIINUM MPEACTABICHUEM
OHH TIOJTy4YalOT HOBbIe HaBLIKH. Kpome Toro, oHn
HaxXoOsTcCAd 1o MOCTOAHHBIM BINAHUEM KOJUIICT —
JYYIINX MUPOBBIX MPOQECCHOHANOB B JAHHOM
obxacru.

ITpouecchl ynpaBjieHusi TPOU3BOAUTEIbHOCTHIO
TPyJa U pacnpeaeieHusi pecypcoB.

3aKkoHHBIC, HAJC)KHBIC M TIOHATHBIE TPOTIECCHI
VIIPABJICHUS POU3BOAUTEILHOCTBIO TPY/Ia U
pacrpeneneHus: pecypcoB MOMOTal0T peain30BaTh
nBuratens 3amuTel. Koponesckuit bank
[oTnanauu, K IpuMepy, YIOPHO TPYAUIICS, YTOOBI
clieNlaTh CBOM MPOLIECCHI MPUHATHS PEIICHUMA
YETKUMU U SICHBIMU. COTPYIHUKHU MOTYT HE
COTJIACUTHCSI C KOHKPETHBIM PE3YIbTAaTOM, TAKUM,
HaIpuMep, KaK OTKIIOHEHHUE TI0OMMOTO TIPOCKTa,
HO OHH B COCTOSIHUU IOHATH OOOCHOBAHHE JAHHOIO
petenus. [TonbITKK BHEAPEHHS] HOBBIX
texHonoruii B banke HloTmananu
paccMaTpUBAIOTCI KOMaHIaMU MEPEKPECTHOTO




report that the process is fair and that funding
criteria are transparent. Although RBS is a
demanding organization, employees also see
it as a just one.

Aflac, another perennial favorite on For-
tune’s “100 Best Companies to Work For,” ex-
emplifies how to match organizational levers
with emotional drives on multiple fronts.

(For concrete ways your company can use its
motivational levers, see the exhibit “How to
Fulfill the Drives That Motivate Employees.”)
Stellar individual performance is recognized
and rewarded in highly visible ways at Aflac,
thereby targeting people’s drive to acquire.
Culture-building efforts, such as Employee
Appreciation Week, are clearly aimed at cre-
ating a sense of bonding. The company meets
the drive to comprehend by investing signifi-
cantly in training and development. Sales
agents don’t just sell; they have opportunities
to develop new skills through managing, re-
cruiting, and designing curricula for training
new agents. As for the drive to defend, the
company takes action to improve employees’
quality of life. Beyond training and scholar-
ships, it offers benefits, such as on-site child
care, that enhance work/life balance. It also
fosters trust through a no-layoff policy.

The company’s stated philosophy is to be
employee-centric—to take care of its people
first. In turn, the firm believes that employees
will take care of customers.

The company examples we chose for this
article illustrate how particular organiza-
tional levers influence overall motivation, but
Aflac’s is a model case of taking actions that,
in concert, fulfill all four employee drives. Our
data show that a comprehensive approach

like this is best. When employees report even
a slight enhancement in the fulfillment of any
of the four drives, their overall motivation
shows a corresponding improvement; how-
ever, major advances relative to other compa-
nies come from the aggregate effect on all
four drives. This effect occurs not just because
more drives are being met but because ac-
tions taken on several fronts seem to reinforce
one another—the holistic approach is worth
more than the sum of its constituent parts,
even though working on each part adds
something. Take a firm that ranks in the

50th percentile on employee motivation.
When workers rate that company’s job design
(the lever that most influences the drive to
comprehend) on a scale of zero to five, a one-
point increase yields a 5% raw improvement
in motivation and a correspondingly modest

oipa3AeieH sI, KOTOPBIE MPUHUMAIOT PEIICHUS,
UCTIOJIb3YsI TAKUE YETKUE KPUTCPUH, KaK BIUSIHUC
Ha KOMITaHWI0 (PMHAHCOBKIX TIOKa3areneil. B xome
WCCIIEIOBAHUMN, COTPYAHUKH COOOIIAIOT, YTO
MIPOIIECC SIBIIIETCS CTIPABEAITUBBIM, @ KPUTEPHH
(hmHAHCHPOBAHUS - MPO3paYHBIMU. XO0Ts baHk
[oTnanauu SBIsSIETCS JOBOJIEHO TpeOOBaTeTbHON
OpraHu3anyei, COTPyAHUKH CUUTAIOT ee
CIIpaBeIJINBOM.

