Oversikter och meddelanden

Motivational Approaches to
the Study of Political
Leadership*

Introduction

Political psychologists study motivational fac-
tors in decision making in order to interpret, de-
scribe and explain observed changes in behav-
iour which occur in individuals, leaders as well
as followers and spectators (Milbrath & Goel,
1977). Such actors operate within various situ-
ational contexts (Cf. George, 1959, pp. 107-121,
for a classification of situational contexts). Thus,
for example, the observation that a person is in-
creasingly likely to vote “yes” to increased taxes
as public cuts begin to affect him, in the form of
non-available medical treatment for diseases he
acquires as he grows older, can be understood by
invoking the concept of situated motivation (A
general introduction to situated behaviour, ar-
guing that motivation is primarily linguistic con-
struction, is Mills, 1940). As the example above
suggests, motivation 1s not typically measured
directly, but is rather inferred, or attributed, as
the result of changes in political behaviour in re-
action to internal (decay in bodily functioning)
and/or external stimuli (proposals for improve-
ments in public health care systems).

It is also important to understand that motiva-
tionis primarily a behavioural (Dahl, 1961; Eas-
ton, 1967b) variable. That is, the origins and ef-
fects of changes in motivation may be temporary
and socially relative. If the individual is a young
and healthy person, he may not approve of in-
creased taxes to pay for public health, since he or
she is unlikely to be afflicted by disease himself
or herself. Also, if the individual can afford pri-
vate treatment, he or she may not share an incen-
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tive to raise taxes to pay for public health. Con-
versely, the old, sick and poor are more likely to
be positively inclined to vote for tax increases to
pay for public health. However, if asked if they
would rather prefer to get the money as cash
(higher pensions) to pay privately for their ail-
ments, we cannot logically predict that they
would still prefer public, tax-paid subsidies for
healthcare (Cf. Lane, 1981). To have earned an
income is still regarded, by most people in West-
em society, as preferable to be entitled to an in-
come, through legal provisions.

The indirect way to obtain the public good, the
deliverance of which one could just as well pay
for directly — provided a check or higher pen-
sions are supplied by the welfare agency — is
non-transparent and assumed to be more expen-
sive thanthe direct way. There 1sasensein which
poverty can be attributed to injustice in the dis-
tribution of wealth, which is not regarded as a
natural condition by most people, but as a politi-
cal one. On the other hand, as a rule, the distribu-
tion of good health is more likely to be attnbuted
to natural causes. As a consequence, we may
perhaps expect that policies based on the direct
redistribution of income to meet the needs of the
sick, is more likely to meet with success than
proposals to subsidize the public health care sys-
tem.

Conceptualizing motivational processes

The example, above, may serve as a first illustra-
tion of how we can use studies of political moti-
vation to describe, interpret, explain, and mod-
estly predict political leaders’ motives in order
to determine one policy preference rather than
another. Studies of leaders’ motivation presume
the existence of motives, that which motivates
persons to act.
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Motives can conveniently be classified into
two elementary categories; primary, or basic
motives, and secondary or acquired motives.
The primary motives are not learned and we can
observe them in animals as well as humans. Ba-
sic motives can, roughly speaking, be attributed
to inheritance and biological functioning.

Explanatory complications

In the study of motives, we encounter a compli-
cating factor usually known as the multiple types
of influence by a multiplicity of disjointed vari-
ables. For example, we may eat because of en-
ergy needs, but some people also eat when
stressed or anxious, when depressed or alone, or
because of social conventionality such as the po-
lite habit of eating when other people are dining.
The taste qualities of certain foods may also
cause us to eat when we are not hungry. Other
people do not eat because they are on a diet, or
because they cannot afford it, or because they
dislike the food being served. This interaction of
many factors in determining the motivation of
behaviour is a serious hindrance in our ability to
understand even basic motivational processes.
Therefore models of motivated behaviour have
to be focused on specific topics and proximate
contextual factors relevant for the behaviour in
question.

The secondary motives are leamed, and we
can observe their variability when studying dif-
ferences in motivation between different
groups, or types of groups, and types of people.
Primary motives are often listed so as to include
hunger, thirst, sex, avoidance of pain, and per-
haps aggression and fear. Secondary motives,
often studied in humans, include achievement,
gregariousness, power motivation, and other,
more or less specialized motives. Like attitudes,
they indicate propensities to act in a specific
way. This propensity is more likely to have a
trait character, when we study basic motives.
Leamed motives, on the other hand, are likely to
be activated by behavioural states (Billig, 1976,
p. 157), cues supplied from the proximate envi-
ronment.

In addition to these initial distinctions, some
scholars also find it convenient to classify mo-
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tives into “pushes” and “pulls.” Push motives
concern internal changes that have the effect of
triggering the aforementioned motive states.
Pull motives represent external goals that influ-
ence one’s behaviour toward them, and they are
often the result of calculated benefits for oneself
orone’s primary group. Traditional political sci-
ence would tend to treat the pull motives as the
rational guarding or promotion of interests.

Most motivational situations include a combi-
nation of push and pull conditions. For example,
a leader’s policy involving political mobiliza-
tion, in order to avoid fears of political disorder,
may partially be signalled by internal loss in the
ability to handle the cognitive complexity of a
situation he faces (technically: apraxia), but mo-
tivation to get involved in politics and to seek
office may also be influenced by whichpositions
are available, and the expected efficiency of us-
ing the political decision making process, rather
than some other means (Davies, 1963; Burns,
1977). Some leadership positions, and the val-
ues they enable office holders to affect, are more
desirable than others. This, of course, also exerts
an influence on our behaviour toward such posi-
tions and behaviours assumed to be related to
them. Motivated behaviour, in other words, as
contrasted with Aabitual behaviour, is a com-
plex blend of internal pushes and external pulls.

Besides for disposing people to act, motives
may also be used to explain and legitimatise po-
litical behaviour. Two types of motives may

_conveniently be analytically distinguished here.
Because-of-motives refer to basic motives that
are related to states with some degree of apparent
permanent and un-alterable features, such as be-
longing to a social class, having a rural back-
ground, a physical handicap or advantage or a
cultural inheritance. In-order-to-motives, on the
other hand, refer to secondary motives, volition
and free agency for which we, in most Western
societies, can be held morally, socially and po-
litically responsible (Schutz, 1970).

When we explain our behaviour interms ofthe
pull-motive of pursuing interests, we are ac-
countable for our actions and inactions to our
fellow humans. On the other hand, when we re-
fer to our conduct as the outcome of a forced
situation, emanating from the satisfaction of a
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basic need, as when we defend our personal in-
tegrity when being attacked by a drunkard or a
dictator, we typically encounter a push-motive —
we do something we would not otherwise have
done because we were forced to do so. The voli-
tional component of the first type of motive is
evident in liberal beliefs about individuals’
rights and freedom to act, less so in perceptions
of duties and responsibilities following the exer-
cise of such freedoms and rights. The obligation
and forced component of the second type is
found in various kinds of traditional beliefs
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about inevitability, beliefs that may or may not
result in fatalism. Such beliefs are dominant
among those conservatives and socialists,
whose world-view tends to be organic.

Wants and needs

The modern psychological study of political
leaders and leadership needs to go beyond the
findings of such classical thinkers as Machiav-
elli, Hobbes, Nietzsche and Adler, all of whom
postulated the origins of human society in terms
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of an elemental drive for power. With Maslow’s
well-known studies in the 1940s we have come
a long way in terms of theoretical as well as em-
pirical research. This, I would contend, is very
much due to a conceptual distinction Maslow
made when he separated “wants” from “needs”
(Cf. also Easton, 1967a; Burns, 1978).

Needs are also called motives because needs
move or motivate people to act. Etymologically
the word motive is derived from the Latin term
motivus (“‘a moving cause”), which suggests ac-
tivating properties of the processes involved in
psychological motivation, such as needs and
wants.

