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Organizations are an indispensable part of our lives, for they provide
services for satisfying our basic needs. Central to any organization’s per-
formance is the motivation of its members. Indeed, organizational moti-
vation is related closely to some fundamental questions in organization
theory in particular and to public administration in general. Such ques-
tions focus on how organizations can be made efficient and responsive
or accountable to their clients. Since organizations are simply human
collectivities, in essence these questions apply to organizational mem-
bers and, in particular, to what motivates them to be efficient and respon-
sive.

Although various models of organization have addressed, either
implicitly or explicitly, the question of motivation in organizations, they
have yet to come up with satisfactory answers. The significance of orga-
nizational motivation does not consist of its close relationship to the fun-
damental questions of organizational efficiency and responsiveness alone,
but also of its relevance to how organizations are structured. As this latter
consideration may affect such concepts as human dignity, freedom,
respect, brotherhood, and justice, this is tantamount to saying that organi-
zational structures are not morally or spiritually neutral, inasmuch as these
values have moral and spiritual roots.

Organizational structures are founded on certain underlying
assumptions about human nature and motivation that underpin several
principal organization models. One common characteristic of these
models is the assumption that the individual has certain self-centered
needs that govern his/her behavior and that the organization can, by sat-
isfying these needs, motivate the individual to contribute towards the
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achievement of organizational goals. As will be seen, these models pre-
scribe organizational structures that are detrimental to some human val-
ues, reduce the individual to a mere instrument of the organization, and
fail to solve any of the three perennial organizational problems con-
nected with how employees can be made or motivated to like work, be
efficient, and be responsive to the public.

This study offers an alternative Islamic perspective that seeks to pre-
serve basic human values and to provide solutions to the three enduring
organizational problems. The first section provides a brief review of some
principal models of organizational motivation, the second section presents
the alternative Islamic perspective, the third section examines the rela-
tionship between this perspective and the Islamic concept of leadership,
and the final section discusses this view’s implications for some organiza-
tional structures and practices.

Modern Models of Organizational Motivation

In the organizational context, motivation is a reflection of an individ-
ual's desire to behave and expend effort willingly in order to achieve orga-
nizational goals. These elements are considered indispensable to organi-
zational performance or productivity.

Three models of organizational motivation are discernable in the liter-
ature on organizations. These models are founded on three principal per-

spectives on organization theory: the bureaucratic form, the human rela-
tions school, and organizational humanism.

Bureaucratic Organizations. The bureaucratic organization’s view
of work motivation is significant in two respects. First, all organizations
are, in varying degrees, bureaucratic.” Second, this view is wholly inad-
equate.

In this type of organization, motivation is predicated on a hedonistic
concept of human nature or, in other words, that an individual’s behavior
is guided by seeking pleasure and avoiding pain.’ Accordingly, this form
of organization uses material rewards (i.e., salaries and fringe benefits)
and material punishments (i.e., demotion and dismissal) to motivate its
employees to contribute to the achievement of organizational goals. The
basis of motivation here is pure economic self-interest.’

This economic concept of motivation is implicit in certain structural
features. A notable example is personnel incentive policies, which consti-
tute the material rewards and punishments designed to motivate employ-
ees to conform to organizational rules and regulations or, generally, to
contribute to the achievement of organizational goals.’

Indispensable though it is, economic self-interest is not the only factor
behind employee motivation. Its inadequacy as a basis for employee moti-
vation gave rise to two schools of thought in organization theory: human
relations and organizational humanism.
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The Human Relations School. This school originated in experiments
conducted by efficiency experts in the 1920s to see if changes in the work
environment had any effect on worker productivity. Productivity did
change, but it was later discovered that this had nothing to do with
changes in the work environment. What changed productivity was the
workers' feeling, generated by the experiments, that management was
treating them better.” Thus, the school's principal message is that eco-
nomic self-interest is not the only basis of employee motivation; such
nonmonetary factors as receiving respect from management are also
effective tools of motivation.

