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Assessing Achievement Motive of American and
Israeli Managers: Design and Application of a
Three-Facet Measure

Dov Elizur
Bar-Ilan University and The Israel Institute of Applied Social Research

A questionnaire to assess the presence of achieve-
ment motive in various populations was developed
and its structure analyzed. A facet definition of
achievement motive was suggested which provided
guidelines for the creation of items and the formu-
lation of hypotheses. The Achievement Motive
Questionnaire was administered to 132 U.S. and
114 Israeli middle managers from various public
and private organizations. The results support the
main hypotheses. An empirical double-ordered con-
ceptual system was obtained which reflects the two
facets characteristic to this study: (1) kind of con-
frontation (being confronted or confronting an an-
swer with a challenge) and (2) time perspective (be-
fore, during, or after) relative to task performance.
The behavior modalities facet was found to order
the conceptual space from instrumental to affective
and cognitive modality. The systematic construction
of the questionnaire based on the facet definition of
achievement motive made it possible to distinguish
differences in achievement tendencies between the
U.S. and the Israeli samples.

Several years ago, a research project on

achievement motive of managers was under-
taken with the objective of studying differential
levels in this motive in various cultures and sub-
cultures. A tool was needed for assessing the
presence of this motive that would be equally ap-
plicable to populations in different countries,
economic sectors, and other subpopulations.
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The most commonly used techniques for as-
sessing the strength of achievement motive are
the Thematic Apperception Test (TAT: McClel-
land, Atkinson, Clark, & Lowell, 1953), the
French Test of Insight (FTI: French, 1958), and
the Iowa Picture Interpretation Test (IPIT:
Johnston, 1957). Subscales of inventories with
the label &dquo;achievement&dquo; are also frequently
used, such as the Edwards Personal Prefer-
ence Schedule (EPPS: Edwards, 1954), the Per-
sonality Research Form (PRF: Jackson, 1967),
and the California Psychological Inventory (CPI:
Gough, 1953).
The questionnaire assessment procedures

seemed more appropriate for the purpose of this
study. In searching the literature, it was found
that several imaginative efforts have been made
in the direction of constructing a questionnaire
for assessing achievement (Hermans, 1979;
Mehrabian, 1968). Yet in each of the above at-

tempts, the sample of items was more or less ad
hoc. No general guidelines for the inclusion or
exclusion of observational items were provided.
A more systematic criterion for defining items
that pertain to achievement motive was neces-
sary.
The issue of item sampling was particularly

important because cross-cultural comparisons
were of interest. Thus, the selection of items that
were both general and culture-free was an im-
portant step in the project.
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One way of tackling this problem is to design
separate questionnaires for subpopulations, as
done by Mehrabian (1968) for males and fe-

males. The disadvantages of this approach are
that it requires constructing many question-
naires for each of the populations. It is difficult
to compare the scores from different popula-
tions, and it is difficult to construct such a ques-
tionnaire for an investigator who is not a mem-
ber of the specific culture.

Another way of tackling this problem is to de-
vise items that are general enough to be culture-
free. Such general items, being of a more ab-
stract nature, may be less easily comprehensible
to the average inuividuai. However, with more
educated subjects, this limitation may be disre-
garded. The latter approach seemed preferable
and was therefore applied in this study.
There is a growing interest in developing new

and more reliable techniques for the assessment
of achievement motive. As Atkinson pointed
out, &dquo;time is ripe for a renewed attack on the
problem of developing better techniques for as-
sessing differences in the strength of achieve-
ment motive&dquo; (Atkinson & Raynor, 1974, p. 16).
An attempt to systematically design a ques-

tionnaire for assessing the presence of achieve-
ment motive was made in this study. The defini-
tion of achievement motive was considered to be
of importance; as Weinstein (1969) pointed out,
&dquo;successful measurement of the need for
achievement demands a critical logical analysis
of what is meant by the label ’achievement’.&dquo;
The formal approach of _facet design (Elizur,
1970; Elizur & Guttman, 1976; Elizur & Shye,
1976a; Guttman, 1959; Levy & Guttman, 1975)
was used to define the concept of achievement
and thus to facilitate the systematic design of the
questionnaire and the formulation of hypotheses
about the relations between the definitional
framework and the structure of the empirical
observations.

Defining Achievement Motive

A mapping sentence definition of the universe
of achievement motive has been developed

within the framework of this project and de-
scribed in detail in Elizur and Shye (1976b) and
Shye (1978). The conceptualizations found in the
literature (Atkinson & Feather, 1966; Heckhau-
sen, 1967; Hermans, 1970; Jackson, Ahmed, &

Heapy, 1976; McClelland, 1961) helped
to define the content of achievement motive.
The definition of achievement motive hinges

on the following three domain facets:

Facet A-Behavior Modality .