In motivation, the feeling of a “want” is highly
subjective, autonomous, and private. If we fol-
low the argument suggested by Winter (1973, p.
24) that “physiological explanations of motives
do not fully substitute for motive explanations,
although they can be a valuable supplement to
them”, then it needs to be understood that in
terms of wants and needs, the physiological id-
iom—which is located at another level of analy-
sis—is much closer to “wants” than to “needs”.

James MacGregor Burns tells us that (1978, p.
64):

The concepts are often confused; some of the
elements of ‘want’ set forth... are often label-
led ‘need’ and needs are often seen as substi-
tuting wants... these concepts, both important,
we sharply différentiate here. Need in longti-
me English usage implies a more socialized,
collective, objective phenomenon, in the sen-
se of persons requiring something needful in
the view of others as well as themselves.
Wants are subjective, genetic, biological, or-
ganic, self-activating, inescapable. 1 want
sweets but I need vitamins, so I am told.

As for wants, Burns® adjectives “genetic, bio-
logical, organic, self-activating, inescapable”
are perhaps not all so well found. Wanting
sweets can hardly be generally referred to in
these terms. Rather, wants are short-term sub-
jective wishes without due regard to long-term
consequences. Needs, on the other hand share
the properties described in the above quotation,
and in a layman-expert context, one of the main
characteristics of professionals is that they can
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diagnose my needs which I, as a layman, can not
(“I need vitamins, so I am told”).

If motives are fed on needs it is also true that in
civic society, man does not automatically turn to
politics to satisfy his hunger, or such goals as
respect, welfare, security, income, deference,
love, and similar values. It is far more likely that
he or she will go to the food market, attempt a
career in dignified professions, increase his load
and quality of work, take insurances, try rela-
tionships with the other sex and so on. As Davies
(1963, p. 10) says, “Ifachievement of these goals
is threatened by other individuals or groups too
powerful to be dealt with privately, people then
turn to politics to secure these ends.” (Cf. also
Burns 1977, p. 268-269). Assuming this is fairly
reasonable, at least in our culture, we may say
thatifan individual cannot gratify his desires and
wants by his own efforts, he will turn social and
try to get the gratifications by means of collec-
tive efforts, provided he has the right kinds of
resources in terms of competence, money, skills,
knowledge, time etc. available.

The compensation-rationalization
hypothesis

Motives involve objects around which motiva-
tion is organized. Some motives can be ac-
counted for in rational terms, whereas others
cannot. Motivational objects can be private or
public. Whereas cognitive, as contrasted with
emotive theories of political involvement and
functioning tend to stress rationality, or at least
purposefulness, (Kahneman, Slovic & Tversky,
1982) in the making of decisions for whole so-
cieties, it is probably correct to say that, “...the
boundary between the rational and the irrational
is not always that easy to draw.” (Katz, 1973, p.
204). One complication is the inability of hu-
mans to handle great amounts of complex infor-
mation, which often leads to bounded rationality
(Simon, 1976; Simon, 1985) and cognitive sim-
plification (“black-and-white thinking™).

This becomes all the more obvious when we-
consider the following line of reasoning: The be-
haviour of political leaders and top executives
fullfills a variety of expectations that are ex-
pressed or at least harboured by a wide variety of
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client-groups and audiences. In short, it is.multi-
role conduct. The client-groups and audiences
include those of the general public, interlocking
personal and political networks, interest groups
and political parties, as well as the leaders’ own
entourage, which form major links to the vast
bureaucracies through which public policies are
implemented.

In this complex pattern, one of the principal
tasks of the political leader is to establish co-or-
dination and “rolebalance.” While inquiettimes
astandard repertoire can be used to assign priori-
ties concemning the role spectrum, intimes of dis-
tress and crisis some general formula for action
and its political legitimization is needed.

Certain personalities, it would seem, are par-
ticularly prone to stress this aspect. In his studies
of Gandhi, Trotsky, and Lenin, Wolfenstein
(1967, p. 33) argues that “leaders crave, relish,
and have confidence in their own power and
authority,” but this has to do with surface phe-
nomena for, as he also points out (1967, p. 13),
they additionally need a feeling of the rectitude
or legitimacy for themselves and the cause they
serve.

It was Lasswell who, in Power and Personal-
ity (1948, p. 38), wrote that:

The political type is characterized by intense
and ungratified cravings for deference. These
cravings, both accentuated and unsatisfied in
the primary circle, are displaced upon public
objects (persons and practices connected with
the power process). The displacement is ratio-
nalized in terms of the public interest.

Let us see what this means in analytical terms of
political motivation.

Rationalisation, displacement and
sublimation

Rationalization is part and parcel of our every-
day language and needs little more conceptual
clarification than a stress on its similar function
for individuals, as ideologies for groups and so-
cieties. Displacement, however, calls for a defi-
nition. Psychological displacement is the mental
process in which energized motives are trans-
ferred from one direction to another. More gen-
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erally, displacement is the process by which an
individual shifts interest from one activity toan-
other in such a way that the latter becomes a sub-
stitute or equivalent for the other. Displacement
of sexual energy to artistic creativity is the clas-
sical example used by psychoanalysts. Dis-
placed frustration and aggression in group
sports, from an original drive towards political
or personal violence, is another example. The
process of displacement knows no boundary be-
tween the private and the public space. Private
frustration may result in propagated public dis-
affection, provided those who displace the pri-
vate frustration have the skills, knowledge, en-
ergy and other resources required to make pri-
vate problems look like public grievances. The
range of available forms of expression and inter-
pretation will play a major role, and this range
may be both culturally and psychologically and
sociologically determined.

Displacement occurs in patterned sequences.
If we were not able to produce serial displace-
ments, we would be unable to symbolize our
thoughts and important environments in mean-
ingful ways, and thus to engage in social com-
munication. We would be solipsists.

A special type of serial displacement, sublima-
tion, relieves us from the dictates of instinctual
tensions. Modern ego psychology lists this form
of serial displacement under the category of “de-
fences” and, according to the same body of the-
ory, defences typically come into operation
when we encounter environments that are dis-
tressful because information needed for problem
solving is unavailable, confusing or contradic-
tory.

Having said this, however, it should be added
that in everyday life we utilize the psychological
mechanisms of defences to ward off anxieties
and psychic disequilibrium so asto feel well, and
that it would be unwarranted to interpret the us-
age Lasswell made of “displacement™ and “sub-
limation” in purely pathological terms, if by “pa-
thology” we mean “sick”.

The motive to avoid inferiority feelings
The idea of egoistic motivational propensities
being reshaped to take on seemingly altruistic
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characteristics is reminiscent of Alfred Adler’s
early attempts to explain political involvement
in terms of “inferiority complexes.” Compensa-
tion in private life may be exemplified by those
who feel an urge to buy prestige objects to con-
firm their own worth.! Compensation in public
life, according to this mode of thinking, relates
to the exercise of political power. Power seeking
emerges to compensate for low self estimates, a
process that may or may not be terminated once
the political actor gets “feed-back” from his
audiences. There is always a risk that the satura-
tion of wants leads to a motivation to come back
for more.

In Political Mobilization (1967, p. 184), Peter
Nettl discussed Lasswell’s formula at length:

Because of its conceptual awkwardness, the
compensatory definition of politics seems lar-
gely to have eluded political sociologists.... In
general, perceptive social scientists are well
aware of the underlying function of politics as
compensation, though they usually hesitate to
analyse it specifically.

Perhaps the most commonly observed stimuli in
Western society which are recognized for their
strong motivational properties are power, pres-
tige and possession. Because power, prestige
and possession are paired with many other
strong motivators, they also often become
strongly determining in themselves. Correlates
of power, prestige and possession, in a world
where suffering and guilt is caused by violence,
disrespect, economic deprivation and specula-
tion, are safety, deference and income. This was
also the starting point for Lasswell’s concern
with the development of the policy sciences.
Motivational research emphasizes the role of
needs for self-esteem, as I have previously at-
tempted to demonstrate. But in addition to this,
and compatible with the selective version of the
compensatory striving hypothesis, a need and
capacity for role taking (“social competence™)
must also be present. When Adler formulated his
theory of psychological compensation he used
these two dynamics, the psychological and the
social, and particularly stressed the role of empa-
thy that is, a person’s capacity to reconstruct a
social situation from the point of view of another
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person without charging this image with sympa-
thy or antipathy (technically: positive and nega-
tive cathexis).