Though an improvement on the bureaucratic conception of work
motivation, the human relations perspective also sees the individual’s
self-centered needs as the sole foundation of motivation in the workplace.
In other words, individuals are motivated by what satisfies their own
needs, whether pecuniary or nonpecuniary, rather than by what satisfies
the needs of others. ;

A more serious criticism is that researchers, after discovering that
human factors are important ingredients of employee work motivation,
sought to use them in ways designed to manipulate employees to
increase their productivity. In short, such human values as respect were
to be used to make employees more efficient and more productive tools
of the organization. This human relations engineering, it is argued, led
to the degeneration of this school’s research into what has been called
“cow psychology.” Robert Presthus bemoaned this engineering of

human relations and its attendant instrumental concept of the individ-
ual:

Man, in effect, is made for the organization. He may succeed and
prosper within it, but the organization always defines the terms of
success. Yet, given his dignity as a human being and his capacity
for reason, man ought not to be viewed as an instrument.’

Organizational Humanism. Its exploitative use notwithstanding, the
human relations school spawned research on work motivation. Researchers
drew principally on Maslow’s Theory of Motivation. In this respect, Gibson
and Teasley wrote that

many students of organization have structured their theories and
prescriptions around Maslow's model of motivation, and they
have subsequently argued that a viable organization will satisfy
man’s higher-level needs, usually those defined by Maslow.”

It would be useful to provide a brief account of Maslow's theory here,
as its role has been pivotal to the modern concept of organizational moti-
vation. Maslow’s theory grew out of the concern of existential psycholo-
gists, of whom Maslow was one, for the individual’s loss of “self” or “self-
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concept” in mass society.” Maslow and the existential psychologists set
out to restore this lost self to the individual.

Maslow’s theory is grounded in human needs as determinants of
human behavior. He conceives these needs in terms of the following
hierarchy: needs located lower on the hierarchical structure are prepo-
tent (i.e., stronger) and must be satisfied before needs located higher up
become urgent and thus direct human behavior." According to him, the
lowest needs are physiological (needs for food and drink). These are the
most prepotent needs and provide the foundation for the next level of
needs: those associated with safety, security, and protection. These are
then followed by social needs (love, affection, and belongingness),
esteem needs (self-respect and the respect of others), and self-actual-
1zation (the realization of one’s own potential). According to Maslow,
the first four hierarchical needs must be satisfied before one reaches the
stage of self-actualization, for at this stage the needs will change. Here,
human behavior is motivated by a new set of needs called “metamoti-
vation” or “being” needs: truth, honesty, beauty, and goodness, among
others."”

Maslow’s need hierarchy provided the intellectual foundation for
what has been called the humanistic model of organizational motiva-
tion. Its basic argument is that the satisfaction of human needs (as spec-
ified by Maslow) will lead to higher on-the-job performance. This
model was labelled “humanistic” because it holds that a “primary func-
tion of an organization should be the satisfaction of human needs”
rather than just the enhancement of organizational performance."” Pro-
ponents prescribe certain structural arrangements that must be made by
the organization in order to satisfy its employees’ needs, particularly
those that are higher on Maslow’s need hierarchy. Notable among such
arrangements are participative decision making, job enlargement, and
autonomy."

Maslow’s concept of motivation and the humanistic model of orga-
nizational motivation are a considerable improvement over the bureau-
cratic perspective. In particular, the humanistic model represents a shift
from mere concern with organizational performance or productivity to
an organization’s concern with the individual employee. The moral over-
tone of this shift is clear: The organization has a humanistic mission, in
addition to its quest for efficiency in performance, that consists of such
practices as upholding one’s dignity, self-respect, and respect for others.
Although the humanistic model of organizational motivation has not
received convincing empirical support,” it is to be commended for rec-
ognizing that satisfying human needs is a primary organizational objec-
tive and for prescribing organizational structures conducive to satisfying
these needs.

In conclusion, the three models furnish complementary bases of orga-
nizational motivation: economic incentives are needed for motivating
employees, as are various nonmaterial or humanistic elements. However,
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they leave a lot to be desired and do not solve the aforementioned three
perennial organizational problems.