Aflac, npyroii nocrosiHHbI# (aBoput Forbes B
kateropuu «100 Jydmmx KoMmaHuii-
paboToaareneil», WUTIOCTPUPYET Kak
COOTBETCTBOBATh OPTaHU3AIIMOHHBIM PhIUaraM ¢
SMOIIMOHAIFHBIM CTUMYIHUPOBAaHHEM Ha
MHOTOUYHCIICHHBIX (hpoHTaX. ([ 0cOOBIX CirydacB
Ballla KOMIIAHHsI MOXKET UCIIOJIB30BaTh CBOU
MOTHBAIlMOHHEIE PhIYaru BO3IECHCTBUS, CM. IIPUMED
«Peanmm3arus IBIKYIUX CHII, KOTOpBIE
MOTHBHUPYIOT pabOTHHKOBY.) Brinaromuecs
VHJMBUIyaJIbHBIC JOCTUKCHUS TIPU3HAIOTCS U
JOCTOMHO Bo3Harpaxkaatorcs B Aflac, Tem campim
YBEJIMYMBAsE MOTHBALIUIO COTPYIHUKOB. YCHIIHS,
HaIpaBJICHHbBIC HAa TOCTPOCHUE KOPIIOPATUBHOM
KyIbTypHbl, HanpuMmep Hemens BeipaskeHUS
TIPU3HATEIIFHOCTH U OJIaTOapHOCTH pabOTHHUKAM,
YETKO HAITPaBJICHBI HA CO3JaHUE OLLYIICHHS CBSI3H.
Opranuzaiys peajiu3yeT U ABUrarelb IOHUMaHHUS,
3HAYUTEIHHO HHBECTUPYS B O0OyUCHHUE U Pa3BUTHE
COTPYIHHUKOB. ATEHTHI 10 IIPOaKaM He IPOCTO
MIPOAOT; Y HUX UMEIOTCS BO3MOXKHOCTH Pa3BUTHS
HOBBIX HAaBBIKOB MTOCPEACTBOM 3aHSATHUS
yIpaBIeHNEM, PEKPYTHHTOM U CO3Z[aHHEM ITUIaHa
10 00yYEHUIO HOBBIX COTPYHHUKOB KOMIIAHHH.
Kacaemo >xe mBurarens 3amuTsl, OpraHu3aIus
HanpaBJIseT CBOM YCHIIMS Ha YIyUIIeHHE KadecTBa
JKU3HU CBOUX COTPYAHUKOB. [ToMrMO 00yueHus u
CTHUIICHIUM, OHA MPEJIaracT COIMAKEThI, TAKUE KaK
COOCTBEHHOE COITMANBHOE OOecIeueHrne peOeHKa,
YTO TOJIBKO YKPETIISeT OanmaHc MeXay padoToil u
JINYHOM )KU3HBIO.

[TomuMo 3TOTO, KOMIIAHHSA MOBBHITIIAET K cebe
JOBEpHE ITyTeM OCYIIECTBICHUS MOJUTHKN He-
yBosNbHEHHS. [Ipu3HanHol dunocodpueit
OpTaHM3AIINH SBISETCS OBITH OPHEHTUPOBAHHBIM
Ha pabOTHHKA — B IIEPBYIO OYepeh 3a00TUTCS O
CBOMX COTPYIHHKax. B OTBET, KOMIIaHUS OXXUACT
0T pabOTHUKOB 3a00ThI 00 €€ KIIMEeHTaX.
KoMrmanuu, KOTOPBIX MBI B3STH B KAYECTBE
MIPUMEPOB JJIs JaHHOM CTaThH, HATJISTHO
MIPOAEMOHCTPUPOBAIIH, KaK OTICIbHBIC
OpTraHM3AlMOHHBIE PBIYATH BIHUSIOT HAa OOIILYIO
MOTHBAINIO COTPYAHUKOB, HO Aflac sBistercs
MIPUMEPOM BOIUIOIICHHUS BCEX YEThIPEX JBUTATEIICH
OJTHOBPEMEHHO. TakuM 00pa3oM, CTAHOBHUTCS
OYEeBHUIHBIM, YTO KOMILIEKCHBIHN TOAXO SBISIETCS
HAMJTy4dIIMM BapuanToM. Koraa coTpynHuKu
MTOJITBEPK AT JaKe HEOOJBIIIOE YIYUIIICHHE B




