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BCC Afternoon Tea HR Discussions 

Number One - Motivation and Engagement (27 May 2014)
OUTPUT
Overview

Overall this was a good event with lots of positive feedback - see Annex One. 

There were good suggestions for improvement which we will be taking forward to the next HR discussion. On balance, we probably needed 2 hours for this kind of activity, not including registration as the facilitators said that at times conversations had only just begun before the time was up. The people who watched the video before they came probably got more value from the event. Everyone seemed to have received the email.

What follows is taken from the notes of the 6 facilitators of the groups to remind people of the discussion points. We are grateful for everyone’s participation in this first event.

Further reading suggestions:
You can find many things on the internet about motivation and below is a selection of the main ideas for you to start with.

Maslow’s Hierarchy of Needs – 1940s - Human needs can be prioritised as Biological, Safety, Affiliation, Esteem, Self-fulfilment.

McClelland’s Achievement and Acquired Needs Theory – 1961 – Wrote the book The Achieving Society. He proposed that people were motivated by one of needs:  Achievement, Power or Affiliation.
Alderfer’s ERG Theory – 1969 – Alderfer had just 3 levels of motivation in his theory. Existence, Relatedness and Growth.  Unliike Maslow, It does not assume dissatisfaction at a lower level need as a prerequisite for the emergence of higher-order needs.
Hackman and Oldham Job Characteristic Model – 1976, 1980 – The theory suggests that it is possible to design the key components of a job for maximum motivation, high job satisfaction and low absenteeism. Based on Meaningfulness, Responsibility and Feedback.
Berne -Transactional Analysis -1957- and introduced in his book The Games People Play. He talked about the 5 patterns or ‘ego states’ that people use when they communicate. Communication is critical when leading teams.

Later Thomas Harris wrote the book ‘I’m OK- You’re OK’ – 1969- which was based on Transactional Analysis. Also linked to Franklyn Ernst’s OK Corral model. – 1971
Herzberg’s Motivation and Hygiene Theory – 1959 - He identified 2 groups of factors. Motivating which can create satisfaction and Hygiene which do not but can create dissatisfaction if they fall below acceptable levels.

Introduction
The Science of Motivation – TED Talks
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People were sent links to a TED talk to watch before they came.  
There was a choice between watching Daniel Pink speaking or a shorter animated version.
The purpose of the discussions was to find ways to adapt their own behaviour or that of their organization, using what science has shown for over 50 years. In fact most groups discussed what ‘is’ rather than searched for what ‘could be’ due to lack of time.
The mnemonic ‘APE’ was used as a theme for the meeting – on cakes and the key caps given as people left -  to encourage people to remember the 3 parts of intrinsic motivation; Autonomy, Purpose and Excellence. However, the actual 3rd part was Mastery and so this was confusing for people. Maybe they will remember the 3 parts but for the wrong reasons!

Autonomy – The urge to direct our own lives.
We only have to think about ourselves or our children to know that we like to do things in our own way. However, over time people can become conditioned to being told what to do and how to do it.
Themes from the groups

1 Not everyone wants autonomy - to direct their own lives; everyone is different and some people like structure and procedures to follow. Stability, a good working atmosphere, good colleagues and new challenges may be valued more highly than autonomy by the ‘average’ person.

2 Those who had autonomy, either as an employee or self-employed, were people whose position enabled them to have the choice of how they worked.  In both cases, they knew that they had basic tasks to be covered but were generally able to manage their own time to complete their designated tasks.  
3 Employees who had autonomy had earned the trust of their superiors and were capable of carrying out their responsibilities. They were also predisposed to want to give autonomy to their staff. 
4 Giving autonomy depended on the situation and the person to whom it was being given.  First build trust (trusting atmosphere) in order to give more autonomy. Need to find the right level of autonomy according to: the person, team, kind of activity/business.
5 Many people had become "self-employed" because they wanted to be autonomous, as corporate values no longer matched their own.
6 With autonomy comes responsibility; the more autonomy, the more responsibility. Many feared responsibility and therefore rejected autonomy in companies or even in life.
7 Too much autonomy was thought to be demotivating if there was a lack of feedback and encouragement.
8 Autonomy may have consequences for others. Some thought if everyone was autonomous there would be anarchy. 

9 Autonomy was an advantage, especially in an emergency when direction from a manager was lost.

10 In some sectors autonomy is difficult to give fully, but good leaders find the parts that can be given – ‘servant leaders’. They build confidence in people and peer groups for support.  The key is to only have the minimum of systems, sets of rules needed for compliance and focus on results.

Purpose - The yearning to do what we do in the service of something larger than ourselves

Some people have an individual purpose in their lives and people will be greatly motivated if that is in line with what they do in an organisation. Ensuring that an organisation shares your values is important too.
Themes from the groups

1 What is your purpose? Some participants in the groups had their own sense of purpose and answers included “be happy, inspire others and support your family (financially and emotionally), help others to find their way, being a decent person”.  Sometimes that purpose was lived away from work, leaving the only purpose at work to be acquiring money to live. 
2 It was more difficult for the participants to provide a definition of purpose in the context of their working environment. It seemed to be the human/people contact and actual work content that gave the most sense of purpose – with people being engaged and staying with an employer long term, because of their colleagues and managers rather than the overall mission of the company. 
3 Some people work in the public and charity sectors because they wanted to help people and make a difference. More and more companies are expressing how making a profit makes a difference/contributes to something more.