Employee Work Attitudes

The question of employee work attitude is important for two reasons:
Organizational structures are predicated on the assumption that people
like or dislike work, and these structures could be dehumanizing or detri-
mental to human values. For instance, a bureaucratic organization
assumes that people are inherently indolent and therefore do not like to
work.”” This assumption underlies the various methods of control (i.e.,
centralization of authority, close supervision, and an emphasis on rigid
adherence to rules and regulations) used in such organizations. Such con-
trol are obviously antithetical to the human qualities of self-control, self-
direction, and self-responsibility. Organizational humanism assumes the
opposite: People are not lazy and therefore like to work. Accordingly, it
emphasizes organizational structures that give employees autonomy, self-
control, and self-responsibility. However, organizational humanists do
not in7dicate why people like to work-they just assume that this is the
case.’

Employee Responsiveness to Clients. This problem pertains to how
organizational members or employees can be made or motivated to be
responsive to clients or the public for whom they perform services. The
three models of organizational motivation do not deal with this problem,
for they have tended to focus only on private firms, which, when faced
with competitors, must be responsive to their clients. Public organizations
do not face this pressure. Accordingly, the responsiveness or accountabil-
ity of public organizations and their employees to clients has been one of
the most enduring themes of the study of public administration.” In fact,
the study that is credited with ushering in the science of public adminis-
tration dealt with this very question.”

Despite numerous studies, there is no satisfactory answer to the ques-
tion.” One major reason for this is that modern theorists of public organi-
zations see a trade-off or a tension between the accountability of public
officials and their administrative effectiveness or efficiency. This tension
is seen as the classic or most enduring dilemma of public administration.”

Employee Efficiency or Productivity. An employee is efficient if
he/she performs the task with a minimum expenditure of resources. The
problem here is how to make or motivate employees to be efficient. In
organization theory, this is the overriding goal of organizations. A
bureaucratic organization does not achieve this goal because some
bureaucratic structures are dysfunctional and, consequently, detrimental
to organizational efficiency. In this regard, organizational sociologists
have identified several bureaucratic dysfunctions attributable to certain
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structural features of a bureaucratic organization.” The human relations
and organizational humanism schools do not fare any better, for empiri-
cal studies have failed to establish a conclusive link between organiza-
tional variables providing for the satisfaction of needs that are located
higher on Maslow’s hierarchy and organizational efficiency.”

As noted above, these problems could be solved within the frame-
work of a spiritually grounded perspective on organizational motiva-
tion. More specifically, they can be solved if employees have an inner
spiritual commitment to work, to serving others, and to efficiency in
their lives. Thus, this perspective shifts the source of motivation from
being extrinsic (implying that the organization must seek to motivate
the employee) to being intrinsic (implying that the organization just
provides an opportunity for the employee’s already existing motivation
to be harnessed for the benefit of the individual, the organization, and
the public).

An Islamic Perspective

Western models conceive organizational motivation as, in essence, a
human relationship between the organizational member (the employee)
and the organization (including other members, particularly organiza-
tional leaders). An important aspect of this relationship is that the organi-
zation or its leadership is seen to be the source of motivation for the
employee.

The Islamic perspective perceives organizational motivation as a
human relationship, but one that springs from or is anchored in the rela-
tionship between the individual and God. This implies that the cornerstone
of employee motivation 1s not the individual's instinctive needs but those
work-related commitments that derive from the employee's relationship
with God. At the core of this relationship is the Islamic concept of ihsan,
which will be explained below. The subsequent discussion of this con-
cept’s effect on human nature and of its relationship with several Islamic
work-related values leads to the formulation of normative propositions on
work attitudes, efficiency in task performance, and the responsiveness of
organizational members to clients.

Thsan. This term signifies the beautifying or perfecting one’s behavior.

As an Islamic concept, it denotes the divine presence, as indicated by the
following hadith:

He asked, What is ihsan (goodness)? The Prophet said: “That you
worship Allah as if you see Him; for if you see Him not, surely He

sees you.”