Achievement motive is specifically related to
the instrumental aspect of behavior. To make
sure, the action-relatedness of the items &dquo;per-
formance of tasks and assignments&dquo; was em-
phasized in the definition and in each of the
questions.

Items in previous questionnaires were found
to be related sometimes to the feelings of the re-
spondent-affective attitudes; other questions
ask for opinions--cognitive attitudes; and cer-
tain others refer to actual behavior-instru-
mental attitudes. The three behavior modalities

comprise a specific conceptual facet in common
with various other studies in the behavioral
sciences (Elizur, 1970; Elizur & Guttman, 1976).

Facet B-Type of Confrontation

Some aspects of achievement motive em-

phasize the readiness of the individual to con-
front himselflherself with a challenge and to
cope with it, such as coping with difficult versus
easy tasks, accepting personal versus shared re-
sponsibility, and coping with uncertainty of out-
comes.

In contrast to these aspects of achievement,
which are monolithic in nature, one finds items
that emphasize the readiness of the respondent
to consider different aspects of the situation and
to match answers to challenges: calculating
risks, solving problems, and fulfilling needs.

Facet C-Time Perspective

An additional classification of achievement
items may be made according to the time per-
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spective relative to task performance. Certain
aspects of performance are relevant mainly be-
fore the task is performed, such as uncertainty
and calculating risks. During task performance,
the focus of efforts is on coping with difficulty
and solving problems. Responsibility and satis-
fying the need to succeed are basically related to
the after-perforrnance stage.

Definition

Achievement motive may be defined formally
in a mapping sentence based on the three facets
as presented in Figure 1.

Using the mapping sentence, the universe of
achievement motive can be divided into subuni-
verses created by selecting one element of each
facet. Each selection (&dquo;structuple&dquo;) represents a

content area which is a subuniverse of the con-

ceptual space of achievement motive according
to this definition.

Considering the facets specific to this investi-
gation, Facets B and C, the content of their com-
bined elements may be observed by items con-
cerned with the following aspects of achieve-
ment :

b,c, to confront oneself with a challenge be-
fore task performance-to face uncer-
tainty.

b1c2 to confront oneself with a challenge
during task performance-to face dif-
ficulty.

b,c3 to confront oneself with a challenge
after task performance-to face per-
sonal responsibility.

Figure 1

Mapping Sentence for the Definition of Achievement Motive

The extent that respondent (x) behaves

with a challenge associated with the stage

in the sense of the element of Facet A.
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b2c, to confront an answer with a challenge
related to the stage before task per-
formance-to take a calculated risk by
matching appropriate risk level with an
expected gain.

b2c2 to confront an answer with a challenge
related to the stage during task per-
formance-to match solutions with

problems.
b~c3 to confront an answer with a challenge

related to the stage after task perform-
ance-to match an activity to satisfy
one’s need to succeed.

A geometric portrayal of the definitional
framework of achievement motive according to
the three facets, as well as the order relations
among the elements of Facets A and C, is pre-
sented in Figure 2.

Objectives and Hypotheses

The main objective of this study was to

examine the structure of achievement motive
and to test its stability by comparing two
samples from different countries-the U.S. and
Israel. In this fashion it was hoped that the pro-
posed lawful relationships would be ascertained
and those structural aspects would be isolated
that showed the best prospects for being stable
across cultures.
The hypotheses tested were (1) the structure of

the empirical data would reflect the subdivision
of the facets into elements as specified by the
mapping sentence and (2) the order of elements
within Facet A would correspond to that

specified by the mapping sentence; that is, the
behavior modalities would be ordered from in-
strumental to affective and cognitive. In Facet

Figure 2
The Facet Structure of Achievement Motive
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C, the order would be determined by the time se-
quence-before, during, and after performance.
(Facet B is a dichotomy with no implied order.)

Method

Subjects
Data were collected from two samples of

middle managers-132 from the United States
and 114 from Israel. Each sample represented a
relatively diverse group of managers in terms of
organizational variables (size, type of organiza-
tion, department or function) and in terms of
personal background (e.g., age, education). The
questionnaires were administered to partic-
ipants in courses or to individuals in the or-

ganizations. The samples consisted of managers
in both private and public organizations. The
U.S. sample, for instance, drew from organiza-
tions such as American Pipe Products, National
Can Corporation, Pan American World Air-

ways, Staufer Chemicals, Standard Oil, Safe-

way, Zellerbach Paper Corporation, and the
Federal Government General Services Admin-
istration. The majority of both samples were
male, 77% in the U.S. sample and 82% in the
Israeli sample. The most frequent age group was
40 to 49 in the U.S. sample and 31 to 39 in the
Israeli sample (33% in each).
The two population samples were selected to

see whether differential levels of the achieve-
ment motive could be distinguished. In the U.S.
the private sector is more dominant and affects
the public sector; in Israel, on the con-

trary, the public sector is more dominant and af-
fects the private sector. The private sector is con-
ceived as typically providing more opportunities
for entrepreneurial behavior. This research was
concerned with exploring whether and in what
ways the structure of achievement motive would
be different for the two populations under in-
vestigation.

