Corvinus University of Budapest

Management and Business Administration PhD Programm e

Self-actualisation in Organisational Context

and its Promoting and Impeding Factors

Ph.D thesis

Kata Bird

Department of
Organizational Behaviour

Budapest, August 2009



Table of Content

T To L=y o T USSP 5
INAEX Of TADIES. ..o 6
I [ 110 To 1§ Tox 1o o HO PO PP PPPPPPPPPPPPPP 7
2. The Facilitating and Impeding Factors of Self-Actualisation..............cccccuviiiiiiieeiieeeeinnnnn. 10
2.1 Self-Determination and Self-ActualiSation...............oooiiiiii i 10
2.2 The INAIVIAUAL ... e e e e e e e e e e e e e 13
2.2.1 Motivation structure of the iNdividual ..o 13
2.2.2 The personality of the individual...............ccoooiii i 16
2.3 The individual'sS @NVIFONMENT ........cooiiiiieee e e e e 18
P2 TRt I 11 1 21
P I [ g Tolo] oo [ U 1] o Lol U UPPPTTRPPPRN 21
2.3.3The lack of @MPAtNY .........ooiiiiiiiiiiiee e 22
2.3.4 The lack of the development of awareness, spontaneity and intimacy skills........... 23
2.3.5 False goals and iNtENLIONS ........ccoeiiiiiiiice e e 24
2.3.6 Being alienated: the 1ack Of lOVE ..........ovveiiiiii i 26
2.4 Missing the way to self-knowledge: the lack of self-reflection..................ccccevvvienn. 30
TS 1010 11 = 1Y PSPPI 42
3. Self-actualisation and its Obstacles in Organisational Setting..........ccccccceevvieeiiieeiiiiieneenn. 45
3.1 The organisational MEMDET .........ccoii i e 47
3.1.1 The immaturity of the organisational member .............cccovvviiiii e 47
3.1.2 The absence of the organisational member’s personal vision ...........cc.ccccceeeeeeeeeee. 49
3.1.3 The behaviour and learning of the organisational member...............cccccoeeiiiiiiinnns 49
3.2 WOrK @S @N ACLIVILY ....euuiieeeiieeeiii et e e et et e e e e e e e e e e e e e e eeeas 52
3.2.1 The relation between the individual and WOrk ...............coooiiiiiiiiii e 52
3.2.2 Characteristics Of the WOrk SYStem.............uuuuiuiiimiiiiiiiiiiiiieiiiiieee s 53
3.3 Further characteristics of organisations ... 58
3.3.1 The leader, the characteristics of leadership..........ccooooiiiiiiiiiii e 59
3.3.2The lack of @ shared VISION ..........oooiiiiiiiiie e e 65
3.3.3 Organisational values and behaviours facilitating defensive routines..................... 66
G U 1 0] 1= 1Y PP 70
4. Does the work of creative professionals in advertising agencies represent an example of
self-actualisation within an organisational environment?............ccccceeeiiieeiiieeeiiiiei e 73
4.1 Advertising and advertising agencies in HUNQArY........cc.ooooovvieiiiiiiiii e 74
4.2 Structure of an advertiSiNg @0ENCY..........uuuiiiii e 77



4.3 Potentials for, and obstacles to, self-actualisation in creatives’ Work............coeeeuvvennnenn. 78
4.3.1. Personal factors that promote or hinder self-actualisation...............ccccccceeeiiieeennee. 79
4.3.2 Factors stemming from creative work that promote or impede self-actualisation....80
4.3.3 Factors stemming from advertising agencies as organisations that promote or
impede Self-actualiSAtiON ............ooiiiiii s 82
4.3.4 Factors stemming from the context which promote or impede self-actualisation ....82

W ] ] g Y 83

5. Research frames to understand individuals’ self-actualisation in an organisational

BTV ITONIIIEINE . L. 85
5.1 RESEAICN ODJECLIVES .....uiiiiiieeee e e e e e e e e e 86
A S = ET=T= o] oo [ 1= (o 87
5.3 Research methodOlOgY ........coouuiiuiiiiii e e e 88

5.3.1 The methodology Of Case STUAIES .........uvuiiiiiiiiiiceee e 89

5.3.2 THe reSEAICNEI'S FOIE ......eiiiiiiiiiiiiiiieee ettt eeeeeeeeeeees 90

5.3.3 Sampling and identifying the unit of analysis............ccccoooiiiiiiiiii e, 91

5.3.4 Data acquisition and data analySiS...........cooiiieiiiiiiiiiiie e 94

5.3.5 Validity, reliability, and generalisability ...............ccccoiiiiiiiiiiiiiiie 98
5.4 Field research at the AdVertiSiNg AQENCY .......coii i 100

5.4.1 Introducing the AdVErtiSING AQENCY ... .o ii i et eeeeeees 101
5.5 SUMIMABIY oot e e e e e e e e e e e e e s 103

6. Research findings: analysing the experience, as well as the impeding or promoting factors,

Of SElf-aCtUANISALION ... ..o e e e 104
6.1 The concept of self-actualiSation .............oouuuiii i 105

6.1.1 Describing self-actualisation verbally (eXpressions) ..........coeevvveiiiineeeieeeiiiiieeeennn. 106

6.1.2 Capturing self-actualisation in behaviour ..............ccceeiiiiiiiiieei e, 108

6.1.3 Self-actualisation through COMPromMiSE .........cccovviiiiiiiiiiie e 109

N S T U T4 ] 1 1 = U Y 112
6.2 Impeding factors to self-actualisation created by the individual..................cccccvveenn... 113

6.2.1 The past: when the profession fails to become a vocation ................cccceevvvvvnnnnnnn. 114

6.2.2 The present: the lack or rigidity of identity..........cccccceeeiiiieiiiiiiiii e, 117

6.2.3 The future: lack of a goal, or meeting obstacles on the way to a goal .................. 126

I S U 11 ] 1 1 = Y 129
6.3 Factors on the job impeding self-actualisation ..............cccooooeeiiiiiiiiiii e, 130

6.3.1 The individual's attitude toward their WOrk...............ccooiiiiiiiiiiiiiii e 131

6.3.2 Characteristics Of the JOD ........coi i 136

5.3.3 SUMIMAIY ...ttt et e rr e e e e e e e e e r e e e e e e e e e nnnnn s 140



6.4 Factors impeding self-actualisation, ascribed to the organisation ..............cccccccccen.... 142

6.4.1 Organisational members: leader and team ............cccooiiiiiiiiiiiiii 142
6.4.2 OrganisSational CURUIE ..............ouiieiiieiiii e 146
6.4.3 Additional organisational PheNOMENA .............uurriiieiiiiiiiiiiiieieeieeee s 148
6.4.4 Not a part of the organisation, but still key: the client ...............ccccoviiiiiiiiiiiiiiiinnns 150
B.4.5 SUMIMAIY ....ciiieiiiii ettt e e e e e e e e e e e e ee e e e e e e e e n s 153
6.5 Factors impeding self-actualisation as laid down by the individual’s environment...... 154
6.5.1 Characteristics of the profession...........ccceoiiiiiiiiiiiiii e 155
6.5.2 Advertising BUSINESS EThICS......coooeiiiieie e 158
ST TRC o 101111 1= Y 160

7. Conclusion and further research flelds ... 161
8. Appendix: Outlines of the Half-structured INtErVIEW ...........eeiiiiiiiiiiiiii e, 165
S T =71 o] oo = o ) V2P 167



Figure 1:
Figure 2:
Figure 3:
Figure 4:
Figure 5:
Figure 6:
Figure 7:
Figure 8:
Figure 9:

Index of Figures

Maslow’s pyramid Of NEEAS. ........ie i 12
The JOhar  WINAOW. ......c.i e e e e e e e et ee e 31
The cycle of experiential 1earming. ..o 34
The reflection CYCle. ... ..o e 36
General structure of an advertising agenCy........ovviiiiieiie s i 75
Central workflow of advertisement- making...............oo i 76
Summary of factors influencing individuals’ self-actualisation........................... 82
Job and position within the organization strucure of the research subjects......... 91

RESEAIC S tIMEINE. ...t e e e e e e 95

Figure 10: Impeding factors of self-actualisation in organisational context...................... 160



Index of Tables

Table 1: Maslow's collection of the traits of non-self-actualising and self-actualising

L0 A0 1= 5
Table 2: Maslow’s and Rogers’s conflicting views on self-actualisation........................... 17
Table 3: Partial summary of self-actualisation theories.................cccoi i, 28

Table 4: Comparison of the behaviourist, cognitive and humanistic understanding of learning

process based 0N SPECIfiC ASPECES. .....cvi i i 32
Table 5: Mezirow's knowledge types by the object of reflection.....................ccoo . 38
Table 6: Examples for the principles of vertical job loading by Herzberg......................... 52
Table 7: Leadership styles according t0 ROQEIS........oovuiiiiie i e e, 58
Table 8: Relations between the Argyrian theories-in-use and espoused theories and the

process of self-actualiSation............c.oiii it e 66
Table 9: Summary of self-actualisation theories.............c.ccoov i e, 69

Table 10: Arguments for and against advertising agency creatives as a field and subjects of

=S =T= (o] o T PP 72
Table 11: Typology of sampling strategies in qualitative inquiry...................oocoiieien .. 90
Table 12: Questions and answers facilitating data collection and analysis...................... 93
Table 13: Questions of validity, reliability and generalizability......................oooo, 96
Table 14: Standards for good research.......... ..o 97



1. Introduction

| have been hearing increasingly more often thievehg sentences in my environment:
“I'm tired of my job!”
“I'm burnt out...”
“l come back from my 4-day vacation, and | don't/edhe slightest idea what I'm doing here!”
“l like what | do, but | don't like the way | have do that, and it makes me depressed!”
"If 1 had money, | would leave this multinationabropany, and would do something | would
really like to!”
“It would surely be much easier if was my own beg#out anybody telling me what to do...”
“All I need is to get out of this hype, and moveatout on a far-away hill to be alone!”
“l wish | could get out of this rat race!
“For the moment, having a child, | prefer earningmney to self-actualisation.”
What is the message of these complaints? Whateke theople desire? What do they dislike
in their jobs? What are they looking for, and wiayeot they find it?
My answer is that they seek self-actualisation atkwbut the difficulties they run into in this

search leaves them disappointed and bitter.

It is as if it was a standard requirement todajatdualise ourselves” at work, as if it was not
appropriate to work solely for money, and findirlggsure, say, in kitchen work at home.

HR departments keep sending employees and mansemeraining courses and coaching
programmes, talent management programmes are ngoppiin a growing number, and post-
graduate courses are popular too. Not willing #rreand develop is not appropriate these
days.

But is this learning and development really eqoadlf-actualisation? Or is self-actualisation
working in a good team? Or is it when | can do wihaant? Is it possible at all to reach our
full potential in a team, which at times pressesousertain directions?!

So, when individuals find no pleasure in traininguises; are not pleased with their jobs,
because their bosses always know better how td; dw are tired of having to stay in the
office until 10 at night because of a deadlinettsd they even miss the baby bathing — then

they start complaining...

It was these voices that drew my attention to sisee of self-actualisation. Today’s important

(and fashionable) concepts — such as the futuedgan (Bakacsi, 1999); life-long learning;



work-life balance; the concept of the Learning Miigation; over-socialisation (“brainwash”);
criticism of the capitalist social order; individisation — all seem to be in connection with

self-actualisation and self-actualising effortsvark.

But what really is self-actualisation? And everw find the answer, why is it so hard to
achieve at work?

One of the objectives of the present thesis ispecify the over-used concept of self-
actualisation, to understand and explain it moeeigely, and to define what it does and what
it does not mean. With my work | also wish to cdnite to knocking down the myths around
the issue. Furthermore, It would really make meplyaip, through my wok, | could “set
people free” from the “burden of self-actualisation

My other — no less important — objective is to edllthe factors that facilitate or impede self-
actualisation in an organisational context, witlview to helping the work of employees,
managers, HR specialists and consultants.

The above two objectives determine the core questidhe first two chapters of the present
thesis: “What does self-actualisation mean in agawoisational context, and what are the

factors that promote or impede actualising efférts?

| plan to carry out a qualitative research amorividuals in creative positions at advertising
agency, searching for answers to the following tjoes“How do advertising creatives live
the opportunities and impeding factors of self-absation in Hungary at the early years of
the 2f' century?” Creative work provides opportunities feelf-actualisation in an
organisational context in many respects. The umaledgng of the more or less successful
self-actualising efforts of advertising creativeseaxpected to help me examine a myth —
namely that creativity is equal to self-actualisati and study the impeding factors explained
in the theoretical section. The other argumentcfmwosing this area and advertising creatives
in particular is the significant role advertisingeacies play in today’'s economy. Their
significance is partly explained by the fact thdtagencies are typically small or medium
sized enterprises, which sector have been receivingh attention recently. On the other
hand, their “products” are important elements af everyday life, both from the aspects of
clients (companies who order ads) and consumets/igluals in society).



| owe thanks to many kind people for supportingimithe completion of my PhD thesis.

First of all, | owe thanks to Andras Gelei, my swyisor, who provided me with much energy
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2. The Facilitating and Impeding Factors of Self-Ac  tualisation

“Those who walk this way

live a committed life.

Listening to their inner voices

they look for the way to their
“Purer Self”.

Led by their heart and mind
they do not ignore their true feelings.
They are bearers of love
that becomes wisdom.”
(N.A)

In this chapter, as indicated in the Introductibwjll presents self-actualisation theories and
analyse them from the aspect of factors that epgh@mote or impede the process.

But what really is self-actualisation? What mythe airculating about it? What are people
actually trying to achieve by giving self-actuatiea high priority, or by saying that it is
impossible to achieve? What hinders them in thegss, to what extent do these obstacles
stem from the individual and to what extent frore #tnvironment where they try to achieve
their full potential? In this chapter environmesters to everyday life and society in which
individuals live and perform. In the next chaptewill narrow the definition of environment
to an organisation or workplace, and also predemtfdctors that hinder the self-actualising

efforts of individuals in such environments.

In the course of the discussion of the possibditgl impossibility of self-actualisation | will
refer to the major figures of humanistic psychola@gy psychotherapy, because the way this
school sees human nature seems the most suitabkurfeming up the factors that either

facilitate or impede self-actualisation.

2.1 Self-Determination and Self-Actualisation

Based on the traditional classification of psyclgatal schools (Atkinson et al., 1999, Carver
et al., 1998), the psychological approaches | aouato present belong to phenomenology, in

particular to the humanistic school, also knownttees third forcé. Compared with earlier

! This denomination was to distiguish the school from the two then (in the first half of the 20th century)
predominant approaches, namely the psychoanalytical and behaviourist views (Maslow, 2003,
Atkinson et al., 1999). The term humanistic was introduced by Abraham Maslow to indicate that the
school focused on the whole individual. Thus we can say that all psychological views are humane, but
not all are humanistic. (Honti, 1989).
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approaches, this view brought a paradigm changeaismg the most fundamental questions,
focusing on “what obstacles in the individual’lghould be overcome to enable his or her
permanentdevelopmerif rather than on “how the individual should chanigeorder to
becomehealthyagain”. This permanent development is self-actasibn itself, which can be

achieved through eliminating the impeding factors.

In the background of the above question the follmiumanistic assumptionsie

1. human beingsare good by nature;

2. individuals are inherentlyfree and autonomousthus are able to make personal
decisions;

3. developments an innate ability of all individuals, and wevieapracticallyunlimited
potential to develop;

4. individuals seelself-actualisationand their development aims at realising theipdse
potential;

5. consequently, the task of the therapists is nbetd, but tcdhelpand providesupport

6. the reality in which development takes place is defined by sbject of the

development.

In a broader sense, it means that the represesgativthe humanistic view do not think in the
framework of the deviance-normality dichotoinyut rather seek to understand the (both

internal and external) factors that work agas®df-governed development

Self-governed development — both words are impartelf-governedefers to the fact that

the phenomenological view highlighpersonal experiencgutting personal experiences in
the focus of research and interpretation. It réflethat the researchers who follow the
phenomenological approach do not believe in theterce of an objective reality: “Mental

objects present themselves in different forms, sashmaginations, fantasies, recollections
and perceptions in continuous experience of ousqrel life story. Phenomenology critically
examines these objects in order to establish d bake for philosophy and science...” (Bonet

et al.,, 2003:12). Consequently, researchers anceresxpvho follow the principles of

%t is no surprise that after World War 1l the humanistic views emerged in the US, and not in Europe,
where the aftermath of the war both in physical and mental sense has remained determinant for a long
time. See: Amado, G. — Faucheaux, C. — Laurent, A., 1991.

® This is also reflected in Rogers’s theory, who regarded his patients as clients, rather than sick people
— hince the name of his theory: “client-centred / person-centred therapy”.
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phenomenology emphasise that individuals, eithescously or unconsciously, shape their
own lives, fates and environment. In their viewsthelf-determination or free will is our
innate ability, which must be utilised (Atkinsonadt, 1999: 27, Carver et al., 1998: 373-429).
Thus it is the individual’'s responsibility to creahis or her own reality within the broad
framework of what (s)he perceives as capabilityis;Tin turn, provides the individual with
autonomy, freedom and freedom in making decisi@wd|, 2002). “The autonomy of man is
ensured by his/her ability to make sense, i.enterpret and give meaning to his personal
reality” (Heron, 1981, in: Gelei, 2002:72); reldatethe world from the aspect of their own
experience and interpretations; and that behinid #lcéons objectives, motives and intentions
lie”. This approach also highlights that each hure&perience is unique, and that different
events (may) convey different meanings for indialdy thus triggering different mental,

emotional or behavioural reactidns

The worddevelopmenin the term self-governing development refersalyeto the process
of self-actualisation: one of the fundamental agsiions of the humanistic approach is that
the basic motivation of human beingssiif-actualisation,which covers development; the

efforts to grow and maximise on our capabilities] @ventually, autonomous existence.

One of the most well-known humanistic psychologistsraham Maslow (US), expressed his
views as follows: “human beings may be wonderful tbgir very human and biological
nature”; “all individuals are righteous under theface” (Maslow, 2003:7-8). Rogers, another
often-cited humanistic psychologist from the USpressed his ars poetica with these words:
“[...] everyone possesses the capability to grow tolwanore mature stages. [...] We can call
it a tendency to develop, an impulse towards sdliadisation or a positive force — this is the
major drive of our lives...” (Rogers, 2003:67). Asealdy indicated, this view differs from,
for instance, the assumption of Freud, in thab&sdnot aim to unveil the causes of a deviant
or pathological behaviour, but rather intends tplese and present the potentials of human

well-being, in relation to personality and envircem

It also means that the humanistic movement geneaaths to develop the quality of human
life through promoting open interpersonal relatips, not only at the level of the individual,

* Apparently, the exitentialist thinkers’ view is close to the phenomenology. The existentialism critisizes
phenomenology for the objectivist point of view, however, its methodology stays the phenomenology
(Anzenbacher, 1994).
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but also by developing groups and networks (inclgdihe incorporated systems and
processes). In this sense humanistic psychologyontyt focuses on individuals, but also

highlights the social-cultural context in which imiduals live (Honti, 1989).

Maslow and Rogers had different, but not entirewnfticting views on self-actualisation. |
will present their, as well as other theoreticidnshoughts through their views omhat
hinders the process of self-actualisationwill sort the impeding factors into two groups,

depending on whether they stem from the individuaheir environment.

2.2 The Individual

2.2.1 Motivation structure of the individual®

Somewhat simplified, Abraham Maslow’s basic assumnpis that self-actualisation can be
achieved only after the lower order needs have aésfied (Maslow, 1943a, 1943b, 1970,
2003, Bakacsi, 1996, Atkinson et al., 1999, Caetal., 1998, Kolb, N.A., I/1).

Maslow assumes that the extent to which our neeeldudfilled basically determines our
behaviour. These needs are innate, geneticallydcddes are present in all individuals in the
same form. Consequently, deprivation is as impoitathe individual's life as satisfaction:
as long as someone’s basic needs are not satitiiglcannot pay attention to higher order
needs. This is what Maslow (2003) refers to ascasfcy-motivated perception. The needs
are interrelated according to their relative intgndMaslow represented these relations in a

pyramid, the hierarchy of needs, which is the fatiwh stone of his theory:

® Despite their relevance, in the present thesis | will not deal with Perls's Gestalt Therapy and
Morenao’s psychodrama conception.

® In the domain of motivation theories focusing on managers’ aspects it is worth reading Angyal’'s “A
Vezetés mesterfogasai” and Bakacsi's “Szervezeti magatartas”.

13



»B"needs

actualization

~

Self-esteem

/ Love and belonging needs\
»,D" needs
/ Safety \
k / Physiological \

Figure 1: Maslow’s pyramid of needs

The basic — “lower order” — needsleficit needsor “D-needs”) are “pretentious” and
dominant: as long as they are not met, they cantvajanise, and even determine the
individual’'s behaviour. D-needs include the phyki¢ahysiological), safety, relationship
(love and belonging) and performance (recognitioegds. Maslow refers to the perception
mechanisms that determine the behaviour aimingutbl fower needs as “D-thinking”
(2003:23). These include the following — not neaés conscious — processes (Maslow
2003:240):

a) “Who lacks something, continually seeks to fill tep;

b) Their absence makes the individual sick or degraded

c) Their satisfaction has a healing effect on deficyesyndromes;

d) Their regular fulfilment helps preserve health;

e) Healthy (satisfied) people show no sign of deficikeh
Maslow presents the highest level needs in thenpigha.e. self-actualisationbéing needsr

B-need} as contrasting with the lower on@3-needs).This higher-order need differs from

the others in that

14



a) behind this process there is growth-motivated geiroe (in contrast with the above
mentioned deficiency-motivated perception);

b) it functions in different forms in different indiduals (as it aims to fulfil unique personal
goals);

c) it cannot be satisfied, as the more efforts we ntak&ulfil this need, the stronger it
becomes;

d) itis not driven by the motivation to avoid thredtst rather by excitement and the desire
to become a fully functioning person, not by “tlog pf satisfaction”, but by “the joy of
fulfilment” (Fromm, 1947, cited by Maslow, 2003:99)

Maslow gives several definitions for the conceptself-actualisation: “... the desire to
become more and more what we are, and to beconngtlemg we are capable of becoming”
(1943a:57); “full use and exploitation of talentapacities, potentialities, etc.” (1970:150). It
is important to note that the impulse, drive or inadion to change and develop stems
exclusively from the individual. It means that Masl talks about self-exploitation in a
positivesense, and not in the sense that we have typibalty associated with the idea of
capitalism since Marx. To put it another way, tlesuit of the exploitation will remain the
possession of the individual, and may constitut®lgect of exchange only if the individual

freely decides (according to self-determinationfréale it (cf. Fromm’s thoughts below).

It is also worth taking a look at the needs-pyraofigelf-actualising peoplefor it explains
the significance of the pyramid shape presentatibhe “biological programme” (F.
Varkonyi, 2003:82) “requires the individual” to maknaximum efforts to satisfy his or her
physiological and safety needs. It is this “dematitit appears in the form of an internal
need. However, the higher we get in the hierardhyeeds, that is, the more efforts we make
to fulfil higher-order needs, the less energy fs fier meeting lower level demands, and the
pyramid may become unbalanced. The point is th&@astalisation is possible only if it is
not pursued at the cost of lower needs, becausadh a case we may harm our biological
well-being. By contrast, investing too much eneigyo our efforts to over-secure the
satisfaction of a lower-order need counteractsasifialisation, as by such efforts we waste

the energy required for meeting higher-level needs.

" In presenting my thoughts regarding the subject | will rely on my conversation with Zsuzsa F.
Varkonyi (7 October 2005), and her book entitled “Tanulom magam” (F. Varkonyi, 2003:80-84).
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To sum it up, the point here is that in Maslow’swiself-actualisation is our innate need.
Nevertheless, this need is not fundamental, thateitain conditions must be fulfilled before
the individual may turn his or her attention tofsadtualisation. The fulfilment of these
conditions is primarilyup to the individual:our organism “demands us” — through our
perception and thinking, for example — to satidfg heeds at different levels according to
their precedence and to the appropriate extens. (Biwlogical) demand, however, “should be
heard”. That is, we cannot deal with self-actusiisaunless we are aware of the messages
our organism sends us through our thinking, emstiand behaviour. This highlights the
significance ofpersonal responsibility, awareneasdself-reflectionwhich will be discussed

in detail later on. Consequently, if we follow omeeds appropriately, we can reach self-
actualisation, which, as appearing in differeninfey is the least generalisable of all needs.
However, self-actualising individuals share a fegrspnality traits, suggesting that people
draw similar conclusion as they get higher in thexdrchy of needs, which is the subject of

the following section.

2.2.2 The personality of the individual

In the course of his work, Maslow introduced a rafinition for self-actualisation: “there is
an impulse in the individual to integrate his or personality, to express it spontaneously, to
reach completeness, to be creative, good etc.ithdils by nature strive for a more complete
existence, which seems to be what most people wdelttify with values, depth, kindness,
bravery, honesty, love, altruism and goodness” (M&s2003:243). The change of Maslow’s

definitions in time reveals that he saw the needédf-actualisation increasingly valuable.

Having created his theory of the hierarchy of neddisslow’s attention turned towards self-
actualising individuals. Through analyses of autghaphie he identified personality traits
that self-actualising individuals share. As a resilhis work, he identified the following
traits as conducive to self-actualisation: reatigntredness, problem-centredness, the ability
to distinguish intention from result (the intention process may be the result as well, but is
often more important than the result itself). Tleople he studied liked — or at least had no

® Maslow analysed the autobiography of Abraham Lincoln, Thomas Jefferson, Albert Einstein, Eleanor
Roosevelt, Albert Schweitzer, Benedict Spinoza and Alduous Huxley, among others.
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aversion from — loneliness, and tended to havelfatmrue friends, rather than numbers of
superficial relationships. They did not strive t@eh social expectations and enjoyed their
autonomy. They also accepted themselves as wetltteeys as they were, and preferred
simplicity and spontaneity. However, they often ex@nced anxiety and a feeling of guilt,

and at times they were cold, absent or overly atteril/1, Maslow, 1967).

The following table contrasts the traits of nonkseltualising people with those of self-

actualising individuals:

Non-self-actualising individuals

Self-actualising individuals

Rejection of impulses

Acceptance of impulses

Dependence on the environment

Independence from the environment

Interpersonal relationships based on interest

Non interest-based interpersonal relationships

Demanding love (based on demands)

Unselfish love (free of demands)

Self-centredness

Self-transcending

Instrumental change

Personality change

Table 1: Maslow’s collection of the traits of non-self-actualising and self-actualising individuals (my
presentation based on Maslow 2003: 93-112)

With this study Maslow attached value to the cohoéself-actualisation, and named it “the
state of Authentic Self” (its attributes will besdussed later). Maslow defines the ultimate
characteristics of the self-actualising individaalmore efficient perception of the reality and
a better contact with it (Maslow, 1970). They magsgess this ability because their
perception is no longer biased by deficiency ndBdeeed$, which allows them to maintain

a more direct contact with reality, that is, theg i the state of authentic self.

Maslow’s research highlights that there are obstagt the personality — values and beliefs
that determine the personality — that may hinddf-as#ualisation. As a consequence,
however, self-actualising efforts may “turn into&rgonality development and growth. Yet,
according to self-determination, this is possibiyaf the individual him or herself wants to

develop, and this fact raises several questionst,RAivhat are the “signs” that make the
individual feel that (s)he needs to develop? Wiwssdthe individual do (and what does not
do) for the interpretation of these “signs” (see thection dealing with self-defensive
routines)? What do the environment, or in a narrosesse, the individual’'s workplace and

the policies, processes and interpersonal reldtipaghere have to do with this process? How

17



can the environment support or hinder personalgyetbpment? The next section aims to
answer this latter question.

Another question waiting for answer is whethersitight” if the individual wants to fulfil
this perceived need to develop within an orgarosati.e. at work? Whose interest and whose
responsibility is this personality development? f@ym another aspect, can an individual who
seeks self-actualisation remain part of an orgéinisa | will make an attempt to answer these
questions in the section that deals with self-didaton within an organisational

environment

2.3 The individual's environment

This chapter intends to present the environmeatabfs that work against self-actualisation.
Environment now means the general environment efitidividual, that is, the systems,
processes and interpersonal relationships thabwudrthe individual in his or her everyday

life. A workplace is only a part of this environnten

In his psychotherapeutic theory, Rogers describhescharacteristics of individuals seeking
self-actualisation as followsully functioning personsre autonomous; open to experience;
relate to their experience; are aware that thedkedge of themselves may change over time
(1942, 1951). Autonomous individuals always do lasytsee fit, and use their ability and

“right to become what one is meant to become withoterference from others” (Rennie,

2004:185). Human beings are born to be fully fuorahg persons and to strive for harmony
and integrity. When obstacles emerge, individuatsy mvercome them by congruent and

honest relationships that are based on trust ampamy

Rogers’s therapeutic theory focuses on the relghipnbetween the helper (therapist) and the
client (patient): “How can | form a relationshipaththis person can use in his development
(2003:64)"? He answered this question by developiisgclient-centred or person-centred,
(also known as non-directive) therapy, which herldtrther extended: he claimed that his

conclusions applied not only to therapist-clieratienship, but supervisor and subordinate,
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teacher and student, parent and child, or husbaadvde relationships as well, eventually to
all kinds of interpersonal relationshif{see e.g. Rogers, 1998).

To describe the person-centred view, Klein (200R&tes the following lines from the last
writing of Rogers: “People have vast resourcesstf-understanding, for altering their self-
concepts, attitudes and self-directed behavioud, the utilisation of this potential can be
facilitated by creating an appropriate psychololgatenosphere”. By saying this, Rogers also
suggests that it is primarily up to the individt@linitiate such a change, and (s)he also bears
responsibility for it, while the therapist can orie a “midwife at the birth of the new
personality” (Rogers, 2003:30).

Now let us examine the difference between Masloviésvs and Rogers’s thoughts, which

will be followed by a discussion of the latter:

Maslow Rogers
Self-actualisation is the highest need, | Self-actualisation is the fundamental
consequently its achievement is drive of the individual’'s behaviour

possible only after the fulfilment of the
more basic needs
Self-actualisation is a desirable final | Self-actualisation is a process which

state can never be completed

Self-actualising individuals share There are no such things like “self-

certain personality traits actualising people”, as self-actualising
is a process

Table 2: Maslow’s and Rogers’s conflicting views on self-actualisation (my presentation)

According to Rogers’s assumption all beings sttivesalise themselves, that is to sustain and
grow their organisms (Rogers, 1980, Carver et1898). This motivating force, which lies
behind all conscious or unconscious activities aatibns of all beings, is self-actualisation
(Rogers, 1980, Carver et al., 1998:377, Atkinsoal.et1999:393). It also suggests that Rogers
does not agree with Maslow, who places this nedtleatop of the pyramid of needs, for in
Rogers’s understanding the need to self-actuabs¢hé most fundamental drive in all
individuals. Consequently, the aim of developmentoi overcome the obstacles that hinder
self-actualisation.

® “l am convinced that this [the relationship in his therapy he is writing about] is true, either it is my
relationship with a client, school-mate, colleague or my family and children. It seems that this
hypothesis describes a universal relationship pattern which offers an opportunity for us to develop
more creative and autonomous personalities who are more in harmony with their environment”.
(Rogers, 2003:71.)
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It is also worth examining why Rogers uses the tésatf’-actualisation, and what he exactly
means by “self"Selfis all experience and perception that individymdssess of the world, of
their own personality and of their relationship iwthe world, thus also includes their self-
concept (Rogers, N.A.). This definition clearly dmpises subjectivity, the fact that each
“self” is unique or, to use another woiddividual. Rogers’s notion ofelf also includes the
above mentioned motivation to develop: “when sledf is aware of what is going on in the
organism it is able to change, grow and develop exackg its organism does.” (Rogers.
N.A.:16). This thought of Rogers in part highlight® self-governing nature and biologically
codedness of development, adding that the envirahmay facilitate or hinder this process.
On the other hand, it also suggests thas#ifis not an isolated concept, not a static state, but
rather a dynamic and organic process, which is-asifalisation itself. That is, Rogers
perceives self-actualisation as a process thainttieidual, with its whole personality lives,
realises, rather than as a desirable final stage.

The development behind self-actualisation is maotidaby the gap that the individual
experiences between his or her actual self and gddia Congruence is achieved if, from the
perspective of the personality as a whole, thigrdigancy is negligible. If incongruence
occurs, the tension it triggers becomes the majmedo develop (Festinger, 1957, Kolb,
N.A., Maaloe, 2007). The goal of development isfeate congruence in the self-concept of
the individual, as without this congruence the witlial cannot become a fully functioning

person. How can it be done in Rogers’s view?

Rogers based his conclusions on the examinatidgheoindividual’s needs: 1. the individual
seeks congruence; 2. (s)he strongly needs poskigard and acknowledgement (Rogers,
2003, Kolb, N.A)). Its primary form isunconditional acceptangewhich covers the
acknowledgement of the whole personality withostrieting it to certain traits (e.g. “you are
a really nice person, even if you see things cotaplalifferent than | do”). These two needs
define the three major conditions of self-actuailtsg namelytrust, empathy and congruence
These are the necessary and sufficient conditibsaazessful development. If these valuable
qualities are missing from the individual’'s envinoent, self-actualisation cannot be realised
(I/3.; 1/4.).
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2.3.1 Distrust?

Rogers interpretsrust as the feeling and expression of unconditional lemé acceptance

toward the other person, that is, “a warm and docogattitude, and the acknowledgement of
the other person as an autonomous individual” (R@®©03:70). Individuals feel safe if they
are accepted by their environment together withhedir feelings, thoughts and behaviour. A
safe environment allows individuals to turn theteation to self-actualisation, as they do not
have to make efforts to defend their views andifjushemselves' (F. Varkonyi, 2003:213-

216). A trustful environment strengthens self-cdefice, which again is an important factor

in development that may enhance the motivatiormrdawgCase-Selvester, 2002).

2.3.2 Incongruence

Congruence basically means genuineness and honesty, whenriexpes and their
communication are in agreement: “... the way | behawvéhe external world must be in
agreement with what | think and feel deep insidé2.). This makes the environment
transparent and clear for the individual, thusvaithg him or her to return the trust that was
mentioned above. Congruence, or “living without ksds(F. Varkonyi, 2003:14), is also
important because in this way the environment shavgood example: it is worth for the

individual expressing his or her real self as well.

| find it important to point out that Rogers alsaid great emphasis on the emotions
experienced in the course development (on the wdyetoming a fully functioning person).

In his view (Kolb, N.A.), congruence between théuatand the ideal selves can be achieved
only if the two selves converge at the levels ofuifhts, emotions and behaviour, as well. He
observed that in time the individual gradually getser to his or her emotions, and interprets
his or her experience at emotional level, too. Tthesalignment of thoughts, emotions and
behaviour is a fundamental condition of becominfylly functioning person. This will be

discussed in detail in the chapter dealing witfseflection.

10 Regarding the economic aspects of the issue of trust and distrust it is worth reading Hamori’s book
entitled “Erzelemgazdasagtan”.
" The concept of defensive routines (to be discussed later) closely relates to the subject.
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2.3.3 The lack of empathy

Empathy?® is the ability to enter another person’s worldesjerience. It is empathy that

allows the environment to feel and determine thdividual's emotions: “... | can see
individuals and their world the way they see thdweseand the world” (Rogers, 2003:70).
However, it does not mean that the environments#sats boundaries™ it is important for the
helper to understand and feel the individual's exgmees, but without loosing his or her own
boundaries, without which (s)he could not supplet individual’'s development. Bettelheim
puts it this way: “When we use our empathy, wetaysng to imagine ourselves in another
person’s situation. Consequently, our own feelingd reveal not only the individual’s
feelings, but his or her motivations as well. Weé#o understand the other from the inside,
not from the outside, and not like an interestedanpassionate person who would try to
figure out the other person’s motivations ratioyial2003:97). “Being inside” and “being
outside” corresponds to awareness and spontaf®ign though these two concepts seem to
contradict each other, they can function conculyeatvareness, in this situation, refers to the
requirement that the empathic person, i.e. therenment, should be aware of emotions in
general as well as of the feelings that motivata bi hef®. Spontaneity, in contrast, may
occur only if the empathic person accepts the atisezqual with him or her from the aspect

of the forces triggering emotions.

The importance of an emphatic relationship lieshim fact that it creates an opportunity for
the individual to open for his or her own experien@nd emotions (Rogers, 2003:159-162),
so that they can support his or her developmenth&mmore, in time the individual learns to
be emphatic with him or herself, that is to be ana@frand accept his or her existence, life and
all events in it (here awareness appears agairg. tist and empathy provided by the
environment together result in enhanced self-cenfte, that is, healthy self-esteem, which is
another distinctive feature of a fully functionipgrson, as indicated in the section dealing

with Rogers’s thoughts.

From the foregoing it is clear that empathy impkesintimate relationship (that provides a
safe environment in psychological sense) betweenntiividual and the environment. This

2 sSeveral followers of Rogers also write about the importance of empathy in interpersonal

relationships in their theories: Gordon, 1990; Marshall, 1997; and Goleman also highlights it in his
emotional intelligence conception (1997, 1998, 2002).
3 This highlights the importance of self-knowledge, which will be discussed later on in this chapter.
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relationship is one of the major driving forcesdaivelopment, which ensures a permissive-
accepting relationship between the individual dreldnvironment. This is the point where an
important question should be raised, namely hovia sutimate relationships that are based on
trust and empathy can be formed in work, i.e. witlorganisations, where there is a

hierarchical system and (either explicit or latentlry?

The concepts of awareness, spontaneity and intiraégry appear in Berne’s view on the
integrated personality and a realised life, in whie identifies further impeding factors that

work against self-actualisation.

2.3.4 The lack of the development of awareness, spaneity and intimacy skills

Berne interprets the interactions between indivislaa transaction$which include reactions

initiated by one individual as a response to a @iis from the other and vice versa (1984,

Stewart — Joines, 2001, I/5.). Berne uses trarmatior the analyses and definition of the

individual’s autonomy, the achievement of whichhis view, is dependent on there abilities

or behaviours:awareness, spontaneity and intimadyhese concepts can be described as

follows (Stewart — Joines, 2001:273-283):

= Awareness: the ability to receive pure and deepesgions without interpretation, like a
newborn;

= Spontaneity: the whole range of feelings, thougimg attitudes, as well as the capability
of free choice among the ego-states;

= Intimacy: a time-structuring method in which indluals express uncensored and
authentic feelings and demands toward each other.