The divine presence finds expression in a special relationship between
the individual and God:
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As for those who pursue most earnestly the quest in Us (Allah),
We surely guide them in Our paths. And certainly Allah is with
those who practice ihsan. (Qur'an 29:69)

In the context of this verse, the word “with” is interpreted as empha-
sizing “togetherness” and “company” and, thus, as denoting a “distinctive
form of relationship between God and the devotee, as compared with the
universal and general with-ness of God in reference to everything in
Creation.”™ The implication here is that one who pursues ihsdn (a muhsin)
is constantly cognizant of God’s presence and that his/her conduct is being
observed by Him. This realization motivates him/her to strive for the opti-
mum behavior possible in doing what God enjoins and in avoiding what
He forbids.

Ihsan is closely related to faith in God (iman) and fear of God
(tagwa). In fact, it has been described as the “beautification of faith and
Islam.”” It has been pointed out elsewhere that since ihsdn indicates a
state of sincerity in one’s conviction and practice, it embodies both faith
and Islam, since the former relates to conviction and the latter to prac-
tice.” Viewed in this sense, not only does ihsan imply both faith and
Islam, but it 1s higher in degree. Fear of God is also closely related to
ihsan, for it is based on personal accountability and belief in the divine
judgment that will come into play when the “limits of God” are trans-
gressed.” The pursuer of ihsan, who is constantly conscious of God’s
presence, is best suited to be most God-fearing. As will later be dis-
cussed, both faith in and fear of God induce some Islamic values essen-
tial for work motivation.

Ihsan and Human Nature. As noted previously, modern models of
organizational motivation are based on a certain conception of human
nature: The individual is motivated by personal needs and interests. This
implies that one's behavior is basically egocentric. However, an individ-
ual also has an inherent motivation to care for the needs and interests of
others due to the essential goodness implanted in human nature: “We
have indeed created man in the best of molds” (Qur'an 95:4). Note that
“in the best molds™ has been interpreted as “having the purest and best
nature.””

However, the self is drawn to evil (Qur'an 95:5; 12:53) and individ-
uals are inordinately attracted to such instinctive pleasures or needs as
wealth (Qur'an 3:14). This combination breeds egocentricity, self-indul-
gence, and other sources of evil. If human conduct is to be imbued with
selflessness and charity, the self’s excesses and its propensity to evil
must be kept in check. One's capacity to do this lies in faith and, by
implication, ihsdn. The Qur’an expects those who have faith to resist sur-
rendering to the self’s evil propensities (95:5-6), a trait enhanced further
by ihsan's ability to imbue its pursuer with altruism and charity (95:6;
2:195; 3:13-40).
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By restraining such propensities, faith reinforces the essential good-
ness ingrained in human nature. This does not mean that it changes one’s
nature, for God’s creation, including the essence of human nature, is
immutable (Qur'an 30:30). Faith, in its capacity as a restraint on the self’s
evil tendencies, simply tilts the balance towards the good in human nature.
Thus, faith and ihsan tend to moderate the self’s excessive love for instinc-
tive pleasures and to produce a balanced self or a balanced set of needs
within that self. One set of needs pertains to the self's own needs, while
another set is related to the self’s need to do good or to serve others. The
implication here is that human behavior is not motivated only by the self’s
needs but also by the need to serve others. This is contrary to modern moti-
vation theory, which holds that human behavior is motivated by one’s ego-
centric needs.

In sum, the need to serve others is rooted in the essential goodness
ingrained in human nature. Faith activates and reinforces this innate good-
ness. Later, it will be seen that this need is reinforced further by the appli-
cation of thsan to several Islamic values.

Ihsan and Positive Work Values. Some positive work values, among
them commitment to perfection in task performance, to one's welfare, and
to the welfare of others, can be distilled from Islamic values. As will later
be seen, these work commitments form the basis of employee motivation
for efficiency or productivity, hard work, and responsiveness to clients.
Some of the Islamic values that embody these positive work commit-
ments are beauty, justice and love, selflessness, faith in God, and fear of
God. Ihsan plays a pivotal role in the pursuit of these values and, conse-
quently, in implanting positive work commitments in individuals who
pursue them.

