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Digest 

The subject of need achievement is of prime im

portance in today's industry . Motivating employees 

and using the resources the modern corporation has at 

its disposal have never been as important to industry 

as they are today . Unmotivated employees cost corpor

ations heavily in terms of absenteeism and loss of 

productivity , which are then reflected in pr ofits . 

This r esearch project concerns whether or not 

there are different levels of need achievement in a 

private non- profit hospital or ganization versus a 

private investor- owned (for profit) hospital organi

zation . Three groups , each of 20 subjects, were 

studied . The subjects in t wo groups were recruited 

from different hospital settings and contained regis

tered nur ses ; one group came from private investor

owned hospitals , the other from private non- profit 

health care facilities . The r emaining control group 

was made up of 20 individuals randomly select ~d from 

the St . Louis area . 

A Thematic Aperception Test (TAT) was adminis

tered to the subjects who were asked t o give their 

impressions of four pictures r ated high on achievement 
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imagery . This involved asking the subjects to write 

an explanation or story in response to viewing the 

pi c tures t hat expla ined their perception of what was 

happening in the pictures. The TAT was then eval

uated according to standards developed by David 

McClelland in his Scoring Manual for the Achievement 

Motive (1961) . 

Using a one- way analysis of variance to evaluate 

the TAT , no statistically significant differences were 

found b etween the three groups studied in terms of 

need achievement. 
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Introduction 

Need achievement is a subject worthy of notice 

because it examines aspects which might relate to an 

employee's motivation , productivity , and goal orien

tation . The diffe rences in individual motivation and 

the e ffect these d i fferences have on industry, as well 

as on society, are areas that need closer examination . 

Although many have studied the subject of need 

achievement, there has really been only one pioneer 

in the field and findings related to the study of 

need achievement depend on the work of David McClel

land . In his book , The Achieving Society (1961), 

McClelland postulates a tendency of people to excel 

and to compare themselves with a standard of excel

lence. The achievement motive is essentially a trait 

theory which postulates that individuals differ in 

their need for achievement. The general research 

paradigm bas been to see how individuals high in need 

achievement differ from those low in need achievement 

in corresponding situations . A significant key con

cept of McClelland's is that people can be taught to 
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think and imagine in ways which indicate an increase 

in need achievement . The exciting aspect inherent in 

McClelland ' s approach is that changes in motivation 

are teachable. 

In the beginning, one of the more challenging 

tasks for McClelland was the development of a system 

that would measure need achievement in a methodological 

and scientifically accurate fashion. To accomplish 

this, McClelland concluded that he had to resort to 

the use of fantasy in measuring the need for achieve

ment (1961 , p . 40) . He decided to rely on the imagin

ation of subjec ts being studied for the following 

reasons: 

1. In fantasy, anything is possible. A person 

may achieve great heights and lows . Overt 

action , however , is constrained by the limits 

set by reality or by a person's ability. 

2. Fantasy can be more easily influenced exper

imentally than other types of behavior (1961 , 

p . 40) . 

To measure need achievement McClelland showed 

pictures to his subjects and asked them to wri te brief 

five- minute stories in response to them . The stories 

represented short samples of ideas people are most 

likely to think about or to ima gine when they are in 

situations having to do with achievement . 
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McClelland believes that how hard a person works 

is not easily influenced experimentally . Most people 

apparently develop a set of goals which are sufficient 

to keep them working at a more or less constant rate . 

In producing work , one motive can be substituted for 

another so that even though the achievement motive may 

be weak in some people, their output may well be equal 

to that of someone else because of a stronger desire 

to please (p. 383) . The point McClelland tries to 

make is simple : Individuals with a high level of need 

achievement will create stories which show an indivi

dual struggling to solve or solving some difficult 

dilemma. Whether be/she succeeds or fails is not of 

clinical importance . McClelland has also used these 

pictures to measure a variety of other needs , such as 

need for power, affiliation, approval , etc . (p . 43) . 

Stories which show high levels of ne ed achieve

ment contain more references to "standards of excel

lence" and to doing well , or wanting to do well, with 

respect to the standards . Comparing two actual stories 

will best illustrate the point . The subjects were 

shown a picture of a boy with a book in front of him. 

A story which contains no need achievement imagery 

would read something like this: 

A boy in a classroom who is daydreaming 
about something. He is recalling a pre
viously experienced incident that stuck 
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in his mind to be more appealing than 
being in the classroom . He is thinking 
about the experience and is now imagining 
himself i n the situation . He hopes to be 
there . He will probably get called on by 
the instructor to recite and will be em
barras sed. (McClelland , 1961 , p . 41) 

Nothing in this story deals with achievement or with 

"standards of excellence , " but compare it with the 

following story: 

The boy is taking an hour wri tten. He 
and others are high- school students . The 
test is about two- t h irds over and he is 
doing bis best to think it through. He 
was supposed to study for the test and did 
s o . But because it was factual there were 
items he saw but did not learn. He knows 
he bas studied the answers but he can't 
remember and is trying to summon up the 
images and related ideas to remind him of 
them . He may remember one or two but will 
miss most of the items if he can't remember. 
He will try hard until five minutes is left, 
then give up, go over his paper and be dis
gusted f o r reading but not learning the 
answers . (p . 42) 

In this scenario, the boy is c oncerned about doing 

his best on the examination. The re are also numerous 

aspects of an achievement sequence specifically men

tioned, such as the fact that it is his fault for not 

doing well. This story illustrates an individual 

struggling to achieve , which in turn suggests high 

levels of need achievement . 

Definition 

Actual achievement canno t be considered a safe 

index of the stren gth of the need to achieve any more 
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than eating can be considered a safe measure of the 

strength of the hunger drive . In fact, how much one 

eats is controlled by many forces other than hunger, 

such as desire for social approval, power, or know

ledge . By the same token , actual achievement is not 

a rel iable index of the need to achieve any more than 

how much one eats is an index of hunger. 

