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Introduction

The power of motives

Motivation is an important driver for commitment and performance. Thus it is very useful in working life to have 

motives that suit the assignments allocated. Motivated employees perform better and are more satisfied. Hence 

the constant attempts made by companies to motivate their personnel. In this connection, motivation is often 

understood as consisting in providing inspiration and encouragement. However, a person cannot be motivated to 

perform every kind of task. The assignment must suit his/her predispositions and abilities, and the result of 

his/her work must mean something to him/her.

What work means to a person depends on the motives that guide that person. There are three main motives that 

steer a person's conduct: the need for a sense of belonging and security within the group, the need for status, 

power and influence in contact with others, and the need to initiate change and to be successful in doing so. 

These three basic motives are present in every one of us, but they vary in individual intensity and in their 

combination of effects. In the complex reality of modern life, these basic motives have been subdivided so that we

 can now distinguish between 14 motives in the world of work that influence people's actions.

Motives are experienced on an emotional level, and have a direct effect on our actions. They are responsible for 

satisfaction or dissatisfaction, for commitment or disinterest. It would be a serious mistake not to take them into 

account in people management or personnel selection and development. The Questionnaire on Professional 

Motivation (FBBM) is used to identify professional motives effectively and precisely.
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How motives turn into motivation

Personal motives that are initially more general in nature turn into a concrete motivation to do something specific

when the person can assume that his/her own action will lead to a positive result in the near or mid-term. A result

is positive for someone when it corresponds to his/her motives. The motivating result can take the form of inner

satisfaction, social recognition or material reward.

So if a person's manager wants to motivate the employee to take a particular course of action, s/he needs to be

sure that the kind and result of the work corresponds at least partly to the employee’s individual motives. If the

employees realise that they can achieve valuable goals and results through certain activities, they will perform the

activity concerned on their own initiative even without specific inducement from their manager.

Each person has an individual motive structure

Each person working in a profession is influenced especially strongly by some of the 14 motives, and less strongly

by others. For some people it is very important to be able to work independently and creatively, while others are

especially motivated by personal recognition and the chance to do something useful for a customer. By the same

token, the motives that hold no particular appeal for one individual, or that s/he even rejects, can vary

considerably. Some people are deterred by the idea of having to sell something, while others may not find it

particularly exciting to be in demand as an expert in their field– or not any more. Because the individual motive

structure varies so widely and has such great influence, it makes sense to take a close look at it for each individual.

The FBBM questionnaire brings out the structure of a person's motives clearly by highlighting the four strongest

and four weakest motives.

Maria Obraszova - 01.01.2017

© CNT Gesellschaft für Personal- und Unternehmensentwicklung mbH                                                                                                                                                    4 



A person's motive structure alters over the years

Some people may have motives that guide their actions throughout their lives. But for most people, their motives

change in different life phases. Thus a young person may seek challenge, whereas in the family phase job security

and money tend to be more important. Later on a person may find it particularly exciting to take on responsibility

at work and exert influence. And towards the end of his/her career, that person might want to do something new

again and bring his/her experience into play in the shape of creative ideas. It is not unusual for motives to lose

importance once they have been lived out sufficiently. Since a person's motive structure can change, it is worth

reviewing it again from time to time.

For different positions, particular motive structures will be especially favourable

According to our studies particular motive structures are encountered with great frequency in certain functions.

Thus the motives power, income and status are found especially frequently in senior management, while for key

performers with high qualifications it is important to have scope to develop their creative ideas. Many executives,

on the other hand, are strongly motivated towards leading their employees and convincing people/selling to

them.

For every function in a company, we can describe which motives are particularly useful for the work concerned, or

which should not be entirely absent. By comparing an applicant's or employee's individual motive structure with

the target profile, it is possible to arrive at much sounder selection and career decisions.
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How does the FBBM questionnaire work?

The FBBM questionnaire consists of 70 statements on 14 different professional motives. The person completing

the questionnaire is asked to indicate to what extent s/he agrees with the statement on a scale from 1 to 6 ("I do

not agree at all" to "I agree completely"). The answers are automatically evaluated and summarized using

evaluation software. The result is the individual motive structure of the four motives that influence the person's

actions most strongly and the four motives that influence his/her actions the least. For the interpretation of the

results, it is not the comparison of the absolute strength of the motives between different persons that is decisive,

but the relative strength of the motives for a single individual.

How can the FBBM questionnaire be used?

The FBBM questionnaire has proved to be of substantial use for

- personnel selection

- further career planning (talent management)

- leading personnel.
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Summary of all 14 motives

You will find below a summary of all 14 motives.

Specialist expertise - The motive to be good in a specialist field.

Responsibility - The motive to be personally responsible for a particular area and to have that responsibility.