Burns (1978, p. 95) concluded that the mutual
interaction of factors influencing self-esteem
and empathy in adolescence socialization are
central factors shaping a potential for leadership.
These factors obviously seem to provide that
type of cognitive complexity which Stone
(1981) saw as important for the execution of ef-
ficient leadership behaviour.

The displacement of private motives on public
objects constituted the first part of the compen-
satory striving hypothesis, a fact that should alert
our attention more directly to motivational re-
search. In a critical review of Lasswell’s work,
Tucker (1981, p. 56) said of the compensation
hypothesis:

This hypothesis is open to serious question
when treated as a universal formula. In all
probability, it is more applicable to some pe-
ople in political life than to others, and in any
given leader’s case more applicable on some
occasions than on others. The important truth
to which it points, however, is that the public
world of the leader-as-political-actor is not in-
sulated from the private world of the leader-
as-person.

According to Lasswell and modem psychology,
psychoanalysis, and psychiatry, displacement
occurs because in earlier experiences, the sub-
ject in question has learned the appropriate
norms, and formed what psychoanalysts call a
“superego” of the culture or setting where he was
raised, through repression or facilitation in the
handling of instinctual impulses. When encoun-
tering similar situations, the predisposition to
act, which was once repressed, is automatically
“channelled” or displaced through other
routinised paths — cognitive maps, scripts or
schemata — that were once before suggested or
facilitated by the setting or environment in
which the actor found himself (Axelrod, 1973;
Axelrod, et al 1976).

The cognitive theory of conceptual mapping
posits that just as a leader in his private life has a
mental repertoire of expectable situations in
which he may find himself, so does the public
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person. This means that new conditions will be
calculated as potential new instances of previous
public situations. Analogy (Cf. Stenelo, 1980;
Hoffding, 1923) therefore, is an important com-
ponent in learned motivation. Nasser is seen as

Hitler when he nationalizes the Suez Canal in -

1956, by Anthony Eden, Vietnam is similar to
Korea, as seen by US military strategists in the
mid-1960s, Saddam Hussein is likened to Hitler,
in early 1992 by George Bush and Margaret
Thatcher,-and the behaviour of Argentine’s dic-
tator Galthien in 1982 is seen as similar to
Hitler’s behaviour in Munich in 1938, by
Thatcher and her Minister of Foreign Affairs.

Getting to know the motivational
power field

Political motivation, then, is situated within a
field where power has previously been seen or
imagined as effective. This finding is fully com-
patible with George’s modification of the origi-
nal Lasswellian formula (George 1968, p. 38-
39):

In order to overcome or compensate for low
self-estimates, the power-seeking personality
attempts to carve out a sphere of activity in
which he can demonstrate his competence
and worth... Achievement of competence ina
given sphere of activity, however narrow or
specialized it may be, provides the personality
with a "field” where it can function producti-
vely, possibly with considerable autonomy...
the selective version of the hypothesis holds
that manifestations of power striving are not
encountered throughout the entire range of the
subject’s political behavior but operate more
selectively, that is, only when he is perfor-
ming in his actual or assumed field of power.

The major contention of social learning theory
(Cf. Rotter 1966) is that in some way, all behav-
iour can be described, analysed and predicted by
specifying the subject’s reinforcement history
and the stimuli present in the situation where we
contemporarily observe him. But we obviously
need a distinction between habits and motives.
Stereotyped response patterns characterize
habits, and it seems inappropriate and inconven-
ient to speak of motivation when we try to de-

121

scribe, for example, the moves of our feet in
walking. David Winter, an experimental psy-
chologist, has the following to say in terms of
definition (1973, pp. 17-18):

By the power motive, I mean a disposition to
strive for certain kinds of goals, or to be affec-
ted by certain kinds of incentives. People who
have the power motive, or who strive for
power, are trying to bring about a certain state
of affairs —they want to feel ‘power’ or ‘more
powerful than...” Power is their goal. We
would expect that they tend to construe the
world in terms of power and to use the concept
of ‘power’ in categorizing human interaction,
but they do more than that... they also want to
feel themselves as the most powerful.

The individualistic basis of motives

To speak of “motivated systems,” according to
the analytical positions adopted here, is either
patent nonsense or conceptual obfuscation. Mo-
tivation is a concept whose anchoring point in
empirical as well as theoretical research belongs
to the micro-level of analysis, that is, the level of
individuals and interpersonal relations (Cf. Dal-
ton, 1998).

Sometimes political scientists slip into the er-
ror of reification and anthropomorphosis, i. €. of
“individualizing” the decision-making units
which they study, thereby disregarding the lev-
els-of-analysis distinction and the importance of
group syntality characteristics.

Morton Kaplan’s System and Process in Inter-
national Politics (1951, p. 254) provides an ex-
ample of this:

Needs provide motivation. A social system is
motivated as truly as an individual human
being.

This is a strikingly odd observation, but consid-
ering that Kaplan is also alleged to have said (Cf.
Holsti 1976, p. 24) that,

... when most psychologists, psychiatrists, or
psychoanalysts turn to political subjects, they
employ the maxims of psychoanalysis as pa-
tent nostrums and are thus indistinguishable
in manner from the itinerant hucksters of In-
dian snake oil ...
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the statement is, perhaps, not so surprising. Ac-
cording to the thoughts developed here, collec-
tive actors, such as parties, states, and transna-
tional organizations can be said to have interests
but whether an interest is “objective” or not is in
many cases difficult to determine.

If systems, parties, states and similar political
units cannot be characterized as “motivated,” it
nevertheless needs to be said that motivation of
an individual is sometimes also influenced by
the presence of other people. This creates group
syntality. Social psychologists, especially schol-
ars in the field of group dynamics, have been
active in discovering how the presence of others
in given situations influences motivation. For
example, students and teachers behave in pre-
dictable ways in the classroom, waiters and res-
taurant guests behave in predictable ways, and
post-office clerks and their clients are similarly
engaged in a kind of scripted behaviour, which
is culturally determined. This means that con-
scious orunconscious norms and norm-systems,
shared by a group of people, rather than anything
else, cause the observed behaviour (Cf. Homans,
1967). Role-taking and role ascription go with
the establishment of norm systems. Culturally
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determined behaviours are often quite different
from the way the aforementioned actors behave
outside the interaction contexts. Studies of con-
formity, obedience, groupthink, and helping be-
haviours (which benefit others without reward
or expected rewards) are four areas in this field
that have received considerable scholarly atten-
tion. Compliance to group-norms in such situ-
ations is not adequately classified as motivated
behaviour, in the sense used here (For analytical
distinctions, Cf. Harsanyi, 1969).

Maslow’s need hierarchy

In order to understand the theories of modern
motivational psychology, we need to take a brief
look at its historical origins. Abraham Maslow
in 1943 wrote an essay on needs and motivation,
which was refined and expanded in the book,
Toward a psychological theory of being (1962).
The following remarks provide the concepts and
basic hypotheses of leadership motivation, as
they can be found in the works of social and po-
litical psychologists, belonging to “humanistic
psychology,” a scientific movement whose
members regard Maslow as its founder (Cf.
Welch et al 1978).

Self-Actualisation needs

Esteem needs

/

Social needs

e

Safety needs

Physiological
needs

;

Figure 2. Maslow’s Need Hierarchy.



Oversikter och meddelanden

In the essay, A Theory of Human Motivation,
adistinction is made between “basic” needs and
“higher” needs, between that which Bums
would call “a tissue necessity” on the one hand,
and “preferred end-states,” on the other. Ac-
.cording to the seventh proposition of Maslow’s
theory (1943, p. 370):

Human needs arrange themselves in hierar-

chies of pre-potency. That is to say, the appe-

arance of one need usually rests on the prior
satisfaction of another, more pre-potent need.