The concept of need for achievement is important 

not only for understanding human behavior, but als o for 

understanding how people respond to the work environ

ment . This has great implications for job design. 

Providing an employee with greater variety , autonomy , 

and responsibility should enhance the performance of 

high need achiever employees. Low achievers may be 

frustrated by increased personal responsibility for 

task accomplishment , and as a result they may perform 

poorly or even withdraw fro m the situation . 

For those who have not been influenced by need 

achievement in earl y childhood but wish to acquire 

the motivati on that comes from need achievement, 

McClelland offers need achievement training . Such 

motivation training consists of four steps: 

1 . Teach participants how to think, talk , 

and act like a person with high need 

achievement . 

2 . Stimulate participants to set higher , 

-
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but carefully planned and realistic, 

work goals for themselves. 

3. Give the participants knowledge about 

themselves . 

4 . Create a group esprit de corps from 

learning about each others' hopes and 

fears, successes and failures, and from 

going through an emotional experience 

together. (p . 392) 

Managers who have attended motivation training 

programs have received more rapid promotions, made 

more money, and expanded their businesses more quickly 

a f ter completing the course than did contr ol groups 

(p . 392) . It is interesting to note that this success 

was only apparent in managers chosen from entrepre

neurial type jobs thought to be most suited for high 

need achiever s (p . 392) . 

Origins of Need Achievement 

Need for achievement is learned at an earl y age 

and is i nfluenced largely by the independence train

ing given to children by their parents . A study by 

Winterbottom (1953) pointed to a link between achieve

ment motivation and economic development (McClelland , 

1961, p . 46). Interested in discovering how parents, 

or more particularly mothers, produced strong interest 
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in achievement mot i vation in their sons , Winter bottom 

obtained need achievement scores for a gr oup of 29 

eight- year old boys and then conducted inter views to 

determine if the mothers of the "highs" had differ ent 

attitudes toward child rearing . She found that mothers 

of the "highs " had expected their sons to master such 

activi ties as follows : 

Know his way around the city 

Be active and ener getic 

Try hard for things for himself 

Make h i s own friends 

Do well in competition ( p. 389) 

In contrast , mothers of the " lows" reported many 

more restrictions . These included not want ing t heir 

sons to play with childr en not approved by them and 

not wanting their sons to make important decisions by 

themselves . The mothers of the sons with high need 

f or achievement set higher standar ds for their sons : 

They expected self- reliance and mastery at an earlier 

age . 

Based on Winterbottom ' s work , one can see that 

need achievement stems, in part , from ear ly childhood 

influences and is related to environmental factors . 

But the study of need achievement origins goes back 

even further and can be traced to the cultural influ-
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ence rooted in the Protestant Reformation . According 

to McClelland , the Reformation can be linked to the 

beginning of need achievement values in Western so

ciety . McClelland discusses the work of sociologist 

Max Weber, who credits the Reformation with producing 

a new spirit in the attitudes of both workers and en

trepreneurs which ultimately resulted in the develop

ment of modern industrial capitalism. 

McClelland suggests a link between the Pro~estant 

Reformation, the shift towards self- reliance, the cap

italistic spirit , and the relationship found by Winter

bottom. The diagram in Table 1 illust rates this rela

tionship . 

Table 1 : Weber and Winterbottom Correlation 

Weber's Hypothesis 

-----------------~n A 

Prote s tantism 
(self- reliance values, etc . ) 

1 
B 

Independence and 
mastery training 
by parents 

Win terbottom Study 

Spirit of Modern 
Capitalism 

I 
C 

Need Ac hievement 
in sons 

Source: McClelland (1953) , p . 47 , 



9 

Winterbottom suggests a psychological means by which 

the historical development described by Weber may have 

come about . The Protestant Reformation may have led 

to earlier independence and mastery training, which 

led to greater need achievement, which in turn led to 

the rise of modern capitalism (McClelland , 1961, 1 . 

47) . In his work, Weber observed Protestant work_ng 

girls and how they worked harder and longe r and saved 

their money for long term goals . The result of this 

study was Weber's description of the kind of person

ality type produced by the Protestant Reformation and 

its similarity to the personality type of a person with 

high achievement motivation (McClelland , 1 961, p . 47). 

According to McClelland , Protestant entrepreneurs 

r ose to the top more often in the business world des

pite the initial advantages of many wealthy Catholic 

fam i lies. However , early Calvinist businessmen were 

prevented by their religious views from enjoying the 

results of their labors (p . 47) . They were not al-

lowed to spend money on themselves because of scruples 

about self-indulgence and display of wealth ; they there

fore reinvested their profits in business, which was 

one reason for their prosperity. What drove them to 

such feats of business organization and development? 

Weber believes that such a man "get s nothing out of 
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his wealth for himself , except the irrational sense 

of having done his job well" (McClelland , 1961, p . 47) . 

At the heart of the Reformation were John Calvin 

and bis writings dealing with his doctrine of achieve

ment . The fol l owing passage exemplifies the Calvinist 

doctrine : 

Let us every one proceed according to our 
s mall ability , and prosecute the journey we 
h ave begun . No man will be so unhappy but 
that he may make some progress , however 
small . Therefore, let us not cease to 
strive, that we may be incessantly advanc 
ing in the way of the Lord, nor let us 
despair on account of the smallness of our 
success; for however our success may not 
correspond to our wishes, yet our labor is 
not lo s t , when this day surpasses the pre
ceding one: provided that with sincere 
simplicity we keep our end in view , and 
press forward to the goal, not practicing 
self- adulation , nor indulging our own evil 
propensities, but perpetually exert i n g our 
endeavors after increasing degrees of ame
lioration , t i ll we shall have arrived at 
a perfection of goodness , which ind eed , 
we seek and pursue as long as we l ive .. 
(Calvin , pp. 775- 76) 

Preliminary evidence from McClell and suggests 

that Protestants stress earlier i ndependence and 

maste ry training. Samples of Protestant , Irish

Catholic and Italian- Catholi c mothers and fathers 

matched for socioeconomic status were inter viewed . 