Accordingly, an individual is autonomous, and amgsonomously in an interaction, if (s)he

have stepped out of his or her Script (Berne, 198970 uses his or her above mentioned skills

“here and now”.

As we can see, Berne uses the concepts of awayesmstaneity and intimacy in his
description of self-actualisatiofintegrated personality /realised lifealthough understands
them differently than what we have seen so far ftexm aspects: first, he perceives them as

skills that can be learned and developed. Secomdisks these key concepts in connection

1 Regaring Berne’ transactional analysis theory see e.g.: Berne, 1984, 1997; Stewart — Joines, 2001,
Transactional Analysis in Organizations, 2004.
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with interactions between individuals, also suggestthat the concepts of integrated
personality and realised life can be understood/ onl the framework of interpersonal
relations — thus highlighting the relation-like mia of autonomy (autonomy as independence

from somebody or something).

Thus in part Berne’s description of the way to paed autonomy does not contradict with
Maslow’s views: self-actualisation, that is, reetldife / integrated personality is a result, not
a process (as, for instance, Rogers says).

However, at one point the two theoreticians’ thdagin self-actualisation diverge: whereas
Maslow understands self-actualisation as our inna#sl, i.e. quasi-ability, Berne claims that
for the realisation of an integrated personalityspaalskills are required, that can kearned
andimproved By saying this, Berne also suggests that all [gelave the potential to become

an integrated personality and to achieve a realiedrrespective of their personality traits.

This view introduces the image of the active indal, who learns and is willing to improve.
The theories | will present in the following sectiare concerned with obstacles to self-

actualisation that stem from the individual’'s attiés and behaviour.

2.3.5 False goals and intentions

In his Flow-theory, Csikszentmihdlyi provides “a theory of gptimal human existence”
(2001:9). He compares the Flow-experience with hmeggs, and states that while happiness is
dependent on external conditions, Flow is the idial’'s own experience. “Our mind is
filled with experiences that are in harmony witlcleather; our feelings, desires and thoughts
are in complete alignment (2001:71); and “Flow hssin an enhanced complexity of our
creature and awareness” (2001:76). In Csikszentyiith&iew the quality of existence is
basically defined by how fast individuals achietieit goals; consequently he considers all
activities that hinder this process as a wasténé and energy. The experience of Flow is a
state of mind where this waste does not existwatig the individual to find pleasure in the
present and live a contented life. This is becahsefeeling of joy and satisfaction in the
present allows positive feedback, which in turneashes energy that can be utilised for
achieving one’s goals. “These are situations {neFlow experienckin which the individual

is free to focus on his or her goals, for ther@asdisorder to put into order, and no threat

either to protect him or herself from.” (2001:71).
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It is worth noting that positive feedback, like Rogers’s system, plays an important role in
Csikszentmihalyi's theory as well. The differensdhat whereas in Rogers’s theory positive
feedback is required primarily (first) from the @mmwnment, Csikszentmihalyi puts emphasis

on the positive feedback individuals give themseglflEmsed on their activities).

Csikszentmihalyi refers to the experience of Flematotelic experiencéhaving itself as its
only purpose), and calls the person in this statautotelic personalityHe defines the basic
components of this state of mind as follows (2084187): 1.challenge-skill balange2.
merging of action and awareness; 3. clear goals wrambibiguous feedback; 4. total
concentration on the task at hand; 5. the parad@omtrol; 6. loss of self-consciousness; 7.
sense of transformation of time, time disorientatld These components suggest that all
individuals arecapable of and have theopportunity of experiencing Flow. It is the
individual’'s responsibility to find the opporture8 and learn and improve the relevant
capabilities. Therefore, the main obstacle hasotevith the individual’'s attitude, rather than
his or her capabilities: “As soon as we have redchgoal, we start to look for another one.
These are often false objectives: fortune, powatisfaction or just passion. The problem is
that we are focusing on the goal itself, withoytrig to find pleasure in the efforts we make
to reach it.” (2001:126).

Maslow’s and Csikszentmihalyi’'s theories thus catgdy agree in that both see the
individual and his or her attitude as the key tdf-agetualisation. The difference is that
Csikszentmihalyi — like Berne — sees the key toegrpce Flow in learning and improving

skills, while Maslow perceives self-actualisatiaaacapability.

What are the sources of the false goals and imtentiiscussed by Csikszentmihalyi? They
can in part stem from the individual, his or herspaality, or from the lack of self-knowledge
— this part will be discussed in the chapter dgaiinth the importance of self-knowledge.

Nevertheless, a failure to achieve autotelic exqmee may also be the consequence of the

> About the concept of filled-in time see Sarvari, 1994, 1999.

'® He defines two special cases as exceptions: 1. at individual level schyzofrenic personality and the
personlity with overly developed self-awareness (2001:128-132); 2. at social level anomia (the
absence of rules) and alienation. | will not deal with the former for the present study is not concerned
with personality disorders in psychological or psychiatrical sense, although they can be regarded as
the complete opposit of self-actualisation. The later (social level) will be discussed in the following sub-
section in connection with Fromm'’s theory.
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individual “getting lost” in everyday life. In thdollowing section | will present this
experience of “being lost” with the help of Fromnit®ughts.

2.3.6 Being alienated: the lack of love

Fromm, being a humanistic psychotherapist, belieaaedkemocratic principles, and criticised
the capitalist (patriarchal) social order in whjpkople are “escaping” from freedom, become
alienated from each other and from their work, amghain unable to self-actualise and to

become autonomous.

Fromm’s view (1979, 1993, 2002, Fromm-Suzuki, 198%ased on the understanding that
economy is a rational organisation of productivdividuals, therefore all products and

services should be available for all individuatsgspective of the role they play in the process
of production. Furthermore, he also claims thapathple have the right to be unconditionally

happy, which results from the harmonic developmienitself-actualisation, of the individual.

The failure of this process can be seen as thét e alienation of the individual from the
land and the communitwhich took place during the transition from feudalito capitalism.
As a consequence, the feeling of insecurity and deéckly spread among the members of
society, as their work, skills and willingness bmeagoods. It led to a situation when
individuals and interpersonal relationships weremprily characterised by possessido (
have, and their actions and behaviour were motivatgdhe will to acquire material and
intellectual commodities. Consumer society, inahgdihe individual, seeks to consume more,
driven by the feeling that what (s)he has consumag not be taken away from him or her.
Of course, this belief leads to a consumption §pi@ the individual can only reach
satisfaction by further acquisition, possession @rsumption.

This desire to have and consume is the oppositehat Fromm sees as an ideal form of
existence tp bg. In this latter the individual is driven by thelito explore and enjoy the
beauty of being, which is an experience with nacsjepurpose. He defines the way to this

new order with the standards of matriarchal soesetivhich will be discussed later.

Fromm’s next assumption is that the relationshipwben the individual and society is

dynamic in nature. One of the driving forces obttelationship is the totality of the instincts
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that cause character-differences between pEopiaerefore, society, besides its oppressive
power and function, may be creative as well: “thure, passions and anxieties of the
individual stem from the culture” (2002:21). In nuhuman instincts also shape society and
culture, they are the sources of social procedd&s.dynamics allows, on the one hand, the
enrichment of our understanding of human behavamat social processes by the adaptation
of our instincts to society. On the other handanreffort to satisfy our needs and instincts, we
constantly change our immediate and broader enwieo, i.e. society itself, which again

supports the development of our understanding.

Fromm (1993) identifies two factors as the sourakthe “need” to adapt, namely — with
Maslow’s terms — our physiological and relationshgeds. Physiological needs — which are
vital for survival — can be fulfilled by work andqu@uction. The need to belong covers the
avoidance of loneliness both in physical and meeaise that is, being in touch with the world
around us. Loneliness in physical sense can bededoby making contacts with other
individuals (conversation, meeting etc.). Lonelmeés morals sense, however, means the
“absence of contact with ideas, patterns and syshb@002:25), that is, the absence of
contact between our soul and the world. These tarestant and unalterable human needs
determine the individual’'s behaviour, e.g. forcenhor her towant to belong to other

individuals and tavantto cooperate with them.

Nevertheless, this need often urges the individoatonform to specific norms (e.g. to a
mission of an organisation, or to certain behavipatterns). Fromm (1956:153, cited by
Brookfield, 2002:107) describes conformity as falf “I must conform, not to be different,
not stick out; | must be ready and willing to charagcording to the changes in the pattern; |
must not ask whether | am right or wrong, but whetham adjusted, whether I am not
“peculiar”, not different”.

This conformity is in stark contrast with self-agligation. The individual’'s — conscious or
unconscious — decision to choose adaptation mearsotiety (and the organisation within)
that its members are becoming robots without autens thinking and feeling. This
mechanism functions well because it is benefiaaldoth parties: the individual feels safe,
because others do the same thing that (s)he doestys or the organisation, also benefits,

for the status quo is maintained.

7 By saying this Fromm contradicts the Freudian view which claims that the instincts and nature of
individuals are biologically coded.
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To further narrow our focus on organisations andking environment, we may claim that if
an individual grows only within the framework of anganisational culture (mission, values
etc.), only his work within the organisation bec@nmaore valuable. This may make the
individual feel more safe, but, at the same timetgases his embededness in the organisation
(brainwash), thus reducing his or her value onldbeur market.

This dynamics is the source, on the one hand, @& ithdividual's adaptation to
social/organisational processes, systems andaetatOn the other hand, this dynamics led us
to create a patriarchal society — and organisateanbedded in it — characterised by a stern
super-ego, adaptive love, paternal authority aedwti to dominate over smaller people. By
contrast, Fromm identifies matriarchal society adeairable form, in which the individual
enjoys the optimistic trust of unconditional lovetimers provide, suffers from less feeling of
guilt, is controlled by a much less dominant supgo; and has greater potential to experience

love and happiness. In addition, (s)he is more &btarn toward those in need with empathy.

Fromm also claims that the individual, as a mendfesociety, is able — even bound — to
change (back) this patriarchal society into a mathal order, and it can be done through the
spontaneity of love and creative work, and throumgtoming one with the worldf the
individual fails to do so, (s)he creates around bmherself a society and social relationships

that work against the integrity and freedom ofdrisier personality.

Fromm defined love as follows (1993:139-171): kcgiline; 2. concentration; 3. patience; 4.
learning above all; 5. self-knowledge; 6. overcognmarcissism; 7. intelligence (the ability to
think objectively); 8. humility (emotional behaviobehind intelligence); 9. rational belief;
10. to believe in humanity. Fromm summarises hsspmoetica as follows (1993:171): “To
analyse the characteristics of love is to explésepresent absence and to criticise social
conditions which are to blame for this absenceb@&lieve in love not only as an exceptional
personal but also as a social phenomenon is anadtibelief, which is based on the

understanding of the true nature of humans”.
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Fromm thus puts trust in the individual as wellirm®rganisations and society as collectives
of individuals. At the same time, he sees the atsenh love and the associated concepts as
the core problem, or “illness”, of today’s societyd the organisations’ that make up this
society.

For Fromm as well self-actualisation is the godijcl can be achieved through the ability to
love. Thus the developmental process, i.e. learmmaans learning to love, which in his view

is not new for society, just sank into oblivion.

The theories discussed so far focused on selfddtian. They agree that self-actualisation
results in a better quality of being and a higlesel of self-governance. They also share the
assumption that self-actualisation has differentm® in each individual, i.e. unique,
consequently its major starting-point is subjecex@erience (including all mental, emotional
and behavioural components).

This unigueness also suggests tmatividuals are responsibléor their lives, their self-
actualising efforts and for the result of this grsg. There is no recipe for success. Likewise,
there is no one single obstacle to overcome. Theedimg factors discussed above may
appear individually or in combination — theoretitgado not contradict one another, just put
emphasis on different obstacles. As Dewey says:the.battle is fought here: in ourselves
and in our institutions” (Dewey, 1939; cited by fnm: 2002:16).

Another key factor to successful self-actualisatapart from personal responsibility is a
commitment to change€vercoming obstacles is a hard task, as the prooess trigger

animosity in the environment at individual as wadlat social level. Without commitment, the
resistance that appears at mental, emotional aviairal level may easily wreck the process
and outwear the individual (primarily in emotiorsénse, by generating frustration, shame

etc.).

The following table gives a summary of the abowedssed theories about self-actualisation
and its obstacle® in my own representation.

'® The table will be completed later on with the impeding fators that appear in an organisational
environment.
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Keyword Background | Goal Major Major
impeding promoting
factors factors

Maslow Pyramid of Humanistic Self- Motivation Fulfilment of

needs psychology actualisation structure lower order
(unfulfilled (D-) needs
needs)

Rogers Client-centred | Humanistic To become a Non-accepting | Experience of

therapy psychotherapy personality environment Trust,

Empathy,
Congruence

Berne Transactional | Psychotherapy | To become an | Script® Experience of

analysis Integrated Awareness,

personality/ Spontaneity,
Realised life Intimacy

Csikszentmihalyi | Flow Humanistic To experience | False goals and | Accurately

psychology Flow intentions defined goals
(Personality: and fulfilment
emotions, of given tasks
thinking)

Fromm The art of love | Critical social The freedom of | Alienation of the | The ability and
theory (based on |the individual | individual the experience
humanistic Emancipation of love
principles)

Table 3: Partial summary of self-actualisation theories (own representation)

The factors hindering self-actualisation may steomf the individual, the environment, or
may result from the social embededness of the idaial.

We have not yet touched upon the developmentalegp@nd its attributes, i.e. self-
actualisation itself — assuming that we underst#w@dconcept as a process, not as a result.
Self-reflection that is based on experience fata self-knowledge, which is vital in the
process of self-actualisation. Why and how? Thiahst the following chapter is concerned
with.

2.4 Missing the way to self-knowledge: the lack of self-reflection

| cite again one of Maslow’s thoughts on self-aisaéion: “... the desire to become more
and more what we are, and to become everythingrgveapable of becoming” (1943a:57). In

other wordsself-actualisation is the reduction of the discrepa between the actual and the

ideal self The actual self is our self-concept in the presehereas the ideal self is a desired

9 For details see: Berne, 1997.
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image of ourselves to be achieved in the futurehé&course of self-actualisation it is our
actual self that changes and becomes more andsimoitar to our ideal self.

To reduce the discrepancy between the two selfequsdt is crucial to have a precise image
of our actual self, and to have a precise definitod our ideal self. The former means an
accurate knowledge of ourselves, while the latteecs a clear vision of the future. We have
already met the concept of vision in Csikszentnyit&atheory, and | will also dwell on the
subject later, in connection with Senge’s conceptithis section is about self-knowledge, the
last factor facilitating self-actualisation (quitéogically, its absence impedes the
developmental process).

Self-knowledge is the knowledge of one about otfiesee is aware of:

= his/her ability, capability, knowledge and the ladk these;

= his/her willingness (motivations, desires) andldoiks of these.

The person having self-knowledge becomes able rbagss information about its thoughts

and emotions more efficiently” (Miller, Nannaly, \@kanan, in: Rudas, N.A.).

Self-knowledge closely relates to most of the fectihat impede self-actualisation. A high

level of self-knowledge means that the individual

(1) is aware of his or her unfulfilled needs, and ikdb fulfil them, thus proceeding toward
self-actualisation;

(2) may improve his or her awareness, spontaneity atichacy skills, if (s)he finds it
necessary for the realisation of his or her poaénti

(3) may recognise his or her false goals and intentitns may get closer to the experience
of Flow;

(4) may realise his or her being alienated, and cae @oth it with the help of love.

In the following section | will focus on reflectidearning, which is based on experience and
facilitates the development of self-knowledge. Tieodels indicated support our
understanding in a more complex manner in the avtidreir presentation. First | will discuss

reflection to the individual and its behaviour —igkhis first cognitive, then also involves
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emotiong’. The final model of empirical learning is based tbe threesome of thoughts,
emotions and behaviour. This will be followed bysaction on the temporal nature of
reflection, which again may be a factor in the depment of self-knowledge, thus in self-
actualising as well. Finally, by introducing thencepts of critical self-reflection and critical
subjectivity, | will point out that it is not enohgo reflect on the individual and his or her
behaviour: for realising one’s ideal self, it is@limportant to examine his or her social,
political (ideological) and cultural environmenthd critical attitude in self-reflection differs
from those used in the phenomenological approasfesave discussed previously. Whereas
phenomenology lays emphasis on the experience Ibfeflection, critical self-reflection
enables the individual to overcome suppressivelogges and conventions, and to avoid
being driven by false goals, thus letting him tthofe his or her own vision. In this sense self-

reflection is no longer just a practice, but becsipart of the identity of the individual.

In my view, critical subjectivity is the attitudené behaviour that is most conducive to self-
actualising efforts, i.e. the development of selbWwledge, foiselfis not exclusively made up
of everyday experiences (personality, family baokgd, behaviour etc.) but also relies on
their background, from where the experiences afiibes background is the embededness of
the individual in society and ideologies (e.g. fashble views). However, the difficulties of
critical subjectivity (see later) drive the indivial and his or her efforts to improve self-
knowledge toward the easier way (the models predefitst). | find it important to present
other models as well, for they can also supportdénelopment of self-knowledge, although
to a lesser extent than critical subjectivity.

In other words, the smaller the range of self-iditan (e.g. fails to review emotions), or the
underlying experience (e.g. the individual failsr¢wiew his or her environment), the more it
is likely that the development of self-knowledgdlwe damaged — which in turn may form

an obstacle to self-actualisation.

It is also worth touching upon one of the environtak characteristics of learning, namely
whether it is individual or collective learning.tAbugh this chapter primarily concentrates on
self-reflection that the individual practices omhor her won (the first writing on this kind of

self-reflection is mostly associated with Dewey 339, the improvement of self-knowledge

in the framework of a collective process may aledeneficial.

20 Regarding the effects of emotions on our everyday behaviour it is worth reading Forgacs’ book
entitled “Az érzelmek pszichologiaja”.
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The core element of the collective developmentetiflsnowledge is feedback, as feedbacks
received from the environment and their acceptatiog/ the expansion of the so-called open

area.

Me
>
Known unknown
A
Open area i Blind area
known
Others
Hidden area Unknown area
unknown

Figure 2: The Johari window (Rudas, 1990:38)

The Johari window demonstrates how feedbacks frthrargersons increase the individual's
awareness of his or her own personality and bebayapen area), and decrease, on the one
hand, the totality of intentionally hidden feelingsoughts and attitudes (hidden area) and on
the other hand the behaviours that the individsialat even aware of (blind area).

Rudas points out (1990) that to increase self-kedgé the following are needed: 1. the
individual’'s active attitude to learning; 2. trusthich is based on two-directional and mutual
feedbacks.

In the course of self-actualisation the changeeatiF@ncept may increase self-knowledge.
This change takes place as a result of learning, iththe background self-actualisation there
is a desire for permanent learning. As Rogers putene makes a choice — then learns from
its consequences” (1961:171).

This perception of learning basically differed frahe prevailing learning theories of the

period, i.e. behaviourist and cognitive views (I/8.,1/9.,1/10.,1/11):
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Aspect of

. Behaviourist Cognitive Humanistic
comparison
A change in the Internal, mental Individual action that
Point of the attitudgs and the processes (e.g. aims to fully achigve
learning process behaviour mformat.lon one’s own potentials
processing, memory,
perception)
Behaviour change Improvement of skills | Self-actualisation, to

Goal of the toward the desired and abilities with a become autonomous
learning process direction view to more efficient

learning
Driving force of Environmental stimuli | To create internal To meet emotional and
learning cognitive structures cognitive needs

Role of the teacher

To arrange the
environment in a way
that allows the
individual to find
answers

To structure the
contents of the
learning process

To facilitate the
development of the
individual

Major
representatives

Thorndike, Pavlov,
Watson, Guthrie, Hull,
Tolman, Skinner

Koffka, Kohler, Lewin,
Piaget, Ausubel,
Bruner, Gagne

Maslow, Rogers

Table 4: Comparison of the behaviourist, cognitive and humanistic understanding of learning process
based on specific aspects (Merriam—Caffarella, 1999; own representation)

As the table shows, the core element in humanisaining is the individual, who seeks self-

actualisation and autonomy, thus his or her legrpiocess is focused on him or herself and

his or her actions (I/7.).

Accordingly, Rogers does not commit himself eitteeithe behaviourist or to the cognitive

views, but applies their combination: his learnthgory rests on holistic foundations. In his

view, the individual is involved in the learningogessas a whole personalityhus his or her

learning may involve stimulus-response (behavidur® recognition-effect (cognitive)

relations as well. The common ground is that lesynsatisfies the inherent need of the

individual to understand him or herself and theemal world.

The best way to increase self-knowledge, | thiskiearning by experiential self-reflection,
which fits into the conception of self-directed ieiag (Boyatzis, 2001, Goleman-Boyatzis-
McKee, 2003): “Self-directed learning is an intentl change in an aspect of who you are
(i.e., the Real) or who you want to be (i.e., tdedl), or both. Self-directed learning is self-
directed change in which you are aware of the chamgl understand the process of change”
(Boyatzis, 2001:10). Further important attributésef-directed learning:

» thelearningprocess is at least asportantas its result;
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= jt is alife-long processwhich aims to create “individuals who are capafiidiving a
joyful, humane and meaningfiifie” (Valett, 1977:12);

» jt treats the rational and emotional componentseatfaviour in combination by exploring
complex patterns in théndividual’'s behaviour the learner is fully accountable for
learning “[self-directed learning] a process in which wmduals take the initiative, with
or without the help of others, in diagnosing thieiarning needs, formulating learning
goals, identifying human and material resourceddaming, choosing and implementing
appropriate learning strategies, and evaluatingieg outcomes.” (Knowles, 1975:18);

» thus, a self-directed individual @ro-active,that is open to new thoughts, experiments
with behaviours, and draws conclusions (Rhee, 2003)

» finally, as the learner is responsible for learnirfg)he defines all attributes of it.
Consequently, in the course of the procH#ss learner learns to learn as wel§o

becoming the subject of learning.

As one can see, the process and goals of selftelitdearning are similar to those of
humanistic learning: individuals learn about thelvese and increase their self-knowledge so

as to live a better life.

In self-directed learning the starting-point ofri@ag is the individual’xperiencewhile the

method of learning is reflection, more precissdyf-reflection.

The foundations of experiential learning can bepeissed with Kolb and FA (Kolb—Fry,
1975), who developed the experiential learningeycl

! Their theories are based on the work of Piaget, Dewey and Lewin. | also wish to mention here that
they further developed this theory to define learning styles (see e.g. Boyatzis-Kolb-Mainemelis, 2002).
| will not go into details, as this area falls out of the scope of the present study.

22 Of course, this theory has also received criticism: see Boud et al., 1985; Jarvis 1987; Anderson
1988; Tennant 1997.
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Concrete
experience

Testing in new Observation and
sit uation reflection

@j Forming abstract <‘;D
concept

Figure 3: The cycle of experiential learning (Kolb — Fry, 1975)

The individual can enter the learning process at @nthe four elements of the cycle: 1.
concrete experience; 2. observation and reflecBoriprming abstract concept; 4. testing in
new situation, and then again 1. concrete expegienetc. This experiential learning cycle
highlights two things: the importance ‘fere and now” in connection with given thoughts
and ideas; and the importancefeédbackwith a view to facilitate changes. Thus the model
does not require that the understanding of expegishould trigger change; nevertheless, this

is a condition of completing the cycle.

Jarvis further improved Kolb and Fry’'s experientedrning theory (1975), identifying three
types of learning: 1. non-learning; 2. non-refleetilearning; 3. reflective learning. This
distinction implies that not all experience resuit learning, and not all opportunity to
experience is followed by reflection or self-retiea. However, it also suggests that learning
results from the difference between the presenasdn and previous experience, that is the
learning of the individual results from a situatihen (s)he encounters an unexpected event
(which may be associated either with the contextithn the individual) which (s)he is unable
to handle. This statement, on the one hand, higtsligontextas a factor that may have a
strong influence on learning, and, on the othedhanggests that learning is often associated

with problem solving
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Experiential reflective learning is thus a conssidehaviour, which is not pursued for its
own sake, but incorporates the motivation to chaangk develop. However, for its success it

is essential that the learner examines not onlgxperience, but the context as well.

These models define experiential learning primaagya cognitive process. Even though Kolb
mentions (1984) that in the learning process thtmigind emotions interact, the model
basically reflects a cognitive approach.

With emotions taken into consideration, Boud et(#885) defined the components of self-

reflection as follows:

1. Returning to experience (the recall of the evemiuding all thoughts, emotions and
actions associated to it; accepting that some mesiand experiences may change over
time);

2. Attending to feelings (recall of the supporting liegs and the elimination of the
disturbing ones; being aware that this may chahgexperience);

3. Evaluating experience (to review the experienceomting to the knowledge and
objectives of the person, which may also include #etting up of a new frame of
reference).

Based on the above list, in the context of learnmefection is the totality of thatellectual

and emotional actions that may serve as a reference for theopets understand the

experience, in order to obtain new interpretati@w®ud et al., 1985).

Cinnamond and Zimpher (1990:67) pointed out anodediciency of the above components:
“they constrain reflection by turning it into a nteh activity that excludes both the
behavioural element and dialogue with others inedlin the situation”. It means, on the one
hand, that the experience-based self-reflectiomgs® must take the threesome of thoughts,

emotions and actions into consideration, whicHl@aged by Gibbs’ model:
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Description
f{> (What happened ?)

Action plan

Feelings

(if it arose again what (What are you
would you do?) thinking and feeling ?)

Evaluat ion

(What was good
and bad about the
experience ?)

Analysis
(What sense can

you make of the
situation ?)

Conclusion

(What else could you
have done ?)

Figure 4: The reflection cycle (Gibbs, 1988)

On the other hand, it highlights another importaharacteristics of experiential learning,
namely that it must be based dialogues Thus, if an experience emerges from a personal
interaction, those involved in the interaction ddoalso be involved in the review of the
experience. Subjective experiences and aspectg@men the course of the dialoddenay
allow a deeper understanding of the experiences faailitating the development of the

person’s self-knowledge.

Besides taking emotions into consideration, Schdso ahighlighted the temporal
characteristics of reflection by introducing thems ofreflection-on-actiorandreflection-in-
action (1983; 1991, 1/13.). His basic premise is thatide=s examining the phenomena itself
(immediately when it occurs), individuals also stuthe assumptions and beliefs that
determine the given action. In the process of cdti@-on-action reflection takes place after
the completion of the action; by contrast, refleatin-action refers to the case when
reflection takes place during the action. Apartfrthe temporal difference, the two processes
also differ from one another in that while in thestf case the experience emerges as a
concrete phenomenon (the individual examines theltref a completed action), in the later

238 Senge also highlights the importance of dialogues in respect of self-actualisation — this will be
discussed later on.
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process this is not the case. The reason is thaigdteflection-in-action there is not much
time for a conscious definition of the experienabjch thus emerges more as an instinctive
and spontaneous reaction. The two processes thogldler in the level of importance they

attach to awareness and spontaneity.

Reflection-on-action is considered to be more conduto self-actualising efforts.

However, reflection-in-action may also highly calntiite to the actualising process, as, “with
the real time correction of our mistakes reflectioraction continuously increases the
likelihood of successful action, therefore, it imases free and informed choice and enhances
individual autonomy” (Gelei, 2002:78). It is impant to point out that Schoén “allows” the
person to be surprised or puzzled in a situatibat is, assumes the presence of the (so-far
missing) threesome of emotion, thought and actminonly after the action, but in the action
as well. In this way, the complexity and noveltyao$ituation allows “...a new understanding
of the phenomenon and a change in the situatic®83168)**

This more complex understanding of reflection isdshon the belief that true knowledge
(knowing-in-actiof — which is the totality of the beliefs, assumpsaand routines that the
individual have already obtained and typically usaconsciously (tacit knowledge,
unconscious competence) — may come only from espeei (Schon, 1983). In this
understanding the objective of experience-basddctefe learning is taeveal, understand
and, if necessary, changaconscious competencds this process awareness and spontaneity
may help the individual to revetile reasons and cause and effect relafionsderlying his

or her behaviour

According to what has been said so far, in the éw&ork of experience-based reflective
learning the scope of reflection includes the behavof the person and the underlying
beliefs, assumptions and values. Then Mezirow - Wit transformational learning theory
(1985, 1991, Merriam, 2004) — introduced the cohadpcritical reflection “reflection

involves the critigue of assumptions about the eonbr process of problem solving...”
(Mezirow, 1991:105); “premise reflection involves hecoming aware of why we perceive,

think, feel or act as we do” (Mezirow, 1991:108)eNrow defines this framework on the

% Of course, Schon's views also have received criticism, see Eisner, 1985; 1998; Russell — Munby
1991; Smith 1994; Usher et al. 1997.
?® As the continuation of this train of thought I will deal with Argyris’s double-loop theory in Chapter 3.
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basis of Habermas’ work (1970, 1972, 1974; In: Kember—Leung, 2000pstmof our
actions are based on ideologfeand values that stem from osocial, political, economic

and culturalenvironment, and that we are not aware of.

According to Mezirow the object of reflection mag bhe content, process or frames of

thinking:
ObjeCt. of Content Process Critical, frames
reflection
“What socially
constructed
Question of “What am | to do with | assumptions, beliefs
I !)n y
reflection What happened this experience?” and values lie behind
the
problem/experience?”
Knowledge
acquired by Instrumental Communicative Emancipatory
reflection

Table 5: Mezirow’s (1991) knowledge types by the object of reflection

Therefore, depending on the object of reflectiafferent knowledge types may be acquired
(Mezirow, 1991, Yang, 2003).

Instrumental knowledgis based primarily on empirical-analytical knowged thus the testing
of hypotheses as a problem solving process casdmiated with it. The individual decides
to confirm or reject knowledge through data colmtiand analysis.
Communicativeknowledge is based on the fact that a common utadelisig or consensus
about truth is reached through communication ofodize. Thus the community enforces
knowledge, which becomes its norm.

Finally, emancipatory knowledges the knowledge which reveals how the assumptan
norms of a given community developed. Critical @efion questions the frames and context
of communicative knowledge, thus this part of kneage, which also involves emotions, is
strongly driven by emotions. It reflects how indiuals relate to the world (in its broadest
sense) and relationships, how they see them (téality), how they would like to see them

(their ideal self) and how they the gap betweenttwecan be bridged (motivational image).

%6 A good summary of Habermass's thoughts in Hungarian: Felkai, 1993.
" An interpretation of ideology: “Actions and statements that hide social contradictions in behalf of a
dominant class or group.” (Held, in: Boje, 1999).
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It also means that the emancypatory knowledge dividual includes their notion of
autonomy, as well as its natural and social frames.

Therefore, by highlighting the emancipatory side kfowledge, Mezirow claims that
reflection should, besides the narrow frames oflibleaviour, also focus on the context of
behaviour (the given social, economic, politicatl aultural environment, and the ideologies
and values generated by it).

In his view it is the knowledge resulting from thHeter that may trigger real changes (in
Mezirow’s paradigm: transformative learnffigin the individual’s behaviour; and, | believe,

it may also facilitate self-knowledge and self-atigation.

The experience-based reflective learning theorige phenomenological roots, in contrast
with the so far discussed pragmatist approachesb@r 2004), focus on the action when the
individual observes, reviews and “encounters” eigmere (Yorks-Kasl, 2002).

For these theoreticians the object of reflectiothsswhole personalitHeron, 1981, 1996;
Reason and Rowan, 1981, Reason, 1994; Torbert, 188Gelei 2002:76-77). Experience
thus is practice and identity at the same time: Verg action and interpretation of the
individual reflects his/her own personal past, tdgrand history. The actual interpretations,
actions and their consequences at the same time aaeedback effect on his/her own
personal experiences, self-image and identity” IKdN.A., In: Gelei, 2002:75). In this
interpretation experience is in connection with tietory of the individual, highlighting the
difficulty of self-reflection: our experience is w&h we have learned consciously and

unconsciously in the course of our lives, i.e. abgation.

The interpretation of experience in a broader odntesults in a different definition of
reflection. Given that the object of reflectionti® whole personality, and there are different
levels of experience, in the case of experienceasflective learning reflection is no longer
a review, but rather a “reflective being-in-thegeece” (Sarvari, 1996), interpenetrating
consciousness (Torbert, In: Reason, 1994) or alisabjectivity (Reason and Rowan, 1981,
Reason, 1994)” (Gelei, 2002). The author defineddkter as follows (Reason, 1994:327, In:
Gelei, 2002:85): Critical subjectivitymeans that we do not suppress our primary subgecti
experience, that we accept that our knowing is feoperspective; it also means that we are

8 Mezirow writes about transformative learning: “Transformational learning, however, aims at evoking
a new consciousness and self-understanding, and promotes the human experience by thinking, self-
expression and action” (1999:246, cited by Bennets, 2003:473).
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aware of that perspective and of its bias, andastculate it in our communications. Ciritical
subjectivity involves a self-reflexive attentionttee ground on which one is standing...
Critical subjectivity is therefore not (only) antan performed by the individual at regular
intervals, but an attitude which characterisesohiser everyday operations, either at home or

in the workplace.

Finally, to return to Fromm’s having-being oppasitj | present two different approaches to
learning (1979: 37-39). In the course of learnihgttis driven by the will to have the
individual holds on to what (s)he has learneds Imanifested in making notes, memorising
(or the individual keeps his or her notes and hadsto them). These individuals do not
create new knowledge, they merely store other géopdnowledge. When they encounter
new thoughts, they become embarrassed, as theptcgenhold of the new thoughts unless
they change their “possession”. By contrast, thpessple whose approach to learning is based
on being are already active in the learning praddé®&y are open to new thoughts, they think
them over, question them, even openly express ¥ieirs to the teacher. They start to change

already in the learning process.

2.5 Summary

This chapter dealt with self-actualisation andnggor obstacles.

On the bases of what | have presented | understalfidctualisation as followsve can talk
about self-actualisation when an individual seekxsathieve his or her ideal self through
increasing his or her self-knowledge in order thiawe a better life quality.

There are many factors hindering these efforts whicay stem from the individual
(personality, motivation structure) as well as frdms or her environment (distrust;
incongruence; lack of empathy; absence of the dpwaeént of awareness, spontaneity and

intimacy skills; false goals and intentions; ladkave).
Finally, to knock down the mentioned myth about-aetualisation, now | will present a

collection of things that, based on the above defim shouldnot be regarded as self-

actualisation and | will also explain why.
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Happiness, joy, being contentethese moods or emotions may be brought about by,
among other things, the experience of self-actatiis, but their presence does not
necessarily indicate self-actualisation.

Financial well-being although one may often hear that “If | had moreypuld do what

I want”, financial well-being may only be a precdrah of self-actualisation (see
Maslow). What is more, a stable financial backgisinot necessarily needed for self-
actualisation.

Walking a way set by others / realising the ideé®thers as indicated previously, a
precondition of self-actualisation is the preseofca unique, personal vision.

Walking one’s own way, but directed by otheysart from working out a unique vision, it
is also important for the individual to achieve bisher goal relying on his or her ideas
and plans, even if it means detours sometimes.

Self-expression (in communicational sensle¢ expression of one’s needs and desires is
in most cases enough only for the individual tantdg his or her ideal self. As being one
of the most important steps on the road to seliaidation, it is something to be
recognised. However, it is not self-actualisatyen

Creativity on its ownit is a common misbelief that artists’ works #ne results of their
self-actualisation. It may be true, but in thisecd@sis the process of creation, rather than
creativity used in the process, which can be reghms self-actualisation (the latter is
more of a competence).

Acquiring knowledge and information (all that istmelated to the self of the individual,
e.g. learning languages, acquiring lexical or peg@nal knowledge etcthese activities
in most cases are only instruments of self-acta@tis. As such, they represent an
important step in the process, but are not ideintvda self-actualising.

Skills development (e.g. presentation skills, actiskills etc.) like the activities in the
previous point, the development of skills may f#&ie self-actualisation, but are not
equal with it.

Survival (versus developmentyhen an individual focuses on survival, (s)hekse®
maintain his or her actual self, and thus is gtarefrom identifying or achieving self-
actualisation.

Idleness: “laziness” is very far from self-actualisation,rfadle individuals are only
passive observers of the events happening arousrd. t®elf-actualisation requires an

active attitude which is based on responsibilitd aommitment.
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The next chapter is concerned with self-actuabsain an organisational context — and in a

narrower sense, at work — and the analysis ofabtffs that facilitate or impede the process.

Following my train of thought, | will examine

= how a member of an organisation can facilitatenggade his or her own self-actualising
efforts;

= how the characteristics of an organisation, or wiggional culture as an environment
promote or hinder self-actualising;

= how work as an activity and the relation betweendiganisational member and his or her

work affects self-actualisation.
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3. Self-actualisation and its Obstacles in Organisatio nal Setting

“Work makes one noble — but it may degrade oneadk"w
(Italian proverb, Csikszentmihdlyi, 2001:204)

In the present chapter | will use a narrowed dgdiniof environment: the term will refer to
organisational environment, i.e. workplace. Thesoea for this, as provided in the
introduction, is that people tend to see their waskthe area where they should seek self-
actualisation, and also complain most about thelure in these efforts at work. By saying
this | also point out thebr me self-actualisation is not only a mental mss, but also turns

into action, and thus (may) manifest itself at waskwell.

The Human Relations moveme(dnd the figure of Mayo) turned up on the scenehim

second half of the fdcentury, and jumped to the centre of attentiothin first half of the

20" century. The movement criticised certain aspedtgaglorism, the then prevailing

management theory. On the basis of a series ofriexgets carried out in the Western

Electric’s factory in Hawthorne, they claimed thatman factor cannot be excluded when

designing work organisation and management prosemse systems (Kieser, 1995:125-146,

Dobak et al., 1996, Balaton, 2005). The “discovenf’ humans, more precisely, the

individual, in organisations resulted in the emerge of concepts, dilemmas and theories

such as:

» the effect of personal values, beliefs, and sati&fa on performance;

= the effect of (in)formal groups in workplaces oe flerformance of individuals;

» the effect of working conditions, responsibilitydeinvolvement in decision making) and
reward (not solely in financial terms but attentas well, for instance) on performance

and the level of satisfaction.