jump from the 50th to the 56th percentile.
But enhance performance on all four drives,
and the yield is a 21% raw improvement in
motivation and big jump to the 88th percen-
tile. (The percentile gains are shown in the
exhibit “How to Make Big Strides in Em-
ployee Motivation.”) That’s a major competi-
tive advantage for a company in terms of
employee satisfaction, engagement, commit-
ment, and reluctance to quit.

The Role of the Direct Manager

Our research also revealed that organizations
don’t have an absolute monopoly on em-
ployee motivation or on fulfilling people’s
emotional drives. Employees’ perceptions of
their immediate managers matter just as
much. People recognize that a multitude of or-
ganizational factors, some outside their super-
visor’s control, influence their motivation,

but they are discriminating when it comes to
evaluating that supervisor’s ability to keep
them motivated. Employees in our study at-
tributed as much importance to their boss’s
meeting their four drives as to the organiza-
tion’s policies. In other words, they recognized
that a manager has some control over how
company processes and policies are imple-
mented. (See the exhibit “Direct Managers
Matter, Too.”)

Employees don’t expect their supervisors to
be able to substantially affect the company’s
overall reward systems, culture, job design, or

paboTe Kakoro-Iu00 U3 IBHTATENICH, X 00IIas
MOTHBAITHS TIOKA3bIBAET COOTBETCTBYIOIIEE
yIy4IIEHUE; XOTS 3HAYUTENIBHBIN MPOrpecc mno
CPaBHEHUIO C APYTHUMH KOMIAHUSIMU SIBISICTCS
pe3yabTaToM COBOKYITHOTO BO3JICUCTBUS Ha BCE
YeThIpe ABMKYIIUE CHIbl. W 3TOT 3ekT
MPOUCXOAUT HE MIOTOMY, UTO YIOBJIETBOPSETCS
0OoJIBIIIEE KOJIMYECTBO ABIDKYIIINX CHII, & TTIOTOMY,
YTO JEHCTBUS, OCYIIECTBISIEMBIC B HECKOIBKUX
HaIpaBJICHUSIX, B3AUMHO YCHIIUBAIOT IPYT ApyTa -
KOMIUTEKCHBIH TIOJIXOJT CTOUT OOJIbIIe, 9eM CyMMa
COCTABJISIONIUX €T0 YacTel, XOTs paboTa HaJ
Ka)KIOM M3 yacTeil U 100aBIsgeT uTo-10. Bo3bpMeM
KOMIIaHHIO0, KOTOpasi CTOUT B 50-i mpOLIEHTUIIE 10
MOTHBAITUHU COTPYIHUKOB. Korma paboTHHKH
OIICHUBAIOT TIAHUPOBAHKE PA0OTHI B TaHHOM
KOMITaHUH (pbIvar, KOTOPBI B HAMOOIBIIIeH
CTETICHU BIMSICT HA JBUTATEIh TTIOHUMAHWS) TT0
IIKajIe OT HyJIA JI0 ISITH, yBEIWYeHUE Ha 1 MyHKT
MIPUHOCUT 5% «CHIPOTO» YITyYIIICHHS MOTHBAIIUU H
COOTBETCTBEHHO CKPOMHBIN NpBDKOK ¢ 50-i1 Ha 56-
0 IPOTICHTIIIb. Ho mpu moBkIIeHNE
MPOU3BOIUTEIHHOCTH 110 BCEM YETHIPEM
JBUTATEISIM BBIXOJ coCTaBsieT 21% «chIporo»
VIIyYIIEHUS MOTHBAIMH U OOJIBIION CKAavdoK 10 88-
it mpoueHTIIIN. (/]0XOIBI TPOIIEHTUIIN TTOKa3aHBI B
npumepe "Kak 100uTbcs OONBIINX yCIIEXOB B
MOTHBALUU paOOTHHUKOBY.) DTO - OCHOBHEIE
KOHKYPEHTHBIC TPEUMYIIECTBA KOMIIAHUH C TOUKH
3peHUS YIOBIETBOPECHHOCTH MEPCOHANIA, €TO
YBJIICYEHHOCTH, PA0OTOCTIOCOOHOCTH U HEXKEIaHUS
MEHSATH TAHHOE MECTO PabOTHL.