Winterbottom ' s schedule was used to test attitudes 

towards self- reliance training (McClelland, 1961 , 

p . 47) . 

Many of the parents were obtained through church 
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groups , so the sample probably included a larger 

number of religiously active individuals than would 

be obtained from a random sample . McClelland concluded : 

On the average, the Protest ant parents ex
pected their sons to do well in school, to 
know their way around the city , etc . , at 
the age of about 6½ , the Irish parents at 
about 7½, and the Italian parents at about 
8½ . (p. 48) 

Protestant mothers stressed earlier self- reliance than 

the Catholic mothers. It should also follow that Pro

testant boys , on the average , equating for social class , 

should have higher need achievement . Such a comparison 

was not possible to make in the U. S. , however , mainly 

because of migration differences . Catholics on the 

East coast 7 where the study was conducted , repr esent 

for the most part ethnic minorities which have settled 

in the country within the last few decades and have 

generally started at the bottom of the socioeconomic 

ladder. Those who rise to middle- class status may have 

high need achievement . But it is not possible to draw 

any conclusions about religious influences from a com

parison of middle- class Protestant boys with middle

class Italian boys since the Italian boys would come 

from upwardly mobile families with higher need achieve

ment than the aver age among not- so- mobile Protestants . 

Lower class Protestants in New England represent a 

peculiar minority that has failed t o rise . They 
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therefore cannot be fairly compared with lower class 

Italians, more of whom may have high need achievement 

because they have not had time to rise into the middle 

class (McClell and , 1961 , p . 5J) . 

Along with childhood environmental influences 

and cultural and class influences , it is important to 

examine other possible sources of need achievement . 

Morris and Sheldon (1940) argue that the key factor 

influencing need achievement is body type . Their 

theory suggests that people with strong muscular bodies 

are the ones who are more vigorous and enterprising 

(McClelland, 1961 , p . 108) . Several arguments refute 

this claim . As McClelland states: " The genetic con

stitution of the Greeks could not have changed radi

cally between 550 b . c . and 400 b . c. when there was a 

marked drop in need achievement level, nor could some 

genetic mutation have occurred in England in the 18th 

century" (p . 108) . 

A more analytical version of environmental theor

ies asserts that challenges from outside can arouse 

achievement motivation. Hagen, a historian , asserts 

that people who have been discriminated against or 

subordinated will s trive to prove themselves achieve

ment orient ed . He discusses the law of group subordin

ation which states that any group wh ich feels itself 

subordinated, looked down upon, o r otherwise discrim-
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inated against will exhibit increased or aroused 

achievement motivation (Hagen, 1961, p. 123). 

Where Need Achievement Can Be Found 

The complexity of the achievement motive is par

tially indicated by the fact that among subjects with 

high need for achievement , interesting differences 

have been found between those who focus on gaining 

success and those who focus on avoiding failure. Re

search by Meyers indicates that those who focus on 

gaining success tend to set more realistic goals and 

to choose tasks of intermediate difficulty . Those who 

are most concerned about avoiding failure tend to set 

more unrealistic goals and to choose tasks of low dif

f iculty where failur e is least likely but where suc

cess , even if achieved , would be least satisfying 

(Zimbardo, 1979 , p . 267) . The importance of a feeling 

of responsibility for the outcome of one ' s effort is 

also important in determining the level of tasks 

chosen. Subjects who feel highly responsible for 

their successes and failures tend to choose intermed

iate level tasks, like the success motivated subjects , 

whereas subjects who do no t feel responsibili t y for 

their successes and failures show no preference among 

tasks of varying difficulty (p . 267). 

An important note regarding studies of the need 
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to achieve is that the majority of subjects have been 

men . Until recently, little attention has been paid 

to the achievement motive in women. Stereotyped views 

of the ''woman's place" made it irrelevant whether she 

had achievement motives since need for achievement has 

been used largely to predict performance in work set

tings, traditionally the "man's place'' (Zimbardo, 1979, 

p. 268). In 1968, a study by Martina Horner compared 

achievement themes of white college- age men and women . 

Female introductory psychology students were asked to 

complete a story that began, " At the end of the first 

term finals, Anne finds hersel£ at the top of her med

ical school class" (p. 268) . For male subjects, John 

was substituted for Anne. When the two sets of themes 

were analyzed for negative imagery about success, 62% 

of the women expressed conflict over Anne's success, 

while only 9% of the men expressed conflict over John's 

success (p . 268). The results therefore uncovered 

gender differences in that American women tend to fear 

success more than men. 

Based on these results, Horner theorized that 

achievement oriented women find themselves in a uniqu e 

double bind. On the one hand, they share with men 

society's general exhortation to compete and succeed; 

however, since successful achievement for women often 

brings negative consequences such as being labeled 
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"unfeminine" or being socially rejected, some women 

are frequently not motivated to succeed . The " fear 

of success hypothesis" was picked up by the media as 

an example of a personality type created by sexist 

ideology-- the woman who could not allow herself to 

compete successfully in a man' s world (p . 268) . 

In the 1970 1 s , over two hundred studies were con

ducted on various aspects of women ' s fear of success. 

When the cumulative research rec ord of these studies 

was analyzed by Tresemer (1976) , no gender differences 

appeared . Tresemer's careful survey of these results 

ther efor e casts doubt on Horner's conclusions . Ac

cording to Tresemer, fear of success is not a person

ality attribute of women; rather, it is better con

ceived as a strong avoidance reaction elicited by 

certain socio- economic historic conditions influencing 

both men and women . There is, however, a lack of 

standardization in scor ing of ''fear of success" themes. 

Thus , what is scored as fear of success in male sub

jects may be different from what is evaluated as fear 

of success in women subjects . For example , women 

tended to write stories depicting fear of rejection, 

loss of femininity , and affiliative loss . Men's stor 

ies were more cynical , hostile, and violent , and they 

devalued success and doubted the worth of sacr ifices 
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necessary to achieve success (p . 179) . 

