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ABSTACT 

The paper discusses the motivational strategies that could be adopted in 
motivating the workforce in the public service using National library of 
Nigeria as a focal point.  It brought to bear the fact that a number of theories 
have been developed in an attempt to explain motivated behaviour and 
behavioral sciences, especially psychology has to a large extent, assisted 
managers in understanding some facets of human behaviour. It has also made 
it possible for managers to identify the needs of man, that when attended to, 
will propel him to action which will bring about better performance. The 
needs may be for intrinsic or extrinsic rewards, financial and non-financial 
incentives . However, it is obvious that a single reward policy cannot 
effectively mot ivate  all employees ow ing to var iabi l i ty of needs .  
Consequently, productivity will be enhanced if the combination of financial 
and non-financial motivational policies are formulated and implemented in 
the Public Service. The strategies to be adopted were enunciated, efforts of 
National library in motivating staff were discussed, the challenges of 
motivating staff articulated and recommendations on the way forward 
proffered. 

Keywords: Motivation, Strategies, Workers, Publ ic Service, Management, National 
Library of N iger ia .  

BACKGROUND OF THE STUDY 

Motivation is a key factor in the management of human resources. As management 
is defined as the act of getting th ings done through others, it is obvious that human 
resources must be attracted, trained, developed and above a l l  motivated in order to 
real ize ind iv idua l  and  organizat iona l  goa ls .  An ind iv idua l  who has abi l ity, sk i l l s  and 
knowledge would not do much without motivation, wh i le  an  ind iv idua l  with sk i l ls ,  
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knowledge and ab i l ity with added motivation is a sure way to success. Ubeku (1984) 
observed that effective performance on the part of the employees is essential for the 
success of any organizat ion.  He maintained that wh i le  the knowledge and sk i l l s  
possessed by the ind iv idua l  employee are important in determining h is job 
performance, these factors a lone are not sufficient. Thus, an  understanding of 
what motivates the indiv idual  is needed to reveal how abi l it ies and ski l ls are 
activated and their potential released. 

The subject of motivation of workers has derived from so many attempts made by 
management practitioners to look for the best way to manage so as to accompl ish an 
objective or mission with the least inputs of materials and human resources. Several 
theories, concepts, pr inc ip les and techniques of management have evolved in 
response to these cha l lenges.  It is therefore apparent that the issue of motivation of 
workers has relevance in a l l  manager ia l  functions that are a imed at directing the 
productive efforts of the workforce towards achieving organizat ional objectives. 
However, publ ic service is concerned with the provision of social services. The vision 
of the Nat iona l  Library is "to ensure the bu i l d i ng  of an  informed and en l ightened 
cit izenry through the provision of information resources that are readi ly ava i l ab le  
and easi ly accessible", whi le the mission is "to acquire, process, organize, 
disseminate as well as provide l inks to information resources to a l l  Niger ians for their 
educat iona l  pursuits and for informed decision making" .  If she is ab le  to fulfi l l  th is 
m i ss ion ,  then productivity is achieved. And th is is usua l ly  h inged on how motivated 
the workforce is in order to put in the ir  best for the actual izat ion of the organizat iona l  
goa ls and objectives. The foregoing, informed the researcher 's decision in the 
choice of this study, as Makama (1999) puts it that the abil ity of an organization to 
achieve a set objective depends largely on the management 's ab i l ity to motivate its 
employees towards efficient and  effective performance. 

CONCEPTUAL FRAMEWORK OF MOTIVATION 

Motivation can be defined as the act of st imulat ing someone or oneself to get a 
desired course of action, to push the r ight button, and  to  get a desired reaction. 
Steers and Porter ( 1991)  defined motivation as a force that serves three functions :  it 
energies or causes people to act; it directs behavior towards the attainment of 
spec ific goals ;  and it sustains the effort expended in reaching those goals .  Obisi 
( 1996 )  defined the term as the "wi l l ingness to work. The desire and wi l l  to excel at 
work. It is the desire and stimulation which enables ind iv idua ls  to perform their 
work" .  Whi le Makama (1999 )  puts it this way "Motivation - Behaviour ­ 

Performance. Translated, it means that when one is motivated, it precipitates a 
behaviour and thus positive performance". Akinola ( 1999) defined motivation as an 
inducement given to a worker so as to make h im/her  work wi l l i ng ly  and wel l  in order 
to achieve max imum productivity, wh i le Amah and Daminabo-Weje. (2004) defined 



motivation as the systematic art that propels an  ind iv idua l  or worker to accomplish 
expected result. That is inducing people to work to the best of their abi l ity. The 
concept of motivation refers to the way in which urges, drives, desires, aspirations, 
needs, influence the choice of alternatives in the behaviour of human beings. 
However, it is essentia l to point out that not all behaviours are motivated. Some 
behaviours are habitual or reflexive. But motivated behaviours are those which a 
manager can and must endeavour to inculcate in his workforce. 