The movement’s activities gave a boost to orgaimisat psychology as a field of science, and
resulted in the emergence of various motivation matagement theories and the theory and
practice of organisation development (Kieser, 1986:166). The group of motivation
theories involve, for instance, Maslow’s, HerzbsrgMcClelland’s, Hunt's and Skinner’'s
theories, and conceptions like the expectancy theabe goal setting theory or the equity
theory (Bakacsi, 1996:84-125; Dent, N.A.). Alscsthias the time when management theories
started to develop (Bakacsi, 1996:183-223): conoegtsurpassing Taylor’s classical theory
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emerged that were based on management beliefsaits] later new views appeared in the
framework of the decision-centred, personality-ceshior even the contingency theories. The
Quality of work life(QWL) movement, which emerged in Europe in the E9%@alt with the
relationship between the individual and work. Thisvement paved the way for the view
which sees organisations as socio-technical systdmem this point not only the
organisational members were studied but their icglahip to work as well. QWL is
associated with the tailoring of jobs to individsiahnd the development of group working
systems (Cummings-Worley, 1993). Owing mainly towlreés experiments, organisation
development (Varga, 1985-1987, 1986, Varga etl@B7; Gyulay, 1994; Kieser, 1995:149-
162; Bokor, in: Bakacsi 1996:321-323; Bakacsi arede(; in: Bakacsi et al. 1999:307-347;
Lévey-Nadkarni, 2003) grew by today into an apphganethod and technique facilitating a
planned change of organisations (Gelei, 2002:114-Dé&nt, N.A.).

Thus the “appearance” of the individual in orgatigeal context is the result of the activities
of the Human Relations movem&ht

The present chapter, similarly to the previous amepncerned with self-actualisation and its
major promoting and impeding factors, but this timéh organisational setting in the focus.
In this context the term individual refers to argamisational member, i.e. a person in a
particular position. Accordingly, when dealing wilelf-actualisation in an organisational
context we must not ignore the role that the irdiial plays in the organisation. The role, on
the one hand, identifies the individual, and ondlieer hand, it also incorporates the values,
expectations and behaviours that result from tbevidual being a member of an organisation
in which (s)he bears a specific position and (tgkyo interacts with other organisational
memberg’.

In this context self-actualisation has a differerganing, for the concepts of actual self and

ideal self are rearticulated by the organisatioo@htext, their establishment is basically

29 Learning — both individual and organisational — is one of the evergreen issues in the lives of
organisations. About individual learning see Argyris's thoughts, Schein, 1987, Senge, 1998, or the
concept of life-long learning. Regarding organisational learning see Argyris — Schon, 1978, 1996,
Argyris, 1977, 1982, 1996, Schein, 1987, Garwin, 1993, Edmonson, 1996, Senge, 1998, March 2005,
and in Hungarian language literature Branyiczki, 1993, Gelei, 2002. The theory of organisational
learning and the concept of Learning Organisation have strong links with each other. The literature
dealing with Learning Organisation pays much attention to the various aspects of learning in
organisational environment and knowledge accumulation, e.g. the acquisition of knowledge,
folrmulation and modification of routines and error detection and correction (Edmondson—Moingeon,
1995). Besides the perception of the concepts of learning and knowledge, the institutionalisation and
the analytical units of knowledge (individual, group or organisational) are also different.

% These values, norms and expectations are established in the labour contract and the psychological
contract. About psychological contracts see e.g. Boyatzis-Skelly, N.A.
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affected by the above expectations and interact{@eng. who defines and through what
process what ideal mean$?)

The impeding factors | am about to present (inéiddty the titles of the sub-sections) take
these special features into consideration. | havted these factors into two categories: one
of them contains the factors that stem from the@eibeing a member, but affect only the
individual. The other group involves the systemsl gmocesses that are associated with
organisational culture and form obstacles to thaividual's self-actualising efforts. This
latter group also involves the phenomena associatitdleadership such as leadership style,
as they strongly affect organisational culture €ahl1985, 1992).

3.1 The organisational member

3.1.1 The immaturity of the organisational member

Argyris (1966, 1977, in: Klein, 2002:50-52; in: Badsi, 1996; 1/12.) and Hersey-Blanchard
(Blanchard et al., 1998, 1999 1977, in: Klein, 20@274; 1982, in: Bakacsi, 1996; Dent,
N.A.) both used the concept ofaturity for defining a certain level of self-knowledge and

autonomy that an individual has achieved.

For Argyris an individual is mature if (s)he takesponsibility for his or her life — in other
words, those who believe in self-determination Beltheir lives accordingly.

Instead of thinking in dichotomy, Hersey-Blanchgi®82) outlined a more compound
process: they identified four levels of maturitgpeénding on the capabilities (knowledge,
expertise, the set of skills that enable the imblii to complete a specific task) and
willingness (self-confidence, commitment and theeleof motivation in respect of a specific

task) of the individudf. The four levels are as follows:

* The effect of roles on self-actualization can be only premise at this stage of the thesis. However, the
research will have a special feature on this topic.

32 Hersey and Blanchard focused on leader-subordinate relationship in their theory regarding personal
maturity, and called it situative leadership style (1982).
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= Sl:the individual is neither able nor willing to colage a specific task;

= S2:the “enthusiastic” individual (who is willing buit able to);

» S3:a‘lazy” individual (able but not willing to); andst

=  S4:the “perfect” individual who is able and willing tomplete a specific task; who seeks

self-actualisation in an organisational context.

S4 employees are thus “ideal” from the aspect tfastualisation if they use their abilities
and willingness to identify their actual and idealves and to reduce the discrepancy between

the two in the course of their work.

Csikszentmihalyi primarily associates the previpusscussed Flow experience with working
(2001). He uses the terautotelic workersfor organisational members who are capable of
experiencing Flow in their work. Autotelic workeuse their abilities to make both their lives
and their environment more enjoyable: “The expedenf those who make use of the
opportunities offered by their environment and [play with them are a great deal more
developed and enjoyable than that of those who ddoemselves to live within the
supposedly unchangeable limits of a deserted ye&#001:212).

In Csikszentmihalyi's view autotelic personalitiege mature individuals, who take
responsibility for their actions and seek to imprdlkkemselves and their work on the basis of

self-determination.

Maturity theories highlight that self-actualisatiom an organisational environment may be
hindered by the individual. The obstacle may stesmfthe personality, if the individual does
not seek self-actualisation because ofl#ok of abilities.In contrast, the lack of willingness
iIs not resulted solely from personality, i.e. thalividual beingunder-motivated(see
Maslow’s theory), for being under-motivated mayoadsem from the environment: it may be
that thecharacteristics of the organisation do not motivtte organisational member to seek

self-actualisation — these possible features wiltilscussed in the second part of the chapter.

48



3.1.2 The absence of the organisational member’'snigenal vision

In describing the organisational operation aimiogiévelop a Learning Organisation, Senge
(1998) often refers to “people with a high level s#lf-direction”. Self-direction covers

personality development and learning. “lts true mmeg is that we understand life as a
creative work, and observe the events happening toith a creative attitude, rather than an
observer” (1998:159); “Self-direction is a proc@&ssvhich we regularly review and restate

our goals and vision” (1998:169).

In Senge’s theory (1990, 1998, 2004, Senge-KleR@erts-Smith, 1994) self-direction
refers to more than the above discussed maturity.

The driving force of self-direction is@eative tensiorwhich is generated by the discrepancy
between the actual and ideal selves. In the cafrself-direction individuals use this tension
in their efforts to achieve their vision. Creatbemsion thus, apart from motivating the person
to achieve his or her vision, also creates commitnte this process. Individuals may
successful in these efforts only if they have aigeeunderstanding of reality and a clear-cut
vision. It is also important that they use bothamslity and intuition, are in touch with
reality, express empathy in their relationships ar@lcommitted to completeness.

In the absence of these factors organisational reesrdre incapable of learning, personality

development and thus self-actualisation.

In my view, this thought, which is in line with maity theories, also points out that
organisational members should take responsibititydefining their ideal selves (visions) in
an organisational context. This responsibility itves the ability and willingness to define the
ideal self, and to make efforts to achieve thaesta an organisational membernst able or

not willing to make efforts to identify his or hdeal self his or her ideal self will be shaped
by the expectations of the organisation, which (ge&regor’s theory X below), takes the

individual further from the opportunity for selfta@lisation.

3.1.3 The behaviour and learning of the organisatimal member

Argyris and Schon (1974) claimed that the individuaehaviour is based on mental maps
which are made up of unconscious values and assumptthese are the assumptions

(theories-in-usgthat relate to the individual and the world ardimm or her. The contrasting
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concept is that oéspoused theoriesshich the individual thinks (s)he follows, and theme
the values that are expressed in communicatiomiefeort of the individual to make the
world believe that (s)he follows those values arndagiples. The pursue of espoused theories

IS an unconscious activity.

Argyris claims (1977; 1985; 1991, 1994, Diamond3@9%Edmonson, 1999; Dent, N.A.; 1/12.)
that learning, self-reflection and, indirectly, fsettualisation is mainly hindered lafensive
reasoning Defensive reasoning, and thdefensive routinéd that usually characterise
interactions, are dysfunctional, as they hinderititividual’s learning. Argyris refers to the
dysfunctional espoused theories typically follovilgdorganisations dglodel I. (1985; 1991):

= efforts to maintain unilateral control;

* maximise winning and minimise losing (strong coitipetspirit);

= suppression of negative feelings;

= rational behaviour, minimise emotionality.

Individuals follow Model I. behaviours to avoid tHeeling of being hurt, avoid risk or
appearing incompetent. This is because these hmlravenablendividuals to maintain
control over their environment so that they feedntiselves and their image of the world
around them maintained and saffo use Fromm’s words, individuals se&k have the
situation(1979). Thus when individuals learn, they do itheiiit questioning areviewing the
underlying assumptions behind their behavigtlveories-in-use). This is what Argyris calls
single-loop learning1982).

In contrast, Model Il. strategy and the correspngdiehaviour may be the driving force of
change and development (Argyris, 1985), for thisaw&ur help individuals reduce the gap
between theories-in-use and espoused theories, dlmsing them to act in a genuine
manner. This requires that individuals are direttgdheories like:

= sharing control;

* win-win attitude;

= free expression of feelings;

% Argyris explaines individual defensive routines this way: “[Defensive routines] ... prevent human
beings from having to experience embarrassment or threat and, at the same time, prevent them from
examining the nature and causes of that embarrassment or threat” (1994:81).
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» internal commitment;
= relying on valid information;

= free choice based on collected information.

Argyris refers to the Model Il. behaviour and thestin-use as double-loop learning
(Argyris, 1977, Schon, 1983). The individual's leag and behavioural change is based on
questioning the underlying assumptions behind hises previous actions (theories-in-use).
In this creative and reflective process individustisp out of their frame of thinking (mental
map), thus putting themselves in a rather uncegauation by giving up control over their
environment. Instead of to have, they chotmsbe (Fromm, 1979). Argyris calls this process
productive reasoningthe difficulty of which — mainly at emotional le— he fully admits
(1991). Thus double-loop learning and self-refl@etis not solely a cognitive process that

affects our mental maps, but may also have stnoffigeince on emotions.

Double-loop learning typically occurs when we am pleased with the result of a given
action, so we review the theories-in-use, and, roleoto achieve better results, we often
change our interpretation of things. In this setfepurpose of self-reflection is to discover
new aspects, and the process is typically triggbyeal new problem.

To refer to what was said previously, double-loeprhing highlights the questioning of

assumptions (why did | do what | did?) in respddedf-reflection.

Senge’smental modelg41998) (also associated with the concept of Legrganisation)
also covers the notion of Argyris's theories-in-uddental models may facilitate and
accelerate learning if the individuel aware of themand thus is able to change his or her
attitude: “Leaders have to learn to be aware af thental models, for as long as they do not
see these models clearly, they cannot change thsng consequence of which system
approach cannot function” (1998:231).

The common starting point of Argyris’s and Sengl&ories is that the driving force behind
organisational members’ behaviour igaken-for-grantedassumption, which may relate to
either interpersonal strategies (Argyris) or caasd effect relations (Senge) (Edmondson,
1996).
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In my view this highlights thaheither the actual, nor the ideal self can be dafinn the
absence of double-loop learning or recognised mentadels.More precisely, the identified
self-concepts will be far from being real, thus tkduction of the gap between the two can
hardly be successful, for the individual seekslimiaate problems that do not even exist. In
other words, self-actualising pursued without detlbbp learning is more of a self-delusion,

for it is not based on honesty, genuineness angehya

Another important concept is that of creative tensiwhich highlights the responsibility of
the individual. Undoubtedly, the discrepancy betwtee self-concepts generates a feeling of
emotional discomfort (see previously: incongruencE)e individual is accountable for
making this discomfort functional, by utilisingnthis or her learning proces©therwise the
feeling of discomfort makes the individual belietteat his or her ideal self cannot be

achieved, thus strengthening his or her attachetodns or her actual self.

3.2 Work as an activity

3.2.1 The relation between the individual and work

Marx says about working in a capitalist contextq2@8): “... the worker’s activity is not his
own activity. It belongs to someone else, whilddses himself. ... [the worker] in his work
does not affirm, but rather negates himself; dagdeel good, but rather bad; does not freely
use his physical and mental energy ... thus the wddads good out of work and at work he

feels bad. He is at home when he is not workingd,vainen he is working, he is not at home.”

Marx’s thoughts suggest that at work the workersdoet work to fulfil of his or her own
needs, but produces for the capitalist, for theewn this way, in my view, the individual's
working activity, that is, the result of his or heapabilities and willingness, becomes an
object alienated from the worker. | have alreadycted upon this phenomenon when
presenting Fromm’s thoughts. This time | wish tgpbiasize that the degree to which workers
are aware of their work, more precisely the cajasl and willingness they use at work,
determines whether or not they can pursue selfaéisation in work. In other words, if
organisational members feel detached from theikimgractivities, e.g. they feel they cannot
make use of their talent or cannot feel that tisellteof their work is their own, then they will

not be able to pursue self-actualisation in thekpiace.
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Csikszentmihalyi (2001) calls attention to an iesting phenomenon, which he referred to as
the paradox of work According to his studies, individuals are lessivated at work than in
their free time, even if they experience Flow atrkvd'The paradox here is that at work
people feel they are important and resourceful ctvl@nable them to be happy, creative and
satisfied. In their free time they think they haxahing to do and cannot use their talent, thus
become depressed, weak and dissatisfied. Yet, pegsire to work less and have more free
time.” (2001:225). This phenomenon highlights thdtwral stereotype that people tend to

understand work as a necessary but unpleasant thimgrden restricting their freedom.

In the light of this paradox the Marxian thoughtymmecome a self-fulfilling prophecy. If an
organisational member is convinced that work cameofoyful and merely hinders his or her
self-actualising efforts, his or her work will reabecome a process with which (s)he has

nothing to do; the individual becomes alienatednfilas or her work.

What can be done to make work joyful, and whospaesibility is this? This is the question |

will try to answer in the following sub-section.

3.2.2 Characteristics of the work systerif

It was Herzberg who first emphasised (1968/1974j the elimination of dissatisfaction is
not what leaders should seek in order to make erapb satisfied. The reason is that the
opposite of dissatisfaction is not satisfactior, the absence of dissatisfaction.

In his view, dissatisfaction can be eliminated by tise of so-called hygiene factors such as
salary, safe working environment and good workiglgtionships. Satisfaction, however, can
be facilitated by so-called motivators, which stieam work. Motivator can be the result, the

way to achieving a result, responsibility or th@opunity to develop.

According to Herzberg, the most efficient motivatowertical job loading, which should take

place according to the following principles:

3 Work systems are “(1) tasks (2) applied technology (3) skills and competencies required for carrying
out the task (4) management philosophy and style of the leader, and (5) in broader sense, a given
combination or system of EEM-principles and practice” (Beer et al.,, 1985:570; cited by Gelei, in:
Bakacsi et al., 1999).
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Principle

Removing some controls while retaining
accountability

Increasing the accountability of individuals
for own work

Giving a person a complete natural unit of
work (module, divsion, area, and so on)
Granting additional authority to employees
in their activity; job freedom

Making periodic reports directly available to

Motivators involved

Responsibility and personal
achievement

Responsibility and
recognition

Responsibility, achievement,
and recognition
Responsibility, achievement,
and recognition

Internal recognition

E the workers themselves rather than to
supervisors

Introducing new and more difficult tasks not
previously handled

Assigning individuals specific or specialized  Responsibility, growth, and

tasks, enabling them to become experts advancement
Table 6: Examples for the principles of vertical job loading by Herzberg (1974:81)

Growth and learning

The novelty in Herzberg's thoughts (compared whibse of the representatives of the Human
Relations movement, i.e. Mayo, Lewin, Argyris and@®tegor) was that he saw the relation
between the individual and his or her work as e flactor affecting self-actualisation, rather
than the individual itself or the processes in brsher environment. He claimed that
organisational members take challenges as opptésinihus do their best to perform well,
for this is the way in which they can develop (De¥tA.) — and, in my view, pursue self-

actualisation.

Csikszentmihalyi, besides autotelic personalitgp dhlks abouautotelic jobs(2001). To be

an autotelic personality is not the only way to e&xgnce Flow. In his view, the change of a
given job offers the same opportunity: “The othptian is to change the job itself so that it
becomes suitable for helping people with non-alitofgersonality get closer to the Flow
experience. The more a job resembles a game —sayieg varied, appropriate and flexible
tasks, clear goals and immediate feedbacks — the mgoyable it is, irrespective of the

worker’s state of development.” (2001:215).

In his theory, Csikszentmihalyi handles the notiohautotelic personality and autotelic job
with the same weight, and even highlights the comfon of the two. The job needs to be
changed, and, at the same time, the organisatinaeaiber needs to be developed to become
an autotelic personality. About the latter he sé&¥his can be achieved by teaching them how
they can recognise their opportunities to act, howdevelop their skills and how to set
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realistic goals”. In my view, this is equal to irasing self-knowledge, while the former is the
conversion of the work system into a challenging®®n

These are the premises to which today’s seemingiyert concepts in relation to work
systems — such as job enlargement, enrichmentjamtand empowerment — can be traced
back. The following sub-sections will discuss thestacles to self-actualisation that stem

from work systems.

3.2.2.1 Disbelief in the individual

Diamond (1986) argues — from a psychoanalyticar@ggh — that burocratic organisations
help their members avoid fear that results fromfl@isa and change. The reason is that
burocratic systems “believe” in jobs and authorigther than in individuals, consequently
does not provide opportunities for the individuéds change and grow. In other words,
organisational processes are made up of authgriatiser then interpersonal relationships.
Thus the maturity of organisational members isordy unnecessary, but definitely impedes
the operation of a burocratic organisation. If utts an organisation developmental efforts
appear, they question the processes and systeneldatbin the organisation, that is, factors
affecting all organisational members and theirustafuo. Not surprisingly, such efforts are to

face severe resistance.

For me it highlights thaif an organisational structure, as well as the ongaational
processes and systems, relies on jobs and au#®ritither than on the organisational
membersindividuals may feel that they are only “partseofnachine”. This feeling will not
give an impulse to the individuals to perform adlae they can, as they receive no trust or

belief.

Thus, in a broad sense, all organisational cult@ireduding their structures, systems and
processes) that channel the message that the sagjanis success does not depend on its

members will not encourage the organisational mesnteeconnect their visions with that of

% As Csikszentmihalyi beleives that the Flow experience is a desirable state for everyone, he does
not deal with the case when the individual is not willing to increase his or her self-knowledge or take
on a new job which offers more opportunitites (and responsibilities as well).
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the organisation, or to capitalise on their creatignsion — if it evolves at all in such an

environment — within the organisation.

3.2.2.2 The lack of taking personal responsibility

As indicated previously, the presence or absengeecsonal responsibility strongly affects
work activities. The result of the motivation tdeéapersonal responsibility is that individuals
find pleasure in their work, for they can fulfildin learning and growth needs through work
activities. Thus the root of a good performanctheslove of work, rather than a good feeling

which results from positive working conditions.

Most probably by further developing Herzberg's ttyedHackman—Oldham—-Janson—Purdy
(1975) introduced the concept of job enrichment Térm refers to change (by a supervisor
or the HR department) of a job so that it can seéhes individual’s growth needs more
efficiently®®. Its preconditions are as follows: the organisatianember (1) should be aware
of the importance of his job; (2) should take rewsphoility for the outcome of his work; (3)
should be informed on the result of his work. Hese three critical psychological conditions
are met, a positive feeling develops in the indmald in regard of themselves and their
work...” (Bakacsi et al., 1999:124).

Referring to their research, the authors also pminitthat job enrichment is primarily able to
fulfil the growth needs of those who have a higreleof growth needs. In other words, only

individuals with a high level of growth needs caels self-actualisation at work.

This emphasises one of the impeding factors tham sfrom the individual, i.e. the
organisational membedividuals at lower levels of the motivation stiwe, i.e. immature
personalities (irrespective of whether it resulisn the lack of capabilities or willingness)
will not / cannot pursue self-actualisation, evdnthey find themselves in a working
environment which highly facilitates such effoifsis also applies to empowerment, which

will be discussed in the following paragraph.

% Behind this theory the assumption lies that the growth need of individuals can be increased.
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Blanchard et al. (1998) introduced the philosophgrapowerment and a work system which
is based on the following principle: “The impulsasd knowledge of our colleagues is
energy. An empowering management aims to libehagesnergy” (1998:29).

In my view, the philosophy of empowerment aimsratating working conditions that allow
organisational members to provide their best. heptvords, empowerment relies on the self-

actualising efforts of the members, i.e. their tivestension.

The preconditions of this energy’s liberation asefallows (Blanchard—Carlos—Randolph,
1998:104; Klein, 2002:117; Lovey. N.A.):

= “Free flow of information;

= Autonomy within clear-cut borders;

» Self-directing teams instead of hierarchical decisf.

| think that these principles place responsibibty both the leader and the members of the
organisation: this responsibility means that thaivildual should use — and, importantly, not
abuse — his or her authorit4.job, and especially the corresponding authonitygans power,

thus maintaining the boundariéscrucial to sustain the empowerment work system.

In my view, the philosophy of empowerment requspscific attitudes both from leaders and
subordinates. A leader should deliver a supporttttude (see later, theory Y), while
subordinates should present a mature attitudenciudes, apart from having the required
skills and knowledge, taking personal responsiilé.g. the willingness to use skills and

knowledge, that is, involvement in the empowernvemitk system (Bakacsi et al., 1999).

3.2.2.3 The lack of commitment

Nevertheless, the value which is most essentiabféunctioning empowerment iaternal
commitmentArgyris, 1998). According to the empowerment pbdphy, although the leader
and the subordinate together set the goal to besdh it is the subordinate who defines the
required actions and behaviour. Commitment to aegshaision is thus essential for achieving
the shared goal and for ensuring that the impleeterdctions are in line with the

organisation’s norms.
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The process of collective goal setting is of keypamance, as this is where the alignment of
the shared vision and the personal vision takeseflalf the subordinate’s vision does not
match the shared vision, the goals set as welleadtions to be implemented will be defined

externally for the subordinate, which is counteductive to self-actualising efforts.

| believe that, in terms of self-actualising, im&r commitment is important not only from the
aspect of empowerment: if an individual seeks aelfralisation in an organisational context,
(s)he must be committed to the whole organisatimiyding organisational culture and his or

her colleagues.

This highlights the “danger” also pointed out bg tepresentatives of the critical organisation
theory: where is the limit? Where does the indigidend, and where does the organisation
(and society with its ideologies) start? — whichthe point where internal commitment
becomes blind and turns into self-delusiBn®&ccording to the critical theory (Alvesson—
Willmott, 1996; Alvesson—-Deetz, 1996), organisatiorision is no more than a “rhetoric
trick”, the purpose of which is to hide the reahfgoand values of an organisation. In addition
to blanketing real issues, organisational visiorsy ralso be used to anchor organisational
members to the organisation, as the stage of waik (behaviour) and even their emotions
(the good feeling that results from an internal oatment, their everyday joy, anger and fear)

is their workplaces.

3.3 Further characteristics of organisations

This chapter is concerned with the impeding factdrself-actualisation that stem from the
characteristics of organisations. The personal \dehes appearing in an organisation, as
already discussed, are based on assumptions. Hsssenptions that concentrate in the
organisational culturé also appear in every feature of the organisatiomfits structure and

policies to its rules, applied technologies andsiois.

" In this case | assume that organisational and personal visions can be aligned. However, according
to organisation theories with critical approach, this is not possible.

% | do not want to provide an answer to the question in the present thesis, just wanted to call attention
to the importance of the issue and its relevance for self-actualisation.

% Organisational culture is “a pattern of shared basic assumptions that the group learned as it solved
its problems of external adaptation and internal integration, that has worked well enough to be
considered valid and, therefore, to be taught to new members as the correct way you perceive, think,
and feel in relation to those problems.” (Schein, 1985:9; cited by Bakacsi, in: Bakacsi, 1996).
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I will sort the impeding factors into two large gps. The first group contains factors that
may be associated with the leader(s) of an orgammsaOwing to their role, leaders have a
strong influence on organisational structure. Téason for this is, on the one hand, their
being in decision making position, and, on the othend, the fact that their behaviour may
serve as a model for other members of the orgammsé®chein, 1985; Bakacsi, 1996). The
second group collects other factors that stem frttw@ organisation and impede self-

actualisation, such as values and the correspoitdihgviours, systems and processes.

3.3.1 The leader, the characteristics of leadersHip

3.3.1.1 The value and beliefs of the leader, leddprstyle

In his theory X and theory Y McGregor (1960, 1966)nted out that &eader’s beliefs about
human nature, or in a narrower sense, his or hieordinates,strongly affects his or her
subordinates’ performante

Theory Xdeals with the leaders’ beliefs about subordinatesady discussed by traditional
management approaches (Dobak, 1996; Bakacsi, K86, 2002):

= individuals are inherently lazy and avoid work;

= thus they will work only if leaders force, supeeyisontrol, or even threaten them;

» but, as ordinary people dislike responsibility,yttdo not mind being led, even like it. This

is because they are primarily motivated to be sad¢to develop or to achieve success.

Theory Y, by contrast, assumes that personal goalsorganisational goals can be aligned.
This is based on the leader’'s conviction that warky represent a source of pleasure for
subordinates, who can even become committed torf@nisational goals through their work,
especially if (internal or external) benefits afeeed by the organisation. This commitment
is indicated by the fact that subordinates becoetiedgrecting in the course of their work

towards achieving the set goals, even seek redgbitysias they want to capitalise on their

% This chapter deals with self-actualisation from the aspect of organisational members. The core
question is “How leaders and the features of management hinder the self-actualising efforts of
organisational members?”, rather than “How leaders could promote their subordinates’ self-actualising
efforts?”.

*L It is important to emphasise that McGregor’s theory basically deals with management attitude; it is
not concerned with how the increase of individual performance facilitates the achievement of
organisational objectives and personal goals.
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creativity. This can actually be a more powerfultiveting force than money (Dobék et al.,
1996; Bakacsi, 1996; Klein, 2002; Dent, N.A.).

The theory also states that either a manager leslievTheory X or Theory Y, (s)he is right,

as his or her belief becomes a self-fulfilling pnepy (see Bakacsi, 1996:68-69). In other
words, McGregor points out that it is the leadeowdhaccountable for the performance of the
subordinates and the success of the organisat®rnhey mostly depend on the leader’s

behaviour.

Rogers also distinguishes between two leaderskipss(Rogers, 1978, in: Klein, 2002:107,
Blanchard—Carlos—Randolph, 1998:10). The leaderstyile which is based on power and
authority is similar to the Theory X style, whilbet one based on influence has common

grounds with the Theory Y leadership style.

Characteristics of a leadership style
based on power and control

Characteristics of a leadership style
based on influence

Making decisions, instructions

Offering autonomy to individuals and
teams

Control over the behaviour of subordinates

Monitoring the individual’s work

The adjustment of thoughts and feelings
according to the “expectations”

Expression of own thoughts and feelings

Exercising power over individuals and the
organisation

Facilitating learning

Governance

Promoting independence

Restriction

Acceptance of innovative ideas

Teaching, education, advising

Transferring full responsibility

Evaluating others

Offering and accepting feedback

Distribution of bonuses

Promoting self-assessment

Assessment of own-performance

Assessment of others’ results and
development

Table 7: Leadership styles according to Rogers
(Rogers, 1978, in: Klein, 2002:107, Blanchard—Carlos—Randolph, 1998:10)

It is worth noting Maslow’s doubts regarding McGoeg theory (Klein, 2002). Maslow

claims that Theory X and Y reflect a rather blaokl avhite approach to human nature, which
iIs much more colourful in reality. He recommendatth leader should be aware of the
subordinates’ needs, offer them autonomy and resipidity accordingly, and even support

them according to their developmental level.

Thus Theory X, which impedes self-actualisationcacerned witHeaders who seek to

control their subordinates’ behavioufBakacsi in: Bakacsi et al., 1999), and for whom
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following rules is of primary importangeas their major belief is that rules are the key t

Success.

| think this typedo not trust in the subordinates’ capabilities, atmnot believe that they can
be developed- unless this development takes place within thenéworks set by the rules.
This may suggest lack of self-confidence on the part of the leader that (s)he needs to
maintain his or her status quqs)he is afraid that if a subordinate divergesnirthe

guidelines set by the leader or the organisatigne(svill no longer be able to control the

situation, which may even threaten his or her pmsit

This deficiency of a leader — it is a deficiency,ihinders the subordinates’ self-actualising
efforts — is also pointed out by Cope (2003), tigtoa case study of a small enterprise. In his
example the leader impeded the subordinate’s wark fas actualising efforts — and the
successful operation of the company as well — biygoafraid to delegate a particular task to
the subordinate. This is what the leader said abisutecognition: “I think it was this painful
process of learning how to delegate. You delegadetlaen you immediately look for ways in
which the person has carried out the task difféyeartd not as well as you might have done”
(2003:439). Managerial distrust, due to which leadey to avoid delegation and tend to
constrain their subordinates’ autonomy, is onehefrhajor obstacles to the self-actualisation

of workers (cf. Rogers).

All'in all, 1 think that strict rules set by a leag which allow only a very limited autonomy in

work for subordinates, work against self-actualigat This is because in this case
organisational expectations are likely to domir@ater the individuals’ own ones in defining

their ideal selves (the stage that the individuahts to achieve through self-actualisation),
because of the absence of trust from the parteofehder, which would be important for the
subordinate to define his or her own ideal self timpursue self-actualisation.
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3.3.1.2 Managerial communication

It is worth touching upon the issue of managermahmunication, which is probably the most

conspicuous component of managerial behaviour.

Argyris highlights that managerial communicatios, a theory-in-use, often conflicts with
espoused values. He cites the example (1994) wiesdar tells his subordinates that “I will
ensure that all members of the organisation wiltehthe opportunity to maximise on their
skills.” The underlying assumption here is thakhow best what you need”. However, by
saying this, the leader actually increases hisrobfuinction, instead of transferring it to his
or her subordinates. By this paradoxical behavibarleader deprives its subordinates of the
opportunity to shape their own visions, and theshape a shared visiBnto which they can

commit themselves.

Thus when deader’s promotion of commitment in his or heommunicatiorreflects only
espoused values, while his or her theory-in-uskectsf the opposite, (s)he ontpnfuses

subordinates about the organisation’s expectati@garding their behaviour

| think that managerial communication may hinddf-getualisation if itdoes not take the
maturity of organisational members into considesatilt may hinder the members in
identifying their own ideal selves, and may als@éte the development of their willingness
to take responsibility and to develop commitmerftcQurse, besides the leader’s maturity, a
leader-subordinate relationship characterised byiahtrust and respect is also required.

Another typical example of managerial communicatmistakes is (Argyris, 1994) when a
leader encourages subordinates, or even expects thaeceive future changes happily. By
this expectation leaders trigger two behaviourgsented in Model I, in the subordinates:
they will tend to suppress their negative feeliagsl also tend to avoid seeking rationality.
Leaders whoprovide no opportunity for the subordinates to dsx the natural fears

generated by potential changes and other paintlirfigs (such as griefjctually ensure that

subordinates will become unable to commit themseteethe changes due to their existing

and active bad feelings.

2| will deal with importance of shared vision in one of the sub-sections below.
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For me this highlights that the today so frequegaaisational changes may also hinder self-
actualisation. To avoid the actualisation-impedéffgct of the fears resulting from changes
an opportunity to discuss them openly is need [@ady indicated in Model Il). Personal
visions cannot be based on fears. Indeed, in #ge two other components of Model Il may
also become important: valid information and frémice based on information. In other
words, self-actualisation requires the exact kndgteof the actual situation; and the way in
which an individual wants to pursue self-actual@atmust be defined by the individual

alone.

To sum it up, managerial communication may impeédki-actualisation if it leaves the
organisational member feeling insecure and confidad to the lack of information or the
suppression of feelings etc.), thus hindering teeetbpment of so-called negative tension in
the individual.

3.3.1.3 Managerial learning

From the aspect of organisational members manageaaning is especially important
(Argyris—Schon, 1996, Schein, 1987, 1992, Sch6B831Beer-Eisenstaat-Spector, 1990). The
reason for this is that, due to their position,dexg have the highest influence on
organisational culture; the systems and procesgexduced and applied by an organisation,
even their change and development depends highlyeaders. This is important for
organisational members from two aspects: first,dfganisation shaped by the leadewill

be the environment where members will pursue sifadisation; and second, the leader’s
behaviour will be a model for the members and aféeganisational culture (Kets de Vries,
1991).

Senge claims (1998) that the key question leadsrald ask themselves (in the course of
their learning) is “how | contributed to the emarge of the present problem?” This
managerial question pusystem approachn the limelight: “System approach is the prineipl

which allows us to see the whole picture with bk tinterrelations and details within, and

enables us to observe the patterns of changesadhstestatic situations” (1998:78). The

3 Of course, organisational reality is not created solely by the leader, but from the aspect of our
subject the emphasis is on the leader’s role.
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behaviour based on immediate actions aiming atkgsiccess should be replaced by one
based on a well thought-through, long-term strategyich reveals the interrelations within
systems. System approach ensures that the leaal@ars of cause and effect relations; his or
her own role in the system (in the organisation wedenvironment); and the actual problems.
In line with this | think that in the absence ®fstem approacla leader cannot create an
organisational structure which promotes his oraret the subordinates’ self-actualisation.

Argyris identifies success as the major obstaclem@anagerial learning (1991, 1993):
Managers became managers owing to their succeébasdiad no opportunity to learn how to
learn from their failures They simply did not need to review their behavjalid not need
self-reflection. As a consequence, if they failstead of turning their attention toward
themselves trying to find the causes (by revievilmgjr assumptions), a defensive reasoning
starts to work and they see thsgubordinates and their behaviour as the root offthieire. In
other words, thedisplace the experience of failure and are not Isbte@ themselves

On the bases of the above, Argyris claims (1998) thanagers and their behaviour may be
the major impeding factor in their learning, irrespve of their willingness. Thus it is not the
motivation to change and develop externally whainigortant, but the motivation to develop
inside, to align theories-in-use and espoused itkgdo perform double-loop learning.

For this, according to Argyris, the following areeded (1993):

1. double-loop learning should be based on theisaolof the real problem;

2. the competencies and skills needed for solvire groblem and perform double-loop
learning should be available for the leader andehen;

3. the problem should require a creative and intreaapproach instead of routines (which
might feel the leader that (s)he cannot solve thélpm);

4. the leader’s scope of authority should involve initiation of actions that were devised as
part of the solution;

5. the lessons learned in double-loop learning lshio&l applicable later as well.

Thus the leaders’ task is (1991:100): “the nuts balis of management [...], increasingly
consists of guiding and integrating the autonomumutsinterconnected work of highly skilled
people”, an important instrument of which is doulaep learning.
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In my view, when managers through their own examfieach” their subordinates that no
failure is accepted neither at work, nor in the ri@ag process,they impede the self-
actualisation of organisational members. This mawifest itself in a behaviour when they
tend to blame someone else for their own mistakbs is because by teaching the above
leaders hinder the utilisation of the creative i@m#n the individuals: organisational members
will be afraid to define neither their actual, ntreir ideal selves, and to reduce the
discrepancy between the two. The reason is thatwliebe afraid of making mistakes, and
fear the consequences. In other wortlsar (which may result form the distrust the

environment channels toward the individual) may &mder self-actualisation.
3.3.2 The lack of a shared vision

| have already indicated the utmost importance es6@nal vision (ideal self) in respect of
self-actualisation.

Senge wrote about organisational vision: “A sharnstbn is more of a giant power born in
the people’s hearts. ... It is tangible. People ses if it was already achieved. Few things in

people’s life have such power like a shared visi(t998:233).

In the absence of an organisational visitre question may easily arise in organisational
members why they should pursue self-actualisatiorthiat particular organisatioff?The
factor which allows individuals to want and be albdte pursue self-actualisation in an
organisational context is the alignment of persem&bns and the shared vision as part of the
organisational structure. Thus the organisationaiom, on the one hand, must contain
personal visions, and, on the other hand, it alsstmeflect that it can be achieved only
through a concerted effort of the organisationaimiers. In this way the organisational
vision, besides setting a clear-cut frame of refeeg provides the individuals with the feeling
that this is the place where they should seek asmifalizatio®. It also suggests that the
influence which a shared vision has on the indiglduand teams is as important as (if not
more than) the vision’s contents: “... It is not wiita vision is, but whatthe vision does that

matters” (Kofman-Senge, 1994:18).

* About social existance it is worth reading Aronson’s “The social animal” and Forgacs's “A tarsas
érintkezés pszichologiaja”.

| have touched upon the (im)possibility of this in relation to the views of critical organisation theories
about visions.
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3.3.3 Organisational values and behaviours facilitang defensive routines

3.3.3.1 The “lonely wolf”: the lack of dialogues

The changing of the underlying assumptiotiegries-in-usg (Argyris & Schon, 1974) or
mental models (Senge, 1998) behind the behavioargainisational members may be the key
to a successful operation (Edmondson—Moingeon, Y199, in my view, the way towards
self-actualisation. The point is that individualeosld question and review the deeply
embedded and taken-for-granted beliefs in the eowfsoperation. However, individuals
should be able to review their behaviour not jasthieir own frame of reference, but in an
organisational context as well. It is important &ese this reflects that the individual belongs
to the organisation and wants to pursue self-asttadn within the framework of that
organisation. Otherwise the question might ariseragiow in this form: “Why should | seek

self-actualisation in this organisation? Wouldhtheé easier on my own?”