Over the last ten years , the proportion of sub

jects showing ''fear of success" has decreased signi

ficantly (Zimbardo , 1979 , p . 228) ; nor does "fear of 

success" imagery seem to be related to actual perfor

mance , especially among those high in need for achieve

ment . However , ''fear of success " may still be a useful 

concept ; if a person is anxious about achievement but 

still achieves successfully , the price may be paid in 

ways other than poor task performance . He or she may 

develop health problems , have poor social relations , 

or become chemically dependent . But at this point no 

research is available in this area. 

Motivation Differences Between Public 
and Private Sector Employees 

Relevant to the study of need achievement is 

the question of motivational differences between pub

lic and private sec tor employees. Motivational studies 

can help us understand why employees want to succeed 

on the job (or strive to achieve) because they examine 

what motivational factors these employees respond to 

or embrace as their own . First , however , a brief look 

at some of the stereotypes surroundinf non- profit em

ployees seems necessary . A list of the more common 

stereotypes would include the following : 

1 . Non- profit employees place greater value 
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on security than do employees of private 

firms. (That is why they chose public 

employment . ) 

2. Non- profit employees do not work as hard 

as their counterparts in private industry. 

3. Non- profit employees are not as motivated 

as those in private industry . 

4 . Non- profit employees are more dissatisfied 

with their fringe benefi t s than employees 

of private firms . 

5, Non- profit employees are more dissatisfied 

than employees of private organizations 

with their level of economic reward because 

they are known to receive less pay for sim

ilar positions in industry. (Hammond , 

1976 , p. 283) . 

Investigating such stereotypes, a study by New

strom et al . compared differences between public and 

private sector workers. Six organizations partici

pated in the study : a city government organization 

and five business organizations (representing manu

facturing, industrial distributing , banking, and print

ing). The sizes of these organizations varied in sales 

or budget from $3 , 000 , 000 to $50,000,000 ; in addition , 

they employed from 100 to 600 employees (Newstr om , 1976, 

p. 216). Subjects represented all organizational 
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levels and functions , both sexes, a broad range of 

age groups , and varying degrees of experience. New~ 

strom selected 354 participants from the six organi

zations. A Porter/ Lawler type of research instrument 

was used in the study to measure the following: sec

urity needs, social needs, esteem needs, autonomy needs, 

and self- actualization needs (p. 217) . This technique 

was chosen because it can record perceptions of "impor

tance of" and "satisfaction with'' the variables under 

study. 

Three major conclusions were drawn fr om Newstrom's 

data. Security is perceived as less important f or 

public employees than for those in t h e private sector. 

Although personnel in public employment do tend to be 

dissatisfied with l ower level (physiological) needs, 

self- actualization (the need for realizing one's own 

potential) takes precedence over all other factors in 

the eyes of non- profit employees . While self- actuali

zation ranked as the number one concern of the non

profit employees, it ranked only fourth in importance 

among private industry employees . Finally , non- profit 

employees were found to be much more satisfied with 

their direct and indirect economic benefits than were 

private sector employees . News trom ' s study also em

phasized that it is very import ant to consider the 
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effects that organizational structures have on em

ployee motivation . Much research has been done com

paring motivational levels between one organization 

and another, but li ttle research exists which looks 

at different organizational structures and how they 

individually influence motivation achievement (p. 218) . 

Another study by William Nowlin, of the Roches

ter Institute of Technology , measured motivat ional 

differences between middle managers of state, county, 

and local governments in the public sector compared 

with business and industrial organizations in the 

private sector . The survey instrument was a Human 

Motivation Questionnaire, developed specifically for 

this stuay . The instrument was designed with the in

tent of replicating Herzberg's r esear ch with a much 

smaller group of professionals . Herzberg developed 

a need based model of motivation to determine what 

people wanted and what motivated them {Nowlin, 1975, 

p . 225) . Concluding that individuals have two levels 

of need, Herzberg stated that the lower level of need 

corresponds with Abraham Maslow 1 s need categorie s of 

physiological and safety needs, for example, the need 

for the basic essentials like food, clothing , and 

shel ter . Although they are not motivators if present, 

these factors cause dissatisfaction when they are 

absent o r inadequate. These are referred to ashy-
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giene factors and involve relationships with super

visors , supervision , work conditions, salary- relation

ship with peers, personal life, relationships with 

subordinates, status , secur ity , and company pol icy 

and administration . 

Herzberg ' s second and higher level of needs are 

similar to Maslow ' s need categories of social, ego, 

and self- actualization. This higher need is charac 

terized by intrinsic job factors that , when present , 

contribute to more highly motivated people and better 

performance on the job (p. 225). Studying the same 

types of groups as Herzberg , Nowlin ' s research clearly 

showed a similarity in the responses of the groups . 

As he stated: 

The managers in private and public industry 
both perceived work itself and responsibility 
as the top motivators (non- profit sector , 
work itself--70 percent, res ponsibi ~i t y--80 
percent, private sector , work itself--80 
percent , responsibility--60 percent) . (p . 226) 

Research results from David McClelland , however, 

are contradictory. He tested two groups , totaling 247 , 

of middle managers both in private industr y and govern

ment departments. To aid the comparison , he sub

divided the groups into five types of occupational 

roles similar to those used in the Dictionary of Oc

cupational Titles. The three motives measured by these 

tests were motivation for achievement, affili ation, 
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and power (McClelland, 1965, p. 43). Achievement 

motivation loosely resembles the "Protestant Ethic," 

a desire to accomplish something as an end in itself, 

a concern with standards of performance (1961 , p . 30) . 

Table 2 (p . 22) shows the average motive scores for 

matching the samples of governmental and business 

bureaucrats . Government bureaucrats show a higher 

level of achievement motivation while the businessmen 

are higher in the affiliation motive. These results 

are quite different from what the average stereotypes 

would lead one to believe ( 1965 , p . 43) . This p ool 

of subjects held middle management rank in large- scale 

government and business organizations during t h e l ate 

1950's (p . 43) . The spread of the government sample 

does not include departments such as the Postal Ser

vice, but covers rather heavily the area of defense 

agencies . 