Banjoko (2002) postulates that the human e lement is the on ly factor of production 
that is capable of th ink ing,  p lann ing  and executing. The human element holds the 
key to organizational success. Hence it is imperative to say that man is central to the 
growth, v ita l ity and survival of any organ isat ion .  In view of this, it becomes 
necessary that organisations must develop effective work plans and human 
resource strategies for enhanc ing improved performance. He went further to assert 
that to be able to achieve the overall corporate objective of higher performance and 
enhanced productivity, the organisat ion must put in place effective motivational 
strategies as well as creating a work environment that could encourage and 
motivate people to be more productive. Appropriate st imul i  must be sought and 
management must bu i ld its motivational strategies around these st imul i .  

Un l ike materia l resources that can be easi ly man ipu lated,  and whose actions and 
reactions are predictable, human beings are much more complex in their actions 
and reactions. It is difficult and sometimes impossib le to predict how a person would 
respond to certain stimulus. Also, a human being might respond or react to the same 
stimulus in different ways under different circumstances. People jo in organisations 
in it ially because they are motivated to fulfill certain personal needs. Whether the 
motivation is internal or external or both, the overall success of an organisation wil l 
bear direct relat ionship to its success in motivating members to peak performance. 
Managers in any organisation should bui ld into it factors that will induce workers to 
contribute as effectively and efficiently as possible .  

Drucker ( 1974) in  stating that work and worker are fundamentally different 
phenomena maintained that "the worker must be managed according to both the 
logic of the work and the dynamics of working .  Personal satisfaction of the worker 
without productive work is fai lure, but so is productive works that destroy the 
worker 's achievement" . This is still writing on the way of making the work interesting 
and the worker happy so as to enhance the productive capacity. Hence ,  
organisations must be viable in order to fulfill the needs of individuals in that 
organisat ion, who are in turn motivated to give their best (performance) to the 
organisat ion. 
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Motivation process centers on needs, which produce motives that lead to the 
accompl ishment of goa ls .  Needs are caused by deficiencies or imbalances.  Motives 
or st imul i  produce an  action taken to satisfy the need. In the motivation process, the 
achievement of the goal satisfies the need and reduces the motives. When the goal 
is reached, ba lance is restored, of course, other needs then arise. These other needs 
must be satisfied by the motivation process. 
Motivation theories can be categorised into tradit ional and modern or content and 
process theories. 

CONTENT THEORIES:­ 

These are theories that deal with the factors within the ind iv idua l  which start, 
energize, direct, mainta in and stop behavior such as Abraham Maslow's hierarchy of 
needs theory, Frederick Herzberg's two factor theory and McGregor's theory x and 
theory. 
PROCESS THEORIES: The process theories place emphasis on the actual process of 
motivation. They are concerned with the re lat ionships among dynamic var iab les 
which make up motivation and with how behaviour is init iated and sustained.  
Process theories inc lude Vroom's expectancy theory, Lawler and Porter's equity 
theory, reinforcement and goal theories. 

S ince the early days, more sophisticated theories of motivation have been 
deve loped. Some stress the importance of specific needs in determin ing motivation. 
Other theories emphasize the connection between work behaviours and outcomes­ 
the influence of atta in ing rewards and achieving goals .  Other theories focus on the 
role of job design in affecting motivation. St i l l  another category of theories argues 
that motivation is a rational process and that workers cognitively weigh the 
advantages and disadvantages of expending work energy. 