In the section dealing with self-reflection | indted that it may promote the improvement of
self-knowledge if the individual, besides practegiself-reflection on his or her own, also

involves other members of the organisation in thec@ss. The reason for this is partly that
signals form the environment (feedbacks) highlgetfithe self-concept of the individual (see
the Johari window). This is because learning invargposition means opportunity for action

only within a “limited scope of authority” (Coope{995). The other reason is that self-
reflection is rather demanding in emotional seresg, to become aware of our defensive
routines means that we lose control over our enwi@nt. Our environment may help us a
great deal in coping with this situation. As Sempges it: “We are our mental models. (...)

Thus learning which is able to change mental modetsgreat challenge. We lose our well-
known points of reference. At times it can be ftegling to become aware of our precious
beliefs and assumptions. It is too hard for anviadial. (S)he needs company to cope with it.

(S)he needs a community of people who learn with’h{Senge, 1998:XIV.)

To create a “community of learning people” colleetlearning is essential (Senge highlighted
this in respect of Learning Organisations). “Cdilee learning is the process of developing
harmony and the collective improvement of skills,drder to enable themembers of the
group to achieve their godl$1998:266; highlighted by me).
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Its instrument is the combined and balanced uskatdgue and argument, and the realisation
and breaking down of the Argyrian defensive rowin@n example for this cited by:
Hofmaier, 1990).

Unlike argument, dialogue does not focus on feekllzaxd the conviction of the other, but
rather on understanding and the discovery of thwlwed parties’ assumptions (Schein,
1994). In the dialogue process “... the members shar@otential excitement of discovering,
collectively, ideas that individually none of themight ever have thought of” (Schein,
1994:60). Based on his experience, Fromm descdizdsgue and its importance as follows
(1979:42): “[The participants] respond spontanepwsid productively; they forget about
themselves, about the knowledge, the positions bae. Their egos do not stand in their

own way... they give birth to new ideas, because #reynot holding on to anything”.
Dialogues thus help individuals become aware ofrtheental models on which their
behaviours are based. Thbsence of dialoguaway lead to the absence of the recognitions

that contribute to a more precise knowledge ofdtteal self.

3.3.3.2 Risk avoidance, fear of humiliation

In Argyris’s view, the root of personal defensivaitines (e.g. maintaining control, making
efforts to maximise gain, minimise loss, hiding é¢imas) is that in critical situations
organisational members are anxious to reduce ndkaaoid humiliation (and this is why they

deploy defensive reasoning).

Organisations that are characterised by the threanese of Model I. (Argyris refers to these
traits asO-I, that is Organisational ) do not promote the breaking down of defensive
routines. In factbehaviours and attitudes that inhibit double-lo@arning and promote
avoidance of personal responsibility become emizstddethe O-1 organisational culture

(structures and processéaygyris-Schoén, 1978).

By contrast, O-1l (Organisational Il.) type orgaatisns, by offering opportunities for double-
loop learning, allow conscious dialogues and argusen which the individuals can get rid

of their defensive routines. That is, this cultisebased on honesty and cooperation, which
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through double-loop learning promotes taking peasaesponsibility and the growth of

maturity (Gelei, 2005) — and | think self-actualiea in an organisational context as &Il

The following table summarises how the discrepanbietween the actual and ideal self and

the Argyrian concepts of theories-in-use and espaulseory relate to each other, including

the effects of O-1. and O-ll. organisational featir As a result of self-actualisation the

individual’'s theories-in-use become identical whik or her espoused theories, and his or her

actual self becomes equal with his or her idedl s@wever, there are some discrepancies

between the two (e.g. because of the defensivenes)t which can be described as follows:

Espoused
theory

Theory-in-use

Actual self
The discrepancy between the
actual self and the espoused theory
is a result of the defensive routines
Defensive routines hinder self-
actualisation
The discrepancy can be reduced
through double-loop learning
Double-loop learning is hindered by
O-l. organisational culture

We talk about a genuine behaviour
when the actual self coincides with
the theories in use

However, if the individual seeks
“only” his or her ideal self, genuine
behaviour will lead to
dissatisfaction.

Satisfaction can be brought about
by self-actualisation, which means
that the correspondence of the
actual self and the theories-in-use
moves toward the correspondence
of the ideal self and the espoused
theories.

Ideal self

= As long as the ideal self is pursued

only at the level of espoused
theories, we can talk about
delusion and self-delusion

In an O-I. organisational context
self-actualisation may take place
only at the level of espoused
theories, which promotes self-
delusion in the organisational
members

The moment when theories-in-use
correspond to the ideal self is the
moment of self-actualisation (e.g.
Flow experience)

This can be achieved through
double-loop learning and O-l. type
organisational culture

Table 8: Relations between the Argyrian theories-in-use and espoused theories and the process of
self-actualisation (own representation, based on Andras Gelei's thoughts)

" As indicated previously, the representatives of critical organisation theories do not find these

processes realistic.
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3.3.3.3 The absence of validation, transparencysgawardship

As already indicated, Argyris thinks that doublegolearning may highly contribute to the
changing of beliefs and values (discarding of aldand development of new ones). As long
as this change takes place towards the correspoadsstween the theories-in-use and the
espoused theories, the organisational members leeowre genuine and thus will be able to
perform their work more efficiently. This may alspply to team work, including the
monitoring of environmental influences, receivingdagiving feedbacks and implementing

behavioural change.

In his later writings Argyris (1994; T&D, 1999) algpoints out that double-loop learning as a
problem-solving mechanism may function only if tbkowing three conditions are met:
= Validation: thorough scrutiny of the organisations@mbers’ claims and ideas;
= Transparency: revealing the underlying cause afectefelations behind the above
claims and ideas;
= Stewardship: the commitment which ensures the tinecof validation and

transparency in the behaviour of organisational e

Validation, transparency and stewardshipgether create an organisational culture which
allows double-loop learning and the practice of IMHeories-in-use in everyday operations.
In their absencethus defensive mechanism and M |. theories-in-use magrrdane the
behaviours in the organisatipmhich, as already explained, work against seffracsation.

3.3.3.4 High level of insecurity

Permanent change around and in an organisationtng@er a feeling of insecurity in the
individual.

Argyris points out (1971) that thstress and anxietgaused by amncertain futuremay
generateresistanceinitially even in mature organisational memberbisTresistance is not
necessarily conscious, and aims at maintainingtideis quo. Thus defensive routines start to
operate, since organisational members see the etadepriving them of something (often
the control over their environment). This suggestsotional involvement in the process
(Diamond, 1986).
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High-level and permanent insecuritiyus, in my view, does not allow individuals tdldav

the principles of Model Il. It may even encourabe tnature members of the organisation to
maintain control, and maximise on the gains in ¢bearse of change, that is, to let their
defensive routines direct them. One of its reassrthat they cannot commit themselves to
insecurity. On the other hand, in a changing sibuait is difficult to define the way towards
our personal vision. Thus the creative tension seary for self-actualisation cannot emerge,
as the change that takes place in the currentyeaid the corresponding bad feelings (e.g.
worries about the future, sadness and grief becaélisgresent has been “logttistract the
attention and skills of the individual from makingse of this tension in their own
development.

Similarly to high-level insecurity, a high level idstraint may also impede self-actualisation.

3.4 Summary

This chapter dealt with the impeding factors of-aetualisation in an organisational context.
Finally | present here a table which comprises-aeffialisation theories and their details.
This will be completed with the thoughts of thehaars who studied self-actualisation in an

organisational context.

Keyword Approach Goal Main obstacle | Components of
the process
INDIVIDUAL
Maslow Hierarchy of | Humanistic Self- Motivation Fulfilling lower-
needs psychology actualisation | structure order needs
(unfulfilled
needs)
Rogers Client-centred | Humanistic Tobecomea |Non-accepting | Trust
therapy psychotherapy | personality environment Empathy
Congruence
Berne Transactional | Psychotherapy | Integrated Script Awareness
analysis personality/ Spontaneity
Whole life Intimacy
Csikszentmihalyi | Flow Humanistic To experience | False goals and | Clear-cut goals
psychology Flow intentions and well-defined
(personality: tasks
emotions,
thinking)
Fromm The art of love | Critical social The Alienation of the | The ability to love
theory (with individual's individual
humanistic freedom
approach) Emancipation
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Keyword Approach Goal Main obstacle | Components
of the process

ORGANISATION

Argyris Single- and Interpretative- | Learning Defensive Double-loop
double-loop | functionalist Organisation | routines of the learning
learning organisation individual Deutero learning
Theories-in- | theory (with (dysfunctional,
use and humanistic defensive
espoused components) interpersonal
values behaviours)

Senge Fifth discipline | Objectivist- Learning Misunderstanding | Systems thinking
Systems functionalist Organisation | of cause and Personal mastery
thinking organisation effect relations Mental models

theory Non-experiencing | Shared vision
(with system creative tension | Team learning
approach (false picture of
elements) the present /

discarding vision)

Herzberg Hygiene Objectivist- To increase Non-challenging | Vertical job
factors versus | functionalist the motivation | work loading
motivators of Motivation

subordinates | through hygiene
factors

Hersey- Empowerment | Objectivist- To liberate the | Strict Free flow of

Blanchard functionalist energy of the | organisational information

subordinates | structure (e.g. Creating
lack of taking autonomy
personal Self-directing
responsibility) teams

Table 9: Summary of self-actualisation theories (own representation)

Similarly to the chapter dealing with self-actuatien, | finish this chapter with the

identification of practices that are often assadatvith the concept of self-actualisation, or

are used as synonyms of it, despite they coveeréifit things. This time | did seek to collect

concepts that are associated with organisations:

= Working for goals (vision, mission) not correspargivith our own goaldn this case the
individual focuses his or her energy and abilitoes achieving other people’s goals. It
means that (s)he gets further from his or her id=dl and the experience of self-
actualisation.

= Acceptance of norms and joining organisational wds that do not correspond with our
values if the individual follows a path set by someorgee (s)he is not likely to achieve
self-actualisation, as on his or her way (s)he faitke incongruence and ungenuineness.
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» Effectivenessalthough self-actualisation may bring about dffemess, the two concepts
are not identical.

= Efficiency similarly to the above point, self-actualisatimay bring about efficiency, but
the two concepts are different.

= Successfulness, succesgccesses may promote self-actualisation, maydreving force,
while successfulness may be brought about by salialisation, but neither of the two
terms covers the notion of self-actualisation.

= Power a phenomena that can be interpreted only in srgarsonal relationship, might
be a motivation factor, may be a situation which ba used or abused, but does not cover
self-actualisation.

» Leading position, managerial activitiemanagement or a given management style may
represent the ideal self for the individual. Howevéhis is not self-actualisation,
especially if we consider that a manager may bdjesbmeone else, which makes him or
her vulnerable.

= Career, promotionspromotions may generate good feelings, but rasidentical with
self-actualisation, as a position alone cannot ptenthe reduction of the discrepancy
between the actual and the ideal self.

= Generous compensation package may be a precondition for self-actualising gse

Maslow), but is not identical with it.

So far | have explained self-actualisation andféiotors that facilitate or impede the process,
first in general, than in an organisational context

In the following chapter | will further study thesue through a concrete example (advertising
creatives at advertising agencies), and | willfartexpand the circle of factors that may

promote or inhibit self-actualisation
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4. Does the work of creative professionals in adver  tising agencies
represent an example of self-actualisation within a n organisational

environment? #’

,In the advertisment line | am rather a methuselah.
None of the companies would hire for the likesrobla man like me.
Not for not being capable typing on the keyboard,
but, unfortunately, at this age people have already
a set of values that they do not give up.”
(Réz, 2003:155)

This chapter describes the work of creatives inedtBing agencies, my chosen field of
research. With this my aim is twofold: on the orandh to give a comprehensive picture of
my would-be field of research and research subjactd on the other hand, to come up with

as many research assumptions as possible.

Why have | set myself the goal of investigating therk of creative professionals in

advertising agencies to determine the potentials dod the obstacles to, individual self-

actualisation? In my view, creative professionalerking for advertising agencies are

“applied artists”, i.e. persons who serve particaleents with their artistic skills and receive

payment in return. On this basis, the creative jalbsadvertising agency workers —

presumably — have the potential for self-actuabsafor the following reasofi&

= (Good) creative work (among other things) is a farfrself-expression of creatives: it
reflects the values, beliefs, and tastes of cresgtive. their real self;

= (Good) creative work is the result of team workrgizng with different kinds of
interpersonal interactions;

» These two characteristics of (good) creative wortheoretically — expect creatives to
carry out self-reflection in the course of theirrwand enhance their self-knowledge;

= (Good) creative work is unique, non-conformist, ghiti is a single, badly structured
assignment, which cannot become a routine;

» For (good) creatives to be able to meet this peemamovelty, they must strive to

maximally exploit their abilities on a daily basis.

*"In the writing of this chapter I relied heavily on my previous experience with advertising agencies
and on conversations with present co-workers at an advertising agency.

8 These thoughts emphatically signal the potential for self-actualisation and not the fact that
individuals working in creative jobs do strive to self-actualize.
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The following table summarises the reasons foragainst this field of research:

Advantages Disadvantages
Interesting theme: The equality of creativity and self-
» Drawing a line of demarcation between actualisation is surrounded by a myth
creativity and self-actualisation — could prove difficult to handle.

= Creatives as “applied artists”
= Applied art (e.g. applied to earning money)

vs. self-actualisation
Individuals themselves, relationships between  “Everybody knows” about advertising,
individuals and their work, and the relationship  creativity and self-actualisation, hence a
between individuals and the organisation can  huge body of professional as well as lay

all be investigated. people’s reactions can be expected in the
research
s a better known field affecting many An effort can be expected on the part of

creatives to maintain a “self-actualizing

1Y

person’s” image — may prove difficult to
handle.
Familiarity with the jargon.
Several close acquaintances can help me get
into the field of research.
Table 10: Arguments for and against advertising agency creatives as a field and subjects of research

As shown in the table above, the advantages corgansonal interest and curiosity,
commitment to the research on the one hand, asdfqgiractical aspects which facilitate the
first stages of the research (entry, knowledgéefjargon and of the profession). Among the
disadvantages | have listed the assumptions thgtmake the research and access to real

knowledge difficult.

4.1 Advertising and advertising agencies in Hungary

Advertising is not the product of the 20th centumgy is the word denoting the activity of
recent origin. The Hungarian word “reklam” goeslb&x a Latin original with the meaning
loud shouting. Advertisements promoting the meetihglemand and supply appeared on
Egyptian scrolls as early as 3000 B.C., followedtbhgse appearing on the fields of the
Roman Empire, e.g. there were finds found amongrthies of Pompeii suggestive of
advertising. In the Middle Ages advertisements vigpécally oral in nature, due to illiteracy
The 18th century saw the appearance of newspapertsg@ments (although there had been
advertisements for books via fliers as early as2)4The first industrial fair was staged in

1798, witnessing the appearance of the first spppetos(Hoffmann — Buzasi, 2000). As a
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result of an explosive growth in consumption, amdyeéneral, in the quantity of information,
the advertising industry, too, recognised a need delf-limitation, leading to the
establishment of advertising ethics, customeregutain, and several codes of advertising
(Kérasz, In: 1/16.).

In the Hungary of the pre-transition 1990's thenmty function of advertising was to
increase demand for the goods produced, thus #@skments focussed on products rather
than brands or groups of brands (a real classio tltat era even today is the slogan “(buy)
shoes from shoe shops). The main concern was nat kind of shoes people should buy,
rather, that people should spend their money, engshoes, as production was under way and
it needed customers, too.

In this era, then, brand and brand value were ypical concepts; there were no real
differences between products. There were pragficadl advertising agencies, with MAHIR
(Hungarian Advertiser) being the only company tovde advertisements: state-owned

products were advertised by a state-owned company.

The “loosening up” of the system was accompaniedatyopening up of the market and
products made by foreign-owned companies begarppea on the market, offering real
novelties to the consumer. It was no longer the ¢hat shoes were available: instead, there
was a variety of shoes and people had a choiceeketWike, Reebok, or Adidas shoes in
addition to the Hungarian Tisza brand ones. Regctmthe opening up of the market,
international advertising agencies appeared in Hogngt the end of the 80’s. On the one
hand, they were hoping to be able to do betterhdrigquality and more professional
advertisements compared with earlier state-run riideenents for the companies going over
to private ownership in the course of the privditsaprocess. On the other hand, they were
also counting on their own partners with foreigmtcacts entering the Hungarian market

soon.

The era following the transition and the openingofiphe market saw the beginning of brand
advertising, which introduced new aspects into camication: it no longer sufficed to say

that a new product was good, it also had to bewhat made it better than, or different from,
its rival products. This is how, in the course iofid, the argument that a product is bigger,
tastier, more beautiful, more effective, or evemigmment-friendly or reusable etc. became

important.
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The same image-campaign is far from being as efeead Hungary as it is in the west. The
first and foremost reason for this may be the diifiee in living standards, as a result of
which the Hungarian market tends to be price-siesiso less emphasis is laid on brand
image communication, or, for that matter, environtaeonscious behaviour (with a view to
selling the product/service). To do this, it is @esary to reach higher living standards where,
in the decision-making process, more subtle reasanslso play a greater role, and the price
of the product will no longer be the main concefthese selling reasons (price vs.

brand/image) play an important role in the worlad¥ertising agencies, hence this detour.

By now the organisations of the Hungarian advergishdustry have formed several groups
such as the Hungarian Advertising Association (MR%Z4.), or the Association for
Hungarian Communications (MAKSZ; 1/15.). MAKSZ-mearbhip is dependent on a
number of conditions concerning, e.g., the busisespe of the organisations, the quality of
the service, ownership and size of the organisaf@mual turnover, number of workers,
positions filled), what is more, observation of #pecified legal and moral norms, codes of
ethics, too.

Based on Internet sources, MAKSZ has 23 membeisteegd as ATL agenci&s(although
the available list was last updated in 2003). Thegonity are members of foreign-owned
international networks but there are also some luag-owned companies with 50 - 100
employees. It is important to note that in Hungigre are numerous companies which call
themselves advertising agencies — typically reterte by insiders of the industry as
advertising studios as they deal only with one pathe advertisement-making process (from

forming the idea to its appearance) rather thah thi¢ entire process.

*® One needs a password to access information from this homepage on the advertising industry,
members, etc. However, | did not have one, so | collected most of my material from the homepage of
MAKSZ.

ATL (above-the-line) is called all the classic communication tools (ad in TV, radio, newspaper and
billboard); BTL (below-the-line) means all other way of communication, e.g. direct mail.

Strictly speaking, the category ATL agency corresponds to the traditional interpetation of an
advertising agency. MAKSZ'’s list of members also features BTL, media, and online agencies.

The homepage reklamiigyntkségek.lap.hu has 97 registered MAKSZ members.This list mixes the
companies doing different parts of advertising (ATL, BTL, media, Online).
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4.2 Structure of an advertising agency

This subsection focuses on the organisational ablereatives with a view to making their
role in the organisation more understandable. Tiesomes important when it comes to
investigating the relationship between individuasd the organisation. In general, an

advertising agency can be characterised with th@domg organigramme:

MANAGING
DIRECTOR

—/

[ Client Service ] [Creative Director] [ IT Director ] [ HR ]

Director

[ Production Director ] [Head of Clrea. Group] [Head of Clrea. Group]

Finance Director

[ Account Director ]

[ Account team ]

Finance
Department TV production At direct Art direct
- rt director rt director
(L_Account Director }- { Copywriter ] Copywriter ]
[ Account team ] Art director Art director
Copywriter Copywriter
i |_ DTP studio

(__Account Director Art director Art director
Copywriter Copywriter

(e )G )L everer )

Figure 5: General structure of an advertising agency

An advertising agency typically works as a funcéibarganisation (Dobék et al., 1996). The
heads of the background functions (Finances, Il HR) as well as the agents of the
advertisement-making process (the Client Servicedgar and the Creative Manager) report
to the Managing Director.

The Client Service Manager is in charge of the antteams, which are lead by the account
directors, who are responsible at a managerial ®vemaintaining contact with individual
clients (their work involves securing the profit deain the course of their work with the client
as well as conducting, coordinating, and supergifiie account team’s work under them).
The account team (assistant, junior, executive,s@mgor) is responsible for keeping contact
with the client, for conducting the working processl for coordinating the creatives’ work

(art director, copywriter, and production head).
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The creative manager is in charge of the crea@iment which covers several different joBs.
The production section prepares and coordinatesphlio sessions, film shootings, and
printing jobs. The workers in the different jobg aoordinated by the Creative Group Head,
who is in charge of leading, coordinating, and supeng the work of the given client’s
creatives. The Art Director is responsible for #eual part of the creative work for any given
client, and the copywriter is in charge of the tektpart of the same work. From now on by
“creative professionals/specialists” | will mearm thrt directors and copywriters supervised by

the creative group head.

4.3 Potentials for, and obstacles to, self-actualis ation in creatives’ work

In what follows | will describe the work of creagis, highlighting the factors which support or
hinder self-actualisation. The following figure st®the process of the central workflow of
advertisement-making, which takes place betweertlirat, account, and the creative team
and whose efforts lead to the creation of the atheg material from the idea (which can

come from the client or the agency).

Client brief

Approval

Creative

Revisions brief

First Creative

Irs work
presentation

Internal sharing
Execution (concept)
Finalisation
Second
presentation

Internal

.. sharin
Needed revisions, g

executions Client
presentation

Figure 6: Central workflow of advertisement- making

* For an understanding of the efficient managerial style of a creative manager see Creative

Management (1992) by Marsteller.
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The client brief is a written document made by ¢hent for the advertising agency in which
(s)/he commissions the agency to carry out a gagsignment. It also contains guidelines and
information on the given assignment. Typicallyisithe account that receives the client brief.
The creative brief is made by account for the éveat It contains the summary of the basics
of the client brief completed with a few thoughtyoking and normative elements. This is
the basis on which the creatives first developdieative idea. Then, when it is accepted by
the account and creative managers, the idea isowefrand detailed. This material is
discussed with the client within the framework ofpeesentation, where the advertising
agency’s account is always represented while teatiee group head is less often so, only in
cases of greater task. On the basis of what has diseussed during the presentation, the
creative professionals make necessary modificatithe, following several harmonisation
sessions (presentations) with the client, the theaepts the ready material, representing the
end of the workflow (the last task of account betagsubmit the materials in the different

media).

4.3.1. Personal factors that promote or hinder selfictualisation

In the previous chapters | have defined four facttemming from individuals that may make
self-actualisation difficult or hinder it. Thesectars hinder self-actualisation irrespective of
the jobs, thus they are likely to hinder the workceoeative professionals as well. What
concrete meaning do these factors display in tee o&creative specialists?

» Individuals’ motivation structureTo the extent thatreatives professionals’ attention is
focused on fulfilling a lack of needs, i.e., thgderception is lack-motivated, as
exemplified by the following questions: “Am | going be given the end-of-year bonus?”,
“What will the boss say if | knock off earlier tog&, or “Why don’'t account people
understand me?”, their unsatisfied needs are likelyshow up (not necessarily
consciously) in their creative work.

» Individuals’ personality and immaturityl. believe that if creatives have a so-called
immature personality/are not autotelic workers,yttage not really working in jobs
suitable for them If lack of skills prevents creatives froexpressing themselves in their
work, a creative job is not a happy choice for th&ythe same token, if they won't use
their skills “to break free of their shackles deeémmchangeable”, then the advertising

industry is not the right environment for them,cgrthis industry is based on the desire to
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influence people, to get customers to “break friedeir shackles deemed unchangeable”.
In other words, if creatives are immature, theyncdrbe congruent in their work.

Lack of a personal visiorf creative professionals working for an advertgsagency lack
this vision, they cannot channel the tension ingigam into their work because they do
not know what their purpose would be with a pietevork: would they like to elicit the
boss’s satisfaction or an increase in the demand 8pecific product/service? If they are
not clear on their situation and vision, their treatension is likely to become the tension
that comes from the unclear nature of their situgtivhich can considerably hinder them
in their work and in perfecting it.

Lack of specific behaviour and learningn the course of their work creative specialists
work together with several external and intern&rdk: other creatives, account people,
and, occasionally, with the client, too. For cogpen with these workers to be
successful, creative professionals cannot follow blehaviour pattern M. I. described
above even if they are afraid of being hurt, thely take risks or, for that matter, appear
incompetent with some of their decisions. Mindéilthe values of team work, they
occasionally have to let go of their desire to oconsituations and to undertake the

process of double-loop learning, together witthappy as well as painful moments.

4.3.2 Factors stemming from creative work that promte or impede self-actualisation

In my view, the factors stemming from work whicmder self-actualisation highlight the

object of the advertisement. If the values ofghaduct/service to be advertised stands in flat

opposition with the creatives’ values, and beli¢éspoint in case being socially condemned

tobacco products), creatives cannot do committedkkweven if they like their job. E.g., in a

brainstorming session needed to work out an idesative specialists who do not trust

(believe in) a particular product/service arelifki® provide limited contribution to the work

since lack of commitment and responsibility keepfiviiduals at a distance from a particular

theme. What is more, in this case, creative pradaass may also experience a certain kind of

alienation from the object of the work, i.e., watself, not being tied to their work with any

kind of love experience.

As the description above suggests, creative workigoteam work, where it is not only the art

director working together with the copywriter buicaunt, and, through account, the client,

too, has a considerable influence on the creativesk. This is the reason why, when
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examining factors exerting their influence on induals’ self-actualisation via creative work,

we must also consider factors stemming from theérenment.

Distrust, incongruence and lack of empathy expegdrby creatives, whether it comes from
within the creative group, account, or the cliemthound to restrain creative Urofessionals in
performing to the best of their abilities and wifiness in their work. When distracted from
work by thoughts and questions like, “Well, theenli is not likely to approve of this.”, or
“How can | convince the account that | would preferwork at the weekend rather than
now”, they cannot achieve Flow. Generally speakiwg, can say thaa lack of a good
relationship between creatives and their co-workknsders them in their efforts to self-

actualise in work.

Sas (2004), too, sees team work as one of the ofmtacles to individuals’ efforts to fully
realise their abilities, since (consciously or umamously) the group dynamics processes
within the team typically push individuals’ behanrothus their work, too, towards avoiding
extremes. He also finds important the factor stemgrfrom the fact that the energies behind
individual initiatives are easily suppressed by aieg feelings experienced during team

work, such as jealousy and ambition.

Naturally, imperfectivity of the workflowean also impede creatives in self-actualisingsThi
can be exemplified by a client/creative brief whiths too general information, or, at the
other extreme, too concrete ideas in connectioh thié material to be made. Creatives can
also be restrained in the workflow by observationsequests for modification that have
emerged in the course of particular harmonisasiessions whether they come from within
the creative group, account, or the client. In @mtion with this, Sas (2004) names testing as
an impeding factor: testing (e.g. questionnairesu$ groups) usually fails those works that
(would) produce a perplexing effect on the targetug, although, he says, these elicit a
visceral reaction in empathic creatives. Naturallyt being able to work at their “own pace”,
I.e., against tighter deadlines than would be faable for them also counteracts creatives’
self-actualisation. Furthermore, in addition tchtigme frames, tight (creative or production)
budget frames can also restrain creatives in makiadpest use of their abilities in their work.
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4.3.3 Factors stemming from advertising agencies asganisations that promote or
impede self-actualisation

We have discussed the structure of advertisingagembefore, but the self-actualising efforts
of creatives are affected not only by the struchurealso by other systems and processes
working within the structure as well as the valuedjefs, and assumptions behind them —in
short, organisational structure.

The most conspicuous organisational factors worlagginst creative professionals’ self-
actualisation is a lack of working conditions tltauld safeguard creative specialists’ self-
fulfilment. Such factors are IT background, an@niramong the HR system, flexitime, the
system of training and improvement incentives aaaht level discussions.

It seems that the management pays special atteioticneatives. The reason for this is that the
advertising agencies’ performance is measured nigtlmy conventional financial indicators
but also by the creative materials made (see rtegqtter for a more detailed treatment). For
instance, the management eases the demand orvesetticonform, be it appearance (e.g.
clothes, neatness), behaviour (e.g. afternoonasigsitting on tables or feet on tables during
discussions, bad language) or more flexible workiagrs. However, it is not certain that the
more lenient managerial style reflects real empdthyor trust in, them (as environmental
factors promoting self-actualisation). Maybe thg@essimply conceals the thought “that’s the

way they do it”, but theres no real understanding towards them

4.3.4 Factors stemming from the context which pronte or impede self-actualisation

By the context mentioned in the title | mean adsery agencies on the one hand, and on the
other, the economic, political, cultural, and sbelavironment in which advertising agencies
function or creatives work.

Everybody “knows” about advertising since everybodgn tell whether a particular
advertisement is good or not. This is so becausplpédelieve that an advertisement is good
if it pleases them. This, of course, is not theegdsut it underlines the responsibility of
creatives in the advertising industry. Everybodhe target group (and the not targeted one),
the client and even the advertising agency, makdgegments on the basis of the creative
material. The reason for this is that the profession is wethprimarily on the basis of the
creative materialdacked up by the annual creative awards (Creativ€ompetions, Golden
Blade, Golden Drum).
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Legal and ethical norms, and codes of ethibe results of the self-regulatory activity oéth

profession, also have an effect on creatives’ aeifialising efforts.

Sas (2004) mentionsalls for tenderas another impeding factor related to the professihe

result of the tendering system is a decision basedounter-selection, which runs counter to

creative professionals’autonomy. This can be trdusek to the following: the jury is skewed

towards accepting the more run-of-the mill tendefse tendency to meet the formal

requirements of a tender greatly limits the womg &nally the tenderer’s effort not to come

up with an outstanding piece but to win the tender.

Important impeding factors can stem from the ecdoprpolitical, cultural, and social

environment, too:

= political system (cf. Hungary before and after titaamsition);

= political and other lobby activities (cf. the bam ATL advertising of tobacco products);

= economic situation, living standards (cf. earlieeatment of the concepts of price
sensitivity vs. brand advertising);

= socially accepted values and their changes (trends)

4.4 Summary

In my dissertation | have classified the factorat timfluence individuals’ self-actualisation:

first | separated individuals from their environmethen, mindful of the organisation, |

formed a third group which characterises the retetip between individuals and work. In
the latest chapter, which is one step closer t@tise compared with the previous ones,
however, | was unable to keep to my original classion consistently because it was
difficult to set apart the above three categotiesddition, | have also defined another group
of influencing factors: the broader environmentdreythe organisation.

In what follows | will sum up individuals’ self-agtlisation within an organisational

environment and the factors influencing it in aufig based on the example of advertising

agency creatives.
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Figure 7: Summary of factors influencing individuals’ self-actualisation (own representation)

Self-actualisation is a process in the course ofctvhindividuals strive to reach their ideal
self with a view to a better life. Individuals’ faktualising efforts at work show up in their

work (e.g. in its quality).

Moving on the road to perfection, individuals beginresemble a clear, transparent crystal
ball (inside circle). However, the road is not paat, and there are things that refine the ball
and there are also things that scratch it, breakpéces from it, or even contaminate it, so
the ball moves along the road with difficulty onsgumbling, rather. The dissertation has
offered a primarily theory-based examination of tHactors contaminating” the ball
(individuals, the relationship between individualsd work, organisational characteristics,

and the political, economic, cultural, and sociavegonment}’.

*! There is no doubt that there exist other factors in the process of self-actualisation in addition to the
influence of the environment on individuals (influence of individuals on the environment, and the
interrelationship between the subsystems of the environment), but they lie outside the scope of this
dissertation and | am not going to treat them here.
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5. Research frames to understand individuals’ self- actualisation in

an organisational environment

In this chapter | will describe the details of mgsearch geared towards understanding
individual self-actualisation described in the poe chapters. My train of thought is based
on Maxwell’s interactive model (1996). Interactwitneans that the individual elements on
my research plan (research objective, theoretiegkdpround, research questions, research
methodology and validity) do not follow one anothea linear fashion, rather, they make up

an integrative whole by individual elements linkitagseveral other elements simultaneously.

Before the description of the research methodoltgjyme make a mark: before the defense
of the thesis draft | conducted a pilot researchre& employees of an international
advertising agency (creative director, copywritad art director) were the subjects of the
research. The aim of it was to test the elementheftesearch plan: (1) research questions;
methods of (2) sampling; (3) data acquisition @sattictured interview); (4) data analysis; (5)
citeria of validity and (6) behaviour of the resdaar. The experiences and the learning points
of the pilot research are included in the upcomprgsentation of the final reaserch

methodology.

First of all I will formulate the main objective$ my research which determine the current
nature of my research: what are the reasons béhimdesearch?

The theoretical background to my research is empthin the previous three chapters.

On the basis of my objective and the theoreticakbeound | will formulate my research
guestions. The broad research question guiding ttgnteon will be broken down, but
primarily with a view to identifying my researchsasnptions. In the case of advertising
creatives, it is difficult to formulate the (intéew) questions which make the phenomenon of
self-actualisation, together with its potentialgl abstacles, tangible unless we are familiar
with the exact field of research.

In the course of describing the methodology usetll lenlarge on the characteristic features
of the methods of qualitative/interpretative catselg and the details necessary to create that
method: sampling, methods of data acquisition, adtaristics of data analysis, and the
researcher’'s role. Under the headword “validity’will touch upon those points of the

85



research which | will carry out during my researth secure validity, reliability, and
generalisability. Finally, | will present the fielof the research — the advertising agency —

where the research had taken place and the tinfiitige sesearch.

5.1 Research objectives

Research objectives determine the relevance ofdbearch and comprise the motives and
desires behind a particular research. They ditextideas of the theoretical background and
influence the formulation of the research questiortsey highlight the importance of the

results obtained both from a theoretical and atjwaoint of view (Maxwell, 1996).

The personal objectivébehind the research indicates commitment to tkeareh and to its
methodology (Maxwell, 1996). It is important to Aeare of this because the cognitive and
emotional charge stemming from commitment is boto@how up in the treatment of the
theoretical background (the treatment of the spdierature) and in the course of the
planning and execution of the research.

The practical objectiverelates to achieving something, while ttesearch objectivelraws

attention to understanding a particular phenomgiexwell, 1996). On this basis, | have

formed the following objectives for my research:

» Practical objective: to create useable knowledgettibfor university and practical
specialists) by identifying the potentials for, atié obstacles to, self-actualisation in
work;

» Research objective: to understand what are theriatis for, and obstacles to, the self-
actualisation of advertising creatives; partial gealisation to other contexts of the
factors promoting and impeding self-actualisatfén:

= Personal objective: to understand my own situatm that of some acquaintances of
mine in a working environment; to earn a Ph. D. megby dealing with a topic which at

present | find the most intriguing.

*2 This is treated in greater detail under the headwords validity, reliability, and generalisability.
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5.2 Research question

The research question is the core element of twareh plan, this is what connects the four
other elements of the research plan. On the ond, iadetermines the contents and topic of
the research and it also has a considerable irfuen the methodology, too. The research
question targets what is to be unravelled by teearcher, what the researcher dogtknow

in relation to a particular topic, and what theeasher intends to achieve with his/her

research (Maxwell, 1996).

The broadly worded research question is the folgwi“How do advertising creatives
experience the potentials for, and the limits &f-actualisation in Hungary, at the beginning

of the 21st century, and why?”

At the same time, it is natural that the previobapters described as theoretical background
influence my research, my own hypotheses and oasens. In order for me, the researcher,
to see all this clearly, and to want (or not waatavoid them, | am going to break down my

main research question into sub-questions.

1. What personal factors lead creative specialisthtmsing “creative” professions and how

do these factors provide the possibility of worlated self-actualisation?

This sub-question is tied to the individual-relatittors promoting or impeding self-
actualisation. To me, a vocation means somethifigrednt from a profession: a vocation is a
profession which fully fits in with the individua'vision of the future, thus making him/her

committed to fulfilling the work related to his vation.

2. How do these features of the job and the relatetavéen person and job affect creatives’

work-related experience of self-actualisation?

The question concerns how the relationship betwiedividuals and their work (work-
related) characteristics affect the potential ff-actualisation? The answers to the question
will shed light on what the significant charactéds are for creatives and how they influence

their work and their efforts to self-actualise.

3. How do characteristics of, and people working for, organisation influence creatives’

work-related self-actualisation?
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This research sub-question investigates the orgémmal features which affect individuals’
self-actualisation: what are the important featurdiiencing creative professionals’ self-
actualisation? The features may concern structurdividual systems, processes, but

important people (formal and informal managers) lagldlaviours may also be identified.

4. How do features of the profession affect creativask-related self-actualisation?

In this group of questions | intend to find out abéeatures and their effects that stem from
creatives’ broader environment and have a beanmnthe self-actualising process. In addition
to revealing the effects of these factors on selfiaisation, | also wish to see whether
creative professionals formulate the social resipditg of their job. Finally, some of the
myths surrounding creative professions and creasipecialists may also be revealed,
including the question whether the profession fitggovides an opportunity for self-

actualisision.

5.3 Research methodology

Research methodology is closely related to reseabpbctives, research questions, and, of
course, validity (Maxwell, 1996). The wording oftimain research question dealt with just
now — ,How do they experience...?” — foreshadows itatale research based on an
interpretative approach On the one hand, qualitative research makessisipte to gain a
thorough understanding of the events or activity.te other hand, it also allows us to gain
information about the effect of the context of thigent or activity on the event or activity
itself (e.g. Creswell, 1998:16 -18). We can arratehe understanding and the effects using
inductive logic (Maxwell, 1996, Easterby-Smith &€tE091). Another characteristic feature of
qualitative research is that the theories and quiscased, or even the research question
itsel®®, may change in the process of the research, atdhé stages of data acquisition and
data analysis coalesce.

% A thorough understanding of qualitative research and the interpretative approach has been
facilitated by successful dissertations written by previous students of this doctoral programme: Bokor,
1999; Gelei, 2002, Topcu, 2005. On the position qualitative research in Hungary see Radacsi, 2003.

| wish to extend my thanks to Attila Bokor and Laszl6 Radéacsi for the lessons and experiences of the
course Qualitative research methodology, which lead me to committing myself to this methodology.

