Motivation in Organisation — Insights from Purushartha
Introduction

Organisations today is living in an age of unprecedented technological developments, which
are changing contours of time and space. Developments have, no doubt created comforts and
helped amplify individual capabilities at workplace. An employee's performance typically is
influenced by motivation, ability, and the work environment. Motivation is one of the most
important component in value formation of the individual employee, which suggests the
activating properties of the processes involved in psychological motivation.

Motivation is the word derived from the word “motivus” which means a moving cause, which
suggests the activating properties of the processes involved in psychological motivation (Petri,
H. L. and Cofer, . Charles N., 2023). Knowing how and why to motivate employees is an
important managerial capability. According to western perspective motivation is considered as
a driving force; a psychological process that compels or reinforces an action toward a desired
goal. Motivation involves constellation of closely related beliefs, perceptions, values, interests,
and personality.(Emily, 2011).Motivation primarily refers to “the reasons underlying behavior”
(Guay, 2010). Motivation is also defined as “ the attribute that moves us to do or not to do
something” (Deci,1999). Motivation is also synonymous with cognitive engagement, which
also means “voluntary use of high-level self-regulated learning strategies-paying attention,
connection, planning and monitoring. At a very general level, motivation patterns include
goals, beliefs, attitudes, that are involved in how individuals approach learning situations,
engage in different processes and respond to different situations (Ames, 2010).

For an individual there are intrinsic and extrinsic motivating factors. According to (Carol,
2013) Intrinsic Motivation refers to the pleasure one gets from the task itself or from the sense
of satisfaction in completing or even working on a task. Extrinsic motivation is related to
tangible rewards such as salary and fringe benefits, security, promotion, contract of service, the
work environment, and conditions of work.

There are two different categories of motivational theories; Content and Process based theories
of motivation. The Content theories of motivation focus on the “whats” of motivation. The
theories based on people motivation on acquiring things which are in needs. Hence by
understanding the wants and needs of employees, manager can understand why and how people
are motivated. The process theories of motivation focus on the “hows” of motivation. Instead
of focusing on what people need, these models focus on the psychological and behavioural
processes possible to understand the actions, interactions and contexts that motivate
individuals.

Need-Hierarchy Theory — Western Perspective

Western approach towards understanding motivation is mainly channelized by needs. Needs
matter most because they define a person’s well-being. (Shane Hudson, 2009). Abraham
Maslow, Humanist Psychologist developed and proposed a simple, intuitively appealing theory
of motivation, whose model also stressed on the cognitive-systematic framework of self-
actualisation (Francis, 2009). Maslow came up with a five-stage theory that places the needs
of the individual in different categories and prioritizes their attainment.



Maslow viewed human motives as based in innate and universal pre-dispositions. (Kenrick
2000). It is important to note that Maslow’s (1943, 1954) five-stage model has been expanded
to include cognitive and aesthetic needs (Maslow, 1970a) and later transcendence needs
(Maslow, 1970b). Changes to the original five-stage model are highlighted and include a seven-
stage model and an eight-stage model; both developed during the 1960s and 1970s.

Abraham Maslow has identified seven categories of basic needs, common to all people (See
figure 1 below). A hierarchy is an arrangement which ranks people or concepts from lowest to
highest. According to Maslow, individuals must meet the needs at lower levels of pyramids,
before one can successfully be motivated to tackle next levels. Lowest four level represents
deficiency needs; upper three levels represent growth needs.

1. Biological and physiological needs — air, food, drink, shelter, warmth, sex, sleep,
etc.

2. Safety needs — protection from elements, security, order, law, stability, freedom
from fear.

3. Love and belongingness needs — friendship, intimacy, trust, and acceptance,

receiving and giving affection and love. Affiliating, being part of a group (family,
friends, work).

4. Esteem needs — which Maslow classified into two categories: (i) esteem for
oneself (dignity, achievement, mastery, independence) and (ii) the need to be
accepted and valued by others (e.g., status, prestige).

5. Cognitive Needs - Which include the need for knowledge and meaning.

6. Aesthetic Needs - Which encompasses the appreciation of beauty, form, and
balance while also activity seeking it.

7. Self-Actualisation Needs — Which is fulfilment of individual’s full potential as a

person (e.g., the refining of talents in areas such as music, athletics, design,
cooking, and gardening).