Posib HenmocpeACTBEHHOI0 PYKOBOAMTEIS.
Hamre uccnenoBanue 10ka3ao, 4To y OpraHu3aiui
HET aOCOIIOTHBIX MOHOIIONHMH B OTHOIICHUH
MOTHUBAIMU PaOOTHUKOB MJIH PEaTH3aLUuU
OMOIMOHAJIBHBIX IBMXXYIIUX CHUJI. BOCHpI/IHTI/Ie
pabOTHUKAaMH CBOUX HETMOCPEACTBEHHBIX
PYKOBOIHTENEH HMEET TaKOE )K€ OTPOMHOE
3HavyeHue. COTpyJHUKH IPU3HAIOT, YTO MHOXECTBO
OpTraHM3alMOHHBIX (DaKTOPOB, U HEKOTOPHIE
HaXOJATCS BHE KOHTPOJISI PYKOBOIUTENEH,
[IOJIOXKUTEJIBHO BIMSAIOT HA MOTHBALIMIO, HO OHU
MEHSIIOT CBO€ MHEHUE, KOI1a A€JI0 JOXOIUT 10
OLIEHKH CIIOCOOHOCTH PYKOBOAMTEIS
MOJIEPKUBATh JaHHYIO0 MOTHBaUuIo. B Hamem
WICCIIEIOBAHNY PAOOTHUKH MPUIAIOT PABHO
OTrpOMHOE 3Ha4eHHE KaK OTHOIIEHUIO
PYKOBOIUTENEH K OCHOBHBIM YETHIPEM
JBUraTENsIM, TaK U IOJINTHKE OPraHU3aluy B
nenoM. VIHbIMU CII0BaMHU, OHYM YBEPEHBI, YTO
HEKOTOPLIC NPOLECCHI B KOMITAHUHW U ITyTHU
peanu3anyy ee IOJIUTHKH [10IBEPKEHbI BIUSIHUIO
HenocpencTBeHHoro pykoBoautens. (Cm. [Ipumep
«HenocpencTBeHHbIE PYKOBOJIUTENH SIBISIOTCS




management systems. Yet managers do have
some discretion within their spheres of influence;
some hide behind ineffective systems,
whereas others make the most of an imper-
fect model. Managers can, for example, link
rewards and performance in areas such as
praise, recognition, and choice assignments.
They can also allocate a bonus pool in ways
that distinguish between top and bottom per-
formers. Similarly, even in a cutthroat culture
that doesn’t promote camaraderie, a manager
can take actions that encourage teamwork
and make jobs more meaningful and interest-
ing. Many supervisors are regarded well by
their employees precisely because they foster
a highly motivating local environment, even
if the organization as a whole falls short.

On the other hand, some managers create a
toxic local climate within a highly motivated
organization.

Although employees look to different ele-
ments of their organization to satisfy differ-
ent drives, they expect their managers to do
their best to address all four within the con-
straints that the institution imposes. Our sur-
veys showed that if employees detected that a
manager was substantially worse than her
peers in fulfilling even just one drive, they
rated that manager poorly, even if the organi-
zation as a whole had significant limitations.
Employees are indeed very fair about taking
a big-picture view and seeing a manager in
the context of a larger institution, but they do
some pretty fine-grained evaluation beyond
those organizational caveats. In short, they
are realistic about what managers cannot do,
but also about what managers should be able
to do in meeting all the basic needs of their
subordinates.