As the Islamic values in question are enjoined in the Qur'an, the
Muslim ought to be motivated to realize them. While it may seem that
thsan is redundant for realizing them, in reality it is needed for three rea-
sons: first, it is commanded in every aspect of life, for the Prophet said:
“Allah has made obligatory the use of beauty in respect of everything.””
Second, it 1s particularly relevant to the realization of Islamic values, for
the consciousness that one is in the company of God generates a sincere
motivation to do one’s best to achieve what He enjoins; and third, and no
less importantly, some of the aforementioned values are either a conse-
quence or a part of ihsan.

Commitment to Perfection in Task Performance. This positive work
value can be derived from the Qur'anic concept of beauty, which has sev-
eral essential attributes. Notable among these is perfection.” Since ihsan
stands for behavioral perfection, the pursuit of beauty in one’s conduct is
at its core. As a Qur'anic concept, beauty means the pursuit of fasanah
(the Good)” and is enjoined upon the Muslims (i.e., 10:26; 42:23; 2:83;
16:125; 7:26, 32) in every aspect of life.
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Beauty is a functional work value, because its pursuit commits one to
perfection in task performance. The Prophet encouraged Muslims to apply
beauty to their work: “Allah loves that when a worker performs any task
that he performs it with perfection.”

Commitment to One's Welfare. This positive work value is distillable
from the Islamic values of justice to and love for one’s self. In this con-
text, justice involves, among other elements, securing one’s sustenance
through the expenditure of effort to earn one’s livelihood, hard work,
avoldance of indolence, and purposiveness. In fact, all these virtues are
enjoined in the Qur'an (62:10; 53:39,40; 6:132; and 3:200). Love for
one’s self is a consequence of love for God™ and entails, inter alia; doing
one's uttermost to make oneself physically and economically sound. This
requires sustaining one's self through work to earn one's living. Viewed
from this perspective, love for one’s self is enjoined in the Qur'an. Justice
to and love for one's self are positive motivations for the individual not
. only to work but also to work hard to sustain himself/herself. These two
values are mutually reinforcing, inasmuch as each commits the individual
to work for personal welfare or sustenance. Jhsan applies to both justice
toand love for one’s self since it is enjoined in every aspect of life. Its

application to these values generates a sincere desire in the individual to
work to support himself/herself. -

Commitment to the Welfare of Others. Several Islamic values
induce this positive work commitment. These values comprehend self-
lessness, justice to others and love for others, faith in God, and fear of
God.

Selflessness consists in the “absence of evils relating to the animal
self,”™ is commended in the Qur'an (59:9-10), and symbolizes an attitude
of goodwill, charity, and altruism. The selfless person is committed to car-
ing for others. This attitude can be seen as a consequence of ifisan on both
the religious and moral levels. On the religious plane, since God com-
mands ifisan in every aspect of life, it applies to doing good to others,
which 1s the essence of selflessness. On the moral plane, ihsan leads to
selflessness by restraining the animal self in human nature and, conse-
quently, by tilting the balance towards the goodness ingrained in human
nature.

As regards relating to others on the basis of justice and love, the
Qur'an regards justice as consisting of giving others their due and not
harming them, even at the expense of one’s personal interests or those of
one’s relatives (4:135). But love is more than this alone, for it involves
dealing with them in ways that reflect the virtues of sympathy, compas-
sion, and generosity. Clearly, each one of these virtues denotes commit-
ment to the well-being of others. This also holds true when dealing with
others on the basis of justice. Islam stresses that one can practice these
values by restraining his/her animal nature.
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the organizational work environment or conditions provided by orgamza—
tional leaders.