** Throughout the research the research questions became narrower, more accurate, as the original
questions seemed to be too general — hence the interviews and the data analysis process became too
complex (for original questions see thesis draft).
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Interpretative research philosophy and methodolcayy be regarded as part ofjaalitative
research school(Denzin and Lincoln, 1994). According to the ipm&tative approach
(Burrell and Morgan, 1979, Kindler, 1989, Kovac989, Gioia and Pitre, 1990, Hassard,
1991, Blaikie, 1995, Kieser, 1995, Alvesson-Willlnd©96, and Gelei, 2002, Maaloe, 2007),
the world, being the result of a social construttis subjective, i.e. reality is brought about,
maintained, and changes in the course of inteopatsprocesses, e.g. communication. In
accordance with this, the researcher strives t@rstand the local meanings and phenomena,
conscious of the fact that (s)he him/herself id pathe observed reality. Interpretation is (1)
“...to make the behaviour of nature, societies arfteropeople intelligible..., (2) reach a
hindsight of why people feel and act like they do(Maaloe, 2007:12). To achieve this,
researchers with an interpretative approach cartymedepth analysis of a small sample with
a variety of methods — in contrast with the largmple-based hypothesis testing known from

quantitative research

The present research does not focus on testinggdneed hypotheses, either; hence it is not
my intention to set up research hypotheses in thiese of my research plan. In contrast, |
intend to choose the methodology (methods of datkeation and data analysis, validity
criteria) as well as | can so that | can providénasough an answer as possible.

5.3.1 The methodology of case studies

In compliance with my research objectives and metequestions, my research relies on the
methodology of case studies based on qualitatiesviews.

Case study is research exploring one or more dasetving in-depth data acquisition that
stretches over time and feeds from multiple soucfesformation (Creswell, 1998). It is a
favoured qualitative methodology which can be usedchieve different goals: to build a
theory or to gain a better understanding of thallaontext (Bryman, 1992, Yin, 1994,
Eisenhardt, 1989; In: Gelei, 2002; Marshall-Rossmi&@89). This is due to the fact that case
studies make it possible to connect particular evdiecause they pay attention to the
interactions between the cases and between theacakséds context, respectively (Maaloe,
2003). Stake’s approach goes beyond this whenysetkat the purpose of a case study is to

*® The different level and methods of interpretation see Maaloe, 2007:30-103.
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understand a particular case as thoroughly aslgess$ience the research question is ,What
can we learn from a single case?” (Stake, 1994)émzin and Lincoln 1994:236).

Maaloe agreeing with the latter words, says thatdisse study reasearch method gives the
chance to (2004):

= trace links between discrete a happenings;

= how and why a certain chain of events may be retkas

In Stake’s interpretation, a case is a ,boundetesys bounded by time and place (Creswell,
1998). The selection of case signifies what a rebea finds interesting, or, how (and
through what case) (s)he assumes his/her reseaedtian can be answered. For Bryman
(1992) and Creswell (1998) case has a broader smiopeaning, thus paving the way for a
holistic approach. A case is a unit of analysispdeeit can be a place, a programme, a
particular behaviour, an activity, or particuladimiduals — what is more, being inseparable,
these units can also be investigated simultaneoiyghycalls the research methodology that
treats all these units togettambedded case stu(l}094).

5.3.2 The researcher’s role

It is necessary to say a few words about the rblaeresearcher which emerges during the
research because, according to the qualitativeirstedpretative approaches, the researcher
always has a decisive influence on the procesbefdsearch as well as on its results. “Do
not just look for facts, but be aware, when, whanel how you generate them” (Maaloe,
2004). As this influence cannot be filtered out tesearcher must be constantly mindful of
the question: ,How do | affect the process and rémults?” (Maxwell, 1996). As Maaloe
indicates (2004): the researcher should not ordk for facts but also be aware, when, when
and how (s)he creates them. It is important for/hento channel the “data” obtained through
self-reflection both into the process and the tssWith this attitude (s)he can increase the

validity of the research.

To ensure the reliability and validity of the dathtained during the research, it is also
important that trust should be built between theeaecher and the research subjects. This
highlights the need for an open and frank attituste the part of the researcher (e.g.
communication) both in the process of the reseanchin interpreting the results. Of course it

is also important that the researcher should naggerate his/her “gestures” made to create
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trust since this can also produce the feeling sfrdst in the other party. In relation to this, |

think that for a researcher with a qualitative aggh empathy and self-confidence are also

important competencies.

In order to build and increase trust, | used thiewng methods:

= Clarify the role and purpose of the research wit person who has “allowed” the
researcher into the field of research (from now @mtact person) and with the research
subjects.

» Hand over a draft of the dissertation, first oftalthe contact person, to read;

= Confidentiality concerning customers and curreojquts;

= Handle research subjects’ data confidentially;

= Share the results of the research with the cop&rsion and the research subject.

5.3.3 Sampling and identifying the unit of analysis

The sampling method of qualitative research is qdan(Maxwell, 1996), in other words, it is

criterion-based (LeCompte — Preissle, 1993), wlagobgests that, unlike with quantitative

research, the researcher looks for samples (castfs}the help of which (s)he can obtain

important information in connection with his/heregtion. This theoretical grounding means

the identification of the research subjects, whasdad on the researcher's assumptions,

possess important information. The features ofitapisle sampling are as follows, and have

used during the research (Miles and Huberman, 188Kor, 1999; and Gelei, 2002):

= small sample and embededness in context (as oppodache sample and disregard for
context);

» sample selected in a deliberate, focussed waypj@ssed to random sampling);

= theoretically-oriented sample (as opposed to reptesvity);

= sample emerging gradually, step-by-step (as opptospre-defined sample).

Miles-Huberman give a more detailed descriptiorihef sampling types, from among which

the researcher can choose in the light of his/lrategly. These types are presented in the
following table:
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Type of sampling Purpose

Maximum variation Documents diverse variations and identifies important common patterns

Homogeneous Focuses, reduces, simplifies, facilitates group interviewing

Critical case Permits logical generalization and maximum application of information
to other cases

Theory based Finding examples of a theoretical construct and thereby elaborate and
examine it

Confirming and disconfirming | Elaborating initial analysis, seeking exceptions, looking for variation
cases

Snowball or chain Identifies cases of interest from people who know people who know
what cases are information-rich

Extreme or deviant case Learning from highly unusual manifestations of the phenomenon of
interest

Typical case Highlights what is normal or average

Intensity Information-rich cases that manifest the phenomenon intensely, but not
extremely

Politically important cases Attracts desired attention or avoids attracting undesired attention

Random purposeful Adds credibility to sample when potential purposeful sample is too large

Stratified purposeful lllustrates subgroups; facilitates comparisons

Criterion All cases that meet some criterion; useful for quality assurance

Opportunistic Following new leads; taking advantage of the unexpected

Combination or mixed Triangulation, flexibility, meets multiple interests and needs

Convenience Saves time, money, and effort, but at the expense of information and
credibility

Table 11: Typology of sampling strategies in qualitative inquiry (Miles and Huberman, 1994: 28; Bokor,
1999, Gelei, 2002) — the types in bold show the sampling strategies employed in my own research

With case study methodology, identifying the caseaccompanied by a simultaneous
identification of the unit of analysis, too. Accardly, | name what | regarded as a sample or
a unit of analysis during my research.

The objective of my research is to see how adwegtisreative professionals experience the
factors promoting and impeding self-actualisatiddvertising creative specialists as well as

their efforts to self-actualsiotion in their work\e already been dealt with.

Thus, the unit of analysis is creative specialisforts to self-actualisation in their work —
however, an effort is difficult to grasp or to irstigate. But, since the phenomenon of self-
actualisation manifests itself in individual pieagfswork of projects, the particular piece of
work/project becomes the unit of analysis. Thi®alsakes it possible for these projects to
become embedded in the everyday life of the org#ois, what is more, the activities within
the organisation (see the workflow of advertisirggrecies described earlier) are typically

organized around these projects. As a result, éingcplar pieces of work or projects and the
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chosen organisation itself constitute a unit oflysia — thus | intended to prepare an
embedded case study.

Because the phenomenon of self-actualisation isunaimbiguous, it will be important to
specify (refine) the following concept(s) with thesearch subjects:

= What does self-actualisation mean to them? and/ or

» What do they do/feel/think when they are tryingeach self-actualisation?

Since the factors promoting and impeding self-didaton also constitute part of the
research question, within the phenomenon of sélfadisation those critical cases should be
investigated when

» The “conventional activity” turns into self-actusdtion (promoting factors) or

» Self-actualisation turns into “traditional activitgmpeding factors).

Finally, so that | can examine the above phenomiergimportant that in the research:

= There should be more research subjects taking part;

= The people interviewed should work on differentjpcts.

The following figure “presents” the research sudbjdt is partly seen and the analysis will
emphasize more that the above mentioned goals wieted to be reached through the
diversity of (1) level of hierarchy; (2) job; (3)ient; (4) work experience and (5) period of

life.
Karoly

Lili | CEO
HR |

Boldizséar

Group creative director
Janos |
Creative director Gergé
Head of art
Karina Bence
Senior copy writer Senior art direktor
Marta Kelen|1en Bernl\dett Erln )
Copy writer Art direktor Art direktor Copy writer

Vilmos
Junior copy writer

Figure 8: Job and position within the organization strucure of the research subjects
(March-June, 2008)
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The sampling method has been partly directed byatnite end of each interview | asked the
person to suggest me colleagues who have diffeepérience and a different mentality

concerning the topic of the research.
5.3.4 Data acquisition and data analysis

Since the researcher intends to understand theleempenomenon (unit of analysis and its
context), in the course of data acquisition (s)leeds to find adequate and sufficient
information to understand it. It is not recommentleat (s)he should interpret the phenomena
based on too few data, nor should (s)he get losiammuch information — the latter can also

significantly increase research time and cost (Mats€Rossman, 1989).

To do this, it is inevitable for the researchec#ory out field research, too. Also, (s)he should
not use only his or her “ears to collect date,rather, all his/her senses” to enable his or her
understanding to embrace the tiny, subtle detailsell (Kalnins, 1986¥.

In qualitative research the processes of data atale and data analysis do not become
separated, rather, they take place in parallek Tthrative process comes to an end when the
researcher thinks that new data or new informatan no longer contribute to a better
understanding of the phenomenon — this stage Iedcélheoretical saturation” (Glaser —
Strauss, 1967).

The following table summarizes the main questiohgck; in my view, facilitate a more in-
depth understanding of the factors promoting or edipg creative professionals’ self-

actualisation. By thinking these over, we can fdateithe data acquisition techniques.

*® This brought up e.g. the topic of ergonomy (see later: results of the research).
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What would | like to
know?

What does self-
actualisation mean?

How can/does self-
actualisation show up
in creative
professionals’ work?

Does (s)he make
efforts to self-
actualisation during
his/her work? How?
What does (s)he
do/think/feel when
trying to reach self-
actualisation?
Who/what influences
his/her work and/or
efforts to self-
actualise? Why?
What is the particular
effect like? Why?

Why is it important to
know it?

To have an in-depth
understanding of
his/her attitude to the
key concept of the
research — as well as
its deeper meanings
Promotes “graspability”
of self-actualisation

To clarify the relevance
of the conversation

To grasp the
experience of self-
actualisation

To identify factors
affecting creative
specialists’ efforts to
self-actualisation

To determine the
direction and weight of
particular affecting
factors

What type of data
provides the answer
to this question?

Interview

Interview
Observation

Interview
Observation+interview

Observation+interview

Interview
Observations+interview

Interview

Who can give me
this information?

All research subjects

Creative

Creative manager
HR-people
Manager of
advertising agency
Creative

Creative

Creative

Creative

Table 12: Questions and answers facilitating data collection and analysis
Based on LeCompte — Preissle (1993), adapted to my own research

It can be seen that the primary means of data sitigmi in the research is qualitative

interview (Kvale, 1996), but observation and radateterview and diary may also prove

useful tools of data collection.

With the help of thequalitative interviewwe can reveal the factors which affect self-

actualising effortsHalf-structured interviewsffer a large scope to the interviewees’ thoughts

and reveal their explicit knowledge in connectioithva particular topic, at the same time the

technique of asking questions can also reveal thgligit parts (feelings, motivation,

interpretations), bringing them to the surface.fid&ductured interviews enable the researcher

to return to previous research subjects and codagtmissing data or information if, in the

course of the research, new topics emerge whichrabearcher deems important. This, of
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course, also requires the researcher to revisgeedrmulations in the light of the new
information (Carter, 1998},

It is important to note that during the interviedistortions may occur in the answers of those
interviewed, either deliberately or when they alying on their espoused theorf8s.This
again draws attention to the issue of trust, somegtthat the researcher must always make
conscious efforts to create and maintain. In adujtithe researcher can avoid or reduce
interviewees’ distortions by a conscious efforimaintain equality and the possibility of free
choice, by increasing the perceived relevance ef redsearch and by carrying on open
dialogues containing the assumptions, too (Ge(£22

To increase the validity and reliability of theanfmation obtained from interviewees, | asked
several research subjects, and asked them for dgsrtgp support the given answers (for
confidentiality reason, | was asked not to preslemtgiven example in the thesis). Doing so, |

was able to gain a more precise picture of thergpleenomenon.

| have intended to use the observation methoddta dollecting, but the research site has not

let me doing so — again, because of confidentiality

Although the researcher’s diary is not mentionethatable above, | consider it an important
tool of data collection and have used it, too. Wishhelp, | have put into words my feelings
and thoughts behind my experiences. It has enabéetb filter out and treat as research data
all those — recurring — samples (assumptions, fiseléaxd impressions) which play a role in
the process of the research and to become consaiidins nature of their effect on the results

of the research.

If the researcher returns to the field several sirdaring the research, it is important, on the
one hand, for him/her to collect new informationcsnge over time may also affect the
results. On the other hand, it is also importantim/her to revise previously obtained results
in the light of the new information (Carter, 199%is is indeed important, as it can be seen,

the research took place a longer period:

> For details of the half-structured interviews see: Appendix.
%% See the “burden of self-actualisation” mentioned earlier and the arguments against the research in
Table 9.
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May, 2008 July, 2008
3 interviews 3 interviews
March, 2008 - Janos -Erné
Acceptation of the - Gergb6 -Karina September — December 2008
research field - Bence -Vilmos Finalization of the results
November, 2007 April, 2008 June, 2008 August 2008
Successful 3 |r’1terV|ews 3 interviews Verbatim
defence of the -Karoly -Kelemen transcript and
thesis draft -Lili -Bernadett coding of
-Boldizsar -Marta Interviews

| Interpretation and analysis of data |

Figure 9: Research’s timeline

The data obtained during data collection is fiestarded (diktaphone). To ensure the quality
of the conclusions, it is important not to loseomfiation in the course of the recording. | used

both ways (Gelei, 2002) to do this: verbatim traimg@nd intensive note-taking

Data analysis means the systematisation of the ddtected by samples, categories, and
basic units. Interpretation appears as early aemspdisation (since the basis for this is the
researcher’'s understanding of the given phenomeibom)t acquires greater emphasis when
the researcher assigns meaning and significand¢ketonformation, explains the emergent
patterns, and the relationship between them.

Interpretation is a continuous and iterative preaghkich starts as early as the data collection
stage (Carter, 1999). The first interpretationsengwne during the interviews through asking
questions. Further on, when finalizing the intewse thinking over the impressions of the
interviews and the theory of self-actualization first coding process meant the second
interpretation of the data. Most of these cathegoremained but some changes were made
during the final coding process. Final interpretas were made during the formulation of the

research results.

Two types of coding were used. The first type ofling originated from the expressions,
sentences, wider context of self-actualization #mel meta-communication signs (Pease,
1999, Pease, A. — Pease, B., 2004) of the intersigdwects. The second type of coding was
used when analysing the promoting and impedingofacbf self-actualization: this time

paragraphs were the basic of analysis.
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5.3.5 Validity, reliability, and generalisability

With qualitative research, validity, reliabilitynd generalisability have different meanings

compared with quantitative reseatthrhis difference is shown in the following table.

Traditional (positivist) Interpretive/ Qualitative
viewpoint viewpoint
Does an instrument measure Has the researcher gained full access
Validity what it is supposed to measure? | to the knowledge and meanings of
informants?

Will the measure yield the same | Will similar observations be made by
results on different occasions different researchers on different

RGN (assuming no real change in occasions?
what is to be measured)?
What is the probability that How likely is it that ideas and theories

patterns observed in a sample | generated in one setting will also apply
Generalisability | will also be present in the wider | in other settings?

population from which the
sample is drawn?

Table 13: Questions of validity, reliability and generalizability
(Easterby-Smith et al., 1993: 41; Bokor, 1999; Gelei, 2002)

In addition to being different in meaning, the timke“observing” these criteria will also be
different in quantitative and qualitative researchguantitative research, checking validity,
reliability, and generalisability represents thel efi data analysis (Bokor, 1999). In contrast,
in qualitative research, the researcher must stitveecure these criteria as early as the

research process, not only when it comes to fortimglaesults (Kvale, 1994).

Validity can often be regarded as given in qualitatesearch, since it typically builds on

local interpretations. However, the researcheriogair this givens if his or her results are
not authentic for the research subjects or theare@diles and Huberman, 1994).

In what follows | will list techniques used in qiiative research which can help increase
validity (external and internal) and secure relighgiand which | have used in my research
(Maxwell, 1996, Taylor — Bogdan, 1983; Ely et &8d9B8; Huberman — Miles, 1994; Miles —

Huberman, 1994, Kvale, 1994, 1996, In: Gelei, 2082:159):

» Researcher attitude and practice: researcher’s ledge and his or her frank, (self)-

critical and creative approach;

% On the different interpretations of validity in qualitative research see Creswell, 1998: 200.
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Researcher self-knowledge and critical self-reitect| have stressed before that it is
important for the researcher to be aware of hieesrown assumption, thought patterns
and possible distortions of his or her perceptibm.do this, the researcher needs a high
degree of self-knowledge and constant self-refdecf(research diary can be a good tool);
Transparent researcher practice and research prowEmns e.g. documenting the research
process, detailed description, “dense descriptafrihe revealed interpretations;

Searching for discrepant data and cases, rivalaegfibns: examining data and cases
which could contradict emergent conclusions;

Triangulation: multiple, independent examination thie same phenomenon, which
becomes incorporated in the entire research asdadtiattitude;

Feedback from colleagues and fellow researchess fpeople who know the field and
those who don't;

Feedback from information providers (member chep&hple in the organisation give (or
do not give) feedback on the results of the rese@ansensus validation);

As | have mentioned before, great emphasis neells fwaced on the validity of qualitative

research already in the research process. Withstades, this can show up in the following

(Maaloe, 2003):

Stages in
research

Creating
discrete
impressions of
what is

Synthezing,
searching for
wholes and/or
creating
meaning

Orientation

Theoretical
Identification of what
COMPLETENESS
Does the research as a whole
cover the experiences and insights
of the persons in the field as well
as their background?
Compilation of data
TRANSPARENCY AND
TRANSFERABILITY
Are the changing circumstances
around the fieldwork included
has the presentation a form that
enable the informants to give their
voice as well as other researchers
a possibility to explore whether
they can follow up upon in their
work?

Related to other domains
Generation of data
DEPENDABILITY

Does text fit together on the premises
of the informants? Are an account for

necessary changes in research
desing included?
Application of results
CONFIRMABIILITY
Presentation of the sufficient
background to evaluate the
usefulness of the study for the
informants as well as giving others
the possibility to see whether they

might transfer and test the results at

other domains

Table 14: Standards for good research (Maaloe, 2003: 46)

In qualitative research, the criterion of geneeddity can be applied to the field or a group

under study (internal generalisability) or outsibdese (external generalisability) — in fact, the

99



former is a measure of the strength of qualitatesearch. To the extent that a researcher uses

the results and experience to enrich the theoftdi@mekground, (s)he meets the criterion of

analytical generalisability (Maxwell, 1996).

Finally, I introduce a few methods (Miles and Hubhan, 1994) which | will use in my

research to secure generalisability. These

= evaluate the degree of universality of the phenamezxamined and identify the factors
restricting generalisation;

= make the degree of the typicality of a particulaseafield explicit;

» show to what degree those affected by the resdadithe results generalisable;

= help the reader form an opinion by increasing frexdication of the description.

5.4 Field research at the Advertising Agency

Research for the dissertation was conducted adhertising Agency (henceforth referred to
simply as advertising agency); the company is thendarian subsidiary of a global
advertising corporation, and has been presentenHungarian market since 1988. It has,
accordingly, been one of the pioneers of the Huagaadvertising scene (see section 4.1).
The company employs approximately one hundred peagirking on a total of some twenty

brands (both Hungarian and international).

The history of the company in Hungary can be dididgo three sections; the first of these
chapters was the entry of the company into the duag market.

The acquisition of the international network of thévertising corporation by a financial
investor called, however, for new operative strggnd priorities.

“This change, at the beginning of the ‘90s brougiith it an entirely new modus operandi.
[...] You had to deliver in two areas at the sanmaet you had to demonstrate your
professional qualifications while meeting very atfinancial expectations. Ever since, the
management has been facing the challenge of rdoumndéong-term goals and short-term

expectations simultaneously.” (Karoly)

The third chapter of the company’s history begar2®5 — after seventeen years, the top
manager of the agency retired, handing over histsethe current managing director and a
new management team. The number one priority of ey management was the

repositioning of the company in the market; as sulteof the steps taken, the number of
international clients dropped, but the number ommgharian partners increased (40-60%).

Additionally, the internal operations of the compaiso saw changes, the result of a review
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of organisational solutions within the agency. Tydae company is moving away from the
traditional hierarchy, toward a lean operation jggtbased approach to work.

“One staff member is responsible for all aspecta afampaign, from start to finish. They
take care of administrative duties, but participatestrategic planning as well. [...] We are

still at the beginning of this process, so it ist @3 though we've already reached the
Promised Land.” (Kéaroly)

“This is not a small advertising agency employireghaps fifty people. Our processes are
seriously regulated; we have, for instance, a prbjiacking system, put in place at the
request of production colleagues. This system menihe campaign from day one until

completion. [...] As a result, we have a sort obyp dynamics in place; extreme opinions
become subdued, and you can really see who is wmperat. Things move along more

quickly and are more coordinated. The organisatias become more flexible, and is thus
better able to handle critical situations.” (Lili)

The last several years have seen changes alsome t# orders: while previously almost all
of the company’s activities (90%) were focused oegating ATL campaigns for the clients,
the agency today provides roughly 40% of its sewvia other (BTL, DM, promotions, CRM,
activation, etc.) marketing areas. As the managimgctor emphasised, dedicated sections
were established within the company to deal withséh services (so-called “integrated
organisational structure” [Karoly]). The agency thus able to present marketing
communications solutions to its clients based arfgmsional considerations, and not only

subject to finances.

5.4.1 Introducing the Advertising Agency

| wish to present, first of all, a preliminary oveaw of the advertising agency’s
organisational structure and management, as wéfeascope of activities which set it apart —
later, the discussion of research findings willgem® a much more detailed picture of the

organisation.

The advertising agency has four teams working wétlents: one team deals with
internationally contracted brands, two work withridarian clients and one handles BTL
materials, regardless of the nature of the contract

Three of the four teams have dual management stas;thaving both a creative director and
an account manager. One of the four teams, howhkasronly one leader; in the case of this
team, the creative and the account divisions afeaated physically as well. As the above
already shows, there is no flow of creative direstoetween the various teams (in the case of

hiring practices, for instance, this means thatiegpts are hired to join a specific team, and
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not the company in general). When dealing with éesdit occasionally happens that the
group working on the materials to be submittedasiposed of members of different teams;
the new trend, however, is for a standing “tendant” to work together, representing all four

regular company teams (Lili, Gérg

The most defining member and shaper of the orgamnsd culture is the managing director
(Kéaroly). When it comes to establishing and enfogc or bending — rules, he has the final
say.
“The spider in his cobweb, per the classic situati€entral decision-making is the norm in
non-formalised situations. [...] Occasionally theEQ alludes to the regulations — but
?Ii)”rir;etimes it is precisely him who finds other smhst This is only up to his own logic.”
This brings an element of uncertainty to the openatof the company; for the most part, it is
still predictable, however, especially after a Idearning process (see the research findings).
The managing director is, at the same time, higindught of professionally:[:.] the CEO
keeps track of competitors and knows what persocimahges are going on in the business
[...]7 (Lili). In other words, he is focused on more than jusinfoial expectations, and does
more than maintain good relations with existing g@adential clients. He also supports the

processes which help foster these.

One special feature of the organisation is itsated 360-degree marketing communications
activity. This entails the development of multi-ohal marketing communications strategies
for the particular client brief (e.g. televisiontydight, DM letters and guerrilla marketing), so
that the given marketing messages reach as muctheoftarget audience as possible.
Accordingly, the advertising agency distinguishetween integrated and non-integrated
clients; the former already utilise 360-degree camitations, and the advertising agency’s
goal for the latter group is to introduce integyati“If the client is a ‘silo,’ it is our task to
present ways of integrating, while being carefut no enter areas where we could be
impinging on the client’s interestgKaroly). This kind of activity is closely related to the

issue of self-actualisation; for more on this sabjeee the following section.

Following a review of the research framework of thesertation (research methodology and

field research), the next section will present mgihgs.
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5.5 Summary

In this chapter | have described the research pl@im which | wish to learn about self-
actualisation in an organisational setting andfétméors promoting or impeding it. By using
gualitative research based on case studies | int@rithck up, or to question, the theories
summed up in previous chapters since, whetheelitibr not, these concepts will “stick with
me” during the process of my research. The speaiithodology will help me to better
understand the phenomenon of self-actualisationbendble to look behind the data (Datft,
1995). | believe that, due to the qualitative natoi my research and the topic itself, it will be
very important for me to continually reflect on mole as a researcher and to experience the

research process in its entirety.
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6. Research findings: analysing the experience, as well as the

impeding or promoting factors, of self-actualisatio n

This section of the dissertation will present timelihgs of the research described previously.

The question | was looking for answers to is théofang: “How do advertising creatives
experience the potentials for, and the limits &f-actualisation in Hungary, at the beginning

of the 21st century, and why?”

First, 1 will clarify the concept of self-actualtsan: what does the concept mean for the
respondents (the creative directors of the adwegtimgency) and how is it understood
generally? An understanding of the concept is rezggsfor one to be able to clearly
experience it; and only by doing so is it possitierecognise factors which promote or
impede it.

The findings of my research are presented accdrdiRgllowing an interpretative analysis of

the experience of self-actualisation, impedingdexiare presented, using the same structure

utilised already when examining the relevant litiera.

= Impeding factors resulting from the actions — tHougt necessarily conscious actions —
of the individual;

= Impeding factors which can be traced back to thetiomship of the individual to his or
her work;

= Organisational barriers (organisational processetems and other factors);

= Impeding factors resulting from the broader enuvinent (political, economic, cultural

and social).

These factors were determined by the creative Wireof the advertising agency themselves,
based on their own experiences. The obstacleslftacaalisation encountered during the
interviews can, therefore, primarily be seen asjemibto their own circumstances;
nonetheless, | have tried to generalise the filiogthe research as much as possible. In
other words, when drawing conclusions, | have @aidntion to treating the case studies of

the advertising professionals as a kind of “surfabew can these cases be used to come to a
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greatergeneral understanding of self-actualisation as well ash& factors which act as
obstacles or which support it?

6.1 The concept of self-actualisation

The section of the dissertation discussing therditee concluded with the following
definition — my own — of self-actualisationSélf-actualisation is a process in the course of
which individuals strive to reach their ideal selith a view to a better life. Individuals’ self-

actualising efforts at work show up in their woekd. in its quality).”

It is important to emphasise, however, that ttesearch applies to individual self-
actualisation within the realm of organisationafsttures®® Accordingly, when | refer to or
analyze the concept of self-actualisation hencefahis caveat is to be used.

Following a discussion of the defining frameworky goal in this section is to fine-tune this
definition, and to determine what exactly is unttwd by individual self-actualisation within

an organisational framework. The fine-tuning irstbase will mean that | will describe real-
life experiences to support the definition, addimgayer of practical experience to the
theoretical framework. At the conclusion of thetget, a newer and more precise definition

will be offered.

So that this definition may indeed be providedavé collected cases from the respondents
during the interviews which serve as evidence efhthaving experienced a kind of self-
actualisation within their organisational structuféirst, the expressions used in these
descriptions will be presented and examined. ThemiJl cover the behavioural aspect of
these experiences; finally, an examination willgoevided of just what self-actualisation is,
and what it is not — in other words, a “cognitivaph of the subject will be offered.

® During the interviews, | encountered cases of self-actualisation which interview subjects

experienced outside the organisational framework. | did not pose further questions about these
incidents; although they were very interesting, they digressed from the topic and the research
questions of this dissertation.
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6.1.1 Describing self-actualisation verbally (expi&sions)

Prior to beginning the interviews, | shared thelgoal major questions of the research with
the respondents. All of them were surprised whearihg the expression “self-actualisation”
used. As the interviews have shown, the reasomhferwas that this expression is not used
frequently; this is also supported by the fact tihavas seldom used during the interviews
themselves. This phenomenon prompted me to calleof the expressions which are used in

everyday conversations as approximate synonymsliéstualisation.

1. Self-actualisation as antellectual activity

“[...] well, it is food for thought; | don't know tat to call it. Maybe it's a challenge; or
maybe self-actualisation is exactly what we arkite about.” (Gerd)

“[...] to make as full use of my potential as pdssj to bring out the best in myself and in
ourselves.” (Gerg)

“[...] it brings intellectual pleasure.” (Bence)

“[...] inspiration [...]” (Janos)

“[...] focusing. You shouldn’t daydream; you hawe doncentrate extremely on something
and then get to the bottom of that information.bl@zsar)

“[...] I'm on the right track; | have plans and ldve goals. If | can realise these, that is good,;
if | can’t, that is not good.” (Erd)

2. Self-actualisation asmotional involvement

“Personally, | feel a sense of accomplishment ifaskieve our business goals; but | am most
satisfied only if there is some sort of value addgtinos)

“I really like producing something nice with my owmo hands.” (Vilmos)

“[...] a state of arousal [...] positive stress” (@dizsar)

“[...] | received the brief, | began working on th@oject, and the ‘flowers just began to
bloom.” (Kelemen)

“This kind of fulflment or a sense of completian | think, just generally a good feeling
[...]” (Gergd)

As a dissenting opinion: “[...] it gets me downBérni)

3. Self-actualisation “attracts” thentire personality(cognitive, emotional and behavioural
aspects); the individual is able to “be” him- ordwdf:

“I really feel good being myself, and | love my jofisergd)

“This is where | come to find fulfilment.” (Bence)

“[...] it grabbed me after all.” (JAnos)

“[...] I am trying to ‘live myself’ to the fullest. (Vilmos)

“[...] | try to live my life to the fullest; | tryto find the beauty in my work, and I try to find
self-actualisation.” (Karina)

“It can give you new wings [...]” (Karina)

“This is where | truly belong.” (Kelemen)

“[...] it lets you fly.” (Ernd)

Differing opinions: “They took advantage of us these very minor things [...] It's at times
like this you think that, ‘to heck with it — if helon’t value my contributions, I'm certainly
not going to give them my best effort!” (Karina)
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“[...] I am not finding self-actualisation — but ighe some little piece of me that was cut off
is.” (Marti)
It is clear that both expressions relating to selidalisation and expressions relating to

the lack thereof areooted in experiencand arevalue-suffusedAll of these have an

effect on the individual, and the individual in gtien experiences these to a great extent.

At the conclusion of each of the interviews, | tglly asked the respondent what they
would say “the concept of self-actualisation meéafithe answers received to this

guestion helped me attain a better understanditigeotoncept of self-actualisation.

It appears as though one approach to self-acttialsaescribes the concept as an
experience

“I get goose bumps all over; everything becomegligr, everyone smiles and we feel that
the problem is solved. [...] Pure happiness.” (G&rg

“It's a state of being somewhere between sleepamakeness. I'm not quite experiencing
a sense of not knowing where | am, but if the pheee to ring or if someone were to
enter the office, that really has the effect ohfing me back to reality.” (Boldizsar)

“[...] you think; you have a world you've imaginddr yourself, where you try to realise
your goals.” (Berni)

“It is a good feeling. A very good feeling, wheruytbink of something that just comes to
you seemingly out of nowhere. It just pops intorymind and you know it will work.”
(Erno)

The other group of interview subjects, | found,Keapon self-actualisation apeocess
whereby the individual can feel that he or shelfemehim- or herself

“[...] Self-actualisation is something that makee fieel good at the end. And | feel that |
was not forced to give up a part of myself, or gf visions, thoughts and desires. | am
finally able to be who | am or who | want to be][This is a gradual process; | feel that

every project has this kind of process for me”[(Karina)

“[...] What | feel is self-actualisation is whenmething | had planned works out. Sure, this
is followed by the next goals set for me, butll feen in the right place.” (Vilmos)

Based on these two separate approaches, | befiavedif-actualisation can be viewed in
one of two ways. It is either an experience, sduwa@ments of happiness in thaéere
and now plane. Or it can be felt over a longer time, apracess which leads ta
specific result In this case, the process is evaluated at its(&id self-actualisation
occur?”), and the focus is on thinére and thehaspect.

These two characteristics will be discussed in tgredetail in the following section,
which seeks to answer the question: “how does chéf éhe individual is striving for

self-actualisation?”
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6.1.2 Capturing self-actualisation in behaviour

The following quotes will be used to underscore puosition that the perception of self-
actualisation differs not just on the cognitivedg\wut also as far as behaviour is concerned.
Individuals all assign their own specific contentthe concept — even though all of the

subjects interviewed for this dissertation wereative directors.

One group of the respondents emphasised that arpe#so is striving for self-actualisation
is discovering somethingew and that the possessichof this then becomes extremely
important to them (“it'amyidea”)

“It would be self-actualisation if | could implemtegvery single one of my ideas.” (Marti)
“Ultimately, it will be your idea that is realised and this is what self-actualisation is
about. The question is just how much of a rolegr@uallowed to have in this.” (Ge&

“It is important that the idea is born out of yomrind. What is important is the experience,
not whether it is ultimately realised or not.” (B=)

“[...] It is good, because with this terribly simplidea of mine we were able to please the
client, and we were able to shoot this great lifill®.” (Karina)

“Yes, it would be a kind of self-actualisation ifMere able to come up with the kind of
mascot that the Skala Képé figure was in Hungasyyago.” (Kelemen)

“I come up with my ideas at home: two speakers) the music up, lie on my back — and
let the ideas stream forth. You're not actuallyniting; you just come up with a thought or
two that you jot down — you float free.” (Efn

The results of the research indicate that indiMglweho view self-actualisation in this way
tend to “project” themselves into ideas, films igufes/mascots. What this means is that they
“objectify themselves andcreaté themselves.The point of departure for the creative
process in their case is their own idea and theimoperson. For this reason of personal

involvement, they become very much attached teethdt of the processee section 2.3.6).

Other subjects tended to believe that an individuab strives for self-actualisation will
mobilise the full spectrum of their own values abdities:

“Whatever it is we're communicating, it's got toveasome kind of positive message: it's
got to be good, attractive, and useful — eitherdociety or for the individual.” (Janos)
“Doing good’ is great.” (Berni)

“[...] We just had a meeting about this yesterdagd we got into quite a debate. [...] Then
I chimed in, and described what | would think ie thest solution. [...] At times like this, it
really feels good that it's you who is able to gollie problem.” (Karina)

“It was certainly a good challenge for me. You fgdiad to get down to the nitty-gritty of
the project, and you had to keep your head on gittaibut it ultimately turned out well.”
(Karina)

“I really like producing something nice with my owmo hands.” (Vilmos)
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In my opinion, this kind of interpretation of thercept of self-actualisation also allows the
individual to experience a sense of personal irvolent; not necessarily in the process of
creating, but more in the sense of adding “weigint”a situation. In other words, the

individual tries to experience the particular sitoia — or, if necessary, alter it — so that his or

her personal goals or the values held to be impb&e observed when the situation is over.

What has also become clear is that several indisdvewedself-actualisatioras something
that theobject or realisation of which can change over timaecordingly, the behaviour

associated with its attainment may also undergo@ést

“l always know where | am headed: there is always small goal out there that | can
expect to achieve. Certainly, just how hard | wyachieve that goal depends on the goal
itself.” (Vilmos)

“For me, self-actualisation is knowing that | am tre right track, that | have goals and |
have plans, and that | am working toward the reslan of those. If | reach it, that is great;
if | don't, | look for new ones.” (Eré)

“[...] It's a little different in this position. Tks is more about the challenge. The former kind
of self-actualisation I've ‘grown out of.” This idifferent now; it's more complex.”
(Kelemen)

In my opinion, the individuals who hold this vieaok at self-actualisation as a process which
is aimed at realizing a goal which in a way embsdiee individual. This is not far from the
concept of “ideal self,” and which also includesmae-aspect. As the individual changes over
his or her lifetime (and experiences different megs of the ideal self), the efforts at self-
actualisation can also take different forms (amdthis way, a previous approach can be

“grown out of”).

It is difficult, as an outside observer (eithemagsearcher or in another capacity), to “detract”
from a person’s self-actualisation actions, oruesiion these. It is impossible to experience a
personal value or a personal goal. When | attemptechonetheless do so during the
interviews, | discovered that self-actualisatiarg,thas a price, and it is not available for all.

The following section will cover this issue.

6.1.3 Self-actualisation through compromise

As the previous sections have shown, the creatiuectdrs interviewed describe several
different kinds of self-actualisation experiencesl grocesses (or at least experiences they
associate with self-actualisation). They had, at $ame time, described a new phenomenon
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that | have termedconscious) compromisehat this term means is thiae individual places
him- or herself inside a specific framework, as thill allow them more opportunities for self-

actualisation than situations without such a framew

1. Compromise with the business word this regard, the individual reaches a compseami

with the environment, placing his or her self-attadion efforts in the framework of the
business/corporate sector.

“What are we doing? Self-actualisation in the irst of reaching a particular business
goal.” (Boldizsar)

‘I don’'t look at creating something as a tool oflfsexpression; | see both verbal
copywriting and art direction as a subordinate forvide place our creativity at the service
of a company, along with our creative imaginatipn] you have to get a feel for the
client’s tastes, and no matter how much | woule li&, there are some things | cannot
carry through; that’s just who | am, and since tlag paying us in the end, what they wish
will happen. I’'m not saying that this makes me kshusiastic — | am, after all, still here.
But yes, they're paying, and they thereby obtaeright to say how things need to happen
in certain cases. And they will happen that waaiina)

“But | work for them [the client], and | have to e&pt certain things from them.” (Vilmos)
“Every such creative type of person will generdtipk for self-actualisation elsewhere as
well. There are a lot of great things to be said &dvertising — but it will always come
down to us working for the client.” (Marti)

The comments above appear to indicate that busiiiesas a framework, causes frustrations
and is seen as a limitation by the individual (cagiglissatisfaction related to the nature of
their work and its quality, or a kind of generaksbnance). The question is whether the
individual will still strive for self-actualisatiomven despite this experience. The following
example provides both an affirmative and a negatgponse, both from the same individual,
in fact. This duality leads me to believe that eifethe individual makes compromises (e.g.
provides their creativity in service of a clientat still does not indicate a clear road toward
self-actualisation, precisely as a result of thialdy of experience.