One of the greatest distinctions between public 

and private bureaucracies lies in the merit system. 

Paul Van Riper makes an interes t ing assertion in bis 

book, History of the United States Civil Service: 

In theory, r egularized and objective cri
teria rather than caprice and personal favor 
govern the selection, retention , and promo
tion of civil service employees, while car
eers in the business world are shaped by a 
complex of factors among which favoritism 
and nepotism may play a significant r o l e. 
If there really exists such a difference 
in the character of these two bureaucracies, 



Table 2 

Achj evement , Affi]iation and Power Motjvation Scores by SecLor and by Role for 
A Sample of Bus i ness and Federal Government Middle Managers 

Achievement Affiliation Power 

Cell Size Avg . for Avg . for Avg. for 
Occupational Roles Govt Bus . Govt Bus . Role Govt Bus . Role Govt Bus, Role 

Sales and 
Public Contact 8 21 6.00 7.467 6.738 14 . 71 18.79 16.75 19 .42 16.72 18 .07 

General Management 33 30 8 . 758 5. 233 6 .995 17.90 20.02 18.96 15.41 14.33 14 .87 

Budget and 
Personnel 53 15 6.019 5. 333 5 .676 16.94 17.49 17.22 14.92 15.15 15 .03 

Science and Research 
Engineering 23 8 7. 783 3,875 5 .872 15. 73 16.61 16.17 16.97 18.60 17.79 

Production 
Engineering 30 26 7.00 5 . 385 6 .193 15.91 22 . 74 19.33 15. 18 15.18 15.18 

Average for Each Sector 7 . 112 5.460 16. 24 19.13 16.38 16 .00 

McClelland (1965 , p. 44) 

l\.) 
l\.) 
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then a pri ma facie case could be made fo r 
finding a higher level of achievement mo
t ivation in one and a higher level of af
filiat i on motivation in the other ... . 
(Riper , 1958 , p . 279) 

This supports McC l elland ' s findings . The fundamental 

difference in char acter between business and government 

is the presence of the pr ofit motive in business and 

the absence of it in government . In his study of 

bureaucrats , James Guyot notes : 

It would be di fficult to define what mean
ing profit carries with any but the very 
top level employees of many of today ' s large 
scale , complex business organizations . 
Probably the closest appr oximati on to "pro
fits" as an operative incentive would be a 
sense of identification with the organiza
tion and its successes which may be measured 
in terms of growth in size , developing and 
main taining a r eputation for craftsmanship 
and service , or technical leadership within 
its field , as well as high r ate of p r ofits . 

Similarly, a government employee may 
measure the success of his par ticular agency 
in both concrete and more abst ract way s--
the launching of an earth satellite, the 
fair distribution of welfare benefits, or 
a high r ate of returns in the collection 
of income tax . (Guyot , 1976 , p . 195) 

I f we assume that businessmen are fundamentally 

more concerned with making money for themselves and 

per haps others , since they do bring in more money 

than do individuals in government agencies , this is 

not enough reason to qualify them as followers of the 

"Protestant Ethic . " As We ber points out , "the ideal 

type of capitalistic entrepreneur gets nothing out of 

his wealth for himself, except the irrational s ense of 
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having done his job well" (McClelland, 1965 , p. 43) . 

Experimental studies with the achievement motive in

dicate that money is an effective stimulus for people 

high in t be motive only when it is perceived as a mea

sure of success. A survey of the occupational values 

of college students distinguished the pursuit of money 

quite strongly from those values logically associated 

with the achievement motive--creativity , originality , 

and the opportunity to use special abilities and apti

tudes . Furthermore, the study found that "money and 

security which have traditionally been considered polar 

opposites as occupational values are on the contrary 

psychologically close together" (p . 43) . 

Career Mobility and Motivation Among Registered Nurses 

With this background of information re l ated to 

need achievement studies and differences between pub

lic and private sector employees , we can now tur n to 

an examination of registered nurses in a private non

profit hospital organization and in a private investor

owned (for profit) hospital organization . Registered 

nurses were selected as a group which could be easily 

studied because of uniformity of responsibility and 

job position . Differences in need achievement and 

motivation could therefore be determined in RNs work

ing at n on- profit hospitals and those employed by 
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investor- owned corporations . 

With the introduction of private , for - profit 

hospitals , there have been changes in managerial 

strategies which have had an impact on registered 

nurses , who find themselves with new available op

tions . Private ownership of hospitals has created 

opportunities that were previously unavailable to 

RNs . One of the largest chains of institutional in

vestors in hospitals , the Hospital Corporation of 

America (HCA) , does all of its own internal develop

ment of managerial talent . If a nurse is interested 

in being promoted into management, HCA has a manager

ial program available to her . This type of service 

is less prevalent in individual non- profit hospitals 

where upward mobility from nurse to manager is un

likely or at least not as easily obtained by a qual

ified candidate (Kramer , 1974 , p . 64) . Assuming that 

a nurse reaches the management level of the non- profit 

hospital in which she is working , her opportunities 

for promotion from that position are limited in most 

cases . In contrast, in a chain such as the HCA , his/ 

her manager would have the option of being promoted to 

a position within one of the 416 HCA- owned hospitals . 

This greatly increases the opportunities for self

advancement and fulfillment that are more readily 
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available through large, privately- owned hospital 

chains. Because of this, a candidate who is inter

ested in rising high above the position at which he 

or she entered would find a greater attraction toward 

a for - profit institution such as the HCA . In contrast, 

many non- profit hospitals generally look outside their 

own institutions for top management talent. This prac 

tice of searching the market can cause morale problems 

among other employees who were hoping that the oppor

tunities might have been made available to them . One 

might therefore conclude that because of the greater 

opportunities available to registered nurses at a for 

profit institution, for-profit hospitals might attract 

individuals with higher need for achievement . This 

idea could not, however, be substantiated by the cur

rent stu dy. 