The Achievement Motive Questionnaire
A structured questionnaire for assessing the

presence of achievement motive, the Achieve-

ment Motive Questionnaire (AMQ), was de-

signed based on the definition of the achieve-
ment motive.
The following aspects of achievement motive

were distinguished with the aid of Facets B and
C:

Questions were presented regarding each of Ithe achievement aspects on each of the three be-
havior modalities (Facet A):

Cognitive: preference, e.g., &dquo;Do you generally
prefer difficult or easy tasks?&dquo; (five ranks,
from &dquo;prefer difficult tasks much more than
easy ones&dquo; to &dquo;prefer easy tasks much more
than difficult ones&dquo;)

Affective: satisfaction, e.g., &dquo;Do you generally
feel more satisfied when you are personally
responsible for a certain task or when you
share responsibility with others?&dquo; (five ranks,
from &dquo;I generally feel satisfied with personal
responsibility much more than with shared
responsibility&dquo; to &dquo;I generally feel satisfied
with shared responsibility much more than
with personal responsibility.&dquo;)

Instrumental: performance, e.g., &dquo;Do you
usually undertake to perform tasks that re-
quire taking calculated risk or tasks whose
accomplishment is assured beforehand?&dquo;

(five ranks, from &dquo;I usually undertake to per-
form tasks requiring calculated risk much
more than tasks whose accomplishment is as-
sured&dquo; to &dquo;I usually undertake to perform
tasks whose accomplishment is assured much
more than tasks requiring calculated risk.&dquo;)

Smallest Space Analysis

Smallest space analysis was used to analyze
the relations between the variables and to test
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the structural hypotheses. Smallest space anal-
ysis (SSA) is a technique for structural analysis
of similarity data (Guttman, 1968; Elizur, 1970;
Elizur & Guttman, 1976). It provides a metric
representation of nonmetric information based
on the relative distances within a set of points.
Each variable is represented by a point in a

Euclidean space of one or more dimensions. The

points are plotted in the space of smallest pos-

sible dimensionality which preserves the rank
order of the relations.
The distances among the points are inversely

related to the observed relationships among the
variables as defined by the correlation coef-
ficients. When the correlation between two vari-
ables is high, the distance between them should
be relatively small; conversely, when the correla-
tion between two variables is low, the distance

Table 1

Key to Variables in Figures 2-4
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between their geometric points should be rela-
tively large.

This method has been successfully applied in
various studies to test structural hypotheses
(e.g., Elizur, 1970; Elizur & Guttman, 1976;
Elizur & Shye, 1976a; Levy & Guttman, 1975).

Results

Consider first the results pertaining to the two
facets specific to this study, Facets B and C. The
first two-dimensional projection from the three-
dimensional SSA computer program re-

produced in Figure 3 reflects the structure of the
two facets. By observing the map which depicts
the structure of the items for the U.S. sample, it
is found that the hypotheses were basically sup-
ported by the empirical data.

Concerning Facet C, the map could be clearly
partitioned into three contiguous regions corre-
sponding to the three stages of time perspectives
pertinent to task performance. The order of the
elements was, as hypothesized, according to the
time sequence-before, during, and after per-
formance.

Concerning Facet B, the map could also be
clearly partitioned into two distinct regions cor-
responding to the two characteristics of achieve-
ment defined by this facet: &dquo;confronting self’
and &dquo;setting an answer in confrontation with a
challenge.&dquo; The structure of Facets B and C in
the Israeli data has been found to conform to
that anticipated as illustrated in Figure 2 for
these facets. However, in the U.S. sample there
was one patent deviation: the items of problem
solving were located in the &dquo;confronting self in-

Figure 3
The Empirical Structure of Achievement Motive.

