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Module One: Getting Started 

Welcome to the Employee Motivation workshop. Employee 

Motivation is becoming ever more important in the workplace as 

time goes on, and everyone agrees that a motivated workforce is 

far more likely to be a successful workforce. The happier and more 

professional an employee is, the better the results they will deliver 

for you. Of course, every employer wants to make sure that they 

have a workforce who will do their best, but this does not simply 

mean making the job easy for their employees. In fact, part of the 

problem of motivation is that where the job is too easy, employees 

become complacent. 

There is therefore a challenge for all employers and management in delivering the right balance 

between a confident, motivated workforce and a workforce which is driven to attain goals. It can be 

described as a mix between the pleasure of a comfortable working environment and the fear of failure, 

although in honesty it is more complicated than that equation suggests. Regardless of how it is 

characterized, it is important to get the right balance in order to ensure that you have a motivated 

workforce. This manual is designed to show participants the way to get the best out of a confident, 

motivated set of employees, and to show them how to motivate that group. 

 

Workshop Objectives 

Research has consistently demonstrated that when clear goals are associated 

with learning, it occurs more easily and rapidly.  

By the end of this workshop, participants will: 

• Defining motivation, an employer’s role in it and how the employee can play a part 

• Identifying the importance of Employee Motivation 

• Identifying methods of Employee Motivation 

• Describing the theories which pertain to Employee Motivation – with particular reference to 

psychology 

Motivation is the art of getting people to 

do what you want them to do because they 

want to do it. 

Dwight D. Eisenhower 
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• Identifying personality types and how they fit into a plan for Employee Motivation. 

• Setting clear and defined goals. 

• Identifying specific issues in the field, and addressing these issues and how to maintain this 

going forward. 

 

Pre-Assignment Review 

The purpose of the Pre-Assignment is to get you thinking about the Employee 

Motivation strategies you are already using and where you need to improve.  

A good pre-assignment in this case is to ask you how you go about motivating your 

employees at the moment. As well as this, it is helpful to discuss previous initiatives 

and why they worked or failed. This is best done in small groups, so if the group is 

large (more than ten participants) it may be beneficial to separate into two or more 

groups. 

Take some time to consider the outcome of the discussion, and to digest feedback from other 

participants. The subject will be returned to during the day more than once. 
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Module Two: A Psychological Approach 

The importance of psychology in achieving and maintaining 

Employee Motivation is essential. A message can be repeated over 

and over to a group of employees but unless they believe it and 

believe in it, the words are empty. The following are some of the 

key psychological theories which aid employers in their end goal of 

producing a motivated workforce. 

 

 

 

Herzberg’s Theory of Motivation 

Herzberg’s theory is that Employee Motivation is affected both by the employee’s 

level of satisfaction and dissatisfaction and that, importantly, these two elements 

are independent of one another. That is to say that although an employee can be 

satisfied by the elements of their job which are intrinsic to the job itself, such as 

achievement and recognition, while at the same time being dissatisfied by the 

elements which are secondary factors of the work – pay and benefits, job security 

and relationships with co-workers.  

This was described by Herzberg as the Motivation-Hygiene Theory. Elements which are done because 

they are essential to the job were considered the “motivation” part of the theory. They were done 

because they had to be done; therefore the worker was “motivated” to carry them out. Carrying these 

tasks out was considered to be the motivation of the employee, because they were required or 

compelled to do them. Having work to do demand that the worker rise to – and meet – a challenge, 

their motivation was set in stone. 

The “hygiene” element, rather than a reference to personal hygiene and cleanliness as one might 

assume, was actually a reference to the upkeep of personal determination. They were things that 

needed to be constantly maintained because they were not intrinsic to the job. Herzberg’s assertion was 

that the opposite of satisfaction was not Dissatisfaction, but rather an absence of satisfaction. Similarly, 

the opposite of dissatisfaction was an absence of dissatisfaction rather than simply satisfaction. In terms 

Money was never a big motivation for me, 

except as a way to keep score. The real 

excitement is playing the game. 