As important as job mobility available to regis 

tered nurses is the level of compensation they can ex

pect. A problem area for n urses is that their salaries 

have been limited . For instance , nurses who have been 

working for 10 or 15 years on a job are not drawing a 

much larger salary than those who have just started . 

The system is lacking a built- in reward for seniority . 

Many hospitals, however, have begun to address the flat 

salary curve by designing career ladders. These sys

tems require performance evaluation and assessment and 
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willingness to breach seniority, if necessary , to 

reward leadership and demonstrated clinical ability 

(Haimann, p . 196) . 

The development of career ladders and for - profit 

hospital ownersh~p could have several effects on need 

achievement motivation. First, it might encourage 

nurses with higher levels of need achievement to work 

harder in order to attain higher and more stimulating 

jobs with more pay. In addition, it may attract indi

viduals with higher need achievement levels to the 

nursing profession . The hospital industry has under

gone many changes in the past five to six years, prin

cipally the tremendous increase o f the private sector 

into ownership and management of hospitals . As this 

trend conti nues, changes related to career mobility 

and job motivation will have t o keep pace . Need 

achievement among registered nurses will therefore 

become an increasingly important are a for study . 

Differences in Purpose Between 
Non- Profit and For Profit Ho snitals 

Having examined the question of need achievement 

as it might relate to registered nurses in different 

kinds of hospitals (for profit and non- profit), it is 

important to also look at the philosophies of the kinds 

of institutions the s ubjects of this study work for . 
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One would expect that the purpose or mission of a 

hospital should, on some level, affect the attitudes, 

and in turn the motivation , of the employees working 

at that h ospital. Obviously , the investor- owned hos

pital is more concerned with profits than is the non

profit facility. By definition, the for profit hospi

tal is concerned with making money , along with provid

ing healt h care, of course . Beyond this , the sample 

mission statements from eac h type of hospital reveal 

their objectives not only from a business standpoint , 

but also fr om a philosophical one, stating the ethical 

and social responsibilities the organization embraces . 

Some of the employees of these institutions can be 

expected to embrace similar concepts , choosing to work 

at a certain hospital for this reason. 

The following mission statement from St . Joseph's 

Health Center reflects the religious influence found 

in most non-profit hospitals operated by religious 

societies : 

St. Joseph Health Center Mission Statement 

St . Joseph Health Center is a voluntary, not
for - profit Catholic i n stitution founded by the 
Sisters of Saint Mary as an extension of Christ 's 
healing ministry . It is dedicated to meeting 
the spiritual, physical and emotional needs of 
the indivi dual . St . Joseph provides personalized 
care by assisting individuals to achieve, main
tain , and improve their health and by administer
ing supportive care to the terminally ill . 
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As a regional health center , St . Joseph pro
vides a c omprehensive r ange of inpatient and 
outpatient health care services . These include 
medical , surgical , obstetrical , gynecological, 
pediatric , adolescent, oncological , psychiatric , 
neurosurgical , critical care , emergency care, 
rehabilitation programs, social services, ambu
latory care , testing and health education pro
grams . St . Joseph has established a referral 
system with area health institutions to provide 
service for patients requiring major burn care, 
child psychiatr y , cardiac surgery , and radiation 
therapy . 

Programs and services are continually eval
uat ed and improved to meet new challenges and 
demands in the health care deliver y system . St . 
J oseph cooperates with the region ' s physicians , 
agencies and institutions in evaluating health 
care needs of the communities served and pro
motes excellence in meeting these needs. 
(St. Joseph's Hospital Policy Manual) 

The Hospital Corporation of America , owner of many 

for profit hospitals and facilities , has a much dif

ferent mission statement : 

Hospita - Corporation of America 

Our Mission 

* To attain international leadership in the 
health care field . 

* To provide excellence in health care . 
* To impr ove the standards of health care in 

communities in which we ope r ate . 
* To provide superior facilities and needed 

services to enable physicians to best serve 
the needs of their patient s . 

* To generate measurable benefits for: THE 
COMPANY, THE MEDICAL STAFF, THE EMPLOYEE , THE 
INVESTOR, and , most important , THE PATIENT. 

Goals 

1 . To demonstrate that the free enterprise sys
tem can provide a high quality of health care 
at a r easonable cost. 

2 . To achieve international leadership and t o 
maintain a reputation for excellence in the 
health care field . 
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3 . To develop an or ganizational climate of 
productivity that provides each indi vidual 
the opportunity to make an incr easingly sig
nificant contribution to the organization 
with appropriate rewards . 

4. To maintain a position of trust , confidence, 
respect and compassion to our patients , em
ployees , and the communities we serve . 

5. To fur ther develop a flexible , responsive , 
professional organization capa ble of meeting 
the needs of an realizing the opportuni ties 
within the health car e field. 

6 . To develop sufficient profit to suppor t the 
growth of the company and compensat e inves
tors for their r isk and use of their money . 

? . To maintain a strong, viable financia l posi
tion which will continue to deserve the res
pect of and give confidence to the financial 
and investment communities . 

8. To continually examine the health care indus
try for appropriate opportunities for growth, 
growing according to def initive plans based 
upon pragmat i c research. 

9 . To attract to HCA i ntelligent , enthusiastic , 
l oyal , trustworthy employees who can identify 
closely with HCA's philosophy and goals, and 
be capable of making a significant contribu
tion to the achievement of HCA objectives. 

10 . To provide a climate, facilities and services 
in which physicians can pr actice medicine in 
a manner which con tributes to super ior heal th 
care . 

Philosophy 

We believe the following principles t o be true 
and timeless : 

1 . We will continue t o develop an organization 
that will deliver quality health care at a 
r easonable cost in accordance with each 
community ' s needs while generating a reason
able retu rn on investment . 