“There is no definition. You can't measure thisi\dayou don’t get money (or only a
nominal amount) for it — this is the art of it. Aatising has these boundaries, but these
boundaries can also liberate you, since we knowtwwteagoal is.” (Bence)

“(KB) ® - Doesn'’t that make you frustrated, that you hawether notebook full of creative
ideas, and nothing will come of it, because all’y@doing is adapting?

- No. But only because the work is over at thimpohnd | have here, in this notebook,
what gives me intellectual pleasure.

(KB): - But you don’t have to work at an advertgiagency for this.

- No, but this is how | make a living.” (Bence)

ot My questions and comments during the interviews are marked with (KB).

110



2. Compromise with oneselflthough the business world also figures inte thguation, as a

framework, the individual chooses to ignore itdome personal reason — perhaps because they
look upon it as a given. My observation is that poomise in these cases is reached within the
personal set of values of the individual, as a kificesolution of an internal conflict.

“This is where | come to find self-actualisatiorutBf | can also find it elsewhere, | won't
pass up that opportunity. I'm full of some amaduteps, but these are two different things.
These ideas are my own, | get to realise them akel them to a gallery. | can't sell them, |
can't manage them, | can’'t make money off of theso +do something similar. But | will
not give up doing what I truly love.” (Bence)

“If you have to think of something very quicklyuyare able to rely on experiences and
come up with something right away.” (Boldizsar)

“To work for a tobacco company — that's going tonflict with self-actualisation right
there, because as a private person, | am vehemagdinst smoking. When | came back
from maternity leave, | was in a situation, howewenhere | couldn’t say no to this. So |
separated my sentiments as a private person anththehat this is just a job. If | don’t do
it, somebody else will. It wasn’t easy initially(Karina)

This last quote indicates that compromise could besult of cognitive dissonance or rather a
way to push responsibility to someone else. Thestiug then, is whether it is really self-
actualisation that is seen in the presence of daédnsive mechanisms (see section 3.1.3 and
6.2.2.4).

There are, however, other cases when the same Vileiknéhas aliberating effecton the
individual: this is possible when the individuakwis his or her own personality as one that
would be “even more lost” without such a framework:

“You can learn a lot here; there are plenty of deabes, and we have the boss, of course.
There are clients and there are deadlines. It'©mpromise, in a way; but right now, | feel
I'm in the right place.” (Erd)

“There is no definition. You can’'t measure this,daypou don’'t get money (or only a
nominal amount) for it — this is the art of it.” déertising has these boundaries, but these
boundaries can also liberate you, since we knowtwegoal is.” (Bence)

“You can do whatever is necessary for whatever lileacnd for whatever price — that's
easy; but to do this within a set framework is mexeiting and that's what the challenge
lies in.” (Berni)

Consciously making a compromise — which | have &srself-actualisation trade-off is an
existing phenomenon in this field; this isiaw concept not encountered in the professional
literature. This trade-off, however, is not necessarily bEde framework within which the
individual strives for self-actualisation can alsave a liberating effect on the individual: it
can drive efforts at self-actualisation, by keepihg individual in a kind of “state of

readiness.”

111



| believe this self-actualisation trade-off indiest that self-actualisation within an
organisational framework is not about the indivitldaing what they please, either as though
there were no framework or by ignoring the existirgnework Rather, it appears that the
individual striving for self-actualisation — seeetlprevious section on self-understanding — is
able and willing to work the results of their pemsb reflections of the framework into their
self-actualisation efforts (“How and why does tfrsmework effect me?”).

6.1.4 Summary

My goal, by summarizing the research results is ggction, was to come to a more exact
understanding of the definition of self-actualisati attained by examining the relevant
literature, and to add details which were mentidogthe interview subjects.

The following points collect what is known thus &bout self-actualisation:

= It “involves” the entire personality of the indiwdl (having cognitive, emotional and
behavioural aspects);

= It can indicate an entire process or just a monmgrtgoerience;

= It can be achieved through activities that thevittlial feels they themselves are present
in through their actions (the individual feels thidwey are in the right place”);

= The framework within which the efforts at self-aaligation take place has a decisive

impact on its opportunities and the way it is exgered.

| have, thus, modified the previous definition aciing to the following:

Self-actualisation is a process...
it is primarily a process, although it can inclutain special moments;

... when the individual is striving to find their ‘@al self”...
The “ideal self” expression was not used duringitierviews. In most cases, subjects
used the word “goal,” referring to a state whichytlilesired and which the individual
can reach through standing up for their values @andsing their abilities and skills.
The goal, when compared to the idea of the iddglisdicates a shorter term, and is
an expression that can be understood in everyday llihave decided to keep the
expression “ideal self” because the personal gealsnciated are aimed at the
individual reaching the personal vision and sel&ég®a which they believe is ideal,

... for a better life.
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Better quality of life, as a general goal, was al®d mentioned. At the same time,
certain values and personal visions were descridiédough it may be supposed that
a better quality of life is a more distant goat, fior lack of concrete evidence — wish to
stay with the more specifically defined conceptrgmmal vision” as the driving force
of self-actualisation.
The self-actualisation efforts of the individualtire workplace become manifest in their work
(e.g. quality).
This effort can become manifest if the individuatsaconsciously: through conscious
actions, the individual understands the comprorths¢ may become necessary, and
by handling that — regardless of whether doingssseimple or difficult — is able to

strive for self-actualisation in his or her work.

Accordingly, individual self-actualisation within the framewor&f an organisational
structurewill henceforth be understood as the following:

The content of self-actualisation (ideal self, pe&a vision) is different for everyone;
individual situations have to be discussed on a&dascase basis. During the process of self-
actualisation, or at a particular moment during tharocess, the individual is also to
experience total involvement as a result of motavwgard the attainment of an “ideal self,” or
of just having achieved that state. The drivingcéoof self-actualisation is a personal vision
for the future; to reach that goal, conscious aetioare critical, especially because self-

actualisation is often only possible within theagiiramework, as a result of compromises.

6.2 Impeding factors to self-actualisation created by the individual

This section will present a discussion of factotsol originate with the individual but act as
obstacles to self-actualisation in an organisatieating.

The relevant research question for this sectioimesfollowing: What personal factors lead
creative specialists to choosing “creative” profess and how do these factors provide the
possibility of work-related self-actualisation?

| have determined, based on a review of the Iieeatseveral related factors; the research |
conducted was in part aimed at proving their valicand partly at uncovering further factors

which are not mentioned in the theoretical frameuvor
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Following several re-readings and a coding of thierviews, the impeding factors originating

with the individual appeared to take shape in @ kihhistoric framework:

= The pastThe life story of the individual; in other wordsw their ability and willingness
(maturity) to engage in the specific professiomamisation and area of responsibility that
they had chosen is manifested. Has their work bectimair vocation; are they “at the
right place” in their lives?

= The present The question of identity is part of this; how rhuis the individual's
personality (cognitive, emotional, behavioural) uséd with their profession, the
organisation and their area of responsibility. Thigntity may be further shaped
(strengthened or weakened) by the behaviour ofittividual (critical subjectivity, an
active approach to learning and defensive mecha)ism

= The future What exactly does it mean when an individual tavieg for self-
actualisation? Does the individual have a perswoisabn for the future (if yes — what is
it?), and how does their real self compare to tigeial self?

In my opinion, the discussion of the process (frome point to another) essentially meshes

with the process of self-actualisation (from thedemstanding of the present toward the

future); accordingly, presenting the results irs thiey also makes it easily understandable.

An understanding of the past provides the answethéofirst component of the research
question: what abilities and motivational factors/el the individual toward their particular

profession? Recognition and an acceptance (imadbeopresent) of these factors, as well
their projection to the future, impacts the expeecee of self-actualisation in the workplace.

This provides the answer to the second componehieafesearch question.

6.2.1 The past: when the profession fails to becomaevocation

During the interviews, one of the topics which inably had to be touched upon was how the
individual ended up in the particular professionthee company and in their specific line of
work; even if | did not pose a question relatedcdmally to this, every interview subject
covered this, usually in the first one-third of thenversation. This issue was relatively
unexpected as far as the initial research planawaserned; yet proved to be important. It
appears that the life stories and professionalecardescribed during these interviews (see
section 3.1.1) indicate how the individual endedrugheir present position (what skills they

relied on and what the driving force of their matien was). In other words, this served as a
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way for the individual to prove — or disprove — tththey are “in the right place”
professionally.

“I was preparing for this profession very consciug..] | always used to like to draw,
paint and sculpt — and advertising has also appg#éteme. [...] | compiled a portfolio CD
and sent it all around the place, including to adisng agencies.” (Gerg)

“I've covered every possible step of this professioput together my first print ad twenty
years ago, in Germany, but already in elementarfiost | worked on touching up
photographs. [...] | lived abroad for seven yeattsat is where | realised for the first time
that advertising graphics and design is a propeaurse of study. So | signed up. | have been
interested in advertising for a long time. [..]went to the school a year later, then
eventually graduated. Alongside my studies | worb@d jobs; at night | would draw for
the various printing houses and advertising studjod | came back to Hungary in 1994,
and | have been working in advertising ever siteek here.” (Janos)

My conclusion based on the quotes above is thatnthgidual’s talentsare not the single
skill set required to work in a particular fieldishor heractivity and willingness to take the
initiative are also required for the individual to feel tHay are, indeed, in the “right place.”
Based on the findings of the research, howeverskiiewillingness dimensionaccording to
Argyris (see also: section 2.4ged to be revisitedt cannot necessarily be assumed that the
individual ended up in a particular situation caossly (it could have been the “hand of fate”
as well), but it is solely up to the individual $eize that situation and use it to their own
advantage.
It appears that this process helps the individehieve a state where their profession has
already become their vocation, and they feel they“a the right place.” Accordingly, I
supposed that an understanding, an evaluationrenlehaviour to be followed when making
a decision, are important indicators of maturityout all this is, essentially, is the self-
reflection of the individual.
= There are instances when the path to follow leada preservation of the current
situation:

“I initially began working at a different advertisg agency. | was initially told to come up
with the text; when my boss saw my work, he saithihthat's good, that's quite good,’
and | ended up staying there. [...] | thought ‘wélll really am fit for this job, then that's
great; but let's see if this is something | reallyll be able to do in the long term, or
perhaps I've just been stumbling on the solutionsfag. Could | lose that touch next
month?’ But this is a good feeling: to understanchething as well as | do.” (Marti)
“Perhaps | was not ambitious enough; but | nevedheny hopes of making creative
director. | assessed my own opportunities and tteetbok rationally at where | could end
up. | never struggled against someone else, amyémtried to appear to be more than who
I am.” (Karina)
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= There are, however, also instances where leaviogrtain situation appears to be a
way forward — and the individual must at the sammeetaccept the uncertainty that

lies in the new situation:

“[...] I have a degree in sociology, but | couldtfind work for many months. So | entered
the world of multinational companies, working imistics, but the year and a half | spent
doing so did not convince me that | was in the triglace. While still at university, |
decided | wanted to add another course of studydbsessociology. So | started at the
College of Foreign Trade, and that is where | figgit involved with advertising. [...] |
never felt this big artistic calling; | always loe# upon advertising and copywriting as a
profession. If it comes down to writing a scrippuycan’t get all artsy with that. Someone
either writes well, has a large vocabulary and cmell well — or they can’t and don't. [...]

| don't see a reason to make this into a myth.'Irf\ds)

“[...] Initially 1 spent a year and a half workings a beginner copywriter, and then | joined
the client side. It was after that that | came b&mladvertising. This is a learning process.
Anything you can, you should grab, including neehtéques, from various people. If I, for
one, learned that someone is particularly good abyb then | tried to figure out what
makes them so. If someone else was said to hawedaignagination, | tried to learn why
and how | could adopt that.” (Boldizsar)

“There was one company where | was told not to gpofor a smoke, not to make phone
calls and not to listen to music. | was sittingam office all by myself — none of these would
have bothered anyone. So | quit, because thesejusrexcuses they were using — they had
no problem with my work.” (Ei)

On the whole, it appears that this kind of profesal career review carried a great deal of
information: “What is happening to me?” “How dodel in this particular situation?” “What
can or can’t | do to improve the situation?” eteistvering these questions could, at times, help

the individual figure out where they stand profesaslily.

Generally, it is my opinion based on the above thatindividual is able to strive for self-
actualisation ifthey put their abilities and willingness not ontywiard the completion of a
concrete task, but also toward ensuring that tieal self approaches their ideal self for the
future As long as the individual follows this coursethmir work as well, he or she can ensure

that their work become not “only” their professidmt also their vocation, as well.
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6.2.2 The present: the lack or rigidity of identity

Based on my research, | concluded that the corfégentity’” can be used to understand the
individual’'s self-image: a kind dftatic self-imagé€“What do | think of myself?”) as well as a
kind of behaviour-orientedgdynamic self-imagg“What do | do every day?”) was often
mentioned. Identity is not just a matter of beitdeato answer the questions mentioned here;
what is also important is that the individual istdortable with the answers given to these
questions. In other words, one’s identity indicatesw much the role, position and
responsibilities they have in the workplace infugbdir personality (in the case of the
interview subjects: do they look upon themselvesraative directors?).

Identity, in this respect, provides the individual witltertain sense of securjtgo that they

feel well and they feel that they are in the riglatce. This comprehensive feeling is important
because if it were lacking, the individual's ener@gy the level of thoughts, feelings and
actions) could be consumed by attempting to plaemselves in a certain framework (social,
for instance: work responsibilities), and not byrkiog to reach self-actualisation through

their work.

When asked to define themselves (“Who am 1?” “Witedracterises me?” “What do | do?”),
it was predominantly the term “creative professloriaat was used, or a looser or more
specific derivative of that — which indicates titfair role in theworkplace (responsibilities,
position) is important when defining their identity

“I'm an applied artist [...].” (Berni)

“My way of thinking, you could say, is creative tryl to come up with new things.” (Bence)
“| started as a BTL copywriter, so | don't needdevelop new and special skills anymore —
this is simply the way | think now. If | had to wam ATL ads, | would have considerable
difficulty [...]” (Mérti)

“l don't think | can be non-creative. When | loak commercials or at billboards, | don't
think about how much, say, that chicken breast @vadst. | think about the way it's
photographed.” (Marti)

“This ‘creativeness’ is like a mode. | can't sall turn it off just because | will be walking
around town and want to look at ads for what they advertising — | still look at them and

62 By identity, | am referring to Rogers' concept of “self,” explained already (see section 2.3); this is
composed of the self-image, the ideal self (and denotes the person the individual would like to
become) and the organismus (current experiences) (Rogers, 1961).

Maslow’s concept of identity is also closely related to the discussion thus far: the individual must
recognize their needs, thereby understanding their own interests. Identity can be observed when
needs and interests are clear for the individual, and the individual is thus conscious of him- or herself
and with the motivators of their behaviour (Maslow, 1967).
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consider if it's interesting or if it's a good solon, etc. Basically, | absorb everything,
24/7; 1 collect information, it becomes ingrainad e, and at some point it comes out
again.” (Bence)

Managers, typically, refer to their roles as leadehen describing their identity:

“I am not one to rule over people, only to do sdmw so that | can boast about it.”

(Gergs)

“We've got the best team: | have 12 creative divestworking for me, and we have
external colleagues, as well.” (JAnos)

“I think 1 am the kind of leader who inspires andshempathy for others — and | think the
latter is the more important. We try to support suecess of each team member.” (Janos)

The research indicates that some of those askedredfto their adé the number of years
spent in the business, and their working experiemse important components of their
identities, saying these factors drive their bebawi

“Being over forty, | think | am slowly beginning tade. Until that happens, | will try to live
my life to the fullest; I try to find the beautyrmy work, and | try to find self-actualisation.”
(Karina)

“| started in the business when | was 24, about fpears ago. | think there is a natural
maturation process, and | no longer want to sperehyeminute of my day here.” (Marti)
“By being the youngest in the team, and merely dindthe youngest, | cause conflicts, |
know — but | think this is something that they ekpéme [...]” (Kelemen)

The results appear to indicate that the procesgoofg from one point to another is an
important element of self-definition; when desantpithis process, the responsibilities at
work, professional experience (number of years) agel play an important role. Only one
interview subject disagreed with this categorigatio

“I never liked to take on these roles of being atisg an intellectual or a trendy person.
Certainly, everyone has roles, but these professimies | never liked. Maybe that makes
me greyer, but | don’t want to get lost in this garihese things bother me. | try to write
and speak well, and | do my job [...]" (Vilmos)

He, however, expressed his identity with the woekdoes every day, with the skills he uses
on the job, and with his relationship to his woskd section 6.3.1). As the interviews showed,
there may be differences when it comes to skiledusn the job and the individual's attitude

to their work. The following grouping provides ight into the two biggest differences:

1. An individual who “lives for their job” tends identify themselves with the job:

“I often dream about work.” (Berni)

63 Alveson, too, emphasizes (1994) that it is difficult for those working in advertising to follow the
latest trends as their age advances.
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“What matters to me in my work is that, for examjphstead of writing ‘the apple is red,’
we write Snow White. It should not be somethingredntoff the ground; it needs to be
understandable, but not in-your-face, either. Thegot to be a little twist to it.” (Vilmos)

“At university, we were taught to always try and he free as possible within the
boundaries. [...] | try to find this in every sitiian | am in.” (Gergs)

“I know that there is a primary goal of meetingeasit expectations; this usually boils down
to reaching some kind of level of sales, statiflicaor something like that. This is a
specific, very materialistic business goal. Achmegvihis is part of a feeling of success. It's
an entirely different question that there is alswother, very important, goal out there:
whatever it is we're communicating, it's got to basome kind of positive message: it's got
to be good, attractive, useful — either for soctyor the individual.” (Janos)

2. The “mercenary-type”:

“The goal of the artist is to create something ndle goal of the creative director is to
make money, and not even for themselves, butdaliimt.” (Bence)

“I'm like a baker. If they ask me for buns, | bdkens; if they ask me for salt sticks, | make
those. And | do all of that to the best of my &pili(Bence)

“Another element is the relationship with the ciiethat's work, but that is what we get
paid for. For meeting their expectations.” (JAnos)

‘I don’'t look at creating something as a tool oflfsexpression; | see both verbal
copywriting and art direction as a subordinate fovide place our creativity at the service
of a company, along with our creative imaginatio(Karina)

“If they force us to do something and | know there is no way anything good could come
out of it, I still do it; | do as they wish, andettn| move on.” (Boldizsar)

“It is a lot easier to make commercials for thingscan identify with. If what we're
advertising is a home loan, with the best ratesy wheap, and if it's everywhere, and you
know that actually, it's not even true — well, tonlestly identify yourself with this is not
easy, and you're never going to be proud of it aagl ‘wow, that's great, and that's me
who did it.” These, you just do, and that's ituyorget about them.” (Er)

“[...] there are these survivor types, survivor ateve directors. They seem to take on
anything; they make sure that there are no majabjgms, but they also don't care about
these things, they don’t worry. They do it becahsg get paid for it; classic give-and-take
types.” (Boldizsar)

It appears, then, that the individual could comeatarossroads in their work: there are
situations when they can't “realise themselvesthieir work, and in these cases, they would
turn to what | have termed “mercenary” attitudefultil what is expected of them. It appears,
however, that the interview subjects were ablestdlsese situations aside fairly clearly, and —
although this too is a part of their work — theyrdui look at these cases as ones contributing

to their identity-strengthening, or as self-expimeg®r self-actualisation.

It is important to make this distinction, as farths dissertation is concerned, because there
apparently can be situations that don’t help tligvidual's struggle for self-actualisation. In
my opinion, if anindividual’'s attitude to their work often turns antthe “mercenary”
approachi,it is likely that they are “not in the right pldceand if these situations question the

individual's otherwiseexisting identity (sense of security), their disarfirom the experience
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of self-actualisation only increase$hat is why it appears prudent for an individt@pay
attention to the feeling of “becoming a mercenarmg”their workplace, through the use of
self-reflection (see section 2.4), as that can serve as a faipassnon the road to self-

actualisation.

Continuing with the issue of identity, | attempténl discover what factors support its
strengthening so much that the individual can sttivachieve self-actualisation. The answer

appeared to be Maslowi3-needgphysiological, security, relationship, recognitjo

In this respect, Maslow’s reasoning is also closelated to identity (see the footnotes at the
beginning of the section): as long as D-needs ae¢ im the specific situation or generally
during the individual's professional career, thasea chance for the individual to pursue B-
needs (self-actualisation).

1. If the physiological needs have not yet beefilled, the individual has no opportunity to
“manifest themselves” in their work:

“Physically, it's often actually quite exhaustingwork here [...]" (Gerg@)

“(B.K.) — Are you a creative director when you juglk down the street?

— Well, that depends. | suppose | am, when | dweed to ‘recharge.’ If | feel that all I'm
doing is producing things without getting any inghen | am more open and curious, and |
don’t want to think. | watch my neighbour, for mste [...]" (Berni)

“That’s the stressful part: if you really want tadyood and don’t want to let go of the
reins, so that something good comes of it, thetisttstressful. Oftentimes the goal is just
that, a goal, so that the client is satisfied ie #hort run.” (Boldizsar)

2. Security in this case is not about physical tgafleut about a routine: in an “unfulfilled”
situation (a looming deadline, for instance), tmelividual oftentimes turns to routine
solutions, even if that involves making compromisdsch affect the quality of work (see
section 6.1.3 earlier):

“There are a lot of situations where you don’t hdirae to ponder new solutions. You just
have to put something on the table, somethingithsitalready worked well.” (Gerd

“If you have to think of something very quicklyuyare able to rely on experiences and
come up with something right away.” (Boldizsér)

3. Relationships with colleagues can often maketdajay life and work itself more pleasant
and efficient, and so can contribute to the indrais basic sense of security:

“[...] I get along well with my immediate colleagsienve work as a good team, there are no
tensions and we get along; we help each other.rifkg

“[...] if you have to concentrate on a particulargject, it's better to have more of us there.
It's almost like a ping-pong game, at the end ofctwisomething good comes out. Working
in a team is so much more effective; you alwaysagetction to your ideas, and if others
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don’'t see something the way you had imagined it thiés you that there is something
wrong with that message.” (Efi

“The feeling of being involved in something is hpalne that you experience in a team.”
(Janos)

4. Recognition and positive feedback, it seemseasential for the individual to feel that they
are “in the right place.” Regardless of where tkisognition may come from (from inside the
organisation or a supervisor, or from outside, franclient or from friends), it serves to
strengthen the individual’'s sense of security. dtves as reinforcement of the particular
behaviour or as recognition of the entire individuand this is one precondition on the road
to self-actualisation (personality shaping) acamgdb Rogers (see also: section 2.3).
Feedback from within the organisation:

“You always appreciate hearing good feedback fraarysupervisors; and you need this.
[...] 'm not sure if you feel the same specifigdllom the team — but maybe it's a sense (or
the lack) of being accepted by your team. Thishatwou feel, whether it works or not. It
looks like it's working, and this is important.” 68gs)

As a dissenting opinion: “That situation was awjudifficult to bear — to have someone
who previously looked to me for professional advioer order me around all of a sudden
[...] disappointment, a sense of being burned bt that | work hard, try to give more
than my best, and then this guy gets appointed] dod't [...]" (Gergd)

Feedback from outside the organisation:

“Even after four years you can come up with litthings — little sparks — that will surprise
the client.” (Karina)

“If all you hear constantly is bad, and you get mofy but negative feedback because
‘nothing works,” your stress level is going to gp, and that will obviously be to your
disadvantage.” (Vilmos)

“What's important for me is to be able to show mmerfds that I'm really good at
something, that | did something great again. Thetg me a lot of satisfaction.” (Kelemen)

The individual’'s own recognition of his or her pmrhance, the experience of success
and the resulting pride are also factors which rhoute to a feeling of security. This, in
its function, is no different from external recogom; what may be different is the
intensity of these sentiments, as one’s own rec¢imgnimay be stronger than that coming

from others.

“[...] | started looking, and was selected for twther positions — that certainly helped my
self-confidence.” (Vilmos)

“It is important that the idea is born out of mymdi What is important is the experience,
not whether it is ultimately realised or not.” (B=s)

“If I come up with something, that will never bestol'll do it, I can submit it for the
billboard project, and it will go in my portfolioThe creative director can then say ‘yes,
that's certainly a good idea.”” (Eré)
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The train of thought presented above supports Masltheory in so far as demonstrating that
there are, indeed, D-needs, and that the indivitheds when these are satisfied or when they
are not; and this has an effect on the individuabking at the issue of self-actualisation, it is
important to know that the primary function of saled “lower needs” is to provide the

individual with security, so that he or she camttw self-actualisation

Based on the above, identity appears to be a fattbe present which provides the individual
with a sense of security, so that the individuah cdrive for self-actualisation within an
organisational framework. The research conductdl$ edtention to what | have termed
“healthy flexibility of a person’s identity: this refers to the falkat it is, ideally,not “set in
stone,” and exists not inside a set framework,thate is some leeway for the iden{itlis is,

of course, true for all processes involving chanddje following sections will present the
phenomenon when the individual views their prof@ssas something almost “sacred” — in
reference to their identity being set in stone d waill discuss three factors as far as the lack of
leeway is concerned. These three factors are fhmving: (1) a lack of critical subjectivity;
(2) a passive attitude to learning; and (3) théevagtiresence of defensive mechanisms in daily

life.

6.2.2.1 The “sanctity” of the profession

The interviews conducted for this dissertation miaadear that some of the subjects viewed
their job as though it were the “be-all and end-allwhat their company does. Certainly, the
product produced by the advertising agency isrggatocve material — in the words of the HR
staff member: They're the ones who produce our products. [..ikItlear that even if one of
our creative director colleagues is allowed to dorething, the same does not necessarily
apply to mée In fact, the organisational structure also @srmany characteristics of the
“creative director subculture™The character of creative work carries over int@ tantire
agency. Take a look, for instance, at how stribtiginess hours and internal rules are taken.
Essentially, it is the creative staff’'s set of nerthat becomes the entire company’s set of

norms; or, in other words, everyone adjusts todieative directors’ way of workirigLili).

In my view, however, the kind of company structurdescribed by the HR staff member —

that places the creative staff in the foregroung nesult in an excessive strengthening of the
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identity described earlier. This could become flat bbstacle to the individual's learning and
self-actualisation processes.

“What | miss is a major client who wants exactlyavhwant, and wants it just as much.”

(Bence)

“The best solution is not necessarily what is biest me; and the best solution is not

necessarily what the client believes to be thatet®fit is a third way, that the client may

not even feel all that sure about, but eventualiganage to convince them that indeed, it
will work.” (Boldizsér)

It is important to note, based on the above, thatindividual must have a kind of humility
toward their own identity and toward the identity athers. The organisation must also
demonstrate a kind of humility toward each of thbcsiltures found at the company, so that

the groups do not hinder themselves and otherbBe&swork to achieve self-actualisation

6.2.2.2 The lack of critical subjectivity

The lack of critical subjectivity means (see alsection 2.4) that the individual fully

understands that his or her viewpoint is only oheeveral possible perspectives (and knows
the reasons for their personal viewpoint). As iatkd already, this kind of consciousness on
the part of the individual tends to support hirmher in the process of self-actualisation through
maintaining a constant state of “readiness.” Threesholds true for one’s identity and for the

changes it undergoes.

Only a handful of interviews made reference to what been described earlier in the
dissertation as a position of critical subjectivityith respect to teamwork within the
organisation and when fulfilling client demands, ewen when it comes to advertising in

general:

“Working in a team is so much more effective; ybmags get a reaction to your ideas, and
if others don't see something the way you had inejiit, that tells you that there is
something wrong with that message. If you jusbyiyourself to come up with something,
and then think ‘wow, this is the greatest ideaha world ever,” and then you send it on —
you end up surprised if others don't get it.” (E)n

“You have to be able to reach compromises. Com@esnwith account managers and with
clients. You have to be able to explain why youoktlti should be that way — but you also
have to be able to admit that others may have égugmlod ideas, or even better ones.”
(Kelemen)

“From a certain perspective, this is an objectivygpeoach, but in another sense, it is also
subjective. What you see, what you read into itf eertainly, you add your own sentiments
and your own presuppositions about the productrfree interprets it in a different way.”
(Karina)
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Interview subjects were able to provide only vezwfexamples in support of this approach.
The lack of daily self-reflection, as well as aKaaf critical subjectivity, tends to move the
individual's identity toward less flexibilifythe individual does not end up in this “state of

readiness” which would foster self-actualisation.

6.2.2.3 A passive approach to learning

The individual's approach to learning — active as§ive — has a significant impact on the
opportunities for the individual’s identity to ewvel or on its intensity (see also: section 3.1.3).
The organisational categories mentioned alreadye again came to the forefront when

discussing this issue during the interviews: waguirements, position and changes to the
individual’'s position:

“I think | was appointed Head of Art at just theght time: | am able to learn new things
now that | can use to build on my experiences asliaector, which have been starting to
become routine tasks.” (Gefy

“I'm still fairly junior, so I look to XY for leadeship in copywriting. I'm still very much in
the learning phase of things [...]"” (Vilmos)

“Initially 1 spent a year and a half working as a&@inner copywriter, and then | joined the
client side. It was after that that | came baclatlvertising. [...] This is a learning process.
Anything you can, you should grab, including newhtéques, from various people.”
(Boldizsar)

“If I work with a bad concept, | fail. If the conpeis good, you have to get it past the
account managers. If | can’'t reach a compromisénwhiem, | fail. The same with the client:
you have to stand up for the creative concept,ihdan’'t defend it even at the cost of a
compromise, | fail. | am successful if | manageabsfy all three sides. This is the process |
face every single day. And yes, I'll admit this diot come to me naturally; this is a
learning process for me, so that | may keep immgVi(Kelemen)

As the quotes above show, a continuous learningegehas an important role in the daily
life of creative staff. | have termed this kindle&rningprofessional learningit appears that
interview subjects view this concept as one thatrisharily tied to their responsibilities and
their profession. As the beginning of the sectias hlready shown, individuals view these
societal categories (role, work responsibilitiesc.)eas important components of their
identities; it appears, then, that this kind ofdf@ssional learning” also affects their identity.
Although professional development is importantm af the opinion that as far as identity is
concerned, this process contributes to a kind bdliong, as it places strictly professional

values and behaviours in the forefront.
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6.2.2.4 The presence of defensive mechanisms Iy ldai

Defensive mechanisms have been introduced in thieweof literature as factors impeding
learning (see section 3.1.3); as far as their fanttg is concerned, they work much the same
way as the previous two factors.

The majority of those interviewed demonstrated exam of defensive mechanisms during
the interviews, when | enquired about the ethitahdards of their profession or about their
own roles when it comes to increasing the salerofiyicts viewed critically by society (e.g.
tobacco).

“It's not an ethical business, but | try not to tiki about that. You're always going to buy
detergent, simply because you need it. And if pbapo get paid for making sure people
buy detergent, then so be it. If | don't do it, stody else will”. (Erd)

“I get asked this question often. It goes backhe misunderstanding that advertising is
about companies trying to sell their products bgeaieing people. [...] But that is not the
point! In this day and age, it is next to impossibd sell a product without advertising.
There are so many products and services that xfieenely difficult to choose.” (JAnos)
“The opportunities you have for advertising tobaare so limited that | don’t think we
increase or decrease consumption. People just snpekiod. Tobacco needs advertising so
that people are aware of the product. What adviegisloes in this case is keep consumers’
loyalty, get consumers to switch to new brands aonthmunicate product benefits.”
(Vilmos)

It appears that cognitive dissonance (Festinges/1L% markedly present in interview
subjects’ responses:
* “If I don’t do it, somebody else Willbelittling, shifting responsibility
*  “You can hardly sell things today without adverntigi[...]": presenting a personal
conviction as a general belief, looking for extéjnatifications.
« “[...] I don’t think we increase or decrease consption [...]. To keep consumers’
attention [...]": self-contradicting thoughts, looking for externadtifications.
The individual's goal with this kind of rationaligy behaviour is to protect themselves from
the unpleasant features of the situation — i.e. itttvidual is practicing self-deception
(maintaining a phony identity). Through this belwani however, the individual produces an
unrealistic present-image for him- or herself, ithimpedes self-actualisation efforts. The
individual then has to decrease the distance rsbtijetween their real self and ideal self, but

also between their unrealistic self and their stialiself (as a first step).
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Defensive mechanisms appeared to be at work irraesieuations when the interview subjects
were talking about their daily work (the end ressithe same as in the case of the defensive
mechanisms outlined above):

‘I don't share any personal or professional infortita that could have any kind of

negative effect on me. I'm not talking about witlire team, but we have a lot of

copywriters and art directors — it's a terrible fewy if you casually mention an idea and

then see someone else use it later.” (Brn

“It depends on my schedule — if | have time, Ittydo it. But there are a lot of people,

there is plenty of work; it's difficult to set asichalf an hour to teach someone, to give
examples and explain things. | did that before, whevas working for a small agency. |

liked it well enough, but it was exhausting. Yat an’'t do the same here.” (Boldizsér)

The defensive mechanisms at work during the intevsi are a natural reaction, as they

reinforce the individual's sense of security. Nd¢mdess, an excessive presence of these
mechanisms works against the process of changehamagh self-deception has the effect of

one’s identity becoming excessively ingrained.

A basic question when discussing individual setfialisation within an organisation,
however, is whether an individual's reliance onethsive mechanisms related to their work
(e.g. quotes from Efhor Janos) means that they may still realisticatipk for self-
actualisation within their profession; and can tleperience a sense of “being in the right

place?®

As this section has shown, individuals’ presentagibn and present-image can be observed in
their identity.It is important for self-actualisation efforts thiis self-image have a “healthy
flexibility”; in other words, it should provide saedty, but should not impede self-

actualisation as a process of personal change.

6.2.3 The future: lack of a goal, or meeting obstées on the way to a goal

The individual’s future (personal vision for thdudte) is a key category in the process of self-
actualisation: it can appear as a goal, but alsa dsgving force (see the definition of self-

actualisation above).

64 See further discussion in section 6.5.2.
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When it appears as a goal, it pertains to the wifo the future of the individual; that will be
covered first, below. When it acts as a drivingcéror as a road on the way to a particular
goal, then it has to be examined just what and th@wndividual is doing to achieve that goal.

That will be discussed in the second half of thetien.

6.2.3.1 Personal vision for the future, or the latkelated accessibility-analysis

This reasoning meshes with the kind of personatrobbased on Senge (see also: section
3.1.2) and discussed already in the theoreticaicsgecmy goal with the analysis of the

interviews was discovering their appearance intpac

The answers showed that the recognition of theviddal's situation, the organisational
framework they find themselves in and their undarding of their profession has an important
role in shaping individual goals and vision for fo&ure.

“Sure, I'll eventually make senior whatever — bouydon’t have anyone over 40 working
at advertising agencies, so I'm sure there will&é&w be a change at some point.” (Vilmos)
“My enthusiasm is still great, and | would say limmy prime right now; and | get very

exciting things to work on from my seniors. So hisa push ahead as far as | can now,
while 1 still can.” (Gerg)

“I was among the first creative directors here irumgary; and so now sometimes | feel
painfully old already. The field is full of peoptetheir twenties and early thirties [...] to do

this over 40, well, it's not quite embarrassing,ymit | don’t have a lot left to cover in this

field. | definitely keep that in mind when | thisout my future.” (Karina)

“It's custom-tailored. The field is at the point wowhen you can think about creating
advertisements through self-actualisation.” (JAnos)

The individual’s desires can act as a point of deja for establishing a vision for the future,
but so can the organisation’s and the professigipéxifics. In all of these cases, however, it
IS necessary to examine the desires of the individow do the given circumstances make it
possible to reach these goaisality check see also: Senge et al., 1994)?

In my opinion (see the theory of goal-setting irk8esi, 1996), if an individual understands
thereality of their own vision for the futurghe resul}, that can already support their efforts
at self-actualisation; in general, the fact thag@al is within reach tends to provide
motivation. By the same token, if the individuabkothe time tothink about the reality
content of their own vision for the futu(éne procesg that can also work as a motivator,

since the individual is committed to participatingeaching that goal.

I hypothesised that winning professional prizes teve an important role in creative
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professionals’ vision for the future. The interveewonducted have, however, proven this
hypothesis incorrect; it is certainly not the casgeneral, and is not the case even when some
individuals acknowledged the importance of suchkgsito the profession as a whole:

“All these prizes mean is that a lot of other cieatdirectors think the same as | do. |
might have a second prize that | got jointly witim&one. I'm happy to have received it, but
it's not something | strive for consciously.” (Be)c

“These prizes really don’t mean a thing to me.dtjbad to laugh when | saw my name in
the paper for having one some prize, because tirgptfto tell me about it. | was happy,
and it was great; but the only time it really mastés if you're trying to advance in your
career.” (Erng)

6.2.3.2 Getting mired on road to individual vision the future

There can be two reasons for getting stuck: thiviehaal can fail to grab hold of what Senge
describes as creative tension (due to a lack dityabr willingness), or the individual may
experience low self-understanding, which is matéfgsas the lack of an ability in the

process of achieving a vision for the future (ssetisns 2.5 and 3.1.2).

This creative tension can be explained either bypifofession itself or by the organisation; in
the case of the latter, the sources are primdréycb-workers.

“When you're shooting a commercial, you have td@the studio to select the sounds; you
talk to the composer, the cameraman and the lightéthnicians. You choose a location,
you go out there, you're involved in casting thedsle and you select props. That's
exciting; it's fast-paced, and you meet interestpapple. | really like it when you have to
get out there to do something; that’s the best,gaotv it all comes together.” (Ef)

“I'm among people who share a kind of intellectstimulation. Intellectually, you get what
you need every day; and you look at, say, twenisliand videos every day, which is
interesting.” (Marti)

“There was a fellow here, responsible for strategianning; there’s probably just one or
two of them in the country. As one of our senibvgs able to meet with him. He is around
sixty, and has spent twice as much time workinfigifield as | have. Yet he’s completely
open to new ideas — | found that extremely insjgirat. But this is not typical; on a day-
to-day basis, | get most of my inspiration fromtegm, due to my position.” (Janos)

As the above has shown, the source of the cretgh@on varies, but it is entirely up to the
individual whether they manage to grasp that or. i8#lf-understanding can help: the
individual is able to recognise creative tensiomg & able to make use of it as they work
toward their personal vision.