At the financial services firm we studied,

for example, one manager outperformed his
peers on fulfilling subordinates’ drives to
acquire, bond, and comprehend. However,
his subordinates indicated that his ability to
meet their drive to defend was below the
average of other managers in the company.
Consequently, levels of work engagement and
organizational commitment were lower in
his group than in the company as a whole.
Despite this manager’s superior ability to
fulfill three of the four drives, his relative
weakness on the one dimension damaged the
overall motivational profile of his group.

TaKXe 3HAUUMBIMU. )

CoTpyAHUKH HE XIYT OT CBOUX PYKOBOJHUTENEH
a0COJIOTHOTO BIMSIHUS HA CHCTEMY
BO3HATrpaXkJIeHUsl, KOPIOPATUBHYIO KYJIbTYpY,
CTPYKTYpy paOOThI WM cucTeMy ynpasieHus. Ho
BCE K€ HEMOCPEICTBEHHbIE PyKOBOIUTEIN UMEIOT
HEKOTOpBIE TIOJTHOMOYHS B MpeeTax CBOeH
KOMIIETEHIINN; HEKOTOPBIE CKIIOHHBI NIPATATHCSA 32
TaK Ha3bIBaeMoi Hed()(HEKTHBHOCTHIO
CYLIECTBYIOLIECH CHCTEMBI, APYTHE ke, Ha000poT,
0epyT 110 MAaKCUMyMY OT €€ HECOBEPILIEHHOM
Mozenu. HemocpencTBeHHBIE pyKOBOIUTETH
MOTYT, HAlIpUMeEpP, COOTHOCHTH Pe3yJIbTaT paboThI
1 BO3HArpaKJeHHE 3a HETO B TAKUX BUAAX, KaK
[I0XBaJla, IPU3HAHUE U BO3MOXKHOCTh BbIOOpa
3a1aHui. Takke pyKOBOJIUTENIN MOTYT
pacrpenensiTh MpeMUualbHbIN GOoHIT MEXKITY
JTYYIIMMU U XyIIIUMH UCTIOTHUTEISIMH.
AHaANOTUYHO, IaXe MPH KECTKOW KOPIOPaTUBHON
KyJbType, KOTOpas COBCEM HE CIIOCOOCTBYET
3apOKACHUIO yXa TOBapHIIECTBA,
HEMOCPeICTBEHHBIE PyKOBOIUTEIH MOTYT
MIPENNPUHATE AEUCTBUS 10 HOOIIPEHUIO
COBMECTHOM pabOTHI WU clienaTh paboty Ooee
3HAYMMOM U MHTEepecHON. MHOTHe pyKOBOAUTENN
BBICOKO IIEHSTCSA CBOMMH COTPYTHUKAMH, TaK KaK
CO3/1al0T BBICOKYIO0 MOTHBAIMIO BHYTPH CBOETO
HEMOCPENCTBEHHOTO OKPY)KEHUS, 1aXKe €CIH BCA
OpraHM3alys TEPIUT HEYAady B ’TOM OTHOIIEHHH.
C npyroil cTOpOHBI, HEKOTOPBIE PYKOBOIUTETH
OTPABIISIIOT CPEAy BOKPYT cels Aaxke BHYTPH
001el BEICOKO-MOTHBHUPOBAHHOMN
OpraHU3aLlMOHHON CpeblL.