Man s a perpetually wanting animal. Also, no

need or drive can be treated as if it were isola-

ted or discrete; every drive is related to the
state of satisfaction of other drives.

So Maslow’s theory suggests that human needs

can be assigned to various levels, and that each

level of need has to be gratified to some extent

before the next level assumes importance.

® Thefirstlevel is basic,and includes physical
needs such as food, drink, shelter, air to bre-
athe, sleep, sex, etc.

® The second level is safety and security
needs which include pension plans, trade
union association, insurances, membership
in community clubs, unemployment gua-
rantees.

® The third level is socially voluntary affilia-
tions such as those leading to feelings of be-
longing, peer acceptance, opportunities to
socialize, and enjoying a hobby together.

® The fourth level is concerned with esteem.

It includes attempts to achieve or maintain

status, indicated by titles, status symbols,

self-promotions, and praise.
® The fifth level is self-realization. At this le-
vel behaviour is motivated by the desirable
in feelings of accomplishment, the realiza-
tion of one’s potential, and the accomplish-
ment of significant social and political go-
als.
According to the clinical and experimental re-
sults of Maslow’s research, as well as the find-
ings of his successor, Frederick Herzberg (Cf.
Herzberg, 1966), the satisfaction of basic needs
releases persons from basic physiological and
psychological hazards so as to free them to re-
spond to higher needs. The compatibility of the
compensatory striving hypothesis and Mas-
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low’s theory is particularly obvious in Maslow’s
discussion of damaged self-esteem, where he
says that, “thwarting of these needs produces
feelings of inferiority, of weakness and helpless-
ness. These feelings in turn give rise to either
basic discouragement or else compensatory or
neurotic trends” (Maslow 1943, p. 382).

Based on his observations of selected individ-
ual cases, which Maslow believed displayed
self-actualisation, including historical leaders
like the U.S. presidents Abraham.Lincoln and
Thomas Jefferson, he outlined a detailed cluster
of 14 characteristics, which, he claimed, can be
found in self-actualised individuals.

In narrative form, these characteristics can
help us to define individuals who are accepting
themselves and others, who are relatively de-
tached and independent of the culture or society
in which they live, are somewhat detached about
persons in their primary groups, but at the same
time have very close personal ties to a few inti-
mate friends, and they are, additionally, deeply
committed to solving problems that they see as
important.

Self-actualised persons intensely appreciate
simple or natural events, such as the sound of
waves onthe beach, and every nowand thenthey
experience profound changes in what could be
called “peak experiences.”? Peak experiences
are difficult to describe in non-subjective terms,
but they often involve a momentary loss of self
and feelings of transcendence. What Maslow
had in mind can be found in reports that outline
feelings of limitless horizons opening up. Peak
experiences also include feelings of being si-
multaneously very powerful and yet weak and
insignificant. Peak experiences are extremely
endowed with positive meanings and can cause
an individual to change the direction ofhis or her
future behaviour. According to Maslow (1971),
everyone can have peak experiences, but he
thought he had demonstrated that self-actualised
persons have these experiences more often.

While some of the conclusions made by Mas-
low have been confirmed many times, it needs
to be understood that—as Burns has pointed out
(1978, p. 70) — Maslow’s theory as a whole, in
certain respects, is somewhat imprecise and that
confirming empirical studies are limited.
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Stages in the development of morality
in political leaders?

Bumns’ study, Leadership (1978), has previously
been mentioned. Its underlying theory was built
on comparative observations of political leaders
in different types of settings, framed within a
conceptual edifice supplied by Maslow’s theory
of need hierarchies paired with aspects adopted
from Lawrence Kohlberg’s theory of moral
stages and sequences of human development.

Kolilberg’s theory of moral development is
concisely narrated in the essay, Stage and Se-
quence. The Cognitive-developmental Ap-
proach to Socialization (1969).

According to Kohlberg, we may fruitfully dis-
tinguish between two pre-conventional levels,
two conventional levels and two post-conven-
tional levels in the sequence of moral learning.
As it were, Burns found it convenient to relate
and recombine Maslow’s conception of need hi-
erarchies with this model of socialization. This
would, ultimately, mean that if something went
wrong with leadership, the reason would have to
be sought for in the socialization process.

As | have already mentioned, Burns’ book —
for which he was awarded the prestigious Pulit-
zer Prize —has been criticized for having a mor-
alistic undercurrent, allegedly at odds with its
scholarly qualities (Cf. Strum 1979; Seligman
1980, p. 156; and Stuart 1981), something which
undoubtedly has to do with the theory’s affinity
with “the third force™ in psychology, the so
called “humanistic school.” While this may be
so, a more serious defect would seem to stem
from the theory’s inability to treat what one
could call political leadership “regression.”

Somewhat simplified, regression means
dropping back to some lower level of develop-
ment or turning to previously surpassed modes
of need gratification. The essence of what we
would mean by political leadership regression is
epitomized in Lester Seligman’s thorough and
clarifying review article on Burns’ book, pub-
lished in The American Political Science Review
(1980, p. 156):

In our times, we have seen leaders and move-

ments that aimed at transcendence of “lower”

needs succumb in the end to self-interest, cor-
ruption, and abuse of power. What is the de-
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fence against such developments in Burns’

conception?
Perhaps questions like this, as well as the pre-
viously discussed problems with the “marriage”
of Kohlberg and Maslow’s theory are all reme-
diable within the basic framework of Burns’
conception. Atany rate, the comparative empiri-
cal parts of the work show many instances where
the general argument of the theory would seem
to fit.

Cognitive theories of motivation

Cognitive theories of motivation start with the
notionthat political behaviour is designed in par-
ticular ways as a result of the active collection,
storing, processing, retrieval, disemination and
interpretation of information (Bennet, 1981).
Motivation, from this point of view, is not seen
asamechanical or innate set of drives, biological
states or processes, but as a purposive and per-
sistent set of projected behaviours based on the
information available. Expectations, based on
past experiences, and stored in cognitive maps,
schemata or scripts, serve to direct behaviour to-
ward particular goals.

Important concepts of cognitive motivation
theory can also be found in expectancy-value
theory (Rotter, 1966), incentive motivation the-
ory, (Tsbelis, 1990); cognitive dissonance the-
ory (Bem, 1967; Bem 1972; Festinger, 1957,
Hollander, 1978); and social learning theory
(Bandura, 1977; Sjoback, 1988).

Expectancy-value theory

Let us presume that motivated political leaders’
behaviour is the product of two, and only two
dimensions3: the value attached to a goal or an
end-state, and the expected outcome of deci-
sional intervention. The matrix below shows the
combinations facing the motivated political
leader.

The corollariesof expectancy-value theory as-
sume that in situations, where more than one be-
haviour is possible, the behaviour chosen will be
the one with the largest product of expected so-
cial success and the highest value (1). Examina-
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Expected outcome of intervention

Positive Negative
High 1 2

Value of — —
intervention Middle 3 4
Low 5 6

Figure 3. Values and expected outcomes of decisional intervention.

tion of its use in achievement motivation, to be
described and discussed later on, can serve to
represent the various types of expectancy-value
motivations. Alternative (2) is highly valued, but
the prospects of achieving anything by means of
decisional intervention are negative. Choosing
this alternative means a propensity for risk-tak-
ing. Alternatives (3) and (5) have descending
values and the prospects of a decisional inter-
vention are positive and, therefore, the ranking
of 1, 3, and 5 is relatively easy. Similarly, the
negative expectations about decisional interven-
tion in cases 2, 4, and 6 present us with an order
of willingness to take risks. Since alternative 2
has a high value, and alternative 6 a low value, at
the same time as expectations of obtaining the
values decline down the row, we have a risk-tak-
ing set of preferences which is well-ordered.

[n expectancy-value theory we often start with
discussions and investigations of external and
internal loci of control. The psychologist Julian
Rotter (1966) made this distinction a major point
of departure, not unlike the way the sociologist
David Riesman had done in The Lonely Crowd
(1955). Reinforcement of beliefs about the de-
gree of one’s own fate-control have become a
standard measure in modern psychological re-
search, and it is generally considered to be a ro-
bust measure of the links between attitudes, val-
ues and motivation, on the one hand, and actual
behaviour on the other.