“I know why I'm here, | know what I'm doing and hdw, more or less, what my
competencies are: | need all of these for selfaigation, to come up with something
particularly good.” (Karina)

“If 1 come up with something, that will never bestiol do it, | submit it for a billboard
contest and it goes in my portfolio, etc.” (Bjn

128



“Call me masochistic, but | like a more strict ord® things: if I'm given the goal, the
deadline and the budget [...] You can do whatesandcessary for whatever deadline and
for whatever price — that's easy; but to do thishivi a set framework is more exciting and
that's what the challenge lies in.” (Berni)

“I've always been attracted to coming up with sonireg and then seeing a lot of people
work on realizing that. You have a sense of regpiitg, but you also have a fear about
just how it will work out. If it's my idea that Wwibe realised then it really should be good.
And for it to be good, you need a lot of peopled pou worry about just how good the team
is and just how good the idea is.” (Efn

It is also important to discuss, here, what ithattdoes not lead to creative tension in an
individual, as these processes would not steer tberard their vision for the future:

“There are certain tasks which | personally finddeinteresting. I've tried some of these,
and | know, for instance, that | don'’t really cdi@ writing direct mail letters. | also find
some BTL things less interesting, because theyaaretried and tested’ and they're less
flexible. There’s little positive stress to thokmgs.” (Boldizsar)

“I've done a lot of print materials, but it was n&vexciting: you just write it, the director
inserts it in the layout, it goes to press and '&t” (Ern 6)

Creative tension is referred to in daily usageiasgiration” and “positive stress.” | suppose
that a recognition of what inspires the individeand through whom or what this inspiration
can be obtained — helps the individual achieve -waiferstanding (by processing

experiences).

Based on the conclusions of this subsection, Elselthat the relationship of the individual to
the future plays an important role in the procdssetf-actualisation: it sets a direction and a
target — so defining this concept and making itisea is key for an individual striving for
self-actualisation. It can impede the process tfasdualisation if the individual finds no
creative tension to inspire them in their work,cannot take hold of that (primarily as a

result of a lack of self-understanding).

6.2.4 Summary

This section is a collection, based on the reseamiducted, of personal factors which

impede an individual’s efforts at self-actualisatio
The results of the research serve to confirm somthe factors listed in the theoretical

summary as impeding an individual's efforts; selvetaer factors also emerged which are

new, or were presumed to be less significant presho
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= The individual’s life story, seen as the processugh which their work became their
profession: personal responsibility on the levehbilities and willingness;

= Maslow’s D-needs as factors reinforcing identity;

= The “sanctity” of the profession, as a factor whibardens the identity, and is thus a
hindrance to self-actualisation;

= Creative tension serving as inspiration in daifgli

A train of thought involving the past, the presamid the future can help uncover these

elements, and can serve to depict, simultaneotrstyindividual’s life story and the process

of self-actualisation as one moving from a starpogt to a finish.

The research question | posed at the outset aebgon was the following: “What personal
factors contribute to a creative professional’$vatrat viewing their work as a vocation, and
to their work providing opportunities for self-aatisation? Why do these factors work this
way?” My answer is the followingAn individual's work can become their vocation as a
result of a process involving personal respondip@ind learning. Experiencing their work as
a profession is an important component of individuaself-actualisation within an
organisational structure; to support the proceselt, however, a so-called flexible identity

can also serve as an important aid.

6.3 Factors on the job impeding self-actualisation

This section will present factors impeding selfeedisation which originate specifically from
the individual's work. | used the following reselarguestion to help understand the findings
of my study:How do workplace characteristics influence creatprefessionals’ experience

of self-actualisation in their jobs?

First, this section will present an overview of thdividual's relationship to their work and
will then examine their work as a system, throufgh opinions voiced in the interviews
conducted. As this section will show, there ardedént emphases than were found in the
theoretical part. The individual’'s relationship tteeir work receives more attention when it
comes to behaviour on their part aimed specifically self-actualisation than to the
characteristics of their field of responsibilitieBhe reason for this appears to be — and

evidence will be provided in the section below -attthe individual tends to view the
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characteristics of their work as a “given,” whiledking at their own relationship to the job
as a changing variable, and believing that thedathay be easier to change than the former

6.3.1 The individual's attitude toward their work

In the review of the literature, | defined the midual’s relationship to their work as a factor

affecting self-actualisation efforts. This relatship — so that it may be understood and

analyzed more easily — was divided into three f&cto

= To what extent does the individual feel that theuhes of their work are their own?

= To what extent, and how, does the individual asspesonal responsibility in their
work?

= To what extent is the individual committed to theork?

What is common to these three characteristics $® ahherent in the concept of a

“relationship”: the issue afbjective judgmenis. subjective perceptions

As far as research methodology is concerned, thsoach indicates that as an outside
observer or researcher, | cannot question theipest negative aspects of a given situation.
The interview subjects describe personal percegtioartainly, suppositions can be voiced,
but the actual perception cannot be questioned.

This is significant in terms of self-actualisatithecause that is, above all, subject to the
individual: how does the individual behave, and i@ the consequences of their actions
(does the individual feel that the results of theark are their own; does the individual take

responsibility for their actions; are they comndtte their work)?

6.3.1.1 When the individual does not feel the tesiutheir work is their own

In the interviews conducted, | always asked subjaziprovide concrete examples when they
mentioned self-actualisation experiences. In séwases, subjects spoke not only of feeling
their work to be their ownbut also of attaching further emotions and exgmaes to their
work.

= Feeling of pride and joy:

“The DM we did there we always filled with buttaasd CDs; it was just a great thing to
witness.” (Marti)
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“The logo of the event, that | came up with, featufour little heads — a father, a mother
and two kids — in a circle. This ended up on alih&f product packages and it was on there
for a long time. That really was a great experieh¢&anos)

“It was my idea to draw very basic little shapestire dots on the packaging of Baba
products; and that's how we came up with the cagmpaif dots and reasons for grandma
and grandpa to like the product. That is still aspecially fond memory, and has been for
years.” (Karina)

= Feeling of power (as an effect or force):

“There are certain things that are not worth fighgi for; but then there is an idea which is
so coherent that you want to fight for it to thedeifhere are battles which are worth
fighting.” (Marti)

“I've always been attracted to coming up with sonireg and then seeing a lot of people
work on realizing that.” (Erd)

= It is important to recall that “possessing” workshalready come up as a concept
earlier, when discussing how the individual gragpes concept of self-actualisation.
One example:

“Self-actualisation is being able to reach whatdjust described. You might have to
resolve conflicts and come to compromises to ntakeltent happy and yet also keep your
creative ideas; that would be the ideal solutiong dhe role | have in this is coming up with
an idea, standing up for it and reaching a compi®miThat's what self-actualisation is

about.” (Kelemen)

Although | have previously introduced Fromm’s ide& possession (to have) as an
impediment to self-actualisation (see also: se@i@6), the research appears to indicate that
it is important for the individual to feel that the relswlf their work is their ownThe
difference between these two ways of experiencimgs@ssion, based on the above, is that
while Fromm places possession only in the focuterwew subjects indicated that their
feeling of possession is interconnected with o#imeotionge.g. pride, power).

In light of this, it seems plausible that teperience of possession can support an individual’
efforts at self-actualisation, as long as it exiat# only for itself but is complemented, or

“filled,” by other feelings and experiences

6.3.1.2 Failure to assume personal responsibility

Assuming responsibility was emphasised severalgimethe relevant theories. During the
interviews, therefore, | was less interested innge@hether assuming personal responsibility
really is important to the process of self-actwlmn; | researched, rather, how and in what
shape that is manifested. In other words: “whatsdmgerson, who is personally assuming

responsibility in the interest of self-actualisatiolo?”
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Interview subjects mentioned several examples firagg personal responsibility.
In certain cases, it is manifested in the resutihefwork; that is how the individual tries to
present him- or herself

“What's important for me is that | manage to shamme of my values; it could just be some
kind of educational message to consumers. [..I\vags try to do something that can impart
some kind of benefit to the consumer. In the chsm online site, it is crucial that it be easy
to use. In the case of a grocery product, you warghare the information that if ‘you eat
this, this will be good for you, and representgmoant of your daily needs compared to other
things like exercise, etc.’ It really is importatat tell consumers something interesting, as
opposed to just advertising a product.” (Kelemen)

“We've got a lot of clients, but when I'm workingy fany one of them, or when | was purely
on BLT, | was and am still able to sneak in sonméetya That's important to me, if only so
that | don't get bored with my job.” (Ge#)

It can also be a kind of personal responsibilityhi individual does something in the work
process that is also important to them
= This could happen toward others or toward the idial themselves:

“There are battles that are worth fighting, buttlifey tell you not to, then you've got to stop.
You don't necessarily have to fight Don Quixotetbat” (Marti)

“You have to focus on everything; you can't evet geppy with anything or anyone,
because that's when you end up doing massive marsometimes on weekends, too. Within
the team, we try to spread the load efficientlfhsd everyone carries more or less the same
amount.” (Gerg)

= This could also work bybserving the individual’s own activitiesven if that leads to
internal conflicts:

“I am liable to get a little aggressive and to $timy nose in other people’s business. If I, for
instance, see an art director on the project whbesitating, | tell them to come up with a
new idea. [...] This is what can easily lead tceimtal conflicts, but you're supposed to solve
these with psychology and knowing what tool tontetso’ (Marti)

“It's important to me that the ad have something@pl to it: maybe a little humour, and a

slightly indirect phrasing. We shouldn’t say thaetapple is red, but simply ‘Snow White.’
(Vilmos)

“I don’t think you could do creative work withoustening to music and surfing the web in
the meantime. You could call this inspiration-gaihg.” (Erng)

Finally, there were also examples which seemeddicate that personal responsibility during
the working process shows that the individual igkiay toward “bigger and better things,”
moving toward new operations and trying out newsski

“I've got a couple of these templates, but | tryaeoid using them, since it's not good to
always be proposing the same idea. Even thoughwieydn’t notice — but it would just be a

bad feeling for myself.” (Marti)

“Well, the editing — that really was interestinghd editor was a German girl, the director

was Swedish and everyone had of course gone hosa¢.ih the studio with them and we
tried to piece together the material without thét even being there. That was quite a
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challenge, and was really detailed work. You hadge foreign languages and just really be
on top of things” (Karina).

In general, it may be stated that personal respditgiin the process for self-actualisation can
take many forms, but what is common to all of thieshat it is a realisation — or an attempt at
realisation — in thevorkplace, or in other relationships, of everythingich is important to the

individual

6.3.1.3 Failure to commit to one’s work

The individual’s love for their work and their coniment to their job is, as the theoretical
summary has already shown, an important — but matusive — component of self-

actualisation. This condition was also examinednduthe interviews.

The answers received were rather multi-faceted:esorare related talaily work and to
relationships at the office which direct the indival’s attention to daily pleasures rather than
long-term satisfactionlt is my supposition that the former serve torggtéen the individual’s
“daily” commitment toward the organisation, whileetlatter do the same for one’s long-term

commitment toward the profession as a whole.

= Just what the kind of work or work processes wtsgpport this kind of commitment are
depends on the individual; several respondentsgliery pointed tseveral factoron the
job which they take pleasure in:

“I just love the whole thing, really! Brainstorming a really exciting process [...] and then
implementation is also exciting, whether it's slgta commercial, taking photographs or
simply working with Photoshop.” (Gefy

“Coming up with templates, which means that ifdfit valuable, | can use it, and then | try
to use an exemplary one.” (Bence)

“We put together a school program about milk andisiaming dairy products. We compiled
a workbook for the kids and a teacher's manual thweir teachers. Putting the manual
together was almost entirely up to me, it was allaall. [...] | think it turned out great in the
end.” (Karina)

= Working in aleadership positionwas only mentioned by two of the three creative
professionals working in such positions, and thag mixed emotions:

“Well, | do have a lot of administrative respondifés; training courses and clients and
such. But whenever | can, | try to get involveth brainstorming and the Photoshop part of
the process [...]"” (Gerd)

“There are things, of course, that | don't care farspecially the overly politicised and
administrative parts of the job. [...] It's one Hig to be a creative director, but it's quite
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another to have a team that | need to use to preduenething good. It's exciting to have a
team, and | know what kinds of personalities ardétohknow what's going to work for some
people; | know the psychology of the whole thing that has to lead to something good.
There are, certainly, plenty of things to pay ditem to; human things, political things,
professional things — but this is what makes thm@ao exciting.” (Boldizsér)

Work performed together with other colleagues dap act as a factor which moves the
individual toward commitment.

“In my previous job, | didn't especially care fdne briefs, but | did like the brainstorming.
[...] 'm not sure the end result will be the béstthe world here, but the briefs and the
meetings are great.” (Marti)

A particular organisational process (which may esen the company apart from the

competition) may also contribute to an individuasmmitment:

“What | really like at this company is that creaivdirectors are also allowed, and
encouraged, in fact, to go and meet with clientermdve present our work. [...] This is a real
opportunity for development.” (Berni)

Finally, as the research hypotheses have indicalteédy (see also: section 4.3.2), the
brand which the creative professional works wigodlas an impact on commitment:

“From this perspective, it would be better to wark brands which are closer to my way of
thinking and to me personally. The brand also asfbow we work, and brand regulations do
as well. If we're shooting photographs with the mlogdearing a bikini, they may specify that
the strap has to be up; or they may tell us thatcme’t turn the project into a viral
campaign. These are regulated.” (Kelemen)

Another set of answers is related to the advegidimisiness itself, or to some of its

components. If the individual is able to, at legsnerally,define what they like in their

profession it appearsmore likely that they are actually “in the rightgde€ compared to

scenarios where commitment is more toward the asgtonal characteristics (co-workers,

brands). This appears to be the case becauseg améhhand, these characteristics may work

toward retention with the given company, but casoalistract the individual from the process

of self-actualisation. On the other hand, if thdiwdual decides to leave the company, they

may have a difficult time finding their place araderin another organisation.

The communication channels for which creative meienals develop each campaign may
also have different effects on individuals’ commeim

“My favourite channel, which | think is actuallyode to an art, is guerrilla. There are
advertising channels, but because you expect ttoespew forth advertising, we have to try
and place it where it is unexpected. It's a new im&yent, with the advertising coming at
you where you wouldn’t expect it.” (Bence)

“I like whatever is interactive and showy; | likbet internet, television, guerrilla campaigns
and being out in the street or at events.” (&rn
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= The ATL and BTL components of advertising are séiffierently:

“I really like BTL, but it's almost like a stepchilin Hungary. [...] It's a great challenge to
have to work, daily, to be able to produce a DM andanner so that the person who sees
them doesn’t throw it away or doesn'’t click awayriediately. | think that's a great thing.”
(Marti)

“I like both of these; the work is very differeaid the challenges are different as well. BTL
may be a little more laid-back, at least as farthe tobacco industry is concerned. When
we're doing ATL films and such and you have totgdhe shoots, that's a more fast-paced
lifestyle. BTL is a little quieter and there are e@arth-shattering news.” (Karina)

“We've just won a BTL job for a company, and noveatirse we’re working on that. But the
ultimate goal would be to get their ATL, televisaord all. In these things, you're better able
to present what you're capable of, rather than tigb a sticker on some car.” (Eéh

= The individual's perception of the creative profeasand the resulting complex image can
lead to them feeling that they are “in the righaqa”:

“[...] you can couple creative work with strategihinking; in other words, you have to be
both a little out of your mind and able to think anstructured way. [...] starting with the
brief, all the way to strategic thinking and theti@reative bursts from the art directors — I'm
fine with all of that, as long we don’t have oumkla tied.” (Boldizsér)

“I think that this whole creative work is about itng to find a solution to something which
hopefully consumers will find interesting. Creatdiszctors come up with new templates; but
everyone knows the building blocks of these. Anyl what's most important for me is that
my work produces tangible results: you can chec&tirdr sales increased or not. The same
can't be said of other arts, and that would redityther me there.” (Bence)

It may then be concluded — confirming the theorthat it is exceedingly important for the
individual's self-actualisation to have a genergblysitive relationship to their work. This
positive attitude can take several forms (see tisection®); but what is most important is
emotional involvementithis can release emotions that may then be maedest the

individual’s attitude to their work (assuming resyibility, for instance)

6.3.2 Characteristics of the job

When discussing the theory, | emphasised work respiities among the factors which
impede an individual’'s self-actualisation and whate related to their job; one of the key
concepts to discuss here is “the game.” The conmfeiie game is used by Csikszentmihalyi

(2001), when discussing autotelic work, and is desed as the following. Work should

% These three factors, which render the individual’s attitude understandable, are most likely related
through causality (e.g. if the individual likes their job, they will assume responsibility for their actions),
but these relationships did not become apparent in the interviews; this may, however, be the subject of
further research.
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include variety, appropriate and flexible taskgaclgoals and immediate feedback (see also:
section 3.2.2). | attempted to gain an understanadirthe features of this game, with a special
focus on clear-cut goals. The goal, in additiobémg clear for the individual, should also be
within reach (the literature also spells out as muEinally, | was also looking for examples
of whether the work responsibilities of the indivad meet their special demands, as this can
also be an important supporting factor of self-akisation.

6.3.2.1 The lack of play

Those asked about the concept of the game tendehbght variety, above all, as the most
important feature of their scope of responsibgiti#¢ was also mentioned as one of the key
benefits to their jobs. It is seen as a benefihse without it, the individual — as a member of an
organisation — would burn out more quickly.

“[...] I don’t come to the office knowing exactlyhat | will be doing at 8.05 am, at 12.05 pm
and 4.05 pm. There are days when all we do is veGtipts, there are brainstorming days
and there are days for casting. There is a lotasfaty.” (Marti)

“We’re the most affected by 360-degree communinatits good because it offers a way out
of these commercials which feature nothing but gagp (Ern 6)

“There are always new briefs and new clients, serg¢hare always newer and newer
challenges to focus on, and you're a lot less¥ikelget bored of that.” (Boldizsar)

“As long as | feel | can still move up, and as laggthere is still something to learn with new
things in it for me, there’s no way | would feetied out.” (Gerg)

Two respondents referred to the game specificaltiyta its noteworthy concept:

“You're playing chess with the brief, and you hawesolve the puzzle.” (Berni)
“This is the solution to an intellectual puzzlegthgive you certain elements, and then you
have to work to make the best of that. It's a gaiBnldizsar)

The organisation itself works to provide the oppoities for this game; creative professionals
have at their disposal several brainstorming rowontisin the building. There are “pods” and a
foosball-room (which is where the interviews weomducted). The walls of the foosball-room
are decorated with the scores of account vs.ceeag@mes. For the creative staff, these
opportunities to “recharge,” provided by the compaprovide a safe environment for doing
mental work and also a kind of freedom.

“If someone had told me two years ago, when | vidlsweorking for another company, that
creative directors need a play room in order simjgyget by, | really would have laughed.
Today, | know just how serious this is. This is tlegy work, and this is a kind of reward for
their talent.” (Gal)

“There is a foosball-room and a ‘thinking room’ ithe back; that can help. There’s quiet and
there’s also a chance to play foosball. Or jushiht (Boldizsar)
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“[...] there are these little ‘thinking rooms’ wheryou can retire. There is also a foosball-
room. You can walk out to the shore of the Dan@reative freedom — you really get it
here.” (Erng)

It is important to note the symbolic significandetloe foosball-room: company seniors installed
it not for the creative directors to play in, batimprove their quality of work (“produce more
and produce better”). Interview subjects who meradthe foosball-room all did so in a positive
context (it “recharges me” or “it helps releasees#f). In this case, the goals of the company
management and those of the creative staff convergragement provides the opportunity for

play, and the staff makes use of that opportunity.

6.3.2.2 When the goal is not within reach

In the theoretical part of the dissertation, | edllattention to the reality of the individual
reaching their goal, as one of the key factors Wwisigpport self-actualisation (in addition to clear
goals).

Working at an advertising agency, in general, ptesithe individual with the opportunity to see
the results of their work (i.e. on a campaign) issal; accordinglya goal which is closely
related to one’s work is truly within reach

“[...] I write music: we get together with the cowger and brainstorm. We try to put our
ideas on paper, but not with words, which makesjtecially exciting. [...] There are plenty
of these details, and at the end, the campaignbeith realisation of your ideas.” (GefYy

What | have termeddrganisational goalsgoes beyond the above concept, and refers tesssu
such as acquiring new clients or keeping old ofresay opinion, the organisation was able to
clearly communicate the goals, and they are evitteistaff members (e.g. to bid on tenders);
they are also apparent in staff members’ way afkinig.

“Last year, we won some six tenders with my teanj.\We had one last week, too [...].
We're a growing branch of the agency, so it looke lit will be a substantial project.”

(Gerg)

“I know that the primary goal of my work is meetiolient expectations; this usually boils
down to reaching some kind of level of sales,statilly. This is a specific, very materialistic
business goal.” (JAnos)

In addition to the goals of the organisation, tlealg of the individual also matter; in fact, they
are more important in the process of self-actuadina According to the interview subjects,
however, the attainability of individual goals (whivary considerably from person to person;
e.g. “to be useful for society”) is subject lesghe organisation than to the client (see the @ecti

on the client later).
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“It's another matter, but | think there is also additional element: whatever it is we're
communicating, it's got to have some kind of pesithessage: it's got to be good, attractive,
useful — either for society or for the individupl.] We do a lot of things for them that we
really don’'t enjoy doing. Much of our energy is samed by trying to make the product
appear more human and more consumer-friendly. Eattdoesn’t always work out.” (Janos)
“I think it is important for everyone that there m®mething good about their job. What's
important for me is that | manage to share sommwfvalues; it could just be some kind of
educational message to consumers. My clients likeapproach, so they often accept my
ideas.” (Kelemen)

Let me also recall the concept of self-actualisatie a means of achieving a goal (ideal self). In
this case, there is even greater emphasis ondhgyaf the goal and its attainability.

“I always know where | am headed: there is alwdys small goal out there that | can expect
to achieve.” (Vilmos)

“For me, self-actualisation means that I'm on thght track; | have plans and | have goals.
If | can realise these, that is good; if | canfiat is not good.” (Erd)

Results of the research show that defining a geakly is a task that is both the responsibility of
the organisation and the responsibility of the widlial. Communicating organisational goals is
up to the management of the company and a subfecompany culture. Seeing — and
demonstrating, through their efforts — the indivatlsl own goals is, however, the responsibility

solely of the organisational member.

6.3.2.3 Forgetting about the individual

Taking into consideration the individual when detering their area of responsibilities (see also:
section 3.2.2.1) is important for two reasons. @e one hand, it supports the individual’s
commitment toward their work, which is a precorattiof self-actualisation. On the other hand,
an organisational culture which is centred on tidividual supports the individual’s efforts at

achieving self-actualisation within the organisat(end not elsewhere).

Younger and more experienced interview subjecth baticated experiencing a kind of liberty
simply because their seniors or colleagues pawtaiteto them and trust them:

“It gives me a kind of liberty, or a feeling of iegendence; maybe | can feel like an adult
here, and not like a child who is constantly besngervised.” (Marti)

“It's great that even as a junior staff member Ivieaa client all to myself without anyone

watching over my shoulder.” (Vilmos)

“This is a very comfortable situation for me; | domeed to think about sticking to the

budget, | can focus on pursuing ideas and dabhlingarious things. At the end, my direct
supervisor can filter my work to see what staysahdt goes.” (Kelemen)
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“Maybe the reason | liked it so much is that | wgagen free reign; there was a structure to
stick to, but | was able to fill it with contenteVen included a childhood story of my father’'s
[...]” (Karina)

Placing trust even in more junior staff memberexgemely important (and is something which
the supervisor needs to decide, although it cam ladsa part of the company structure), because
this trust and this confidence in oneself is aniremvnental element (see Rogers’ thoughts in
section 2.3) on the road to “becoming a whole paabty.” In the same vein, | believe that if the
staff member is provided this kind of trust at theginning of their socialisation in the
organisation, they are able to turn their attentmiearning, developing and attaining their own

personal goals.

The trust placed in the individual by their direapervisor is only congruent (see, again, Rogers,
section 2.3) if the organisational culture alsoowa for the manifestation of trust in the
individual. This is evidenced when a member of dnganisation can see and experience this
behaviour from senior management, colleagues andhen systems and processes of the
company. Some examples:

“We are always looking for ideas for different tgs | can choose any idea, no matter how
strange, and there’s a good chance it will get aifpee reaction from my co-workers. Mental
freedom for me is that we don’t run aground; a bheddbrming session can lead anywhere. We
obviously need partners for this kind of freedofiarti)

“If someone is constantly being driven and hasdegkdoing the same thing, say, working for
the same client for years, that can be one undedsthle reason for burning out. Here at this
company they make a point of moving each persendifferent area every year or two, to
new positions, so that this feeling of being buroet only occurs later, or does not even
occur.” (Gerg))

The trust placed in an individual and related teirtliob can be examined from the point of
view of just how much workplace processes are lauilthe individual, and how free they
make the person feel (see also: section 3.2.2.ZkrHan et al., 1975)If the entire
organisational culture is pervaded by this trusdasongruence (manifested in the behaviour
of direct supervisors and senior management, a$ aglin processes and systems, etc.),

individuals have the opportunity to achieve selizatisation.

6.3.3 Summary

In this section, | examined the factors which imped individual’s efforts at self-actualisation
and which can be traced back to their relationshitheir work. Compared to what has been
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presented in the summary of the literature, factersch are related to the individual's
relationship to their work received more attentiom the interviews, whereas work

responsibility issues were discussed less.

Three factors were used to describe the individuattitude; based on those, the following

conclusions can be drawn:

= The experience of possession (i.e. that the indaligiews the result of their work as their
own) and related sentiments play an importantirotee process of self-actualisation.

= Taking personal responsibility pervades the enfisele of self-actualisation; typically, it
means that the individual is able to apply theillslactively, regardless of whether those
may generate internal or external conflicts.

= The individual's commitment may be directed towdh# organisation or toward the
profession — the former is more likely to reinforteeir efforts at achieving self-

actualisation within the given company.

In addition to the individual's attitude, as it hakeady been pointed out in the research

question, the characteristics of the individuatse of responsibilities also affect their self-

actualisation experiences as related to the wockpla

= The opportunity to engage in play(ful behaviour)tie workplace provides variety and
excitement (as opposed to boredom and the posgilmfi burning out), as well as
relaxation and freedom (as opposed to monotonyaaratrow focus).

= A clear understanding of goals related to the inldial's scope of responsibility is
extremely important as far as self-actualisatioalg@re concerned, as these represent the
structure which the individual, as a member ofdhganisation, can “fill with themselves”
and can thus achieve self-actualisation.

= Attention focused on the individual as well as thest placed in him or her is less related
to their scope of responsibilities than to theile@gues or supervisors, but this is also an
important factor in self-actualisation. Charactérgs of the individual's scope of
responsibilities, as long as they project some lahdalue system (attention, trust), can

also affect self-actualisation.

The characteristics of the individual's scope ofp@nsibilities work to support self-

actualisation efforts if they are congruently endesti in the organisational culture. In other
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words, the organisational culture and the spectidhe scope of responsibilities must project
the same values as far as self-actualisation oppitigs within the organisation are concerned.
In the next section, | will examine further factordated to the organisation (besides the
organisational culture), in an effort to providegeeater understanding of factors impeding

individual self-actualisation and traced back t® ¢inganisation.

6.4 Factors impeding self-actualisation, ascribedt o the organisation

In this section, | will examine factors impedingdividual self-actualisation which may be
traced to the characteristics of the organisatidre following question was asked to help
direct the researchHow do characteristics of, and people working fan organisation
influence creatives’ work-related self-actualisaiio

As it has already been shown in the discussionhef relevant theories, organisational
characteristics are most salient in the companygamisational culture (values, systems,
processes, etc.). Accordingly, | will first analymganagement and leader behaviour as a
defining element of organisational culture. Thistéa affects not only the daily functioning of
the company — and, through that, self-actualisagfborts — but also organisational culture as
such. Then, I will discuss other aspects of orgdmneal culture less related to leadership but,
nonetheless, having an impact on self-actualisagiborts. Finally, | will analyze a factor
which falls outside the formal boundaries of thgamisation but nonetheless affects daily
functions significantly: the client.

6.4.1 Organisational members: leader and team

6.4.1.1 Leader and leadership skKills: lack of trasleaving it be

As mentioned already, the leader and the leadehsviour are especially important elements
of the organisation’s culture. They define and grait values, systems and processes.
According to the relevant theories, trust that itidividual feels from their surroundings, or
more specifically, the leader’s perceptions oféhgployee’s attitude to their work (Y theory)
affects the daily life of the employee and alsoirttedforts at self-attainment (see also:
sections 2.3.1 and 3.3.1.1).
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During the interviews, | examined, primarily, wheth employees in the particular
environment feel trust from their superiors, anthéy do, whether that affects their efforts at
self-actualisation.

“What matters most to me in this free-soaring atpiese is that | am allowed to work
independently, without someone constantly lookimgr any shoulder. I'm happy with the
arrangement here, and as a leader myself, | tlydlbave the same way.” (Geig

“At an advertising agency, and especially in a drea division, there is a kind of free
thinking which you definitely have to allow to thei There are directions and there are
guidelines that the management provides, but tieectually much latitude and everyone
can interpret these the way they’d like.” (Kelemen)

“Here too, there are serious boundaries. I'm sunege can be crossed, but these boundaries
are wide enough so that you feel you can stay énsicem and still make the most of
yourself.” (Berni)

“Obviously, my supervisor is there when we're wogkion important projects like tenders.
But he lets me do things my way on more routireutomatic taskings.” (Marti)

The answers above indicate that thera tsust between the leader and the employeesjrand
some cases this trust may even drive self-actuaisg‘to make the most of yourself”). In

some cases, this trust is actually the foundatwrstich efforts (“have to allow it to thrive”)

During the interviews, when subjects spoke of tHeader entrusting them with certain
projects, | often felt that this meant more sonrmegHike their superior'seavingsomethingo
them. In these cases | asked specifically aboutitierence between these two approaches,
but interview subjects tended to regard the sibmatnore as being entrusted with something.

“We’'re all adults; you put people in certain positis so that you can leave certain tasks to
them, no? Why should big brother then stand over yhoulder all the time? There are,
certainly, ways for supervision: if we have a tandee’ll take the final concept to the
managing director, who offers guidance and takdsahat he sees fit [...]" (Gerd)

“I think if the management sees me performing Veajiven free reign over something, they
will only get involved if something is amiss. hththat's trust.” (Gerd)

In relationshipsbuilt on trust, the superior really will give a free hand for meers of the
organisation to do their job, and wehtrustthem with the work. Additionally — and this is
where entrusting differs from leaving somethinghe staff -the leader is always available for
the employee (e.g. to ask questions), also denatimgfrthe supervisor’'s suppofto this end,
however, it is very important for the leader to wnexactly what may be entrusted to each
employee (see maturity-theories, discussed eadisd)to track employees’ work, and provide
feedback and even instruction if necessary.

“When | task my team with something and when | malgecision, | always try to be
perfectly democratic. | get the final word, butry to assess what ideas they may insist on
and why; by trying to understand that, | can trytiake a fair call in the end.” (Ge&)
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“It gives me a kind of liberty, or a feeling of iependence; maybe | can feel like an adult
here, and not like a child who is constantly besupervised.” The boss is often not even
involved in the work, but he can see and hear Whatvorking on. We sit very close to each

other. And | know | can always ask him questiord Answer and even teach me if he sees
that | couldn’t work my way through something.” (M#

As far as self-actualisation is concerned, whainst important is for thenember of the
organisation to experience the trust of their leathetheir daily work.What this means is that
perceived trust is more important than actual trust

“l think my boss trusts me. The turning point wasew | managed to sell a solution to a
client that they would never have accepted or ddoedo [...] but human factors also figure
into the equation — unless you have harmony inghband in attitude, you can be an awfully
good professional, it'll make little difference. \Wave this harmony, fortunately. What's also
true is that | would be unable to work without truswould constantly be thinking about
what my boss will say about something. This wanlwork the way | want to.” (Ed)

“My supervisor supports me as | move the processdud from the brief to the realisation,
and this really makes a difference for me. The fhat he places trust in me helps me be
myself.” (Berni)

The concept of trust (earning and experiencingvdy present very emphatically in what the
interview subjects described, and they tended tterstore these questions when asked about
experiences of self-actualisation. As discussedhe theoretical part already, theader’s
communication and the leader’'s learnimge also organisational factors which affect self-
actualisation. During my interviews, leaders’ conmication was only discussed in the context
of communication related to certain situations .(éaur operations are professional, but
internal communications and the internal flow oformation are just disastrous” ¥ilmos);
interview subjects did not provide examples of type of leader communication discussed in
the theoretical part.

Also, the examples given in the context of leadarning applied explicitly to professional
learning (e.g. I'try to match up my colleagues in pairs so theg able to learn from each
other” — Boldizsar), introspective development as a wayafring was never mentioned.
Certainly, this does not mean that these are ngpbitant or are irrelevant as far as self-
actualisation is concerned. It is possible thatha company’s daily functionsnd during self-
actualisation efforts these influencing factors ar@ consciously present (and so cannot be
investigated in an interview)Jnfortunately, due to the constraints of the redgal cannot

provide an answer to this question.
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6.4.1.2 Lack of team spirit

In the review of literature, little was mentioneboat the colleagues of the individual in the
workplace. Especially in advertising, however, teaork is very important. In my view, it is
important to discuss this as a factor affectindraefualisation because the concept of the team,
as a structure, is vital not just in advertisingt in many other organisations as well. Therefore,
lessons to be learned from the interviews condusf#d creative directors may be applied and

may be useful anywhere teamwork is involved.

For creative directors and for the staff of an atissag agency, teamwork comes naturally (see
section 4.2). This factor may, in itself, be onattlither supports or impedes self-actualisation.

“This sense of community within the company comues fhe line of work we’re in. We work

primarily in teams, and only a fraction of the titmg ourselves.” (JaAnos)

“Everyone insists on everything all the time hevat they all have to come to a compromise:
the copywriter, the art director and the accountrager. There are a lot of people who will

chip away at anything you come up with. And th#yeeihave reasonable explanations for it,
or they just claim to know the client better thaw ylo.” (Erns)

In this section, | will examine how teamwork — lifete is a need for teamwork — can impede
self-actualisation. | used the expression “lackeazfm spirit” to describe this concept. What,
exactly, does team spirit mean?

= A dependence on each other on the job:

“We involve our account managers in all of the drea processes, and so we have a great
working relationship, definitely very fruitful. [}.But we need this kind of relationship to be
able to sell the ideas that are important to us.ts allows the various marketing and
financial reasons to also be included in the praceglanos)

“Working in a team is so much more effective; ybwags get a reaction to your ideas, and if
others don’t see something the way you had imagtnéuht tells you that there is something
wrong with that message.” (Efi

“I get along very well with my account manager; walerstand each other, we don't need to
go into anything superfluously — we tell it likesit and that's great for me.” (Marti)

= An emotional dependence:

“We really live here, in a way; we work long housn eventually we do feel like we're
siblings or a family. We pay attention to each athéeelings. We're not here to produce
droids.” (Gerg)

“This is more than just a professional relationshifs more emotional than that. You need a
lot of empathy so that you can motivate and helghasther even when we're all tense and
tired. [...] And I think we all get a feel for thaAnd if we see that one of us is swamped, then
we’'ll ask if we can help, instead of sneaking @utier.” (Berni)

= An intellectual community, which creates a depewdesn each other for development:
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“I'm among people who share a kind of intellectsamulation. Intellectually, you get what
you need every day; and you look at, say, twemysliand videos every day, which is
interesting.” (Marti)

“I'm surrounded by people who know what I'm talkialgout or what I'd like to see done. It's
one thing to be on the same page professionallireweyond that and know exactly what
the other person is talking about. We just glanteach other and all the pieces fall into
place.” (Gergj)

“| get inspiration from the team. A lot of inspirah.” (Janos)

It is clear thateamwork, for several reasons, involves dependdhogembers of the team do
not feel that they are equals, and — for whateeason — a sense alubordination or
superiority develops, team members are likely tdde in their work, on an emotional level,
or in their opportunities for developmerithis hurt (as the theories presented already also
show), impedes the individual in their efforts elf-®ctualisation, since their sense of security
becomes destabilised and they are lacking in same & (D-) needs (see Maslow’s theory

earlier and its implications).

| believe there are several organisational facbyday as far as self-actualisation is concerned:
leaders can help foster the self-actualisationresffof a team member through trust, and team
members can do the same by establishing a parkeerdlationship; the key, in both of these

cases, is paying attention and providing support.

6.4.2 Organisational culture

In the theoretical summary, the following factoetated to organisational culture were pointed
out: lack of dialogue, avoiding risk, an exaggetagense of insecurity and the lack of a
common vision for the future. The interviews, hoeepainted a somewhat different picture,
and other issues were emphasised more. These ediiégdion to other organisational factors
which serve to impede the individual’s self-actsaiior?®.

% The issues “lack of dialogue,” “avoiding risk” and “accepting uncertainty,” closely related to the
defensive mechanism values of the organisational culture, were not mentioned in the interviews. This
is most likely to due to the fact that — as indicated already — this research methodology was not
particularly geared toward bringing defensive mechanisms to the surface.

The common vision for the future did not come up in the interview conducted with the managing
director, only goals were mentioned (e.g. “To deliver professional results for the clients at the same
time as meeting the very strict financial requirements of the parent company.”) These kinds of goals
do make their way into the lower levels of the organisation’s hierarchy on a cognitive level, but they do
not directly define organisational members’ efforts at self-actualisation.
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6.4.2.1 Lack of transparency

The question of transparency is closely relatethéoscope of the individual’s responsibilities,
yet | will discuss it here, in the section on orngational systems, because it is tied especially

closely not to a specific area or responsibilitias, to the entire workplace.

The majority of subjects interviewed mentioned ttestponsibilities are clearly specified and
transparent in the office.