8. Transcendence Needs- Becomes the final stage and includes the need to help
others become self-actualized (McLeod, 2014).



Figure 1: Showing the Maslow’s Hierarchy Model of Motivation

Maslow's hierarchy of needs can be separated into two types of needs: deficiency needs and
growth needs. The Deficiency needs are Physiological, security, social, and esteem needs
which is arise due to the deprivation. Maslow observes that Satisfying these lower-level needs
is important to avoid unpleasant feelings. The Growth Needs are top of pyramids which also
referred as meta motivation. An individual aspires higher level of motivation in absence of
deficiency needs. Maslow coined the term “metamotivation” to describe motivation of people
who go beyond the scope of basic needs and strive for constant betterment. Meta-motivated
people are driven by Growth needs instead of deficiency needs.

Limitations of Maslow’s theory

Desmet, P., & Fokkinga, S. (2020) observes that in Maslow model people can be motivated by
higher-order needs independent of the degree to which their lower-order needs are satisfied. ,
it is incorrect to assume that higher-order needs remain dormant until lower-order needs have
been satisfied there are ample of studies have shown that people who live in poverty are capable
of pursuing higher-order needs even when facing challenges to fulfil physiological needs such
as food and shelter (Desmet, P., & Fokkinga, S., 2020).

Kenrick, Griskevicious, Neuberg, & Schaller (2010) opines that Maslow's pyramid of needs to
reflect a controversial, yet possibly, a more up to date approach that is based on findings in the
fields of neuroscience, developmental psychology, and evolutionary psychology. While
Maslow's pyramid has not always been supported by empirical evidence. Self-actualization,
while an interesting and important concept, is no longer viewed as an evolutionary,
fundamental need and has been removed from the pyramid (Kenrick et al., 2010) .

Purusartha — Eastern Perspective

Purushartha thought is treated both as a foundation of Indian motivational thought and Value
Structure. Purusharthas refer to objectives or motives which can also be understood as values
which any rational or reflective individual applies to understand one’s nature, personality and



uses the doctrine as an aid to improve one’s well-being. Purushartha thought is treated both as
a foundation of Indian motivational thought and Value Structure.

The Indian Classical Economic Thought (ICET) begins with the concept of a holistic
individual. The models of human behaviour is based upon the personality of the decision-
making entity. The motives of the materialistic aspect of the personality are described in terms
of Self-interest (Mamakha). Panchamukhi, V. R. (2000) observes bringing harmony between
private and social benefit of an enterprise by appropriately defining the goals of Individual in
an integrated manner. These goals of behaviour of a human being are referred as Dharma,
Artha, Kama, and Moksha.

The concept of purushartha is viewed as value-based management. Dharma representing moral
dimension, Artha for accumulating wealth, kama based on pleasure principle and moksha is
the highest state referred as transcendental dimension. According to the purushartha theory of
management striving for transcendental values such as the creation of just, humanistic,
harmonic, and ecologically balanced organizations (Sharma, S., 2006).

Indian tradition prescribed the balancing of four purushartha — dharma, artha, kama & moksha
— as an ideal way of directing oneself which automatically led to an ethical life, both
individually and collective good through spirituality. It is positively associated to individual
and organizational well-being that certainly brings more righteousness and altruism through
life interconnectedness (Bonin, Y. S., & Prasad, R., 2012).

Purushartha defined in terms of ethical leadership from the management perspective. Striking
a proper balance among the Purushathas is required for successful leadership. Dharma through
ethical values, Artha by material wellbeing, Kama by setting ambition and Moksha through
inclusiveness and freedom from limited identities. Hence ethical leadership includes not only
adhering to moral values but also develop a sense of inclusivity towards society and the
environment (Kaushal, N., & Mishra, S., 2017).

Etymology of Purushartha

The term Purusha is not a gender component, it is entity of living being which has Instrumental
and Intrinsic value. In Sanskrit “Value” means ‘the objects of desire’ (Ista), and the term may
generally define as “that which is desired”. The term value is primarily used for that are sought
and attainted as well. For example: water is an instrumental value and the satisfying thirst by
means of it is an intrinsic value (Krishna, Daya 2001).