The practical impl ications of the content theories of motivation discussed above with 
regards to Niger ia as a deve loping country and National Library of N igeria in 
part i cu lar are :  That corporate leaders need to ensure that the rewards to employees 
in an organisation fulfi l l  their needs otherwise, they wi l l  have l itt le value. Content 
theories suggest that different peop le have different needs at different t imes. It also 
warns aga inst re lying too heavi ly on financ ia l  rewards as a source of employee 
motivation. Thus it can be deduced that motivation is generated when job is 
sat isfy ing to the ind iv idua l ,  when the condit ions around the job and the peop le 
involved in the job are a l l  contr ibut ing in such a way that the ind iv idua l  worker 
derives satisfaction from being pa rt of the system. 



MOTIVATIONAL STRATEGIES AND THE NATIONAL LIBRARY OF NIGERIA 

EXPERIENCE 

Olugbemi  (2003) asserted that we are always faced with the problem of which of the 
theories to app ly in st imulat ing the employees. The problem is that their needs, 
desires, aspirations and motives differ and they respond differently to motivational 
instruments. Hence, what the manager needs is an intimate knowledge of the 
ind iv idual  and what wi l l  st imulate him/her. He advocated that the basics required to 
stimulate or motivate an employee are as fol lows: 

Operating tools must be appropriate and adequate. 
The objective of the organisation and means of achieving it must be stated clearly. 
The employee should be made part and parcel of the decision-making process. 
There should be time l imit  or t ime frame for every activity done. 
Management techniques of supervision and coordination should be inst i l led.  
Training is critical in order to acquire new skills. 
Providing the enabl ing environment for the employee to actualize his/her potentials. 

The employee does not need the 'stick' but the 'carrot' to g inger h im and what the 
manager needs to tickle the employee is the function of his perception of the 
employee. The key to improving productivity is motivation. Consequently, the 
Board, Management of Nat iona l  L ibrary of Nigeria shou ld learn what motivates their 
employee and make sure they understand the relationships among efforts, 
performance and reward. Performance is general ly more positively affected by 
intel l igent motivational effort than by forcing or coercing a certain kind of behaviour 
from employees or by imposing constraints on them. There is positive relationship 
between motivation and performance and if workers are rewarded for good 
performance, other th ings being equa l ,  their productivity wi l l  increase. Such 
rewards would raise the morale of workers thereby increasing productivity Thus, it is 
necessary for Management to bui ld into it rewards that will raise and sustain the 
morale of the staff of National Library of Nigeria and know that when a staff is given 
more incentives, chal lenges and responsibi l i t ies, the person becomes more 
committed and result oriented on the job which invariably goes a long way to 
improve the overall performance of the organisation. 

The key to an effective employee motivation strategy is to provide a range of 
incentives that wi l l  appeal  to different personal it ies. Whi le one ind iv idua l  may be 
h igh ly money- motivated, another may find job satisfaction or creative opportunities 
as more powerful factors, (www.garnetroom.com). To some extent, a high level of 
employee motivation is derived from the effective management practices. Thus, to 
develop motivated employees, a manager must treat people as ind iv idua l s ;  
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empower workers, which could be achieved when individuals in an organization are 
given autonomy, authority, trust, and encouragement to accompl ish a task; 
provide an effective reward system, which could be extrinsic rewards or intr insic 
rewards; redesign jobs; and create a flexible workplace, (Cliff's notes.com). Thus, 
the fol lowing motivational strategies were also adduced:  

Find the right job for the right person: This is because when people enjoy and are 
cha l lenged by their work, they become self-motivated. Empower employees: Trust 
employees to make their own decis ions and also make their own mistakes. 

Organisations shou ld  value performance and results rather than encouraging a 
presentee culture. Involve employees in organization development: This means 
keeping employees informed on new developments in the organisation and how 
their work impacts on the organisat ion.  

The employee must feel safe: This involves improving levels of trust between the 
leadership of your organisat ion and staff. For when staff feel secured and nurtured in 
their work environment they perform better. 

For the above to be effective, as a leader, ask yourself how many of the fol lowing can 
be found in your employee motivation strategy? 

Ensur ing job security: This is possibly the greatest s ing le factor for a motivated 
workforce. Thus, improve job security and fringe benefits. 

Leading your staff: Enable supervisors to coach their teams and create opportunities 
for people who are keen to learn ski l ls and grow within the organisat ion. 

Creating a comfortable working environment: This involves developing areas for 
socia l is ing, creative th ink ing ,  reading and g iv ing employees' qua l ity spaces to work 
I n .  