Inthe field of achievement motivation, the ex-
pectancy-value approach suggests that the over-

all tendency to achieve in a particular situation,
or field of real or assumed power, depends upon
two, and only two stable motives —a motive for
success and a motive to avoid failure —and the
evaluation of the probability of success in the
situation. In the Western world, as contrasted
with some Oriental cultures, the motive for suc-
cess is regarded as a relatively stable personality
characteristic after adolescence.?

One’s motive for social success is believed to
result from learning in prior situations where the
individual has performed successfully. Thus,
someone who has, for the most part, had suc-
cessful social experiences in the past will pre-
sumably become highly achievement-oriented.
The motive to avoid failure is also assumed to
become relatively stable as the individual ma-
tures. Avoidance of failure represents the les-
sons learned from the aggregated previous in-
stances where achievement behaviours were un-
successful.

Summarily stated, those who have experi-
enced many unsuccessful attempts in achieve-
ment situations will develop a strong motive to
avoid failure. They drop down on risk-taking.
Forthose who have been successful, on the other
hand, having learned how to achieve a specific
goal, the appetite will in many cases not lead to
saturation, but to a return for more of the same
kind. -
Individuals with a strong motivation to avoid
failure and weak motivation for success will try
to avoid most achievement situations if they can.



126 Oversikter och meddelanden
Motivation to avoid failure
Strong Weak
Strong 1 2
Motivation
for success Weak 3 4

Figure 4. Success motivation and failure avoidance.

People with high motivation for success and low
motivation to aveid failure will, on the other
hand, be achievement-oriented. They end up in
alternative 2, and this holds for the matrix in fig-
ure 4 as well.

Besides for re-enforcement history, deliberate
calculus (Buchanan & Tullock, 1963) also has
an important place in the value-expectancy ap-
proach to motivation. The expected probability
of success in a particular achievement situation
is important for the behaviour to be explained.
By means of deduction, the approach proposes
that persons highly motivated for success will
tend to choose to participate in achievement set-
tings which they judge to be moderately difficult
(technically: where the establishment of Nash-
equilibrium is not expensive). However, the ap-
proach also suggests that people highly moti-
vated to avoid failure will tend to choose tasks
that they judge to be either very easy or ex-
tremely difficult. Failing in an extremely diffi-
cult task or setting is not expected to lead to
blame or stigmatization.

Incentive motivation

Incentive motivation can be seen as a sub-vari-
ety of expectancy-value theory. It is at the core
of a wide variety of rational choice and public
choice models of political behaviour, and these
models are usually linked to game theory. Incen-
tive motivation theory, in combination with pos-
tulates from general expectancy-value theory
and game theory, is also, when applied to poli-
tics, called analytical political theory. (Cf. Tsbe-
lis, 1990, for one of the most sophisticated devel-

opments in the field). Moreover, incentive moti-
vation has been successful in the field of micro-
economics where it is, in most Western socie-
ties, the dominant explanatory paradigm.>

Like in general expectancy-value theory, in-
centive motivation is concerned with the way
goals influence behaviour. For example, a per-
son might be willing to travel long distances to
eatata special restaurant, which serves a favour-
ite exotic fish. On the other hand, that same per-
son might not be willing to travel the same dis-
tance to eatan ordinary fish-and-chips meal. The
two meals have different incentive values and
motivate behaviour to differing degrees.

Researchers concerned primarily with human
motivation have suggested that much of human
deliberation behaviour can be understood as be-
ing directed toward specific goals. Decisions are
made on the basis of the expected pay-off for
choosing one specific goal, rather than another.
Focused incentive motivation research suggests
that general expectancy-value postulates and
models must be better specified in order to reach
more reliable standards of prediction. By doing
so the expectancy-value approach looses some
of its parsimoniousness and elegance but that is,
perhaps, inescapable in a field as complex as
motivation theory.

Cogpnitive dissonance

Kelly Shaver (1975, p. 89) has written that, “In
an important sense, to ask ‘Cognition or motiva-
tion?’ is to ask the wrong question: self-percep-
tion is neither purely cognitive nor purely moti-
vational, but rather contains substantial ele-
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ments of both.” But what do we mean by cogni-
tion, then? How does cognition relate to motiva-
tion?

Cognition may have many everyday and sci-
entific meanings, but here it is treated at the sam-
pling, storing, interpretation, retrieval and dis-
semination of information. One of the most
dominant cognitive approaches to the study of
motivation has been the theory of cognitive dis-
sonance. It was first systematically studied by
the American psychologists Festinger & Carl-
smith (1959) and Bem (1967) in the 1950s. This
theory proposes that people attempt to maintain
consistency among their beliefs, attitudes, and
behaviours. According to this theory, a motiva-
tional state termed cognitive dissonance is pro-
duced whenever beliefs, attitudes, and behav-
iours are inconsistent or incoherent. Cognitive
dissonance is considered to be an disequili-
brated psychological state that triggers other be-
havioural mechanisms so that cognitions are
brought back into a consistent relationship with
one another (Cf. Hollander, 1978).

Much of the research on cognitive dissonance
has centred around what happens when attitudes
and behaviours are incoherent, such as research
on the “risky-shift” and “post-decision regret.”
This research suggests that behaviour inconsis-
tent with one’s beliefs — if there is insufficient
justification for the behaviour — will often bring
about modification of those beliefs. Suppose, for
example, that a person is required to undergo a
stressful initiation in order to join a select group,
such as getting mensur-scars when entering a
German student union (Burschenschaf?) in the
Weimar Republic. After undergoing this initia-
tion the person discovers that becoming a mem-
ber of the group does not provide the satisfaction
originally expected. Such an outcome should
produce cognitive dissonance because the be-
haviours required and the current belief about
the group are inconsistent. As a result, the theory
suggests that motivation will be triggered to
bring the dissonant elements back into a consis-
tent relationship. A decision to join a religious
sect, like the scientology church, which is both
expensive and socially demanding, exemplifies
how later on the cost of leaving the sect is
avoided because the astonishing results of the
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initial membership paired with invested money
combine to help the subject to continue. The be-
haviour cannot be changed because it has al-
ready occurred; the belief, on the other hand can
be changed. Under these conditions dissonance
theory predicts that the person’s attitude will
change and that he will actually come to believe
that he likes the group more.

Observational learning

In another type of learning technique, observa-
tional learning, or modelling, a new motive is
learned simply by watching the behaviour of
someone else. It is a kind of imitation. Such a
learning of motives demonstrates the ability to
profit from other peoples’ mistakes and suc-
cesses. The significance of this type of learning
is understood because the leaming can occur
without an individual ever having to perform the
behaviour himselfor herself. Thus, watching an-
other child burmn his or her fingers when lighten-
ing a match is often enough to keep the observ-
ing child from playing with fire. Similarly, no-
ticing that other students get good marks at the
university, because they study hard and attend
lectures, may be a sufficient stimulus to motivate
students to follow their example. Albert Ban-
dura, a Canadian psychologist, and Hans Sjé-
back (Cf. Sjobdck, 1988), a Swedish psychoana-
lytically influenced psychologist, have pro-
posed, and provided a wealth of support for the
observational leaming of aggression and other
politically relevant behaviours in humans. Ban-
dura has shown that young children will imitate
the aggressive responses they see performed by
adults. Such aggressive responses can also be
leamed by observation of violent acts in film or
on TV, or by reading or hearing excessively
about violent behaviour.6 One can conclude
from the results of social leamning theory that
successful use of violence as a means to an end
may create scripts of violence that may be util-
ized at some future occasion by the observer.
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Achievement, affiliation and power
motivation

An introduction to empirical
motivation theory

Henry Murray, the inventor of the Thematic Ap-
perception Test (TAT), in the late 1930s, was
one of the first US psychologists to systemati-
cally analyse achievement as an important
source of human motivation. The initial combi-
nation of picture tests and Maslowian assump-
tions proved to be a vital source for empirical
research.