Employee Motivation and Organizational
Leadership

Modern leadership studies conceive organizational leadership as the
source of employee motivation. Organizational psychology regards this
as the basis of the relationship between employee motivation and orga-
nizational leadership. Organizational psychologists see organizational
leadership as the independent variable that determines employee moti-
vation and satisfaction and, in turn, determines leader effectiveness. A
notable example is the Path—Goal Theory, which has been described as

the most complex and comprehensive of all leadership theories.™
According to it

leaders are effective because of their impact on [followers’] moti-
vation, ability to perform effectively and satisfactions .... Leader’s
behavior is motivating or satisfying to the degree that the behav-
ior increases [followers’] goal attainment and clarifies the paths to
these goals.™

In contrast, organizational leadership is not the source of work moti-
vation for the pursuer of ihsan, particularly its application to some work-
related Islamic values. Given this, the role of leaders in an Islamic organi-
zational context is simply complementary: It creates the right set of con-
ditions for the muhsin employee to translate his/her intrinsic and already
existing work motivation into optimal efforts to discharge his/her job
obligations. These conditions are seen in terms of specific leader "“behav-
lors,” two of which have been distilled by Islamic scholars of the Qur’an
and the Sunnah. One cluster relates to leader-led relationship, and the
other cluster relates to the job.”

Leadership Relationship Behaviors. An Islamic leader is required to
follow certain behavior norms when interacting with those whom
he/she-is leading. These behavior norms are not instrumental or manip-
ulative, but rather have intrinsic value, for they seek to reinforce such
basic Islamic values as brotherhood, trust, respect, love, mercy, and
openness.

Among the most important behavioral norms derived from the Qur’an
and the Sunnah are kindness, humility, patience and forgiveness, honesty,
considerateness, consultation, admission of mistakes, and fairness. These
behaviors are, of course, required of every Muslim, leader or follower.
Therefore, to say that a leader should observe the same norms required of
all Muslims seems, on the surface, to be redundant or superfluous. Why
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should the Qur'an make such a demand—to give an unambiguous
reminder to the leader that his/her relationship with those being led has
other goals than just the manifest or immediate purpose for which that
relationship 1s established? In other words the relationship is not just
instrumental—it seeks to preserve and reinforce brotherhood, human dig-
nity, shared respect, compassion, and mercy.

Put differently, the behaviors demanded of the leader in this relation-
ship are actually constraints. In an organizational context, a leader-led
interaction is based on a relationship of authority. Since such relationships
are essentially coercive and have the potential to alienate those over whom
it 1s exercised, a leader’s behavior has to be constrained and tempered by

. personal kindness, consultative behavior, forgiveness, humility,. and other
related behaviors. In the absence of these behaviors, all of which neutral-
ize the coercive nature of the exercise of authority, a leader’s behavior
could, given the coerciveness implicit in authority relationships, under-
mine the Islamic values of brotherhood, mutual respect, and trust and
could even impair leadership itself. On the latter point, the absence of such
norms can be seen in the case of an unkind leader. According to the Qur'an
(3:159), an unkind leader drives away his/her followers and thereby dam-
ages the position of leadership itself. Since leadership is an indispensable
organizational variable, its impairment damages organizational effective-

ness and overall performance and signifies organizational paralysis or
chaos.

Leadership Job Behaviors. In contrast to leader relationship behav-
iors, leader job-related behaviors furnish the employee with job respon-
sibilities and descriptions. Consequently, the employee is expected to
know what to do and how to do it. These behaviors can be classified into
two general categories: a) direction, education, task description, and
simplification, and b) assignment of responsibilities, supervision, and
accountability.

A leader sets goals and provides guidelines to employees concerning
task performance and goal achievement, describes and simplifies proce-
dures in respect of task performance, assigns specific responsibilities to
employees for task performance, supervises them, and holds them
accountable for the discharge of their assigned responsibilities. These two
sets of leader behaviors furnish the necessary and sufficient conditions
for the muhsin employee to hamess his/her work-related motivations: the
leader job-related behaviors provide the employee with job responsibili-
ty and description, while the leader relationship behaviors impart a sense
of community or fraternity to the workplace. Such an environment neu-
tralizes the potentially alienating effect of the coercive nature of the exer-
cise of organizational authority and control. Consequently, the Islamic
values of brotherhood, mutual trust, and respect are preserved and rein-
forced. The end products of these two sets of leader behaviors are effec-
tive leadership and a work environment where organizational members
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can satisfy their spiritual and moral urges to work, perform with excel-
lence, and serve their clients.