The First Two dimensional Projection of a Three Dimensional SSA-I.
The U.S. sample, n=132; Coefficient of Alienation = 0.12.
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stead of in the &dquo;setting an answer in confronta-
tion with a challenge&dquo; region of the map, as clas-
sified by the mapping sentence and as found in
the analysis of the Israeli sample (Elizur & Shye,
1976b; Shye, 1978). Thus, if the original con-
ceptualization is adhered to, &dquo;problem solving&dquo;
appears to have a more monolithic connotation
for the U.S. sample than for the Israeli sample.
A possible explanation for this may be that U.S.
managers perceive problem solving as a more
unitary concept, representing a challenge with
which they have to confront themselves, similar
to difficulty of task performance. Further re-
search on additional samples may contribute to
clarifying this issue.
The difference between the two samples may

be interpreted further by the notion that differ-
ent regions of the map represent different &dquo;types

of achievement motive.&dquo; The frequencies of the
positive responses to each of the items in the two
samples, as presented in Table 2, may be of in-
terest in this context. While only small differ-
ences between the two samples could be ob-
served in the after-performance stage of task
performance (responsibility and need satisfac-
tion) and moderate differences in the during-
task performance (difficulty and problem solv-
ing), remarkably large differences were found in
the &dquo;before-performance&dquo; achievement as-

pects-uncertainty and calculated risks. These
differences may indicate the possibility of dis-
tinguishing by this method between different
levels and types of achievement motive among
individuals and subpopulations.
No partitioning according to the behavior

modality facet was found in the first projection

Table 2

Achievement motive of U.S. and Israeli Middle Managers
(percent of the two positive response categories)
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of the SSA in Figure 3. To find out whether the
anticipated order would be found, the other pro-
jections of the three-dimensional SSA solution
were examined. The third projection of the SSA
for the U.S. sample, as shown in Figure 4,
clearly reflects the three behavior modalities as
defined in the mapping sentence. Encouraged
by these results, the third projection of a three-
dimensional SSA solution of the Israeli sample
was examined and an identical structure was

found, as can be observed in Figure 5.
The items located in the central region of the

map-the instrumental responses~ccupy a

relatively smaller space, indicating that they are
more strongly related to each other and that the
correlations between them are higher. Items dis-

persed in the most peripheral region the cogni-
tive items----on the other side, are more weakly
related to each other, thus having lower correla-
tions between them.

It is interesting to note that partition accord-
ing to the type of confrontation, Facet B, is

clearly visible in this projection. The order of the
structuples, according to Facets B and C, is
identical for both samples; however, the order is
circular in this projection.

Summary

In this project, a tool for assessing the

presence of achievement motive in various popu-
lations was developed and its structure studied.

Figure 4
The Empirical Structure of Achievement Motive.

The U.S. sample, n=132; The Third Two-Dimensional Project of a Three Dimensional SSA-I.
- 

Coefficient of Alienation = 0.12.

Downloaded from the Digital Conservancy at the University of Minnesota, http://purl.umn.edu/93227.  
May be reproduced with no cost by students and faculty for academic use.  Non-academic reproduction  

requires payment of royalties through the Copyright Clearance Center, http://www.copyright.com/ 



210

The facet definition of the universe of achieve-
ment motive provided guidelines for the creation
of items and for the formulation of hypotheses
regarding the relations between the definitional
framework and the empirical observations.
An empirical double-ordered system, a duplex

structure, was obtained in both samples reflect-
ing two of the basic facets of the definition. One
facet describes the kind of confrontation &dquo;readi-
ness to confront self’ or &dquo;set an answer in con-
frontation with a challenge.&dquo; The other facet de-
scribes the time perspective before, during, and
after, relative to task performance. The third
facet of behavior modalities-cognitive, affec-

tive, and instrülÎÎental-was found to be re-

flected in the third projection of a three-dimen-
sional SSA solution in the predicted order.
Comparison of the two samples revealed gen-

erally similar structures except that in the U.S.
sample, &dquo;problem-solving&dquo; items were found to
be located in the region of the monolithic items
with which the person has to confront him-
self/herself rather than among the items where
the person has to confront an answer with a

challenge, suggesting that problem solving may
have a more monolithic meaning in English, or
at least in the conception of this population
sample. The possibility of distinguishing dif-
ferent types of achievement motives was pointed
out, supported by the frequency distributions of

Figure 5
The Empirical Structure of Achievement Motive.

The Third Two Dimensional Projection of a Three Dimensional SSA-I.
The Israeli Sample, n=114; Coefficient of Alienation = 0.08.
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responses in the two samples. The example
demonstrates some of the potentialities of the
structural design in distinguishing individual
and intergroup differences. While the conven-
tional methods of assessing achievement motive
usually provide only a single measure, applying
facet design provides a set of distinct subuni-
verses of achievement motive. The Achievement
Motive Questionnaire enables the obtaining of
observations on each of the subuniverses for
individuals or groups investigated. Further re-
search on additional population samples may be
instructive in exploring possibilities of distin-
guishing achievement-motive types and in fur-
ther elaborating the theoretical and practical
utility of the structural definition of achievement
motive.
The fact that essentially similar structures

were obtained in two independent samples pro-
vides substantial support for the suggested defi-
nitional framework of achievement motive.
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