* Inthe early 1950s, however, motivational re-
search began to develop along somewhat differ-
ent paths. With the publication of McClelland,
Atkinson, Clark and Lowell’s book, The
Achievement Motive (1953), motivational re-
search was also put on a firm, though different,
empirical and theoretical basis, compared with
Maslow’s initial work. The research group ex-
plained their basic hypothesis in the following
way (1953, p. 28):

Certain stimuli or situations involving discre-
pancies between expectations (adaption le-
vel) and perception are sources of primary,
unlearned affect, either positive or negative in
nature. Cues which are paired with these af-
fective states, change in these affective states,
and the conditions producing them become
capable of redintegrating a state (A’) derived
from an original affective situation (A), but
not identical with it.

The word “redintegration” in the hypothesis was
meant to imply previous learning, and the
McClelland group consistently maintained that
all motives are learned. The group also main-
tained that, “There is ... some theoretical justifi-
cation to our empirical finding that motives can
be measured effectively in imagination” (ibid.
1953, p. 42).

Like Murray, the McClelland-Atkinson team
used TATs in the shape of ambiguous pictures
about which subjects were asked to tell or write
stories, which were later on content analysed to
provide a scored profile of the subjects’ achieve-
ment imagery. The model which Atkinson and
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McClelland developed was based on an impres-
sive amount of empirical research, and its funda-
mental concepts were “expectancy” and “goal
value.” The model was later on expanded to
cover a wider scope of human motivation.

In 1961, David McClelland, in his book, The
Achieving Society, proposed that humans are
motivated by some pivotal needs. Need for
achievement or nAch, need for power or nPow,
and need for affiliation or n4ff were singled out.
Below is an attempt to clarify what these needs
are:

1. nAch, The desire or drive to excel in what-

ever one does. It is the inner urge to do things

better and better or more and more efficiently
than before; to strive constantly to achieve
self-set standards.

2. nPow, The desire or drive to influence, or

have impact on, others; it urges one to acquire

prestige and/or control over others.

3. nAff, The desire or need to be liked and ac-

cepted by others; it is the drive to form and

maintain meaningful relationships with oth-

ers.
The promise of McClelland et al’s research is
that the motive profile of a person can change,
both as a function of one’s life course as well as
through formal training. McClelland has,
among other things, demonstrated, with abun-
dantevidence, that n4Ach can be increased by for-
mal training. Since this finding is conducive to
social engineering, this kind of motivational re-
search has found a market in production industry
(Cf. Andersen, 1999) and among people inter-
ested in political leadership.

Achievement motivation

Two years before The Achievement Motive was
published, McClelland had published an essay,
Measuring Motivation in Phantasy, The
Achievement Motive (1951) in Harold Guetz-
kow (ed.), Groups, Leadership and Men
(1951). In this essay, McClelland touched upon
the locus of this methodological posture for
measurement by saying that, in the main, his
method was similar to both the Freudian psycho-
analytical modes of observation and Henry
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Murray’s TAT-procedures. He concluded that
(1951, pp. 202-203):

The final rating, whether it be the psychiat-
rist’s or the person’s own, represents a synthe-
sis or integration of ... many factors and is not,
. therefore, atleast in atheoretical sense, ‘pure.’
That s, it does not represent any one aspect of
personality but is a judgement involving
many.

The differentiation of motives in both theoretical
and expenmental research. was achieved in the
years that followed. Some twenty years later,
McClelland in his essay, The Two Faces of
Power (1970) tried to summarize the implica-
tions of motivational theory for the scientific
study of political leaders’ behaviour. In particu-
lar he stressed the fact that, “stimulating
achievement motivation in others requires a dif-
ferent motive and a different set of skills than
wanting achievement satisfaction for oneself”
(p. 30). Emphasizing also the cultural setting, he
noted (p. 32):

It is a fine thing to be concerned about doing

things well (n-Achievement) or making fri-

ends (n-Affiliation), but it is reprehensible to
be concerned about having influence over ot-
hers (n-Power). The vocabulary behavioral
scientists use to describe power is strongly ne-
gative in tone.
Why is this so0? Before we continue this exposi-
tion of empirical motivation research we obvi-
ously need to take a closer look at affiliation and
power motivation, in addition to achievement
motivation.

Asithasbeen conceived, the need for achieve-
ment is particularly important to entrepreneurial
behaviour, and given that it is learned, this style
of thinking (this motive) can be taught. McClel-
land has demonstrated that it is possible to de-
velop a course of instruction in achievement mo-
tivation and has implemented this instruction in
developing countries (McClelland & Winter,
1969).

At the end of his career, McClelland and his
associates increasingly saw the effect of the need
for achievement, on societal development, as a
mass phenomenon. Thatis, the rise and fall of the
economic fortunes of a nation depends, so they
argue, on widespread motivational tendencies
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rather than the motivation of a few “heroic” en-
trepreneurial leaders. The need for achievement
has also been studied in political leaders.

Donley and Winter (1970) made a pilot study
of achievement motivation among twentieth-
century American presidents. More recently,
Winter has done a study of the motivational pro-
file of George W. Bush (personal communica-
tion to the author). The work of Browning and
Jacob (1964) was an initial study which was later
on extended (Browning; 1968) to suggests that
self-promoting political leaders, who attempt to
reach to high office and who comply with the
tasks of the offices that they do hold, score high
on both achievement and power motivation.
Nevertheless, the examples from Donley and
Winter’s investigation suggest that each of these
motives may have distinctive contributions to
the political orentation of political leaders.
Nixon, for example, scored very high on
achievement motivation but was only moderate
on the power scores. Both the Republican Teddy
Roosevelt and the Democrat Harry Truman
scored high on power, but at the same time they
only reached a moderate level on achievement.
An anticipatory word will perhaps convince the
skeptical reader. Winter and Stewart (1977)
have outlined the method of scoring these mo-
tives, a method which testifies to the robust na-
ture of their results.

In The Achieving Society (1961), McClelland
assembled evidence that the achievement mo-
tive has been important throughout recorded his-
tory, evidence that nations may have thrived or
declined as a function of the level of motivation
present in the people at particular momentsin the
nation’s history. Of particular interest are
McClelland’s comparisons of Protestant and
Catholic countries’ rates of economic growth—
the higher growth rates in Protestant countries,
usually attributed to the Protestant work ethic a
la Max Weber, may reflect particular conditions
which foster the growth of achievement motiva-
tion. James C. Davies (1971) argues that “It is
not capitalism or socialism or even protestant-
ism that spontaneously activates the need for
achievement. This organically based need, la-
tent in a premodem society, becomes active
whenever a favourable environment develops,



130

whatever ideology or institutional structure may
accompany its development.” Just one comment
on this: There is, as far as I know, no secure evi-
dence that achievement is an organically based
need. As I have already suggested, most social
motives are based on a need for effectance. Most
researchers, however, have argued that these
motives are learned, or are based on non-organic
social priorities. Therefore it seems more likely
that they are derived from belief systems, institu-
tional norms, and the possession of mental and
material resources.

Affiliation motivation

Those among us who are primarily driven by the
affiliation motive are concerned about the qual-
ity of our social and interpersonal relationships.
Affiliation motivated people enter into relation-
ships for the sake of the relationships them-
selves, and not primarily for economic gain or
political influence. They are concerned with
how harmonious and reliable their relationships
are and they are likely to be upset when conflict
occurs.

When analysing stories told, either when re-
spondents are exposed to TAT-pictures, or when
experimental situations are otherwise arranged,
we see that affiliations themes are revealed in
stories about establishing, maintaining or restor-
ing close and friendly relationships, joining
groups of likeminded, participating in pleasant
social activities, and enjoying shared activities
with friends or family members.3 [t reflects be-
haviours toward others that are supportive, co-
operative, and friendly. The emphasis is on the
value of belonging to a group or network, and
conformity to shared group norms. Affiliation
motivated people obtain great satisfaction from
being liked and accepted by others, and prefer to
work with others who prefer group harmony and
cohesion. They are generally speaking, prag-
matic within the organisational context, but can
be very principled when dealing with non-mem-
bers and “out-groups.”