Independence - The need to work according to one´s own rules.

Identification with the company - The need to also be able to identify fully with one’s company.

Service-orientation - Pleasure in finding out what other people require and then supporting them.

Personnel management - The need to instruct and lead others through direct personal contact.

Special challenge - The wish to prove oneself in the face of special challenges enjoyment in dealing with particular

difficult tasks and solving apparently insoluble problems

Creativitiy - Pleasure in evolving and pushing through one's own ideas.

Status and recognition - The need to climb up the career ladder and to enjoy recognition from successful people.

Power and influence - The wish to have influence and be able to take the decisions.

Security - The need for job security.

Private life - The wish to have enough time for private interests and commitments in addition to one's work.

Selling - Enjoyment derived from approaching others, convincing them and winning them over.

High income - The need to earn a lot of money and be able to afford a high standard of living.
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Results

Overview of the four strongest and the four weakest motives

low                                                                                                                           high

Please note that it is not the absolute strength or weakness of the motives that is decisive, but the strength of one

motive in relation to the others.
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The following motives are very pronounced:

Specialist expertise

It is particularly important to the person to be good in his/her field. For him/her it represents personal recognition

 for his/her specialist advice to be called for. S/he likes working on problems that call for expert technical 

know-how.

People like this are motivated for example by attending conferences in their field,  by the opportunity to exchange

 experiences with other specialists or to develop further in their field.

Possible supporting questions to help understand the motive better:

Would you like to undertake further professional training in your field? What specific aspects can you imagine

exploring in greater depth? Would you like to bring out your role as an expert more effectively? How?

Identification with the company

The person sets great store by being able to identify fully with the company. He/She wants to feel comfortable in 

his/her environment and wants to have a sense of belonging. In that case, he/she shows commitment and 

dedication.

Possible supporting questions to help understand the motive better:

What do you need to be able to identify with your company? How does your identification with your company

express itself? In what kind of company or corporate culture would you not feel at home?

Service-orientation

The person likes doing things for others. Tasks that include assisting costumers (internal or external) are satisfying 

for that person. S/he wants to be useful to others and to see them happy.

People like this need regular, direct contact in order to recognise the needs of others and to get feedback. They 

are happy to perform tasks that involve looking after others.

Possible supporting questions to help understand the motive better:

How would you like to give support to others? When you do things for others, how would you like it to benefit

them? How could you be even more helpful?

Creativitiy
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The person is motivated by the opportunity to develop and promote unusual ideas. S/he enjoys introducing own 

concepts and putting them into practice. The opportunity for creative self-fulfillment is a central motivator for 

that person.

People like this need to be given scope to change the established order, to evolve new ideas or to just try out 

something new. They shouldn't be expected to deal solely with routine and familiar tasks.

Possible supporting questions to help understand the motive better:

Do you feel that you can introduce your own ideas well? And if not, what stops you doing so? Were you able to

introduce ideas of your own in the past? What ideas were they? Were they then put into practice? Do you have

any ideas at present about how to move your work and the company forward?
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The following motives are not particularly pronounced:

Power and influence

The person does not set great store by having a lot of authority and exercising power. S/he does not attach any 

importance to ruling the roost and demonstrating his/her power.

People like this are not really motivated by, for example, giving them extensive authority or allowing them a large 

sphere of action and influence.

Security

The prospect of a secure professional future holds comparatively little interest for this  person. A secure position 

is not as important to him/her as e. g. the opportunity for professional fulfilment.

The prospect of a secure job coupled with firm and binding commitments probably will not help motivate people 

like this. Other strategies are more likely to be successful, e.g. supporting the person in his/her professional 

development.

Private life

The person is relatively willing to place private life last. Leisure interests and family commitments are not so 

important for him/her that they would stop him/her dealing with work issues.

People like this can presumably not be motivated very much by offering them flexible working times and holiday 

arrangements.

High income

Material incentives are not (or no longer) a significant motivator for the person, once a certain level is reached.

S/he will probably not be particularly motivated by special bonuses or profit-sharing schemes.
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The following motives are not very pronounced in this person's case. But they do supply additional

indications of the motive structure that supplement the above-mentioned motives.

Responsibility

The person would like to assume responsibility. However, this is not a primary driver of his/her actions. S/he does

not necessarily have to be officially allocated the responsibility.

Independence

The person likes to determine how s/he works him-/herself. But s/he does not mind working to instructions from

time to time.

Personnel management

The person finds it interesting to guide others through personal contact. But it is not demotivating for him/her if

s/he does not have any assignments that involve supporting staff.

Special challenge

The person likes to set him-/herself challenges. But s/he is not necessarily actively looking for assignments that

no-one else has been able to deal with.