Treating employees fair ly :  When people feel they are treated fairly, they remain loyal 
to the organizat ion and equa l ly  motivated by their work. Whi le perceived inequa l ity 
of treatment leads to resentment, low morale and lack of self-motivation. 

The power of acknowledgement: This focuses on how to praise, acknowledge and 
give positive feedback. This may seem uncomfortable at first, or even excessive, but 
positive reinforcement is a h igh ly  effective, inexpensive and empowering way to 
achieve employee motivation. 
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"How often do we ask our staff 'how they are and listen to the answer?". How often 
do we identify with our staff and find out what is bothering them at any point in time? 
Recogniz ing their  participation as wel l  as results: Encourage your team to share their 
thoughts, potentia l solutions and concerns making it safe to make suggestions. 
Standing up for your people :  Part of the job of a leader is to be an  advocate for his 
team. Instead of compla in ing about h is team members, he should rather get their 
he lp in looking for solutions and moving forward. 

Praising in publ ic, correcting in private: At first they may be embarrassed by the 
publ ic recognition of their achievement...but they'll get over it and glow on the 
ins ide.  Equal ly, never undermine in publ ic. Save those conversations for a safe, 
confidentia l  environment. Praise is an end in itself: So do not use praise on ly  as a 
prelude to cr it ic ism. Praise and recognize employee's successes many times as much 
as you constructively criticize them. 

National Library of Nigeria mainta ins a welfare package/scheme that is functional 
but still needs to be improved upon. It could be emphasized that the Management 
and the various Boards that have governed the institution over the years have been 
magnan imous enough to put in place the following welfare packages: 
LOANS AND ADVANCES: Loans and advances are extended to staff. These include 
rent advance, motor vehic le loan, and salary advance to mention but a few, to the 
interested staff who sought the facil ity. 

TRAINING /SPONSORSHIP:  Training/ sponsorship is granted in workshops, 
conferences, and seminars. But a lot needs to be done in this area as many people 
are still on the queue to benefit. There is also part sponsorship to various courses in 
recognized tertiary institutions, with full tuit ion fees made avai lable to the 
beneficiaries and many of the staff have benefitted. 

MERIT/ SERVICE AWARDS: In the past years, National L ibrary of Niger ia had given 
merit awards to deserving staff on various criteria- productivity, neatness/best 
dressed, punctual ity, re lat ionship with staff, long serv ice, dedicat ion etc. on 
departmental level .  However, for a very long time, such recognition has not been 
functional .  Thus, there is urgent need to resuscitate such gesture, as it wi l l  go a long 
way in raising the mora le of the staff. 

CHALLENGES 

INADEQUATE FINANCE: Inadequate finance has drastically affected some of the 
good dreams Nat iona l  Library of Niger ia has for her staff. In effect, it has affected the 
number of staff being sponsored for workshops, seminars and conferences. This has 
dampened the morale of the staff. 
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MERIT/ SERVICE AWARDS: There is gross inconsistency in the system in the area of 
award g iv ing .  The last t ime this was done was in 2001,  and since then nothing has 
been done about it. This may be l inked to lack of adequate fund, but it shou ld not 
affect this good gesture that has a lot to do i n  motivating staff. Management should 
resuscitate the merit/service awards to deserving officers as a way of motivating 
officers for improved productivity. Recommendation for outstanding performance 
and commendat ion letters to deserving staff for honesty, etc should be improved 
upon too. 

There is always a long queue of staff desir ing to benefit from loans and advances for 
the purpose of improving their l ives. This should also be looked into so as to alleviate 
the problems of the staff. Thus more funds should be allocated to the Staff Welfare. 
Management shou ld  organize send-forth ceremonies for all retir ing officers on a 
yearly basis to appreciate officers' contr ibut ions to the organizat ion dur ing  their  
service years. This would motivate the serving officers for dedication to service. 

Transportation faci l ity was cancelled due to the monetization pol icy. This has 
brought untold hardsh ip to staff of the inst itut ion.  Many parastatals have devised 
means of conveying their staff to and from office through a welfare scheme. Thus, 
there is need for the National Library of Nigeria to provide transportation facil ity to 
her staff in order to motivate them and make life easy for them too. 