Donald Trump 
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of motivating employees, it is important to encourage satisfaction on the one hand, and avoid 

dissatisfaction on the other. 

 

Maslow’s Hierarchy of Needs 

Abraham Maslow’s pyramid detailing the hierarchy of human needs is actually 

a more general listing of things on which every human should be able to rely 

on, but is applicable to the issue of Employee Motivation. In any job, from the 

most basic to the most specialized, the employee should be able to rely on 

their employer and their co-workers to uphold their access to the most basic 

needs – those which are essential and without which a human’s health will 

suffer. The absence of access to these needs is the basis for everything else. As we go up the pyramid 

the needs become less essential but arguably more decisive.  

A sense of security and of belonging is also important to any employee. Knowing that one’s physical 

safety is ensured allows a person to do their job without fear. Security is not merely a physical concept; 

it also refers to the security of a person’s job and the conditions that allow them to do that job. Giving a 

person tasks to do is an essential part of motivation, but providing them the environment in which to 

carry out those tasks is no less important for motivation. Allowing a level of interaction and encouraging 

a team ethic will further a person’s intent to do their job and do it well. 

In the upper two echelons of the pyramid, the needs are now more refined and specific. It is possible to 

do a job without self-esteem, but it is undesirable. Encouragement and positive feedback are important 

factors in ensuring that an employee does their job to the best of their ability. Without these factors, the 

likely outcome is a drop in performance and a reluctance to carry out further tasks completely and 

reliably. Self-actualization needs such as creativity and spontaneity allow the mind to work to its 

optimum level, and actively motivate the employee. These theories fit in somewhat with Herzberg’s – 

that there are certain things which must be guaranteed as an absolute base, and then others which 

guarantee the effort of an effective employee through their desire to be part of something good. 

 

The Two Models and Motivation 

Abraham Maslow’s theory on the hierarchy of human needs was an influence on 

Frederick Herzberg’s later theory regarding the factors which motivate workers. 

While Maslow considered the needs of a person to all be on the one hierarchical 

list, Herzberg felt that there were two very separate elements of the plan. To look 

at Maslow’s list, one would feel that as the requirements as set out in the pyramid 

were met, the level of satisfaction would rise while, at the same pace, the 

dissatisfaction would drop. It was Herzberg’s contention that this is not the case. Herzberg felt that 

satisfaction and dissatisfaction were actually wholly separate and that both needed to be attended to. 
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Herzberg and Maslow created two separate theories, and while much of what is set out in the hierarchy 

of needs is backed up by the theories in the “two factor” theory, it is expanded upon and honed. While 

to look at Maslow’s model one would feel that as long as certain needs were met, satisfaction would rise 

and dissatisfaction fall in equal measure, Herzberg holds that one could have a high level of satisfaction 

from carrying out their tasks in an efficient manner and meeting their targets, yet if they were 

constantly worried that they could lose their job for reasons separate to performance, they would not 

be as motivated as they could be. 

There is, however, something to be said of Maslow’s hierarchy, in that the pyramid as he set it out could 

be split into sections. In this case, the top sections (and particularly the peak) would correspond 

somewhat to Herzberg’s “motivation” factors and the lower sections to his “hygiene factors. Herzberg’s 

theory is not a contradiction of Maslow’s, but at the same time is not a direct application of it. There are 

certainly differences between the two. They both have their part to play in employee motivation, 

however, and they have a lot more in common than to separate them. 

 

Case Study 

Carlos, the boss, and Henrietta were working on a recipe for a new formula of baby food. They’d spent 

all day discussing their options, brainstorming and coming up with several solutions to their problems 

but had started getting bored halfway through. They didn’t have the motivation to continue, until Carlos 

suggested they use Herzberg’s Theory of Motivation to identify those factors which motivated them and 

those which dissatisfied them. Henrietta agreed and immediately stated that she felt putting in overtime 

wouldn’t measure up to the pay she received. Together they reached an amiable solution to her 

motivational problems, and managed to come up with a new formula. Henrietta was happy and 

motivated, and Carlos was relieved that his employee was satisfied.  
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Module Two: Review Questions 