Purushartha can be defined as a set of prescriptions and ideals which direct the individual to
act in a particular way. In terms of motivational language, Purushartha comprise of all human
aims and are found in Canon of human motives-economic prosperity, satisfaction of basic
sexual impulses, desire to live in a society governed by ethics, desire to know oneself, and
liberation from desires to be free from wants of wealth and power (Suman, N., & Ashok, H. S.,
2016).

According Hiriyanna M., (1952) purushartha is defined as “an end which is consciously sought
to be accomplished either for its own sake or for the sake of utilizing it as a means to the
accomplishment of a further end” (Hiriyanna, M., 1952). The purushartha are classified into
two board values which is “based on manner of seeking and it ends”. The Secular Values are
naturally inclined to seek or pursue, these values bring satisfaction immediately but terminates



sooner or later. Artha Type and Kama Type of Motivation are Secular Values (Hiriyanna M.,
1952). The Spiritual Values constitutes Dharma and Moksha Type of Motivation, these values
what humans ought to pursue but generally don’t, the satisfaction of pursuing is enduring in
nature and suppose to “finally satisfying” (See table 1).

Table 1: Showing the types of motivation based on “manner of seeking”.

Secular values Spiritual values
Artha and Kama Type of Motivation | Dharma and Moksa Type of Motivation
What humans are naturally inclined | What humans ought to pursue but do not

to seek

Brings immediate/transitory | 'Higher' = 'Enduring’ satisfaction
satisfaction

Not finally satisfying Supposedly ‘finally satisfying'

No need Training explicitly Need for Training, Mentoring & Guide

‘Example: Gig based workforce | Example:  Conventional  workforce
enables to make quick money, but | enables earn money steady income basis
profit don’t last longer

Type of Purushartha

There are four types of pursuits or purushartha. The Artha type, Kama type, Artha type and
Moksha Type of pursuits which largely falls in four categories. Purushartha are viewed as
trivarga (Artha, Kama, and Moksha), it is recognised everywhere in general, commonly quoted
in Indian ancient classical thought.

Dharma type

The word Dharma is derived from root “ dhr”(to uphold, supporter, sustainer). It is very
difficult to say exact meaning of Dharma. In Chandayoga Upanishad there are three branches
of Dharma, One is constituted by Sacrifice, Study and Charity as stage of Householder. The
Second austerities in the stage of Hermit. The third is the Bhramcharin dwelling in the house
of his teacher and making himself stay with the family of his teacher till the last. Dharma stand
for peculiar duties of different stages of life. Jaimini Defines Dharma as “a desirable goal or
result that is indicated by injunctive (Veda) passages”(Kane, P. V., 1941). Dharma thus has
distinct meanings; there are varieties of expression to this idea; Dharma could also mean
normative action, abstract quality of correctness, rightness, justice and universally acclaimed
good attributes, habits, and dispositions. Dharma also indicates transcendently; good or right ,
to be or not to be.(Buhler , Brereton, Halbfass, 1879, 2004, 1995).

dhrtih ksama damo’steyam $aucamindriyanigrahah |
dhirvidya satyamakrodho dasakam dharmalaksanam ||(manusmrti 6.92)
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According to Manusmriti the ten principles of Dharma Fortitude, forgiveness, restraint, stealth,
purity, restraint of the senses, patience, knowledge, truthfulness, and freedom from anger are
the ten characteristics of righteousness are the characteristics of Dharma (Manusmrti 6.92).

In an organisation context, Dharma connotes certain set of principles and ethical norms, a
profile of do’s and don’ts which together provide a framework for human behaviour.
(Panchamukhi, V. R., 2000). Source of Dharma stems from Dharma sastras, (Science of Law
and Righteousness) which also provides framework within which society can be regulated and
individuals of any society can have better quality of life (K.V.Mussatu 1966). Adherence to
these rules of discipline would bring about a situation of peace, bliss, and harmony both at the
individual level and the level of society (Panchamukhi, V. R., 2000).