2 . We attribute our success to , and recognize 
that our futu re succes s is dependent upon , 
developing and utilizi ng our greatest asset-
peopl e . 

3. We have great confi dence in our employees 
and will relate to and build upon their 
strengths . 

4 . We will mainta in a compensation policy which 
closely re l ate s performance and rewa r d s. 
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5. We will make sure that employees clearly 
understand their duties and responsibilities 
and their authority to discharge them . 

6 . We are committed to an effective communica
tion system that will provide appropriate and 
timely interchange of information . 

7 . We believe in decentralized management whereby 
professional leadership will provide a climate 
of high expectation , trust and integrity . 

8 . Management will be encouraged to work with 
physicians to effectively deliver health care 
without conflict of interest. 

9 . We are committed to participate in personal 
and corporate activities benefiting the com
munity , state and nation. 

10 . We are committed t o a thorough and thoughtful 
planning process which will guide the destiny 
of HCA . 

11 . We will maintain a strong , viable financial 
position which will continue to deserve the 
respect of and give conf idence to the finan
cial and investment communities . 

12 . We are committed to conducting our business 
with integrity and rendering our services 
always on a high, ethical l evel . (Hospital 
Corporation of Amer ica Policy Manual, St . 
Peters Hospital) 

By comparing the mi ss ion statements of HCA to St . 

Joseph ' s Health Center , several differences can be 

seen. The HCA mission statement includes a list of 

business objectives, using phrases such as "return on 

investment," "productivity , '' "viable financial posi-

tion, " and ''international leadership ." HCA is clearly 

interested in making money , and its mission statement 

implies that they want to hi r e employees who are i n

terested i n carrying out HCA's goals (see point 9 of 

Goals) . The corporate emphasis of the HCA statement 

is lacking in the mission statement of St. Joseph's . 

This emphasis of this non- profit institution is indi -
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cated by phrases s u ch as " Christ's healing ministry , " 

"spiritual and emot ional needs , " and "personalized 

care"; these are c oncepts missing in HCA's statement. 

This is not to say that some of St. Joseph ' s goals 

cannot be found in HCA , or vice versa . The emphasis 

of the two organizations, however , clearly leads in 

two different directions . One would expect that at 

least some of the registered nurses at each institu

tion cho se to work at that type of hospital over the 

other because of the institution's goals and philoso

phical orientation . Selection of employer may simi

larly relate to h ow the hospital's goals fulfill the 

needs of a particular nurse . 

Integrat ing all of the preceding information 

regarding need achievement, its relationship to the 

workplace and motivation, and differences between pub

lic and private sector workers and p r ofi t a n d n on 

profit ho s pitals , this researcher set out to measure 

the need achievement of registered nurses employed by 

profit and non - profit hospita ls . The purpose of this 

study was to determine wh ether differences in need 

for achievement existed between RNs working for non

profit fa cilities and those employed by investor- owned 

institutions. 



Method 

In an effort to determi ne levels of need achieve 

ment among registered nurses employed by for profit 

and non-profit hospitals , the Thematic Aperception 

Test was selected as the test measure. The TAT is 

the best tool available for studying subjective con

cepts such as need for achievement because it draws 

on the imagination or fantasy images of the subjects 

being studie d . It can also be scored by a standard

ized method which allows statistical results to be 

elicited from the test . 

Sub j ects 

To recruit subjects for this study , the research

er visited several hospitals and received permission 

from nursing directors to administer the test . Out 

of the 300 tests distributed , 60 were returned for 

analysis . The researcher ended u p with three groups, 

each consisting of 20 subjects, for study. The sub

jects in two groups were recruited from different 

h ospital settings and contained female registered 

nurses . One group of 20 subjects came from the pri

vate investor- owned hospitals of St. Peters Hospital , 

33 



34 

St . Peters, Missouri (owned by Hospital Corpor ation 

of America) , and Humana Hospital , Springfield, Illinois 

(owned by Humana Corporation) . Another group of 20 

RNs came from the non- profit health care facilities 

of Central Medical Center , St . Louis , Missouri, St . 

Joseph ' s Health Center, St . Charles, Missouri , and 

Minnesota General Hospital (affiliated with the Uni

versity of Minnesota) , Minneapolis , Minnesota. The 

control group, also consisting of 20 subjects , was 

made up of a random sample of the population at large; 

this group contained no RNs . Because the TAT requires 

some time to take, subjects were given small monetary 

compensation for their efforts. 

Apparatus and Materials 

The Thematic Aperception Test was given to each 

subject. Copies of the four pictures selected for 

this study are contained in Appendix A. The subjects 

were asked to take the pictures home and respond to 

them with approximately 300 words per picture . They 

were also asked to complete the task in not more than 

ten minutes per picture . When the subjects ' respons es 

were completed, the researcher picked up the test r e 

sults at the respective hospitals and from control 

group subjects . 



35 

Scoring 

Dr . James Powers, a clinical psychologist with 

the Professional Mental Health Institute, evaluated 

the results. Dr. Powers has used the Thematic Aper

ception Test extensively with his patients and is 

therefore experienced with its scoring . His j ob was 

to find statements in the subjects' responses to the 

pictures that matched the achievement imagery stand

ards developed to determine levels of need achieve

ment. For the sake of consistency, he used the 

standards formulated by McClelland in his Scoring 

Manual for the Achievement Motive . According to 

McClelland, achievement imagery contains a standard 

of achievement goal, that is, evidence of success 

in competition with some standard of excellence (1961, 

p. 36). McClelland defines achievement imagery as 

follows: 

The goal of individuals in the story is to 
be R~ccessful in terms of competition with 
som~ standard of excellence . The individual 
may fail to achieve this goal, but the con
cer n over competition with a standard of 
excellence still enables one to identify 
the goal sought as an achievement goal. 
Compet i tion with a standard of excellence 
is perhaps most clear when one of the char
acters is engaged in competitive activity 
where wining or doing well or better than 
someone else is the primary concern. Often , 
competition with a standard of excellence 
is evident in the concern of one of the 
characters with how well a particular task 
is being done, regardless of how well some
one else is doing. (p . 36) 
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In other words, need achievement imagery would be 

present in a subject's response to one of the TAT 

pictures if the story or description written in re

sponse showed struggle or conflict . The outcome of 

this struggle is not impor tant ; what matters is that 

an attempt is made to overcome the dilemma . If char

acters are shown to strive to overcome, then need 

achievement imagery is present. 