1. Herzberg’s Theory of Motivation is affected by: 

 

a) The employees level of dissatisfaction 

b) The employees level of satisfaction 

c) The employees level of both dissatisfaction and satisfaction 

d) None of the above  

 

2. The ‘motivation’ in the Motivation-Hygiene theory: 

 

a) Refers to personal hygiene 

b) Refers to tasks which had to be done 

c) Refers to things which needed to be maintained 

d) Represent dissatisfaction 

 

3. The ‘hygiene’ element in the Motivation-Hygiene theory: 

 

a) Refers to personal hygiene 

b) Refers to tasks which had to be done 

c) Refers to things which needed to be maintained 

d) Represent dissatisfaction 

 

4. The following statement is FALSE with regards to Maslow’s Hierarchy of Needs: 

 

a) Encouragement and positive feedback are important for employees 

b) The environment is part of the needs to be met  

c) The theory fits completely with Herzberg’s Theory of Motivation 

d) A sense of security and belonging is important to an employee 

 

5. Which statement is TRUE? 

 

a) Maslow’s hierarchy is a general list of basic human needs and doesn’t apply to the workplace  

b) The needs at the top of the pyramid are less decisive than those at the bottom 

c) The needs are more refined at the bottom of the pyramid  

d) None of the above  
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6. According to Maslow, levels of dissatisfaction would ___ as levels of satisfaction ___ 

 

a) Drop; rise 

b) Rise; rise 

c) Drop; drop 

d) Stay the same; stay the same  

 

7. Abraham Maslow and Herzberg’s theories: 

 

a) Are complete contradictions 

b) Are direct applications of each other  

c) May form part of a two-factor theory  

d) None of the above 

 

8. Which of the following represents a secondary factor at work: 

 

a) Pay and benefits  

b) Achievement 

c) Recognition 

d) All of the above  

 

9. The following is the most important: 

a) Physiological needs 

b) Security and safety needs 

c) Companionship 

d) All are equally important  

10. The following are examples of Dissatisfaction:  

 

a) Environment 

b) Supervision 

c) Relationships with Co-workers 

d) All of the above 
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Module Three: Object-Oriented Theory 

Motivation is not all about philosophical needs, of course. A lot of 

people work better when they have the concrete facts in front of 

them – something to work towards, something to avoid. Different 

things motivate different people, and in any given team or workforce 

there will be a mix of these people. As Herzberg’s Theory suggests, 

what will motivate each individual will be a mix of satisfaction and 

non-dissatisfaction. This is similar to the old theory of the “carrot and 

whip” – based on the hypothesis of riding a horse and using the 

carrot to encourage it to speed up, and the whip to prevent it from 

slowing down too much. Then there is also the idea of the plant – 

seeing a worker as a “plant” who, given the right mix of the already-discussed factors, will flower 

beautifully. The carrot, the whip, and the plant are united into the heading of “Object-Oriented Theory”. 

 

The Carrot 

The “carrot” as a theory takes its lead from horse-riding and dates back to the 

middle of the 20th century. The idea is that a cart driver would tie a carrot to a long 

stick and dangle it in front of the horse or donkey which was pulling his cart. As the 

donkey moved forward towards the carrot, he would pull the cart and driver 

forward, ensuring that the carrot always remained beyond his reach until such 

time as the driver slowed down and stopped, at which point – should he so desire 

– the driver could give the carrot to the horse as a reward for doing what it has been encouraged to do. 

For the employer, this can perhaps be read in a number of ways. Looking at how the “carrot” theory 

works, it is quite easy to assume that the “carrots” offered to employees should be continually moved 

beyond their reach, and this assumes that the employee is as stubborn and witless as a donkey. This 

would be a rash assumption to make, and continually moving the point of reward away from the 

employee could be seen as a disincentive. Not delivering on a promise is always likely to annoy workers 

rather than stiffen their resolve to meet the new goals. 

It could, however, also be argued that the carrot on the stick is something which should not just hang 

there within easy reach. The employee will need to keep testing themselves, but as long as they meet 

There's always the motivation of wanting 

to win. Everybody has that. But a 

champion needs, in his attitude, a 

motivation above and beyond winning. 

