
MOTIVATION: Its Elusive Linkage
To properly and effectively motivate, an understanding
Of the employee and conditions are necessary

A s old and as recognized as the
linkage is, it still manages to remain
elusive.

And today’s construction cl i-
mate finds many wall and ceiling
contractors — and especially their
supervisory personnel — almost
frantically striving for the magic
tie-in: higher motivation to achieve
greater productivity.

A mid-western drywall contrac-
tor put it this way: “We’ve simply
got to solve the problem of produc-
tivity and get a decent day’s work
for a decent day’s pay. Motivation
is the only answer.”

Motivating employees to higher
production goals may not be the
only answer but it does rank as one
of  construction management’s
biggest problems.

One of the main reasons for it
remaining a problem is because
contractors and supervisors often
equate “motivation” with “incen-
tive” or “award.”

Conditions Important

Such an att i tude is also rein-
forced by such observations as:
“The idea that a construction man-
ager can motivate an employee di-
rectly is a lot of bunk. You can only
create the conditions that will make
that individual want to motivate
himsel f . ”

Like most over-simplifications,
that statement is as much wrong as
it is right, too. Employees can be
motivated directly, but without a
true understanding and empathy it
is both impractical and impossible.

Psychologists insist that the av-
erage person, regardless of the po-
sition or job he holds in any organi-
zation, will probably act like the
kind of person he thinks he is.

And no matter how much will
power he brings to the challenge, it
is impossible for that person to act
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otherwise. If a man thinks of him-
self as a “failure” he will inevitably
fail, regardless of how hard he tries
to succeed.

As an example, a journeyman
with a low self-concept is so con-
vinced he cannot remember and
follow safety procedures that he
c r e a t e s  t h e  c o n d i t i o n s  u n c o n -
sciously which will bring about an
accident.

For many individuals this is but
one cycle in a destructive down-
ward spiral.

Ideas Agree

The psychological principle is:
an individual’s personality consists
of numerous ideas and concepts all
of which tend to be consistent with
each other. And any single idea
which doesn’t agree with the con-
sistent group will be simply re-
jected.

The man’s personality—a uni-
fied, well-established set of propo-
s i t i o n s  w h i c h  f o r m  h i s  s e l f -
identification—arises out of these
ideas.

And this self-concept represents
a powerful but invisible ceiling that
will stop him from attempting to
rise or progress.

When the self-concept is primar-
ily negative, every decision made
must  necessar i ly  f i l te r  through
motivational blocks and memories
of past failures.

This produces a person who is
burdened with doubt; one who is
convinced he is not enti t led to
much and thus is not capable of
much, so he seldom reaches for
anything better or responds to ef-
forts to increase production.

A journeyman who enjoys and
takes pride in his work will con-
tinue to perform in that manner be-
cause his self-concept won’t allow
him to do it any other way. Con-

versely, a journeyman with a rela-
tively low opinion of himself will
keep bumping into his invisible ceil-
ing despite the most noble of ap-
peals.

The latter kind of employee can
be helped enormously by a self-
motivated supervisor who assists
him in setting high goals for him-
self. When the employee converts
all of these goals into a string of
achievements that he can think
about, in the present tense, over
and over to himself every day of his
life, he is going to change the way
he thinks.

The positive achievements soon
become internalized and provide a
characteristic way of responding to
life and interpreting experience.
The former low opinion of himself
is replaced by confidence and self-
assurance.

Fo r  t he  emp loyee  f o r t una te
enough to be associated with a
supervisor who is motivated, it is
almost inevitable that he will begin
th i nk i ng  who lesome ,  pos i t i ve
thoughts.

Strength Develops

As a result, he will start looking
to his power, his strength, and will
begin to approach his work with
positive expectancy without giving
mental recognition to the possibil-
ity of defeat.

Gradually, his low self-concept
will become something of the past.

The greatest challenge faced by a
motivated supervisor lies in helping
the negative employee because of
the natural, human tendency to re-
late to employees whose responses
and motivation are more similar to
his own. The supervisor’s efforts to
reach production goals are more
likely to succeed and this reaction
tends to reinforce the supervisor’s
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own self-concept of an effective
leader.

That isn’t  true with the non-
motivated individual, and there
may be a number of failures until a
change can be brought about.

No one likes failures. But re-
calling past failures occurs so much
by so many people that even the
most critical onlooker might mistak-
enly think they do enjoy it.

The failure to accomplish some-
thing is simply too prevalent for it
to  re ta in  overwhelming impor-
tance. And a past miscue is signifi-
cant only when it  becomes em-
bedded in the memory to the extent
that  i t  becomes a mot ivat iona l
block.

Eliminate Negativism

An effective supervisor realizes
that negative thinking can be re-
duced and most of the time can be
eliminated by emphasizing such
points of self-discipline as:

• Establishing reasonable, at-
tainable goals

• Sharing responsibility
• Evaluating past failures realis-

tically
• Minimizing past failures
• Helping other people; when a

person helps another, he also helps
himself

• Ego building by positive belief
in oneself

• Concentration on past suc-
cesses, especially recent ones

• Reducing conditions which
tend to create anxiety

Even among the most positive of
people it is a strange but not un-
common trait in human nature to
look back and re-experience fail-
ures. And this invariably will inter-
fere with an employee’s maximum
productivity.

H e  m u s t  t e a c h  h i m s e l f  t o
motivate himself in the present
tense.

One observer holds up a good
rule for a progressive line by say-
ing: “Don’t ever look back . . . un-
less you plan to go that way.”

S a t c h e l l  P a i g e ,  t h e  f a m o u s
baseball pitcher, said it another
way: “Don’t look over your shoul-
der . . . they might be gaining on
you.” o
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