Results 

Following the scoring of the Thematic Apercep

tion Test , based on McClelland's standards, the need 

achievement imagery results were then evaluated by 

using a one- way analysis of variance . A summary of 

achievement imagery mean scores is presented in Table 

3 , below . 

Table 3 
Achievement Imagery Mean Scores 

Group 

Group I (Investor-Owned Hospitals) 

Group II (Non- Profit Hospitals) 

Group III (Control) 

Mean 

2.55 

2 . 50 

3 . 15 

Registered nurses working in the in ; estor- owned, for 

profit hospitals had an achievement imagery mean 

score of 2 . 55 . Those RNs employed by non- profit 

hospitals had a mean score of 2 . 50 . The mean score 

of the control group was 3 . 15 , the highest in terms 

of the presence of need achievement imagery . 

An analysis of variance using the sum of squares 
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was then computed to determine whether significant 

statistical differences existed between the three 

groups . As can be seen in Table 4 , no significant 

differences were found between Groups I, II, and III 

(f=,99 , df=2/57, p .05). 

Table 4 

Achievement Imagery Analysis of Variance 

Source of Sum of Mean 
Variation Squares df Square f 

Between groups 5 . 23 2 2 . 61 ,99 

Within groups 150,50 57 2.63 

Tota l 155 . 73 59 

Based on this analysis , no differences in need 

ach ievement exist between registered nurses working 

for investor- owned (for profit) hospitals, RNs em

ployed by non- profit hospitals, and the control group 

of randomly selected subjects. 



Discussion 

The hypothesis that registered nurses employed 

by private for profit institutions would have higher 

levels of need achievement than those working in pri 

vate non- prof it hospitals was rejected. No statisti 

cally significant differences existed between the 

three groups studied in this research project . Sev

eral variables might account for the lack of differ

ences in need achievement motivation between the groups 

of registered nurses . 

It is possible that registered nurses as a group 

d o not have high levels of need achievement. It is 

also possible that RN's do not have higher goals or 

job promotion in mind; after all, they are deliverers 

of health car e and are generally attracted to their 

profession because of humanitarian concerns and the 

desire to help people in need. One might speculate 

that if an individual had higher levels of need 

achievement, perhaps that person would e nter a hos

pital in a management position and not as an RN . If 

individuals in management positions were tested, per

haps we would find di f ferent levels of need achieve-
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ment between tho se working in for profit and n on

profit ins titutions . Management was not tested be

cause it would have been too difficult to find sub

jects who all had exac t ly t h e same ma nagemen t posi

tions . Howev~r, with registered nurses there was 

uniformity in job position and responsibilit i es. 

This research er has found no literature on t h is ques

tion that shows RN's hav ing either higher o r l ower 

need achievement rankings than the population a t 

large . 

The geographical sampling of the subjects of 

this project could also have influenced the results . 

Both private for profit hospitals in the study were 

located in smaller townships with popu l ations under 

200 , 000. This could have limited the pool of high 

need achievement i nd i v iduals . Unf ortunately, no 

o t h er pri vate for p rofit h ospitals were a vail able 

f o r study in this geographical area . 

A final variable that might have i nfl~en c ed the 

study invol v es the test design . The test required 

40 minutes to complete and respondents had t o write 

300- word descriptions in response to each picture, a 

task that not everyone is willing to undertake. With 

this kind of time involvement, it is po ssible that 

high need achievement individuals would not see the 
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investment of time as being worthwhile or benefiting 

them on a personal basis . They may also not have had 

the time to invest in the study. But no other test 

was available because the Thematic Aperception Test 

is the only one that has been devised to measure need 

achievement specifically. 

The area of need achievement is still open to a 

great amount of research , although much work bas been 

done on need achievement in early childhood and in the 

young school years . There has also been quite a bit 

of research on need achievement and entrepreneurs . 

However , there has been a general lack of research 

regarding the effect that organizational structures 

hav e on need achievement . Perhaps this is because 

much research bas been done in the area of management 

sciences that i s simply not labeled need achievement . 

More investigation is necessary to determine what 

sorts of environments foster the greatest amount of 

need achievement . Also, time should be spent analyz

ing the effects of various interventions on the organ

ization . For example , an excellent study could be 

don e taking McClelland ' s system for teaching need 

achi e vement and using it as an intervention in an 

organization . Pre and post tests could be conducted 

in order to analyze the extent that need achievement 
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within the organization was influenced . Clearly , more 

investigative work needs to be done , and the subject 

of need achievement is deserving of such study because 

of the relationship between need achievement, motiva

tion , productivity and goal orientation . 



Summary and Conclusions 

Previous investigations into the differences 

of need achievement in private for profit institu

tions versus non- profit institutions have either been 

inconclusive or shown no significant differences in 

levels of need achievement among employees. Yet 

there is a public perception that private for profit 

institutions attract higher achievers ( Nowlin, 1975, 

p . 226) . As with other studies, this research pro

ject rejected the hypothesis that employees of pri

vate for profit institutions would have higher levels 

of need achievement because no statistically signifi

cant differences were found in need achievement levels 

between registered nurses in private , investor- owned 

hospitals and those working in non- profit facilities . 

If the public perception of employees working in non

profit and f or profit institutions is to be changed 

to more fully reflect reality, further studies simi

lar to this one are needed . 
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Appendix A 

Pictures Used for the 

Thematic Aperception Test 
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t a tion 1 Illus r 

nd Wife Husband a 
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Illustration 2 

Boy and Violin 
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Illustration 4 

Girl and Baby 
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