Dharma is a regulating principle which help the individual to discriminate between good action
and bad action (karma). Dharma at Individual level, it operates as set of virtues, nonviolence,
freedom from anger, penance, charity and which includes swadharma. Dharma at organisation
level, it operates as set of rules, roles, and duties. Dharma binds or unifies all Purusharthas
together, serving as a bedrock for rightful economy, acting as the justifying cause for the State
to exist, function and progress.(Kautilya ,Arthashastra).

Dharma includes two components samanya Dharma and Vishesha Dharma. Samanya
Dharma is universal in nature and applicable to everyone. In organisational context it includes
both employee and employers, for example: Hygiene is not only personal hygiene and clean
work conditions, it also includes ensuring fairness in management and economic activity across
the supply chain in the present-day organisation context. Whereas Vishesha Dharma is
specific to organisation, community, geography, time, and place. It is contextual, flexible, and
depending on situation, roles, priorities, and strengths of the employee as well as employer too.
For example: During emergency landing situation of aircraft, fire fighters are expected stay
alert for quick response. The preoccupation with failure through skills, aptitude, duties, and
specified roles is the Visesha Dharma of a fire fighter. Staying alert, Readiness, Control of
senses, Compassionate and High morale is Samanya Dharma for fire fighters operating in
Airside of Airport.
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Figure 1: Showing the components of Dharma.



Artha Type

The second goal of human behaviour is defined in terms of Artha, that is the capital formation.
Every individual is interested in profit maximisation and undertake activities to realise
maximum capital accumulation. Anything and everything that regulates human life for
economic pursuit is Artha (Panchamukhi, V. R., 2000). In organisation context Artha includes
wealth, human resources, material resources, wellbeing, laws, and systems that regulates the
daily transactions of organisation or groups of organisations. All the raw materials, human
resources, equipment, tools, and wealth that enables workforce to work is Artha.

According to Kautilya Arthashastra, Artha has a much wider significance than merely ‘wealth’,
it used in the sense of material wellbeing in (15.1.1), livelihood (1.4.3), economically
productive activity, which includes Agriculture, cattle rearing and trade (Kangle, R. P., 1972).
Artha is object, purpose, end and aim. It is the instrumental value for economical/material
pursuit.

manusyanam vrttirarthah manusyavati bhiimirityarthah || 15.1.01 ||
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For example: An employee in IT company with 3+ years of work experience aspires for an
promotion towards performance appraisal, and newly inducted employee looks for Job security
in the same organisation .The goals are different, but both fall under same category of Artha
Type of motivation.

The sources of Artha includes agriculture, animal husbandry, trade and business, handicrafts,
and skilled workmen. According to Kamasuta (1.2.9) Artha involves acquisition of knowledge,
land, gold, cattle, crops, utensils, apparels and dresses, ornaments, household good and
friends and increasing these wealth when acquired.

vidya bhtimi hiranya pasu dhanya bhanda upaskara mitra adinam arjanam
arjitasya vivardhanam arthah” || KS 1.2.9 ||

foem 4ffY fexuguyy et HIvsT IuRa AT 3ot sifsfawd faae
31

Acquiring knowledge for purpose of acquiring a specialised or niche skill set, acquiring friends
as social capital, labour capital and networking is key driving forces of organisation today.

Kama Type

Kama can also be broadly interpreted as sensual enjoyments of life.(Nagaraja Rao 1980). Kama
sensuous pleasure in disguise (.Hiriyanna, M., 1938). Kama stands for many forms of sensual
pleasures; for non-humans Kama is monitored by instinct. For human beings Kama is
controlled by instincts, personal values, and societal obligations (Suman, N., & Ashok, H. S.,
2016)

dharmaccharirasamguptir dharmartham cartha ucyate |
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It is a desire for sensual enjoyment through five sense organs. The results of sense experience
is Kama. Kama pursuits are intrinsic value, whereas Artha pursuits are instrumental value.
Kama, as an aim of life is not sinful by itself, because all beings are naturally inclined to these.
Abstention of Kama if it exceeds Dharmic principles can reap great rewards.(Kane 1977).
Kama means only good and just desire for consumption of materials (Panchamukhi, V. R.,
2000).