Those who score low on affiliation tend to be
lonesome both in habits and preferences, and
they are usually uncomfortable when they have
to socialize with others. The kind of introversion
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they exhibit does not have to exhibit itself within
an inner circle of a few close friends, or in family
settings. Those who are low on nAff, by defini-
tion, lack motivation or energy, or both, to main-
tain many and close social contacts in network-
ing, group presentations, public relations, and
building close personal relations with peers and
subordinates. This makes them “outcasts” in
most managenial and leadership situations.
Those who are high on affiliation motivation
are unwilling or reluctant to let work interfere
with harmonious personal and social relation-
ships. Moderately, affiliation motivation is re-
lated to effective management, both in politics
and in business. Strong affiliation motivation
may, however, be detriment to effective political
and administrative leadership. This is so since
strong affiliation needs often lead to avoidance
of unpopular decisions, permitting exceptions to

rules, and showing favouritism to friends. In a

variety of organisational contexts, this often

leads to confusion about procedural rules,

“jumping on the bandwagon” and flattery, and

anxiousness about the direction of organisa-

tional activities. It also causes uncertainty about
inequity, jealousness and subservience.

Summarily we can say that affiliation motiva-
tion is present when any one of the following
three circumstances occurs in the imagery of
studied subjects:

e Someone in the story told is concerned
about establishing, maintaining, or re-
storing a positive emotional relationship
with another person or group. Friendship is
always involved since it is the most basic
kind of positive emotional relationship. If
there is mention of two characters in the sto-
ry, their role as friends is a minimum basis
for scoring imagery. Other kinds of rela-
tionships, such as father-son, mother-
daughter or relations between spouses or lo-
vers, should be scored only if they have the
warm, compassionate quality implied in the
definition given.

e Included among themes about affiliation
motivation we find ideas figuring one per-
son who likes or wants to be liked by some-
one else, or the idea that someone in the sto-
ry has some similar feeling about another
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person, also appearing in the story. Disrup-
ted or broken interpersonal relationships al-
low for imagery to be scored if someone
else, in the story told, feels grief or is sorry
or takes action to repair the relationship.

‘@ In order to obtain scores, we should also
look for mentionings of such affiliative ac-
tivities as social parties, reunions, visits, or
relaxed small talk, for example at a confe-
rence, or when coming home from work.
However, ifthe affiliative nature of the situ-
ation is explicitly denied in the story, such
as by describing it as a purely business me-
eting or an angry debate, imagery is not sco-
red. Friendly actions such as consoling or
being concerned about the well being or
happiness of another person are scored, ex-
cept where these actions are culturally
prescribed by the relationship, e.g., family
relationships. In short, the index of affilia-
tion motivation must not include content
which points solely or primarily to a sense
of duty or obligation.

This outline of scoring criteria must be kept apart

from imagery derived from affiliative decision

rules. By affiliative decision rules | mean rules,
which pertain to the policy maker’s affiliation
with others in his or her formal organization.
Most often these rules are formal rules used to
preserve the policy maker’s relationship with a
primary group, such as a small planning com-
mittee that meets face to face to work on major
policy recommendations. They are part and par-
cel of the organisations’ standard operative pro-
cedures (technically: S.0.P.). Sometimes affili-
ative rules are also used to deal with constraints
arising from the policy maker’s membership in
secondary groups, suchas a political party,acor-
poration, a ministry or the whole government.

Knowledge of how affiliative decision rules

work comes mainly from the field of group dy-

namics (Cf. Cartwright, Zander et al 1968),

which was a research field developed by Kurt

Lewin and the school of social psychology he

created (“field theory™).
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Power motivation

The noun “science” in social science implies that
all social behaviour has some antecedent cause,
that behaviour can be explained in causal or con-
tingent terms. One antecedent to which particu-
lar political behaviour is often attributed is
power motivation. Thus, if we observe political
leaders angrily condemning their opponents for
excessive spending of the tax payers’ money, at
the same time as they propose-economic re-dis-
tribution reforms increasing social cleavages,
one might infer that such political leaders are
merely out to get votes among the politically ac-
tive and that they are not working for altruistic
benefits at all, as implied by the message. More-
over, we — as social scientists — do not assume
that they behave erratically or randomly.
Rather, we assume, as did McClelland, Winter
and others, that some motive, a power motive, is
the antecedent, which makes them behave as
they do.

Those among us who are motivated by power
concerns have fantasies about our impact on
other peoples’ decisions and ways of life. Power
motivated people try to convince others about
the correctness of their point of view about the
exercise of power, and when they act benevo-
lently, rather than egoistically, they attempt to
empower others around them. The assumption
is, of course, that power makes a difference for
the outcome of decisions. Power motivated peo-
ple also engage in social relationships where
they can find ways to connect with and influence
other powerful people.

Power motivation is assumed, and has been
demonstrated to be predictive of leader effec-
tiveness (Andersen, 1999). The power motive is
necessary for leaders to be effective because it
induces them to engage in social influence be-
haviour

The need to find an appropriate measure of the
power motive other than that which would use
“surface” interpretations of a given communica- .
tion is then, quite obvious. Groups.and individu-
als in our culture, especially if they are promi-
nent in public life, would almost certainly never
say that their actions were motivated by a desire
for power. But the leader who is personally not



132

attuned to the power games of political life
would find it uncengenial.

The concepts of rationalization and ideology
subsume a wide variety of words and vocabulary
that hides the realities of power known by politi-
cal scientists and psychologists: “duty,” “re-
sponsibility,” “service” and perhaps “legitimate
and democratically executed power.” These
euphemisms and rationalisations make it diffi-
cult to study the power motive.

This is methodologically important for the
psychological study of “the power motive”
among political leaders and must be taken into
consideration in attempts to observe and meas-
ure the dimensions of this phenomencn. As
Winter (1973, p. 3) has observed:

... just as sexuality was repressed and denied
during the nineteenth century, so today power
strivings are repressed and achieve only dis-
guised expression through defence mecha-
nisms such as distortion, displacement, pro-
jection, and rationalization.
Together with David Winter, McClelland in the
1960s started to study the effects of social drink-
ing on fantasy, and at an early stage of this re-
search it was found that it increased sex and ag-
gression fantasies, some of which were mark-
edly exploitative, an instance they, in turn, felt
was derivative of feelings about having “an im-
pact” on others. This, they stipulated, could
make it part of an n-Pow scoring definition of
some utility in laboratory experiments and test
situations.

Inlaterresearch projects, McClelland began to
distinguish two basic forms of power motives,
that is, a “personalized” and a “‘socialized” ver-
sion (McClelland 1970, p. 36):

At the level of action, a personal power con-
cemn is associated with heavy drinking, gam-
bling, having more aggressive impulses, and
collecting “prestige supplies” like a convert-
ible or a Playboy Club Key. People with this
personalized concern are more apt to speed,
have accidents, and get into physical fights. If
these primitive and personalized power-see-
king characteristics were possessed by politi-
cal office holders, especially in the sphere of
international relations, the consequences
would be ominous.
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After the politically embarrassing events associ-
ated with the Vietnam War, such as the massacre
at Song My (My Lai) and the Watergate scandal,
we are all too well aware of that.

But, according to McClelland, there is also an-
other side to the power-motive (ibid. p. 36):

At the fantasy level (the socialized version,
TBr)expresses itself in thoughts of exercising
power for the benefit of others and by feelings
of greater ambivalence about holding power-
doubts of personal strength, the realization
that most victories must be carefully planned
in advance, and that every victory means a
loss for someone. Interms of activities, people
concerned with the more socialized aspect of
power join more organizations and are more
apt to join in organized informal sports, even
as adults.