Pat Riley 
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their challenges they will be rewarded at the end of their efforts. In the theory detailed in the first 

paragraph, there is a defined end point. The important element of the theory is that if someone has the 

promise of a reward at the end of their work, they are likely to keep striving for it. If that reward is 

continually denied them even at the end of their work, however, do not be surprised if it ceases to work. 

 

The Whip 

In different cultures it is known by different names, but the second part of the 

“Carrot” theory is the Whip. There is a long history of terms and sayings attached to 

the idea of having an element of threat involved in motivating a group of 

employees, or anyone for that matter. “Spare the rod and spoil the child”, for 

example, is an old proverb meaning that if you never punish someone for 

transgressing, they will come to believe that they can transgress as and when they 

wish. In the old “Carrot” theory, the way it works is that if the employee tired of chasing after a carrot 

that never seems to get any closer, simply slows down, a quick smack with the whip will make it speed 

up again. 

The theory of motivation by threat of punishment is one which needs to be handled very carefully 

indeed. Not only is it absolutely illegal in many places to physically discipline workers, but other forms of 

threat can have a detrimental effect on the workforce. An employer, team leader, or manager with a 

reputation for flying off the handle when things are not to their satisfaction may get results from some 

people, but this method can lead to a culture of fear within a company or department, and stifle 

performance in order to simply get the work done.  

It is left up to the person providing the motivation to decide to what extent and in what way they will 

use the “whip”. There can be initiatives which combine the carrot and the whip – for example, in a one-

off situation over the course of a day or so, the person or people who have performed worst in the team 

can be required to buy coffees or any other small reward for those who have performed best. A “forfeit” 

system can also be applied, but it is dangerous to apply anything too humiliating in this situation. The 

limits of the system need to be clearly defined. If it is something so meaningless that it won’t be taken 

seriously, the whip ceases to be a motivation. If it is too stringent it becomes the whole focus and can 

infringe upon performance. 
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The Plant 

An element of objected-oriented motivation which, is essentially separate from the 

above, but not incompatible with them, is known as “Plant” theory. Take as your 

example a simple house plant. In order to ensure that a plant flourishes it is 

important to give it the best combination possible of different nourishing elements. 

Most plants will require sunlight, warmth, water, and food in order to grow in the 

way you would wish. By the same token, employees will be motivated by a 

combination of factors.  

The average employee will require motivation in many of the forms discussed by Maslow and Herzberg, 

and because humans are not all the same it will be a matter of judgment to ensure that each employee 

gets the right amount of each factor. This can be something as simple as getting the balance of “carrot 

and whip” motivation right. It is important, in many managers’ eyes, to get the balance right between 

the arm around the shoulders and the boot up the backside. Making an employee feel valued and 

supported without letting them become coddled is important, as is ensuring that they know they have 

to perform without making them feel like they have a gun against their head. 

Taking three of Herzberg’s essential elements of motivation as an example, some employees work best 

with the prospect of challenge in their work, while some will work better with the goal of recognition. 

Others, equally, will want simply to get through as much work as they can while doing the work to a high 

level of quality. It is important to take into account the differing “buttons” that need to be pressed in 

each staff member to ensure that they do their job as well as possible. It is many people’s view that the 

team which will work best is the one that has a combination of people who work well under different 

motivations. This way, tasks within the team can be assigned in a balanced way and ensure the best 

performance from every individual, and consequently the best performance from the team. The “Plant” 

theory, as applied here, is about knowing which plant requires which type of nourishment in which 

measure. By getting the balance right you can ensure the best “greenhouse” arrangement. 

 

Case Study 

Georgie and Wanda owned a small bakery off Main Street and were staying in late to figure out new 

methods of employee motivation. They’d had some trouble with their baker, who arrived late and didn’t 

seem to enjoy his work. Georgie and Wanda were at a loss until Wanda suggested they discuss the 

carrot and the whip theories. Wanda suggested they give their baker incentive, and Georgie agreed. 