Moksha Type

The goal of Moksha provides a dimension of maximum efficiency and perfection of an
Individual. When an individual performs his functions in the most efficient manner he or she
experiences the bliss and peace (Panchamukhi, V. R., 2000). Moksha is a higher pursuit for
higher freedom; higher thought, happiness, when “ things have properly fallen into place”, it is
also a mental condition where one need not struggle to alter any circumstance to one's choice
(Suman, N., & Ashok, H. S., 2016). Moksha or spiritual liberation, the fourth and the highest
purushartha, provided this higher meta-goal to human life thereby sanctifying it and making it
more meaningful (Bonin, Y. S., & Prasad, R., 2012). Moksha defined in management context,
brings in the missing subjective components like happiness, contentment, agreeableness, and
inclusivity, which are vital to ethical leadership (Kaushal, N., & Mishra, S., 2017).

Nature of Moksha differs widely; as conceived by different individuals; Moksha could be
represented as achieving self-perfection, liberation, development of altruistic motives, and
metaphysical attitude in life. Moksha refers to inner identification ; understanding of one’s
limitations; annihilation of ego-centric behavior and attachment to material possessions are
slowly cut off. Moksha, in other words can also be referred to metaphysical analysis of
life.(Radhakrishnan, 1960).

Purushartha Model

The journey of human life is subjected to conflicting situation between Artha, Kama & Dharma
at workplace, family life, and community/society. The interpersonal transactions in pursuit of
trivarga, anything of excess results in conflicts, competition, aggression, exploitation of
purushartha resulting doshas (disturbance).No purushartha are divide of dharma. Therefore,
any pursuit of goal is either in combination of Artha, Kama, or Dharma. Artha is vital pursuit
to any individual existence but at the same time. Pursuit of Artha, Kama or Dharma type is
based on what is significant to a human individual. Kama is important driver to set the goal,
but when there is conflict between the Artha and Kama goals of pursuit, ancient wisdom
suggest integrating values based on Dharma type of pursuit will help individual to resolve the
conflict between these two motivations (Hiriyanna, M., 1952).



Figure 2: Purushartha Model of Motivation

The pursuit of Artha (wealth) type of motivation is fundamental for organisation existence,
which includes all material and human resources. These includes Basic Salary, Pension plan,
cordial relation with colleagues, Job title etc., According Chanakya Arthashastra “The material
wellbeing is supreme for spiritual good and sensual pleasures depend on material wellbeing”
1.7.6 & 1.7.7 (Kangle, R. P., 1972). Kautilya holds that wealth and wealth alone is important,
in as much as charity and desire depend upon wealth for their realisation (Shamashastry R).

Kama pursuits are intrinsic value, and it is the seat of all needs, desires, and aspirations of the
employee in organisation. These include Hygiene, Cafeteria, Cultural Activities, Gifts on
festivals.

Dharma Pursuits acts as a “Regulatory Principle” “Harmonises” the demand and supply chain
of economic activity. Dharma is conceived as instrumental value as well as intrinsic value.
Dharma as an instrumental value is twofold it is steadfast pursuit for one own individual good
as well as collective good as a whole, which is referred as abhyudaya (Hiriyanna, M., 1953).
The organisations having vision of doing Ethical business, Giving back to society, and
identifying collective good for the nature are set of actions driven from the Dharma type of
motivation.

The Purushartha theory can also be analysed as a primary tenet from Indian stand on Value
formation and application of Values in daily life. Across the ancient scriptures of Indian
thought the Purushartha as ‘viewed function’, ‘duty’, ‘necessity’ and ‘transcendental process’
in realising one’s true self or attain freedom from bondages. In nitishastra as “Rajadharama”,
Natyashastra as “fulfilment of trivarga”, Ayurveda as “to cure and protect disease due to
indulgence of Artha or kama or dharma, Kamasutra, Ramayana, and Mahabharata referred
trivarga in common as essential part of human life pursuits.