4 Many participants were self-employed and could match their own purpose. Others who were employed, still had to question/challenge their motivation and the company’s way of doing things on a regular basis, since purpose changes over time.    
5 It was commonly agreed that organisations and management should emphasise the alignment of the company’s purpose and those of its employees’. This would bring more efficiency and increase growth. There can be problems if an employee’s purpose and that of the organisation do not align.  Aside from companies with more “extreme” purposes (eg the tobacco or GM industries), people can work for a broad range of companies as long as they feel aligned with others within the organisation and the overall way of working, day to day.  Sense of belonging gives a high sense of purpose.    
6 Finding purpose – This part of the discussion was very active as many participants could share their experiences and how they had found their own purpose.  We all have a visual image of what someone motivated looks like, but motivation is very individual and people will demonstrate it differently and individually – there are, for example, generational differences, cultural differences etc and you cannot always judge how motivated someone else is, by reference to your own actions when motivated  
7 The lack of clear goals and detailed instructions in many companies were highlighted. Performance of many employees would increase if they could feel like being part of a greater purpose than their own.  Companies can differentiate themselves through their principles and values, so long as what they state is true and guides the company’s way of working.  A company’s identity is lived not just stated.  
8. What motivates a person will change over time, so the company has to continuously watch and listen to employees as they evolve, in order to facilitate continued motivation

9 A positively motivated person can motivate others more easily.  A less motivated person can sabotage the motivation of others easily – whether consciously or not.

MASTERY – The Desire to get better and better at something that matters - to the person.  (The word Excellence was used to make the word APE, as a memory aid).
Mastery cannot be achieved so it is both frustrating and motivating. Years ago to learn a craft, you would serve many year apprenticeship alongside a Master and spend your life devoted to perfection. That devotion was not driven by performance pay or bonuses.
Themes from the groups

1 Some debate about the difference in meaning between Mastery and Excellence so we focused on the word Daniel Pink used – Mastery.  

2 It is like a horizon that you may aim at, but that is moving back continuously. Nonetheless, provided you offer yourself the luxury to look in the rear-view mirror, it gives you satisfaction and maybe even pride to notice what a huge distance you have travelled.  This gives you the motivation to go further!
3 High personal investment is required so it cannot be achieved without ENGAGEMENT.     
The road might be long and sometimes in poor condition, but it is up to you to walk the road. Travelators are found in places like airports and Disney, not in personal development.   
4 Defining your own standard of excellence and pace to achieve it is demanding.  It is easy to subscribe to norms and compare ourselves to others. Being the pace setter takes discipline and dedication.

5 Mastery is painful – it takes patience and diligence. Step after step. People talked about attaining excellence in sport or music. If you stop the process you have to go back at least part way if not to the beginning.

6 In organisations there are targets and KPIs to focus attention and ‘motivate’ in the traditional carrot and stick way. However, if they are set too low they can limit higher performance and too high they demotivate.
7 Many people seem satisfied with ‘average’. You cannot reach Mastery while aiming for average…People need to be honest with themselves and be clear of what they want to achieve.

8 As each milestone along the way is achieved, it should be recognised – celebrated – and then move on to the next.  Celebrating for too long, getting out of the habit of action and thinking that you are at the top of the tree is dangerous.  The world is moving on.

9 Recognition of others is also important and can be motivational (think Maslow’s Hierarchy of Needs).

10 Feedback is important when developing in any skill. It is sometimes difficult to obtain in the first place and sometimes difficult to accept when it arrives. It could be the wrong time, insufficient trust built up with the person giving the feedback etc.

11 This could affect retention of people if they are unable to develop where they are. Some organisations have a blanket/ process approach to training rather than tailoring to individuals.  Assumptions are made about what a person needs or even wants.
	SUMMARY OF FEEDBACK
	 
	 

	93% THOUGHT IT WAS VERY GOOD OR BETTER!
	
	 

	 
	
	 

	MAIN POSITIVES -SESSION
	POINTS TO CONSIDER
	MAIN POSITIVES- venue

	Very interesting- great topic
	Too short
	Venue very good or excellent. 

	Good discussions and participation
	Hard to engage in 'Excellence'
	Good parking

	Open and informative
	Question too broad 
	Very good or excellent organisation

	Good sized groups
	Question for P and E not so relevant
	Relaxed atmosphere

	15 minutes brainstorm really interactive
	Would have liked to get further into discussion
	Convenient

	I liked moving within the different groups to learn various perspectives
	Sometimes superficial statements/lack of time to develop
	Quiet and able to hear others speak

	Working with others
	Conclusions- not sure of the output
	 

	Mixing up the groups
	Let discussions flow rather than pointed questions
	 

	I particularly liked the fact that we were all able to participate, not just sit back and 'nod'.
	Subjects could be a little better defined. More prompts
	 

	People generally opened up and shared experiences
	Ended up with the same people
	 

	I didn't know what to expect and it became a great experience.
	 

	Quite an interesting idea -very interactive
	VENUE
	 

	Openness of attendees
	Too hot
	 

	Loved the interaction
	Wasted time coming up from reception
	 

	 
	
	 

	
	 
	 


 ANNEX ONE
Result of vote for next HR Discussion – ORGANISATIONAL CULTURE
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