Status and recognition

The person enjoys acknowledgement and a certain social status. But his/her actions are not primarily determined

by this motive.

Selling

The person enjoys selling. But s/he is not demotivated if his/her work is not in this field.
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More detailed study of motive structure

In order to go into a deeper analysis of motive structure together with the person, the following questions may be

helpful in a discussion :

What aspects of your professional life bring you the greatest pleasure and satisfaction?

What kind of assignments do you enjoy most? What do you find less enjoyable?

How do you see your role in the team? What motivates you there? 

Do you have any idea what your professional future looks like? What specific expectations do you associate with 

this professional outlook?

When you think of possible future assignments, which ones appeal to you especially? Which do you find less 

attractive?

How do you see your future role in the team? What features of it would you enjoy particularly?

Looked at long-term, what position would you like to have in the company? What would motivate you about that 

position?
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Areas of application

We distinguish eight different performance components affecting professional success. The FBBM questionnaire

captures one very important factor, namely professional motives. The following texts provide an overview of how

you can use the questionnaire as a successful tool for personnel selection, talent management and managing

employees.

How can the FBBM questionnaire be used as a successful personnel selection tool?

Firstly we need to clarify what particular duties and requirements apply to the vacant position. Does the person 

need to decide and act independently? Does s/he need to evolve new creative solutions? Is specialist expertise 

called for, etc.? It is equally important to recognise what motives cannot be satisfied in the position. Is there no 

genuine job security? Does the position not include managerial responsibility or authority to exert influence, etc.? 

The description of 14 professional motives from the FBBM questionnaire can help in making this analysis.

The candidates fill out the FBBM questionnaire as part of the selection process. In the interview that follows, there

 is the opportunity of getting a clearer picture of the person's motives using the searching questions 

recommended in the evaluation. To arrive at a decision, the individual motive structure is then compared with the

 requirements profile. 100% agreement is rarely found, but one should not accept too many significant  

inconsistencies either.

Benefit: Possible shortcomings e.g. in specialist competence can be accepted in the selection process because

suitably-motivated employees can compensate for them through their commitment. Properly-motivated

employees are easier to manage, and achieve better performance.
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Use of the FBBM questionnaire to plan one's career future (talent management)

With those employees whose loyalty the company wants, and whom it may even see as key performers, it should 

ensure that they are properly deployed, both now and in the future. In answering the question what assignments 

suit the employees concerned and which direction they want to develop in, motives naturally play a significant 

role.

For properly substantiated development talks, similar to when filling positions, the company should have concrete

 ideas about which motive structure is especially useful in specific functions. 

The employees complete the FBBM questionnaire as a preparation for the development interview. The more 

searching questions recommended help to work out the motive structure even more specifically. At the same time

 we should also be sure to look towards the mid-term future. Next, the individual FBBM results and the 

motivational requirements for different functions are compared, and here the rule also applies that properly 

motivated employees can compensate for possible shortcomings, e.g. in their specialist competence, by strong 

commitment. A discussion should be held with the employee about what direction he/she could develop in. On 

the basis of this, the next steps can then be agreed and translated into action.

Benefit: Employees with a realistic outlook that suits their goals and needs display much more commitment, take

their further development into their own hands, and remain loyal to the company.
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Managing employees with the help of the FBBM questionnaire

It is better and easier to manage employees on the basis of their motives. Voicing criticism is often not easy, while 

it can be difficult to agree on appropriate goals. But finding out what motivates someone, and what management 

style is thus called for, is as a rule a pleasant and constructive task.

This task is particularly easy for managers to perform if they have already looked at their own motives. To this 

end, everyone should complete the questionnaire for himself/herself and then evaluate the results. Talking to 

colleagues about one's individual professional motives, perhaps in a management seminar, can likewise help 

understand one's own needs and the effect they have on one's day-to-day work.

The FBBM questionnaire should be introduced in the form of an individual motivation talk. For this purpose, the 

employees complete the questionnaire and then receive the results, as does the manager, to help prepare for the 

talk. The idea is to work out how the person's motive structure is revealed in which specific behaviour modes , and

 to what extent it affects work performance either positively or negatively. The aim is to bring the assignments set 

and the employee’s leadership behaviour more closely into line with his/her motives. However, the aim is not 

merely to make promises for the more distant future, but rather to constructively shape the interaction between 

manager and employee with regard to the current position. In order to achieve this, the employee also carries 

some of the responsibility. A talk of this kind can be held every 1- 2 years. In the intervening period, the 

agreements made are taken up again and updated where necessary.

Benefit: The employees work better and with clearly increased motivation. The relationship between employee

and manager is more constructive and marked by a greater degree of trust.
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