Table 2: References and sources for the Purusharthas in various Ancient India Texts

Ancient Texts Reference of Purushartha
Nitishastra e Talks about Rajadharama- protection and fulfilment
of Dharma, Artha, and Kama of their Prajaa.
Natyashastra e The purpose of theatre, poetry, etc was also the
fulfilment of the ‘trivarga’ — Dharma, Artha, and
Kama.
Ayurveda e Purpose(s)- to cure one from disease against Dharma,

Artha and Kama, not only medical diseases.
And to protect the ones who are already Svastha.

Kamasutra e A chapter in Kamasutra called ‘Trivargapratipati’ also
speaks of the Trivarga (Dharma, Artha and Kama).

Mahabharata e The Shanti parva in the Mahabharat also talks about
Dharma, Artha and Kama finally leading to Moksha.

Arthashastra e Talks about the dangers of being stuck to just any one

Purushartha- ‘that would first destroy the other
purushartha and then finally destroy itself.’

Trivarga

Pursuit of Dharma, Artha, Kama, (Trivarga) forms a basic pattern which is evolved in Hindu
and Indian thought to be followed at every age and era. Science of Dharma is of greater
authority than science of accumulation of wealth. Artha and Kama are subject to Dharma;
Dharma, Artha and Kama are meant to all individuals at all times; Artha is middling, and Kama
is lowest and in case of a conflicting situation or circumstance, Dharma has to be maintained
and Artha and Kama motives have to be abandoned.(V.K.Raghavan 1950).

The interpersonal transactions in pursuit of trivarga, anything of excess results in conflicts,
competition, aggression, exploitation of purushartha resulting doshas (disturbance).

To understand the nature of conflicting situation between Trivarga) , an example from Ayodhya
Khanda (Ramayana, Sarga 100) is brought here. In Ayodhya Khanda Sri Rama gives advice to
Bharata regarding governance, duties and ensuring harmony in kingdom. One of the questions
that Sri Rama asks ““ I hope you are not sacrificing Artha for the sake of Dharma, Dharma at
Sake of Artha and both for the sake of Kama” (Ayodhya Khanda, Valmiki Ramayana).

kaccid arthena vaa dharmam dharmam dharmeNa vaa punaH |
ubhau vaa priiti lobhena kaamena na vibaadhase || 2-100-62
I S T S YFH ST a1 I |
I a1 tify AR HEE T faamed |

Sri Rama alters Bharata on excessive pursuit of trivarga in terms of (Artha), emphasis on
religion (Dharma) and for the sake of self-indulgence in pleasure (Kama). As king you need to
balance out the trivarga and but not to sacrifice anyone (Ayodhaya Khanda, 2-100-62).

kaccid artham ca dharmam ca kaamam ca jayataam vara |



vibhajya kaale kaalajna sarvaan bharata sevase || 2-100-63
Hicrg U < UHH T HHH T TIAH R |
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Sri Rama wishes Bharata to pursue purushartha and enjoy in an equal degree the three pursuits
of life, charity, wealth, and desire, which are inter-dependent upon each other and by dividing
them all according to the time, you will be victorious in your pursuit (Ayodhaya Khanda, 2-
100-62).

Conclusion

Motivation represents the type of pursuits within a person that affect one’s direction, intensity,
attainment of goals in life. The pursuit of individual level of motivation have both intrinsic and
instrumental value. Purushartha Orientation therefore reflects four ethical goals of human
existence. Purusharthas are also efforts made by individuals towards fulfilment of human goals.
Kama is intrinsic value and Artha is instrumental value, Dharma is opined to be a very
important Purushartha, it is the field of control Artha and Kama pursuit of motivation through
a “regulatory principle”.

The conflict arises when there is excessive indulgence of trivarga which is common at
individual, team/group and organisational level. Becoming unaffected by the influence of
Artha, Kama and Dharma (trivarga vairagya) individual organically evolves himself with pure
intelligence and realised self. Purushartha model of motivation is dynamically forming
frameworks in Organisational settings to leads and managers. Purushartha as an application
model has the potential to increase the general improvement in aspiring employees than trying
to cope with conditions which push individuals to the bottom of the economy.

People are motivated based on their compositions of value structures and the way people
function at different situations. The conflict resolutions between trivarga is common and insight
to resolve is achieved through practice of Dharma which includes both (samanya and vishesha
dharma) for collective good.
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