This conception of high power/low inhibition
versus high power/high inhibition (pPow and
sPow, to use the technical terms) was later criti-
cized and redeveloped by Winter, who elabo-
rated on the Veroff n-Power scoring system so
as to account for two other dimensions Hope/
Fear of Power (Winter 1973, p. 162-163). This
distinction, he said, would side-step the moral
issue of “bad” versus “good” leadership and
power, of “domination” versus “genuine leader-
ship,” reminiscent of Pigors’ researches from
the 1930s, and Burns’ from the 1970s. At the
same time, the basic distinction between task-
oriented and social-emotionally oriented politi-
cal leadership would not be thwarted. Letus now
turn to the indicators of power motivation as we
can find them in, for example, Thematic Apper-
ception Tests.

We will expect that power motivation is pre-
sent in a story when any one or more of the fol-
lowing things are reported:
¢ Someone in the story is emotionally concer-

ned about getting or maintaining control of

another person. Wanting to show dominan-
ce or to win a point in an argument. At-
tempts to convince someone in order to gain

a position of control, as well as wanting to

avoid humiliation, are obvious examples of

this. However, weaker expression such as
wanting to inspire or teach another person
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should also be scored. However, if the advi-
ce is asked for regarding this element, ima-
gery should not be scored unless there is ad-
ditional evidence of power concern.

® The second instance that must be scored is
when someone is actually doing something
to get or keep control of another person by,
for example giving a command, deman-
ding, arguing, or forcing, trying persistently
to convince, or using punishments in inter-
personal behavieur. It would seem that any
activity could be scored here, so long as it is
directed toward influence and control in in-
terpersonal or inter-group relationships.
Physical power should always be scored as
power imagery.

e Scoring the power motive requires caution.
Some statements about interpersonal rela-
tionships are culturally defined. In these
statements we find some, in which a supe-
rior has control over a subordinate. These
statements must indicate power or influen-
ce relationships, which not only are mentio-
ned, but also practised. If an employee-
employer tale continues as an elaboration of
an affiliative bond, then power imagery
should not be scored as a power motive but
as an affiliation motive. Scoring a power
motive, furthermore, requires either that the
subordinate must be mentioned and/or the
effect on her or him is clear. The asym-
metric parent-child relationship, in and of
itself, is not scored as a power relationship,
since it is part of a culturally defined family
relationship.

As previously mentioned, a high need for power

may be expressed as “personalized power” or

“socialized power.” People with high personal-

1zed power motives may have little inhibition or

self control, and they usually exercise power im-

pulsively. Correlated with this are tendencies to

be rude, to excessively use alcohol or other
drugs, to engage in sexual harassment, and col-
lecting symbols of power (e.g., big boats, big of-
fices, expensive desks, fancy cars, etc., so called

“penis extenders”). Such people, when they give

support or advice, only do so with the intent to

further bolster their own position. They demand
personal loyalty to themselves rather than to the
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organization, which they represent, perhaps they
are unable to distinguish the two.

The need for socialized power is most often
associated with effective leadership (Andersen,
1999). The leaders who harbour the socialized
version of the power need tend to direct their in-
fluence and power in socially positive ways,
ways that will benefit the organization and oth-
ers. This version of the power motive is not in-
tended to be a reflection of the idea that it is
through power that important tasks are accom-
plished. Such leaders are more hesitant to use
power in Machiavellian or other forms of ma-
nipulative behaviour, to engage in “expression
management,” and those who are influenced by
this version of the power motive are also less
narcissistic, and collect fewer outward symbols
of power, prestige or possession. Usually they
have a long-range perspective, show considera-
tion and they can also handle consultation and
advice, for what it is, in rational terms.

A note about the application of
McClelland’s research to political
examples

The most striking impressions left by the find-
ings of Rufus Browning’s research on power
motivation among business men and politicians
during the 1960s, when considered inde-
pendently of situational factors, were a lack of
aggregate motivational differences between the
politicians and the businessmen and an extreme
heterogeneity among the politicians on the
McClelland measures. However, when control-
ling for situational factors, particularly the op-
erative (as opposed to the institutional) norms
and expectations connected with various politi-
cal offices in different communities, distinct
motivational profiles began to emerge. Politi-
cians who approached styles of behaviour which
could be described as a “hard-driving activist”
syndrome — identified by Browning in terms of
high scores in the needs for achievement and
power and low scores in the need for affiliation
—were found in some political contexts and not
in others. One may wonder whether this is not
associated with the functionality of institutions
and organizations, either so that effective or-
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ganizations recruit and/or attract such people.
With the onginal findings of McClelland in
mind — that motives always are learned — we
should then not generalize too quickly and gen-
erally about leaders, who enter positions of
power, where it had previously been exercised in
democratic or authoritarian ways.

Some summary and concluding remarks

Motivation is a complex topic that spans virtu-
ally all areas of psychology, dynamic, structural,
cognitive, emotive, physiological and psycho-
analytic. No one set of hypotheses or theory is
capable of explaining all that we know about
motivational processes, as I have tried to show
in this overview. Also, leadership and motiva-
tion are closely related, as I have tried to show.
Therefore leaders should guard against the ten-
dency to assume that the same factors will moti-
vate all individuals, in all situations and times, or
that motivational factors are role-independent.?

Itis often claimed that many of society’s prob-
lems are motivational. This observation usually
means that the goals and values of economically
affluent groups in the Americas, (WASPs),
Europe, and Asia are not shared by members of
deprived urban populations. Neither does it
cover the millions of rural poor people in indus-
trially developing countries.

Many techniques have been tried in business
and industry to effect motivational involvement
with production on the part of ordinary employ-
ees. The research by McClelland and his associ-
ates is no exception to this. Some of them have
had success. Incentive systems, employee par-
ticipation in company planning and decisions,
and human-relations training exemplify the pro-
cedures used. A substantial corps of specialists
throughout the world provides programs, to in-
dustry, designed to improve the motivation, mo-
rale, and satisfaction of workers at all levels. Al-
though these programs have wide acceptance,
most of them have received very little objective
evaluation, but it seems reasonable that some
kind of motivational research may be valuable
when leaders and managers try to empower
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those who would otherwise not be able to affect
their own destiny.

Tom Bryder

Notes

* This is an attempt at narrating political psychologi-
cal concepts, hypotheses and theories of motivation.
The article does not aspire to present new empirical
results from primary research. Its justification relates
to what emerges as an effect of combined insights
from the rather dispersed field of research called
“motivational psychology.”

1. The critics of capitalist society claim that alienated
man in the free market buys things, he-does not need,
for money he does not have, in order to impress pe-
ople, who do not care.

2. Ame Naess retiring to the Norwegian mountains,
or Ludwig Wittgenstein retiring to his house on the
west-coast of Norway, are pertinent examples, and
so was the late Jeff Rubin’s challenging mountain
climbing which regretably lead to his death.

3. A dimension is here seen as a variable covarying
with another variable.

4. Game theoretical models, based on the idea that
striving for success is a universal phenomenon, were
used by US military strategists during the early years
of the Vietnam War. These models lead US military
thinking into wrong directions, since in the Orient,
the desire to avoid failure or disaster (loosing face)
was much more widespread than a desire to “win it
all.” In cognitive terms, perceptions of the militarily
superior capability of the Americans induced the Vi-
etnamese to value human qualities more than wea-
pon qualities.

5.James Buchanan, one of the co-authors of The Cal-
culus of Consent (1963) is a Nobel Prize laureate.

6. Hans Eysenck (private communication) has clai-
med that one cannot postulate a general propensity to
violence, by watching violence on TV. Probably, the
ability to abstract from concrete events and cognitive
complexity are influential variables but this is gain-
said by Eysenck whose studies were done with
young children.

7. Towe this point to professor Guetzkow, who also
gave me more facts about the development of moti-
vational research in the United States at the 1992 an-
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nual scientific meeting of the International Society of
Political Psychology in San Francisco.

8. Robert Putnam (2000)-claims that this kind of mo-

tivation is declining, particularly in American socie-

ty. In a sense, however, his reflections are remini-

scent of Ferdinand Tdnnies” Gemeinschaft und Ge-

sellschaff.

9. This is perhaps most evident from a reading of the

works of Erwing Goffman, Cf. Goffmann, 1959.
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