“What | like here is that the roles are all cleartiefined. We know what it is that a creative
director is responsible for, and the same goegHeraccount manager. We all know who is
allowed to do what, and we work accordingly, thisrao tension.” (Gerg)

“What | saw elsewhere, although it was a smalleeragy, was that everyone wanted to have
a say in everything. [...] it's better if everyokrows their place and their roles. | like how

roles are clearly defined here, we know who theoant manager is and who the creative

director is. Our operations are not ad-hoc, fordheason; we all do the best we can, and if
there is one idea, two others are always bounaltovf.” (Vilmos)

Interview subjects described understanding thein eaope of responsibilities; this is a basic
condition of self-actualisation within an organisat if the individual works within a
transparent framework, they understand what is @egdeof them. Certainly, it is not enough,
for self-actualisation, to have transparency omy theory; this division of labour and
responsibility also has to be applied in practiéehis is not the case, the individual must

expend energy on resolving conflicts that otherwiseld not have existed:

“There are times when the creative director gets #tcount manager to accept their own
idea, claiming that it's not their area of expedianyway. They visit the client, who sees the
creative director and the account manager as twiasge entities; yet the account manager
still has to stand up for the work done by the tiveadirectors even if they don’t understand
it. This is an impossible situation that is bouaddster differences.” (Janos)

“There is a ‘mailman’ type among account manageithey carry the creative materials to
the client, but don’t know what the backgroundaisgd so are unable to sell the material.
They then come back and say the concept just dogerk. And then I'm supposed to try
convincing them that, yes, in fact, it does?!” (Ben

“There are occasions when the client just insigissomething to the end; they send us their
design plans in a power point file [...] when thigppens, | tell the account manager to stop
working and ask them to stop passing these thimgset” (Gerg)

6.4.2.2 Failure to experience professionalism

Some respondents felt it important to point oulatesl to self-actualisation, that their work

environment is truly professional:

“I love how | can work together with real pros aral real professional budget, in a
professional atmosphere. The way the office isupetthe machines we work on and the
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software we use [...] Sure, all of these drive meptoduce quality work that includes
everything that | know and that | would like.” (@@

“We've got a large database that includes all tllenpaigns conducted in Hungary. This is
such a professional thing to have, and it helppimresus so that we can produce things that
nobody else has done before, is brand new, andibatan be proud of.” (Kelemen)

“It's one thing for me to have ideas; lots of pemgiave ideas. But here you have the
opportunity to then realise what you come up witbu get to work with a professional
director, cameraman, photographer and a profesdiopanting house, on professional
computers. It's only natural that | too will givierny all and do the best | can.” (Berni)

These descriptions above call attention to the tfzat it makes a difference how a member of
the team views — and in some cases, feels abdwg erganisation and their colleagues. If the
individual feels that they are part of a “professibsystem,” or of a “professional team,” their
own self-confidence is strengthened, which can worktart a positive spiral according to the
following train of thought: “I belong to a professial team — | need to do the best job | can —
then | can be an even more integral member of ghagessional team — [...]”. The quotes
appear to indicate that this process can be amragty important factor in support of self-

actualisation.

6.4.3 Additional organisational phenomena

During the interviews, several subjects referredotganisational phenomena which are
important as they go about their daily work, andothave an effect on their efforts at self-
actualisation. These, then, appear to be thoughitshwnay be specific to the organisation or to

the profession, yet may also be important in génera

6.4.3.1 Lack of extraordinary solutions

At this advertising agency, “360-degrees” mean thatcompany offers clients a 360-degree
marketing communications plan (i.e. not just ted@m and print newspapers, but also the
internet and fliers are involved, etc.). This 3@&Qke approach is a service that this particular
advertising agency offers, so naturally, this cdanm® generalised. At the same time, as the
interviews shows, this means much more to the imeeataff than simply a service that they are
offering.

“The 360-degrees, to me, is an endless storeholseas. | think almost everything belongs
to this approach, so there is no danger of burreng There are a gazillion channels you can
use, and they're never the same. We decide whanhelawe propose to use.” (Geédg

“The company is a big supporter of the 360-degrppraach. I'm fortunate because this is
something | do well.” (Bence)
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“360-degrees allows you to have a much more tadyefgproach in each direction, and can
help you sell creative solutions better. In eacl amery case, we come up with a lot of ideas
for these solutions. And this is a great team todbing this with, because we're all very
different and have different views. We can comeavitip a variety of ideas and then we can
realise them.” (Janos)

For the creative staff, then, the 360-degree ambrasan opportunity to present the client with
advertising materials which go beyond the usualwhidth enable them to showcase their own
skills. As far as self-actualisation is concernidqoints out that it is possible to establish a
professional or organisational system or processiwserves to bring out and activate the self-
actualisation of the efforts even more. Findingstig, in part, the responsibility of the
profession as a whole and the organisation (anasagement), but is also up to the members

of the organisation, since each individual hastmgnise this and make use of it.

6.4.3.2 Turnover

The issue of turnover came up several times inrtt@eviews. Interview subjects pointed partly
at the profession itself and partly at the orgaimosa as the cause of this turnover.

“Our newest creative director will be the fifth eive director we’ll have had at the
company; that’s a lot, even if we all know thatréhis turnover in the advertising business.”
(Gergs)

“We're picking up international standards, but reytpreciating our labour force. If someone
does their job well and wants to earn more money, mentions this, then the management
will tell them they are free to leave. We've goiteuhe turnover here; I've been here six
months, but have read farewell messages from at thaty colleagues. That really gets you
down, and yes, | too have wondered whether theigte to leave. Where is the appreciation
of our work? Who wants to work in a place where thie not appreciated?” (Berni)

“I often feel that the management is harried; it ynaot be their fault, because the
international situation is not getting any easitig pressure is only increasing to produce
profit. People are leaving in droves. [...] Buttisat supposed to inspire me to make the most
of my abilities? Come on.” (Janos)

“You don't want to know how many people have lefirdhese last four years; | very quickly
rose to become one of the most stable people Tbed.meant a lot of responsibility for me
all of a sudden, and it really made me insecureylmd was even a little afraid. [...] It's not

a time | look back fondly upon, thinking that | dioime great things back then.” (Karina)

From the perspective of individual self-actualisatithis feeling of “insecurity” and assuming
“responsibility all of a sudden” are very importalitthe individual sees that a large number of
colleagues are leaving the organisation, he omste ask themselves whether “they’re in the
right place” and whether “there is something o@réhwhich the others noticed, but he or she
did not.” Such thoughts can lead to a feeling cfeturity, distracting the individual from
efforts aimed at self-actualisation. At the sanmeeti the fact that colleagues are leaving the

company means that the member of the organisatiom i& staying behind will be seen as
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being more experienced and with a good handle @futiictioning of the company, leading to a
feeling of having to assume responsibility. Thegheiof this responsibility can lead to anxiety,

which is also a factor severely limiting self-adis@tion.

6.4.3.3 Ergonomic considerations: the open office

Early on in my research, | observed that the adsieg agency is located in a very impressive
office with high ceilings and an open office floplan. | did not even have to ask about this
feature — interview subjects brought it up themsglv

“I don't really like the open office layout. It I&s good, and | like the high ceilings — so our
thoughts can soar —, but if someone is on the phbraways have to hear that. The
managing director was a big believer of this corticept not many others were. We got used
toit[...] you can get used to it.” (Gedy

“It's good that there are these little ‘thinking oms’ where you can retire. There is also a
foosball-room. You can walk out to the shore of Dlamube. Creative freedom — you really
get it here. | don't like the open office layoutjKe to turn my music up when I'm working,
and | do my best thinking when I'm lying down [mpybe it opens up my chakras, or
something. [...] | often come up with my ideas@nh, and then share them with the team the
following day.” (Ermj)

“When you're really trying to come up with somethinew, the open office layout is really
not conducive to that. But when I’'m working on ‘@sthings and using templates, it doesn’t
bother me.” (Boldizsar)

Although interview subjects all opposed this offiagout, | will not be examining the pros and
cons of such an arrangement. The “phenomenon,” ienves important, as it indicates that the
ergonomical design of the organisation (“cohalotaly can also affect the individual's efforts

at self-actualisation.

6.4.4 Not a part of the organisation, but still keythe client

Factors which are not components of the organisatitamework yet nonetheless define the
daily functioning of the organisation may also ptayart in self-actualisation: one of these is
the client. The advertising agency, like all otservice sector companies, makes its living by
serving clients. During the interviews, subjectiened above all to cliertSwhen asked about

®" In his article, Alvesson (1994) calls attention to the fact that advertising agency professionals are
seldom able to convince clients of the quality of their work and their know-how; the role of the
advertising agency is difficult to delineate and is ambiguous. Alvesson also points out that advertising
agency staff speak of the client as “product-oriented” professionals, as opposed to a market- and
communication-oriented stance that they would prefer.
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factors impeding self-actualisation. That is wherideavoured to examine this factor as a

component of the organisational framework.

The way clients influence individuals in their et at self-actualisation resembles, to a great
extent, the obstacles described already: vagues apéaresponsibility, competences and

expectations; the lack of transparency and cleantiaries (e.g. in the case of competences):

“The boundaries between the client and the agencyesimes get blurred when the client,
for instance, fails to respect the role of the ageim a particular process; what we have then
is a subordinate position and one of superiorignd tension.” (Gerg)

“[...] they pay us, and they use that as justifioatfor making us do certain things their way
at times, simply because that's the way they wdnarina)

“The ideal client? Believes in me, believes in wihao, and there is a relationship of equals.
‘I know what you know, and you know what | know;need each other, so let's do this!”
(Berni)

“I personally only experienced this position of tye the advertising folks, and | pay you, so
sell my product, and then let's see where we arthatend’ once. Instead, it's more like
‘you're the advertising folks, | pay you, so lesse how you would do this, but let's
coordinate, because there are certain things | devant, and let's not even argue about
that.” (Bence)

Interview subjects complained that the relationdtepyveen them and their client is not one of
partnership (with clear-cut roles), but a relatlipsbetween a superior and a subordinate,
where the subordinate (the creative director) baadhere to the demands of the client, often
going against their own values and competencegasiing themselves into the background.

“The problem is this: an artist gets to put whatehe feels is best into a piece of art. But
making a commercial is like painting a fresco taer the client wants this and that; we
struggle back and forth a bit, but if we can’t coroe him, we do what he wants.” (Bence)

“l think this is most apparent in two areas — té#on campaigns and billboards. Clients
tend to fight for their own way much more in theases than what would be ideal. [...] We
do a lot of things for them that we really don’i@ndoing.” (JAnos)

Certainly, many creative directors have alreadyeeiepced this situation, and have come up
with solutions that allow them to keep what thelidse is important in their work:

“In these cases, you have to try what | call a thed’ public service announcement

campaign; what | mean is that you can try and inseme societal value or message without
the client realizing it.” (Janos)

“You can soar, but you have to see what exactly that the client wants. The client may

want something without knowing exactly what; youeh#n present them with the buffet table
that has all the solutions.” (Bence)

| was interested in finding out whether the creatirectors have ever placed themselves in the

clients’ shoes, and what they trace this type d¢faveur on the part of the client to. In other
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words: are they trying to shift responsibility fiveir lack of opportunities at self-actualisation,
or are these statements well-founded and thougbugih? | believe that the role of the client is
little understood by the creative directors; theyd to judge their clients predominantly based

on emotions and impressions.

“They make you feel that they really know what tieegloing and that they're really top of
their class; they want you to think that their dgaihs are conscious ones, but in most cases
these are actually very subjective calls.” (Gérg

“There are eight people on the client side who htvgive you the green light; one might say
it's all right, another one may want to change strmey before approving, and then it gets
passed to a third person who wants yet more matiifics.” (Erns)

“Because they’re afraid to try something new.” (Bpr

“A lot depends on these proud clients wanting ® their own ideas realised.” (Kelemen)
“When presenting to the client, we usually descabkast three different concepts. And then
the client will pick elements of each that they liknd we have to merge them. That's how
you get these Frankenstein-type monstrosities.”r{if1a

It is important to keep in mind that both sides éalveir reasons and their motivators. In all
likelihood, these tensions are due the basic diffees in interests between the service provider
and the client side; the fact that these cannatvieecome impedes self-actualisation.

There are examples, however, of the creative direcpproving of their relationship with a
client; in some cases, these experiences wereamupth a sense of self-actualisation:

“This is a kind of compromise. The client has thgdty, but in return, they finance my
thoughts. That's not such a bad arrangement, sinedl be my ideas that will be realised.”
(Gergs)

“[...] they were expecting to have to pay milliolesshoot this commercial and to cast actors,
etc. And then we came up with this amazingly singae; they fell in love with that, and
were really happy that we put forward such a cdieative solution. We were happy, too,
and proud that they liked our idea and that it vaifipear on television.” (Karina)

“It's really a joy for us to see that the clientusts us and that they look to us for the
solutions; it's even better when we able to provfus solution [...]” (Janos)

It is noteworthy that only experiences, emotiond #roughts related to the client evoked the
concept of “fighting” among respondents. The cli@boks like, is the most threatening factor
in their eyes:

“In reality, the fight a creative director wagestwithe client is a very quiet one; we mostly
just fume, because the client just doesn’'t seemmtterstand sometimes that what they'’re
saying makes no sense at all.” (Marti)

“We have to fight these battles with them day ateey.” (Gerg))

“The challenge is this: to fight my way through ttlent, the account manager, the budget
folks and anything else, and still win. That's alraccomplishment.” (Ged)

Even though the client is not formally a part o thrganisation, it still affects the efforts of
team members at self-actualisation, and acts meranaimpeding factor as far as creative

professionals are concerned. It is possible theat would not view the client as a “threat” as far
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as their own efforts at self-actualisation go ythgave more thought to their own roles and

attitudes, and would work to make their cooperatioth the client more transparent (roles,

responsibilities, etc.).

6.4.5 Summary

This section has called attention to the fact tfaators which impede individual self-

actualisation and which are connected to the osgdion may be related to other individuals,

organisational values, systems and processes, hsasvéo the environment found in the

organisation. Additionally, the organisation’s reagoes not end at the door; several other

systems (clientele, for instance) also affect aettsalisation.

Of members of the organisation, managers and #ra ttself all have an effect on the
self-actualisation efforts of the individual. Ifghndividual feels that the management of
the company entrusts them with the work (as opptséteaving” the work to them)
and that they are able to develop partner-liketicelahips with other members of the
team (as opposed to subordination), this experiaaise works in favour of self-
actualisation efforts.

| have emphasised two values related to organisatidture, based on the interviews,
which support self-actualisation efforts: (1) trpaency, by providing a level playing
field for the individual for self-actualisation; )(®rofessionalism, which motivates the
individual to do the very best job they can in whakplace.

Motivating novel solutions, turnover and the opeffice layout are all different
organisational “phenomena” which also have an effiadhe individual’s efforts at self-
actualisation. While the presence of expectatieqsiiring novel solutions may serve to
activate the efforts of the individual aimed af-s&ftualisation, turnover creates a sense
of insecurity and can impede self-actualisatiorort$f The ergonomic design of the
office also has an impact on the individual's efaat self-actualisation.

Tensions arising in the workplace (e.g. betweercliemt and the service provider) also,
generally, impede self-actualisation. In light dietabove, all individual behaviour
which is aimed at relieving any tension can be imred important (e.g. clarifying

roles, understanding the individual’s own respaitisds, etc.).
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6.5 Factors impeding self-actualisation as laid dow n by the individual's

environment

In my theoretical overview, | defined ‘broader eowviment’ as including the economic,
political, cultural and social context that the gjivorganisation (in this case, the advertising
agency) operates in (see also: section 4.3.4).

When conducting the interviews, | decided not tquere about opinions of the subjects related
to Hungarian political, economic, cultural and sb@sues as far as their own self-actualisation
is concerned. The reason for this approach wastthatame apparent that interview subjects
would be mentioning factors supporting or impedingir self-actualisation which are evident
in their daily life and/or can affect it. The “modistant” factor they mentioned was the
Hungarian advertising business as a whole. Beddwgsexperiences of these individuals is the
focus of this dissertation, | decided to narrow thebader environment” down to what they

view as a broad environment — this being the atbegt business.

Factors involved in the individual's efforts atfsattualisation (like turnover, the acceptance of
BTL, etc.) and related to the Hungarian advertismginess have been discussed already
(primarily as factors internal to the organisatmd working against self-actualisation); this
section will continue the analysis.

As has already been mentioned in the overview efitbrature, it is often difficult to define the
origins of a factor which has an impeding effecg(@rganisational or broader environment,
and of the latter economic or political reasons,)eto | have not tried to classify these more
preciselys.

The research question asked here was the followihgw do features of the profession affect
creatives’ work-related self-actualisation?h addition to the characteristics, | also asked
interview subjects about the ethics of their prei@s, especially as a result of the dilemmas
and criticisms encountered when selecting thisarebefield.

68 During the interviews, | did not pose questions related to the origins of the impeding factors. |
believe doing so would have broken the subjects’ train of thought and asking about my own
conceptual framework would have altered their explanations.
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6.5.1 Characteristics of the profession

Most of the interview subjects discussed their gis about their profession without
specifically being asked to do so. They broughpito illustrate how the characteristics of their
profession help or impede their daily work. It alappeared, however, that the subjects
considered the future of their profession in cotioecwith their own vision for the future. In
light of this, | was able to divide analysis of tbiearacteristics of the advertising business into

two groups: the present and future state of théepsion as the interview subjects see it.

6.5.1.1 The business in today’s world

| examined the advertising business from the falhmaperspective: “what characteristics did
interview subjects mention that had an impact airtefforts at self-actualisation?” These
characteristics, in my opinion, are important beeathey define the respondents’ daily well-
being and work, and provide (or do not providearironment where the individual can strive

for self-actualisation.

One of the key concepts that interview subjectsidpind up was the adjectives and phenomena
that they use to describe their profession:

“At an advertising agency, and especially in a d¢rea division, there is a kind of free
thinking which you definitely have to allow to trei This is the minimum you need for self-
actualisation.” (Gerg@)

“There is no constant supervision, a big brotharayof feeling; but | don’t know whether this
is the case because we're a good team, or the ibagsod, or it's just typical in this field. |
don’t know how it is in other professions, but maye've just reached a point in Hungary
by 2008 that you no longer have to monitor wheedf shembers are through their entry
badges.” (Marti)

“Comfortably and relaxed — these two words donisein the advertising business. This is
good to know, and this is the environment you havedjust to make full use of your
potential. If you can do it, that's great; if ndhat’s it, you have to go look for other work.
But that's easy to say, | know.” (Bence)

“This is not a field where you can comfortably plahead for decades; the whole market is
so unstable and everything changes so fast [..i§ Hoes not give you a warm sense of
security. But it would not be good to be lulledbiatsense of security, because that would not
be conducive to, let’'s say, self-actualisation.’aita)

| believe interview subjects live with a dilemmatween two values in their workplace:
freedom and security. They find freedom importamtthieir work (both intellectually and
physically), but they also long for a certain kioflsecurity. Balancing between the two can

detract attention from efforts at self-actualisatiand can block it, but it can also provide a
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kind of dynamism which can in fact help self-actsation (so that the individual can perform

at their maximum).

The other group of characteristics relating todheent state of the advertising business relates
to advertisements completed already. Respondentplamed about the regulations affecting
their industry, making it more difficult to realiseeir own plans.

“The advertising business in Hungary is still stuokthis era of having to explain things.
Unless we explain everything, the message wonaayoss. You have to check off all 27
items, and once you've done that, then you can stathe advertisement. This really makes
it difficult for us to come up with something new] [’ (Bence)

“We're so proud of these little tricks, as Hungarga We understand everything very quickly
and then find the loopholes. But when it come®tomunication, we go to extreme lengths to
explain everything. Hungarian advertising is rathetucational, and this is pretty boring.
Sometimes | can't even get my ideas to appeardrativertisement, because it may not be
educational in this sense.” (Berni)

“Commercials in the 1980s were all funny. You wattkhem, you laughed at them and then
you talked about them at school. Then, we hadlthiadry detergent revolution, and we
adopted something blindly. We’re doing it all t@vieusly. This is the advertising business in
Hungary. That's the playing field you have to witf (Kelemen)

For me, even though | have no reason to doubt dpaimion, the issue once again comes down
to the question of personal responsibility: who duwes the “educational” or “serious”
commercials? The same way as in the section odlithd, it is worthwhile to call the attention
of the creative directors (or generally individua¥®rking toward self-actualisation) to the

concept that they can also support a particulaasan through their actions or inactions.

The concept of competition has not come up soefdtier in the discussion of the literature, or
in the analysis thus far, yet it is another faatgrich affects individual self-actualisation in
some way. This came up several times when disay#isenentire profession:

“There is some serious competition involved, baternally and externally.” (Kelemen)
“Professional jealousy is very typical in this lingf work. This is not a very sincere
profession. | don’t share all of my ideas with tho®t on the team.” (E)

“Since starting work here, I've been seeing a treteladlines are becoming shorter. This is
like a photographer who agrees to do something2ébthousand HUF, ‘but just this once.’
Next time it will be an expectation. Agencies anlved in some pretty fierce competition,
and so they're willing to take on these jobs faslend less money. This launches a circle
where we're essentially having to do everythingselues. This is a very bad trend.” (Bence)

Interview subjects do not link competition withimetr profession to self-actualisation. The fact
that it came up, however, raises an important guestoes healthy competition exist? If it
does, what is the extent of it that still works saopport of self-actualisation without also

impeding it? In my view, there is a kind of compieti which helps achieve a maximum use of
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the individual's abilities, and so supports theiwiital focusing on internal issues. There is
also a level, | am sure, which acts as a blockjrilvidual focuses only on external things, and

is unable to work toward achieving their ideal-self

6.5.1.2 The future of the business

Respondents described the future of the advertitinginess as it relates to marketing
communications channels:

“Everyone says that BTL and the internet will tdke lead, and printed press will disappear
for good. | really like internet-based solutiongsdal’m constantly coming up with new ideas
for this channel. This comes naturally to me. Iextremely interested in what will happen in
twenty years. | hope to have the same kind of ahn@lationship to the latest advances
then.” (Méarti)

“It's hard to produce anything earth-shattering, daise everyone knows that that will be
over in five-ten years. Everyone is online now; geayo online and read the news. The
banners they see there are interactive — theytaiou, they move, etc., and that is new.”
(Erng)

“We’re no longer talking about the commercials @afsteryear; there has been a paradigm
shift. Today, commercials have to be a form of @wBual communication; anything and
everything that the company does toward consunsess iadvertisement. You have to live
with this if you want to make it big.” (Janos)

In my view, these thoughts related to the futu@r(munications channels) appear to indicate
that the individual is looking for their own pla@gnong the opportunities provided in this
profession in the future. What may be behind tkisaikind of yearning for security; the
individual wants to feel secure knowing that they ia the right place in this line of work, and
that they will have a role in the future. If thden is proven correct, then this kind of searching
for the way ahead can support self-actualisationgathe lines of the individual’s vision for the

future (see section 6.2.3.1).

Creative director professional prizes were mentioredready in connection with the
individual’s vision for the future. As section 82l has already shown, these professional
prizes do not have a significant effect on seltialisation; yet it is important to note that
interview subjects had a rather determined viethe$e prizes.

“| dislike prizes; in general it's almost impossibto win awards with commercials that are

already completed and approved by the client. Iistneases there is a brief, then we do the
client version, and then we come up with a versiam would win a prize.” (Gerd)

“Going back to the prizes: | have a second placaybut | only came upon it by accident,

no one ever told me. The whole prize-situationdgulous, in my opinion.” (Marti)

“Everyone wants prizes. It's a form of recognitiand also, if someone has won a prize, it
becomes much easier to find a new job. (Berni)
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Prizes only call attention to the fact that thema be certain processes and systems (e.g. which
call for recognition) in the profession which hawavever become indifferent and autotelic for

industry professionals.

6.5.2 Advertising business ethics

When presenting plans for this research, mosteftiticism | encountered was related to the
research field proposed: how, | was asked, is #siibe to research self-actualisation in a
profession as unethical as the advertising busmaess

This observation led to my examination of the ethof the industry, and its effects on self-

actualisation, in the interviews conducted.

Interview subjects pointed to the primary goal d¥ertising: to provide information, with the
intent to sell.

“If someone has a negative opinion of advertisitiggre is probably good reason for that.
There have been plenty of terrible commercials madein reality, advertising is just one
tool companies use to sell their products.” (Kelaene

“Advertising provides consumers with informationatbtally, advertising is sure to
influence, but that's not the point. The quest®alivays ‘do you know this product?’ If not,
they have to provide you with information so yon choose.” (JAnos)

“[...] | see advertising as a source of informatioBveryone is welcome to draw their own
conclusions from it.” (Karina)

Several interview subjects explained that advegisin addition to trying to sell something,
also has to fill another role; there are diffene@sons for this, however:

“Advertising has to entertain; we’re basically tng to convince you to buy something which
you either need or don’t need. The least it camsdo be funny!” (Bence)
“When we're communicating openly in public spaaasiif other ways) to a large number of
people, that is a social phenomenon as far as ddusy is concerned. There is a
responsibility for the advertisement to include soralue added.” (Berni)
“This is when you've got to try what | call a covg@ublic service announcement campaign.
What this means is that without the client knowabgut it, we sneak some social value or
message into the campaign. This is important sbwieadon’t end up with only one goal for
the advertisement (which might involve deceivingppe for a specific purpose, which is
actually the reality.” (Janos)

In my opinion, the majority of respondents undesdtthat the purpose of advertising is the

promotion of sales. As some of them acknowledgduderising does have a side to it which

% | summarized the pros and cons of my choice for field research in table 10; | do not wish to present
further arguments.
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involves deceiving people and/or convincing themsomething. It is most likely due to a
desire to lessen these negative feelings that tda@ye up with goals pointing beyond the

promotion of sales, such as entertainment.

The answers received in response to questions dheuethics of the profession appear to
indicate that the respondents understand the wadtide of their industry, but have initiated a
kind of defensive mechanism (e.g. playing sometkioggn or rationalizing, etc.).

“Why, do you know of any profession which has nethical side to it? Certainly, there are
tricks and maybe instances of misinformation, yearfa lot about these and about lawsuits,
but | don't think this is any less ethical than #mgg else. In today’s Hungarian reality,
there are always contradicting views, reasons aeadsons to the contrary for everything.
And maybe advertising is less critical in this setlsan, say, healthcare. Yes, there are
tenders, some of which may already have been pednhissomeone [...]” (Karina)

“The communication of cigarettes has changed somthat there is no longer any room for
manipulation. If someone doesn’t smoke, they'replkimgoing to throw away any
promotional materials with cigarettes on them. &nk make them smokers.” (Vilmos)

An example to the contrary: “We can'’t really talbaut ethics in the advertising business.
There is little here that’s ethical. “Your clothedll be ten times whiter’ — we know they won't
be. It's not an ethical business, but | try nothink about that. [...] If someday I'll have to
bid farewell to advertising, or | just get boredigfor maybe | just see the unethical side of
the business, | won’t despair, and | will not beagipointed.” (Erd)

This research does not aim at determining whetieradvertising business is ethical or not.
The issue of ethics, however, once again bringthéoforefront the important question of
whether the individual may strive for self-actuatisn while employing defensive mechanisms
at the same time. This question has already come sgction 6.2.2.4: whether an individual's
reliance on defensive mechanisms related to theik wmeans that they may still realistically
look for self-actualisation within their professjand they can experience a sense of “being in
the right place.” During the interviews, | foundathrespondents were able to describe
experiences of self-actualisation in their workglacthis is my subjective research impression.
Accordingly, | believe that “well-functioning” defisive mechanisms may support efforts and
experiences of self-actualisation. Although thesmanisms establish a “pseudo world,” the
individual may still experience self-actualisatidsgcause they do not perceive this “pseudo-
world.” One analogy: is it possible for a youngl ga fall in love with a handsome man who
also happens to be a vicious robber? | believe # as the real-life example of Bonnie and
Clyde shows?

® Bonnie and Clyde are famous figures of twentieth-century criminal history; several movies present
their story (1/17).
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6.5.3 Summary

In this section, | set out to find those profesalocharacteristics which can affect the
individual’'s efforts at self-actualisation. Inteew subjects described many pleasant and many
difficult moments they have experienced in thebgo

= In the day to day functioning of the professiorg thdividual must strive to find a
“healthy balance” between, on the one hand, theegabf freedom and security, and, on
the other hand, in the competition that is a charestic of the business; this balance
must be found so that the individual can focus elfractualisation. For both of these
areas, it would be important to assume responsililisuch a way that would lead the
individual to recognition of their own roles in g a particular situation.

= Monitoring changes which affect the profession rhalp the individual find security as
far as their own future is concerned (their idesf)s

= The question of ethics, in relation to self-actsation, has a different meaning to
outsiders than to those working in this businesdsmanks to the presence of defensive
mechanisms, outsiders tend to view the realityhosé working in the industry as a
“pseudo reality,” but those involved can strive sglf-actualisation within that

framework.
| have relied on the assistance of creative dirsatmrking at the advertising agency to collect

examples of, and obstacles to, individual self-alc$ation. The following section will present a

summary of the conclusions and will spell out fertareas for research.
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7. Conclusion and further research fields

This doctoral dissertation has examined individsalf-actualisation in an organisational

framework, together with factors which work to sagpor impede it.

In researching the literature, | first compared treevant theories and concepts of
representatives of humanistic psychology, and edléhem according to my own criteria.
These theories helped provide a general undersigrafi self-actualisation and of the broad
range of possible impeding factors.

Then, | turned to leadership studies and orgawisatiresearch theories to provide a deeper and
more specialised understanding of individual setfsalisation in an organisational framework,
and to examine those impeding factors which appeaan organisational framework. In
addition to once again ordering the theories adngrdo the framework | set up earlier, |
divided impeding factors into four groups, basedfesir origins:

1. established — not necessarily consciously -hbyrtdividual;

2. may be traced back to the relationship with smedrk;

3. organisational barriers (organisational procgssgstems and other factors);

4. impeding factors resulting from the broader sswinent (political, economic, cultural and

social).

Following the theoretical summary, | conducted aldative study to prepare an interpretative-
based case study, which focused on the followingstjon: “How do advertising creatives
experience the potentials for, and the limits &lf-actualisation in Hungary, at the beginning

of the 21st century, and why?”

The research showed that during the process ofastlflisation, or at a particular moment
during that process, the individual experienceal tioivolvement as a result of moving toward
the attainment of an “ideal self”, or of just hayiachieved that state. My conclusion, based on
this, is that consciousness is the most importantof in the process of self-actualisation,
because oftentimes that can only be achieved witiengiven framework and as a result of

compromise.

The figure below collects the factors which may @de self-actualisation.
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Individual

* Profession fails to
become a vocation
valasanak hianya

Relation between the|
individual and the
work

* Sanctity of the « Individual does not fee
profession the result of their work ig
« Lack of critical their own

subjectivity « Lack of taking personal

* Passive approach to responsibility

learning * Lack of committment to

work

* Lack of play

« Goal is not within reach
« Forgetting about the
individual

« Presence of defensive
mechanism in daily life

« Lack of a goal, or
meeting obstacles on the
way to a goal

« Lack of personal vision,
or get mired on road to it

Political, economic,
cultural and social
environment

Organisation
« Leader: lack of trust, o
leaving it be
« Lack of team spirit
« Lack of transparency
« Failure to experience
professionalism
« Lack of extraordinary
solutions
« Fluctuation
* Ergonomy
«,Client”

« The business in today’s
world

 The future of the businesy

« Business ethics

Figure 10.: Impeding factors of self-actualisation in organisational context
— summary of research results

Individuals themselves are able to hinder themseivehe process of self-actualisation, if their
profession does not become their vocation or ideimtity becomes “set in stone.”

| separated the individual's attitude and the wtake characteristics to determine how these
factors may impede individual self-actualisatiofodt. Although the latter are clearly more
pronounced for the individual, work responsibiltiecharacteristics, through their
“embedednes” in the organisation, may also hawialus impact on self-actualisation.

The *“visible” components of an organisation (mamaget, co-workers, clients, “walls” —
ergonomy) have an impact on individual self-actalon efforts, just like “invisible” elements
(values, processes, systems).

The component of the “broader environment” thatliaggo self-actualisation is the profession,
which works through its general presence in théviddal's life and its potential future, as well

as its ethics, to have an impact on the individuafforts at self-actualisation.

The generizability of the impeding factors of sattualization, according to my view can be

captured to the level of the above figure: thosepssibilities but the strength of the effects
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on individual depend on personel experience. Thed fer further generalizability of the
above impeding factors and the findigs of othertaties may catalize the preparation of
newer case studies and researches with the upcdopios.
= Are there sectors that promote self-actualizatiasrenthan other (e.g. for-profit vs.
non-profit)?
= Are there companies that promote self-actualizatrare than other (e.g. production
VS. service)?
= Are there jobs that promote self-actualization mtran other (e.g. paperboy vs.
receptionist)?
= Are there positions that promote self-actualizatroore than other (e.g. CEO vs.

assistant)?

For further work in the same field, it would beargsting to examine the literature and connect
various different scientific fields. In the folloag, | will introduce further topics for research,
which can contribute to the literature and undewditag of self-actualisation. To provide

examples, | will pose further research questions.

It is clear that the point of departure in thisdise both in the empirical as well as in the
theoretical part, was the experience of the indiald It would be worthwhile to examine and
research this same issue from a broader perspectiva more macro level (organisational,
environmental). For the latter, certainly, humanigbsychology and interpretative theory
cannot serve as the point of departure, but bydlmgl on other organisational theories (e.qg.
critical organisational theory) it becomes posstblgain a deeper understanding of the field.

» “What can the organisation do in the interest tffaetualisation?”

» “Is it the responsibility of the organisation (ocoas$ it have the right) to influence —

either support or impede — the individual's effatself-actualisation?”
= “How do training courses help or impede individsalf-actualisation? What kinds of

training courses?”

The same focus on the individual, and my reseaygplotheses, placed emphasis on individual
self-reflection when discussing the literature, ¢deethe devotion of a separate sub-section to
this topic. The research has shown that the presefdhis concept is not necessarily as
conscious as | had supposed. It may also be initeget® narrow the focus and to examine the

relationship between self-reflection and self-alcsaéion. What kind of self-reflection, and
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what level and direction, supports self-actual@afif it is in fact a supporting factor)? How is
self-reflection manifested in daily life?

» “What is someone doing when they engage in ‘sélécgon?’”

» “What are the relationships between self-reflechod self-actualisation?”

= “Is self-reflection a precondition of self-actuali®n? If it is, what kind of precondition

is it?”

It was difficult to grasp defensive mechanismshia tesearch, both in the process as well as in
the content of the interviews. Self-actualisatignai value-filled concept (“ideal-self,” goal,
etc.). Accordingly, | believe that the individuatalationship to the concept must surely include
defensive mechanisms, which are very difficultitalf Confronting these, however, with self-
actualisation may go a long ways toward an undedstg of the value of self-actualisation.

= “What kinds of defensive mechanisms can be obseirvédde self-actualisation efforts

of the individual?”
» “What amount of defensive mechanisms, and what, ygkstill allow the individual to

focus on self-actualisation?”

Although the dissertation did not set out to exaatime content of self-actualisation, this issue

surfaced in the case of several respondents (@cgal sesponsibility, entertainment, etc.). An

examination of this kind of content could also beresting, although its danger lies in the fact

that each individual will have different goals,s&df-actualisation is very specific to the person.
= “What does the ‘ideal self,’ the attainment of whibe individual is striving for in their

self-actualisation, mean?”

Finally, it may have become apparent that | usedtéhm “healthy” in several cases (e.g. the
individual's identity having a healthy flexibilityyo describe a certain quality. | myself
acknowledge that this is a criterion which is vdifficult to grasp and to accept. At the same
time, the issue itself, and unique features of-aelfialisation, mean that it is impossible to
establish general rules valid for every case (@lgen describing impeding factors). This calls
attention to the fact that the impeding factorscdbeed in the dissertation, and the definition of
what “healthy” means, must be custom-tailored tcheiadividual. | therefore encourage my
readers to think about what a particular impedagidr means to them, how important it is, and

what they can do to overcome it.
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8. Appendix: Outlines of the Half-structured Interv  iew

Research for the understanding of self-actualiradiod its promoting and
impedig factor§'

Introduction
The goal and course of the interview

How (s)he feels right now?
= What (s)he is up to today (was doing today)?
= How does (s)he feel now at work, what makes himéméhusiastic, what doesn’t?

Carrer
= How did (s)he become crative specialist — how Haldéxpectations come true?
» What positions / clients were his/her job so fad@wwvould (s) define the past years
and why? Did (s)he like them, or not — and why?

Share experiences when (s)he felt that the work mak him/her flow — enjoyed extremly
the work
= How didi t happen? What kind of experience was What did make it great,
memorable?
= What was the work about? With whom did (s)he warfgether? How did the work
flow go? What was the organization like at this neor?
= What did enhance / weaken this experience? Howduy®
= How long was this experience, how did it end?
If there is not such an experience
=  What would (s)he change in his work / organizatroorder to reach it?

Flow experience - deeper
= What kind of features can be named about such 2a&ést or who help him/ her to
reach such experience?
= What are the obstacles, the impeding factors te lsach experience even more often?
= What did (s)he do him/herself in order to haveaftoid?) such an experience?

Feedback: what did | understand?
Did | forget anything to mention, would (s)he likeadd something?

Speaking of self-actualization — what does it meao him/her?
Closing

= Thank you
=  Send the thesis draft

™ The outlines represent the important topics to be covered during the interviews, not the exact
questions.
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Special topics if left ouf?

Individual
= Goals, vision
= Daily learning
=  Awards

Job
» Relationship to the brand

Organization
» Relationship to his/her boss / management

=  Group work

= Culture: rules (obervance, if), situation of creatspecialists within the agency

»= Open office
= 360 degree given (?) possibilities

Advertising as a business
= Features
= Etics

Paying attention to
» Understanding the phenomena of self-actualization
= Emotions when decribing self-actualization
= Body gestures when speaking about self-actualizatio
= |His /her relationship to the phenomena
= About what is (s)he (not) speaking?
= How long does (s)he speaks, about what?
=  What is important for him/ her and what is for me?

2 The topics below are all topics that were in focus. Throughout the interviews the topics were wider
or narrower, depending of what was known already from the interviews conducted before, or what

seemed to be important/ irrelevant for the interview subject or to me during the interview.
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