It is worth noting that most modern organizational leadership theo-
ries have approached this topic along the two tracks of leader relation-
ship and job-related behaviors. The seminal study in this regard, the
Ohio State Studies, identified two factors underlying leader behaviors:
“consideration” and “initiating structure.” Consideration refers to
“behavior indicative of friendship, mutual trust, respect, and warmth in
the relationship between the leader and members of his staff. ' Initiating
structure refers to “the leader’s behavior in delineating the relationship
between himself and members of the work group and in endeavoring to
establish well-defined patterns of organization, channels of communica-
tion, and methods of procedure.”” A large number of studies, both
empirical and conceptual, have built on these two dimensions. The most
notable are the Michigan Leadership Studies, Likert's Management
Systems, Blake and Mouton’s Managerial Grid, and the Goal-Path
Theory.”

These two dimensions are similar to the two clusters of behaviors in
the Islamic conception of leadership in that they delineate the leader’s rela-
tionship and job-related behaviors. There are, however, two fundamental
differences between the two perspectives: a) the “consideration” or rela-
tionship behaviors in the modern studies are instrumental, for the behav-
iors are instruments designed to enhance leader effectiveness and are not
intended to realize such Islamic goals as mutual trust and respect as desir-
able ends in themselves; b) the source of employee motivation, according
to the modern studies, rests with leader behaviors. In the Islamic perspec-
tive, employee motivations do not originate in these behaviors but rather
are the function of his pursuit of ihsdn or, as Muhyid-Din Shakoor puts it,
of the relationship between the ‘abd (the devoted servant) and his/her Rabb
(God).*

In summary, the relationship between organizational leadership and
employee motivation boils down to the following: organizational leader-
ship in Islam creates the right leader relationship and job-related behaviors
that enable self-motivated employees to harness work-related motivations
for benefiting themselves, the organization, and their clients.

Practical Implications

The Islamic perspective presented here requires organizational mem-
bers who are pursuers of ihsan. This suggests, in the area of human
resources management, screening mechanisms for the selection and
recruitment of employees. To reinforce this process, the organization
should provide, on a continuous basis, Islamic teaching for its members
and urge them to pursue iasan. This point is significant, for it suggests that
the organization assumes an active and continual role in enhancing the
religious commitment of its members. Such a role may require regular ori-
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entation programs and similar on-the-job arrangements. In sum, the orga-
nization itself should be a religious milieu.

This perspective also implies organizational structures that de-empha-
size control and emphasize self-control and self-responsibility. Such orga-
nizational controls as centralization of authority are predicated partly on
the assumption that people are indolent and dislike work and responsibil-
ity. This is not true in the case of the muhsin employee, who ought to have
strong motivation for hard work and for excellent job performance due to
his/her religious beliefs. Such an employee should be motivated to per-
form his/her duties to the best of his/her ability even in the absence of
supervision or the sanction of authority.

Organizational restructuring is needed for the realization of self-con-
trol and self-responsibility in the real world of administrative organiza-
tions. In particular, this calls for a significant decentralization of adminis-
trative power at the workplace. Such a decentralization is entirely consis-
tent with the moral and spiritual qualities of the muhsin employee and
should not be seen as a retreat from supervisory authority in the organiza-
tion. It neither negates nor derogates organizational authority or leader-
ship. Even with substantial decentralization, organizational authority is
there and can be invoked when necessary.