WORKING TOOLS/MATERIALS: There is problem of inadequate tools and this 
shou ld  be ser ious ly addressed, as some staff that require computer systems and its 
accessor ies do not have funct iona l  computer systems. Cata logu ing and  
classification tools are not adequate, most especially at this era of Information age, 
Nat iona l  Library of N iger ia  shou ld be ab le  to adopt and embrace the use of on l ine 
versions of all the cata logu ing and  classification tools most especially the open 
source integrated l ibrary software, to make work easier and faster. Adequate 
provisions should be made for other working tools and materials a lso. 

Working environment is conducive in some departments, wh i le  in others, staff 
cluster in one office without privacy. Staff shou ld be encouraged to work in an  
environment devoid of distractions. Air condit ioners should work effectively and 
those that require big office space and bigger tables and even better chairs and 
other items of furniture and tools should be provided with such. 

WORKING RELATIONSHIP :  Lack of cordia l  re lat ionship between supervisors and 
subordinates ex ist in some quarters and it is important that it should be eschewed 
and addressed so as not to affect team work. 

LACK OF ACCOMMODATION/ HOUS ING LOANS: Monetization pol icy has eroded the 
hous ing pol icy i n  the Pub l ic  Service inc lud ing the Nat ional  Library of [\J igeria. Many of 
the Nat iona l  L ibrary staff are l iv ing i n  rented apartments and there is no housing 
loans to encourage staff to bui ld their own houses. Some organizations motivate 
their staff by providing adequate finance that enables them bui ld the ir own houses, 



whi le some bu i ld houses for their  staff and deduct the money in insta l lment. 
However, Federal Government Loans Board is a way out, either for bu i ld ing  house, 
renovation, or purchase of a house. Although getting loans from there takes time 
and requires exercise of patience, National Library of Nigeria should encourage her 
staff to avai l  themselves of such opportunity. 

Lack of prompt payment of a l lowances is another cha l lenge that disturbs the minds 
of the staff as there is gross delay in settlement of several al lowances owed staff. 
Lack of staff canteen result ing in man-hour loss is also one of the chal lenges 
experienced as some staff go far to look for- food. 
Non- payment of responsibi l ity a l lowance to heads of units, sections, d iv is ions and 
heads of branches. These people have been found worthy to be saddled with 
responsibi l it ies despite their designations and should be encouraged by being given 
an a l lowance for the superv is ion. 

RECOMMENDATIONS AND CONCLUSION 

S ince the key to improving productivity is motivation, the emp loyees of Nationa l  
Library of Nigeria should be continuously motivated by monetary and non-monetary 
rewards. 

The factors of motivation could be :  reward of performance, promotion based on 
merit and as at when due to avoid waiting for promotion arrears, object ivity in 
performance appraisal ,  job enr ichment, delegation of author ity and resources to 
accompl ish this responsibi l ity, recognition of exemplary performance, good working 
condit ion/environment, job security, commendat ion/praises when necessary, 
effective supervision. Paying over-time to deserving staff, 13" Month Salary as is 
done in other organizat ions, g iving Sa l lah / Christmas gift items, establishment of 
end-of-year programmes, packag ing ski l ls acquisit ion and train ing for deserv ing 
staff, g iv i ng award to deserv ing staff, prov is ion of staff canteen faci l ity, 
transportation facility, empowering staff, commendat ion and providing an effective 
reward system, provision of adequate working tools/materials, mapping out 
adequate money for loans and advances, tra in ing sponsorship for workshops, 
conferences and sem i nars ,  prov is ion of adequate infrastructural  faci l i t ies ,  
developing good and cordial re lat ionship between supervisors and subordinates, 
staff care, redes ign ing jobs to make it more cha l l eng i ng and interesting, 
responsib i l ity al lowance should be paid to the heads of units, sect ions, divisions and 
heads of branches . Most important ly, ind iv idual  needs should be ident ified for proper 
and adequate motivation to be achieved. 

It is also imperative for Board and  Management of Nat iona l  Library of Niger ia to 
realize that the importance of employee motivation does not stop at increased 
productivity, but also brings about improved employee morale, more loyal workforce 
and better creativity . Thus the motivation strategies proffered in this paper should be 
adopted so as to real ize a motivated workforce which wi l l  posit ively affect the 
real ization of the objectives and goals of this esteemed inst itut ion. 
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