XOTs COTPYIHUKH 00PaIIatoTCsl KO MHOTUM
3JIEMEHTaM CBOEH OpraHu3aluy I
YAOBJIETBOPEHUS PA3TUYHBIX ABIKYIINX CHUJ, OHU
OKUJAIOT, YTO UX HETIOCPECTBEHHBIE
PYKOBOIUTENH CAENAIOT BCE BO3MOKHOE, YTOOBI
peann3oBaTh BCE YETHIPE ABUTATEN, HECMOTPS Ha
OrpaHHYEeHHs, KOTOpBIE HaJlaraeT OpraHu3aIusl.
Hamm onpocsl mokasanu, 4To €ClIi COTPYJHUKH
00HapYKHUBAIOT, YTO UX HENOCPEICTBEHHBIIH
PYKOBOIMTENH MOKa3ajl ce0sl ¢ Xy el CTOPOHBI, B
CPaBHEHUU CO CBOMM KOJIJIETOM, IO peanu3anun
KaKoro-a10o U3 JBUrareiieil, OHu HaYMHAIOT €ro
TaKXKe MJIOXO [EHUTh, JaKEe €CII OpraHU3aIys B
LIEJIOM UMEET CYIIECTBEHHbIE OTpaHUYEHHUSI 110
JaHHOMYy Bonpocy. COTpyJHUKH I€HCTBUTEIBHO
ABIISIOTCS IOBOJIFHO CIPaBEIMBBIMH, KOT1a
OLIEHUBAIOT CBOETO HEMOCPEICTBEHHOTO
PYKOBOIMTENS B CBETE IIENION OpraHu3anyy, Ho
MHOTJA JaHHAs OIICHKA ABIIIETCS TOBOJIBHO
MEJIKO3EPHUCTON BHE CYLIECTBYIOIIMX
OpPTraHM3aLMOHHBIX yCcI0BUH. OTHUM CIIOBOM,
paOOTHUKY SBISIOTCSA PEANUCTAMU B OTHOILIECHUN
TOT0, YTO PyKOBOJUTEISIM BCE-TAKU HE IO CHITY
OCYIIIECTBUTh, HO TAK)KE€ M TOT0, HA YTO OHU




CIIOCOOHBI B yIOBJICTBOPEHHH BCEX OCHOBHBIX
NOTpeOHOCTEH CBOMX MOMYHHEHHBIX.

Ha npumepe koMmnaHuu o OKa3aHUIO PUHAHCOBBIX
YCIIyT MBI YBUJIENH, KaK OIUH PYKOBOJIUTEIND
MIPEB3OIIEN CBOMX KOJIJIET TI0 PeaIu3aliy TaKuX
JBUKYIIMX CHJI CBOUX ITOJAYMHEHHBIX, KaK
npuoOpeTeHne, cBA3b U MOHUMaHue. TeM He
MeHee, MOTYMHEHHbIE OTMETHIIH, YTO €r0
CIOCOOHOCTD pean3aliy UX JIBUTATENs 3allUThI
ObL1a HUXKE CPEAHEro M0 CPABHEHHIO CO BCEMH
OCTalbHBIMH pYKOBOAUTEIIMH. CIIE0BATENBHO,
YpPOBEHB YBJICUEHHOCTH pabOTON U
MPUBEPKEHHOCTh OPraHU3aluy ObUIH HIKE B
JaHHOM TPYIIIE, YEM B KOMIIAHUH B LIETIOM.
HecmoTps Ha mpeBOCXOAHYIO CLIOCOOHOCTH
JJAHHOTO PYKOBOAMTENISI PEAIN30BATh TPHU U3
YEThIPEX JBUKYIIUX CHJI, €T0 HEeyAada B
OTHONICHUH TIOCTICTHEH HaHecIa YPOH o0mei
MOTHUBAllUOHHOW CTPYKTYpPE NaHHOM TPYyMIIbL.

*kx

Our model posits that employee motivation is OmnvcaHHas HAMH MOJENb TOCTAHOBIISET, YTO HA
influenced by a complex system of managerial MOTHBAIHIO COTPYJHUKOB OKa3bIBAaCT BIIMSHHE
and organizational factors. If we take as a KOMILJICKCHAsI CHCTEMA YIPABICHYCCKHUX U

given that a motivated workforce can boost OpraHM3aluOHHBIX (pakTopoB. Eciau MBI IpuMeM
company performance, then the insights into KaK JaHHOCTh, YTO 3aMOTHBHUPOBAaHHAsS paboyast
human behavior that our article has laid out cui1a crmocoOHa 3HAYUTEIILHO MOBBICUTD Pe3yJIbTaT
will help companies and executives get the TPy/a B OpraHMU3aIliH, TOTa MIPOHUKHOBEHUE B
best out of employees by fulfilling their most CYTh YEIIOBEYECKOTO MOBEICHHS, KOTOPOE OBLIO
fundamental needs. OIMCAHO B JAHHOM CTAThE, IOMOXKET KOMIIAHUH U

€€ PYKOBOHUTEISIM MOJTYYHTh MAKCUMYM OT
COTPYIHHUKOB, BOCIIOJIHSISI HX HanOoJIee 3HAYNMbIe
OTPEOHOCTH.