Another closely related implication pertains to personnel incentive
policies: As previously noted, such policies are designed to control and
direct employee behavior towards organizationally prescribed behaviors.
The underlying assumption is that people are solely motivated by mater-
ial rewards and punishments and that, therefore, their behavior can be
controlled through economic incentive mechanisms. In bureaucratic
organizations, this assumption is manifested in the reliance on economic
incentives as a strategy to raise the productivity of organizational mem-
bers. For the muhsin employee, however, the importance of economic
self-interest does not form the basis of his/her work-related motivation. In
other words, economic incentives might not be the sole or appropriate
strategy to use to raise the productivity of those employees who have a
personal commitment to high productivity or efficiency due to their reli-
gious belief and the necessity of reflecting that commitment in their work.
Given this, situational constraints and the level of employee technical
abilities are likely to be important factors for the enhancement of work
productivity. The implication here is that raising productivity may simply
require the creation of the right conditions, notably the leader relationship
and job-related behaviors.

A fourth implication relates to the ever-present and enduring conflict
between the bureaucrat and his/her clients or members of the public. The
bureaucrat/client conflict is due to the depersonalized relationship that
exists between them. This process occurs when the bureaucrat follows the
norm of impersonality (i.e., no personal beliefs, sentiments, emotions, and
other similar concerns are allowed to affect his/her work) in his/her offi-
cial dealings with the public. In the organizational context, impersonality
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is achieved by applying uniform or standard rules to all clients, irrespec-
tive of their special cases. The ultimate result of such a poilcy is an
“unsympathetic, disinterested, and often uncomprehending bureaucrat
perceived by the client.”™

Although they generate conflicts between the bureaucrat and the pub-
lic, standard or impersonal rules ensure equal treatment for all clients.
However, the use of such rules is likely to confront the Islamically com-
mitted administrator with a dilemma. Endowed with the virtues of altru-
ism, sympathy, compassion, optimism, and charity, he/she is most likely
to take these qualities into consideration when dealing with clients. As a
result, there will be a constant tension between upholding the norm of
equal treatment, ensured as it were by following standard or impersonal
rules, and these virtues which push him/her to respond positively to the
special case of a particular client.

Conclusion

This study provides an Islamic perspective on organizational moti-
vation. The basis of this perspective is the pursuit of ithsan, which is
understood as a process that generates spiritual and moral urges to do
good within the character of the Muslim. In the organizational context,
it provides the basis for work motivation, motivation for excellence in
job performance, and motivation for the service of the organization’s
clients. Such a model departs from modermn models of organizational
motivation in two fundamental ways: a) it does not consider the individ-
ual's egocentric needs to be the sole basis of organizational motivation,
and b) it maintains that the individual's work-related motivations are
independent of or originate outside of the organization. In other words,
they do not depend upon the motivations induced by organizational
leader “behaviors.” In the Islamic perspective, such behaviors are need-
ed only to create the conditions that will make it possible for the muhsin
employee to hamness his/her spiritually and morally grounded work-
related motivations.

The Islamic perspective presented here could be a framework for an
Islamic model of organizational motivation. Of course, such a mode] has
to be a normative one and prescribe, inter alia, what needs to be done to
reform real-world administrative organizations. The goals of such a model
include, among others, a) the maximization of organizational efficiency;
b) the organizational member’s dignity, self-control, self-responsibility,
respect; and c) client-responsiveness.

The normative propositions for this model are readily derivable from
thsan. For instance, the aforementioned statements on employee work atti-
tude, motivation for efficiency in job performance, and motivation for
client service could be some of these propositions. In general, such propo-
sitions should indicate how the organization ought to be structured to max-
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imize such values as efficiency, human dignity, self-control, respect, and
accountability to clients. Commitment to the realization of these values is
built into the character of the devout Muslim, who is a pursuer of i4san and
its spiritual and moral consequences. Therefore, what needs to be done is
to create those organizational structures that make it possible for these val-
ues to be maximized.

An Islamic model of organizational motivation has to solve the dilem-
ma that a devoted Muslim employee is likely to face when dealing with the
public. As noted earlier, this dilemma stems from the tension between the
need to uphold the norm of equal treatment when dealing with the public
and the moral qualities that urge sympathy with those clients who impress
on him/her the special nature of their cases.
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