They sat down and figured out what their baker would benefit from the most, and how they could keep 

him motivated without using ‘the whip’ – Georgie felt this method was too robust for their purposes. 

They finally narrowed down their options and presented their baker with incentive for working harder 

and arriving on time. Both Georgie and Wanda were overjoyed that their business benefitted from the 

increase in productivity.  
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Module Three: Review Questions 

1. Object-Oriented Theory is represented by: 

 

a) A stick and a carrot 

b) A whip and a carrot  

c) A plant, a whip and a carrot  

d) A plant, a stick and a whip  

 

2. The following statement is TRUE: 

 

a) Employees shouldn’t have to challenge themselves in the work environment 

b) Morale is not important  

c) Rewards can be promised in return for a reached goal  

d) Beating employees is legal  

 

3. According to the ‘carrot’ section of the Theory: 

 

a) Presents the goal 

b) Presents a reward 

c) Presents the threat of punishment  

d) Presents a combination of motivational factors  

 

4. According to the ‘plant’ section of the Theory: 

 

a) Presents the goal 

b) Presents a reward 

c) Presents the threat of punishment  

d) Presents a combination of motivational factors  

 

5. The following statement is FALSE: 

 

a) It is illegal to physically abuse your employees 

b) Using the ‘whip’ may introduce a culture of fear in the work environment  

c) You should never combine the ‘whip’ and ‘carrot’ theories 

d) All of the above  
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6. According to the ’whip’ section of the Theory: 

 

a) Presents the goal 

b) Presents a reward 

c) Presents the threat of punishment  

d) Presents a combination of motivational factors  

 

7. Complete the sentence: “Spare the ___ and Spoil the ___” 

 

a) Child, rod 

b) Rod, child 

c) Children, sticks 

d) Employees, rod  

 

8. The above sentence roughly means: 

 

a) If you punish someone, they will always transgress 

b) If you never punish someone, they will believe they can transgress 

c) If you punish someone, they will believe they can transgress frequently 

d) You should beat your employees 

 

9. Employees work best with: 

 

a) The prospect of challenge 

b) The recognition of a goal  

c) A high level of quality in mind 

d) It differs between employees 

 

10. It is important to get the balance of the Theory right or employees:  

 

a) Will become daunted from the use of the ‘carrot’ 

b) Will become coddled from the use of the ‘carrot’  

c) Will become coddled from the use of the ‘whip’ 

d) Will become indifferent to the ‘plant’ 
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Module Four: Using Reinforcement Theory 

The concept of reinforcement theory is an old idea, which 

has been used in many different settings for many different 

purposes. If you have a pet dog, the chances are that you 

have used reinforcement theory in training it to behave the 

right way – a treat for sitting, rolling over and walking when 

you ask it to, and a punishment for climbing on the furniture 

or going to the toilet in the house. It is not, however, limited 

to dogs, although the way it is applied changes depending 

on whom the theory is being practiced on. For humans, 

something as crude as a piece of candy to reward a good 

deed will not be as effective, but the concept of rewarding good practice and punishing bad holds firm. 

Reinforcement theory has been established as successful and coherent, and it is a valid method of 

ensuring the best performance. 

 

A History of Reinforcement Theory 

We are all conditioned to act in certain ways based on certain stimuli. This is 

something that is visible in most things we do. From something as simple as waking 

up and getting out of bed when an alarm goes, to calling the fire department if we 

see a fire, our responses to certain situations are more or less instinctive , as we are 

not automatons, we do have some leeway in exactly how we respond. The knowledge 

of how we respond to stimuli was articulated in 1911 by E.L. Thorndike in what he 

called the “Law of Effect”. Essentially, this lays down that in a situation where normal results can be 

expected, a response to stimuli which is followed by something good will become more “right” in our 

minds, while a response followed by something “bad” will become more “wrong”. 

To take this theory and apply it practically, as children we are still learning and our parents will usually 

use positive and negative reinforcement to apply lessons. Practically, if we eat up all our vegetable when 

we may not necessarily want to, we will be given a pudding after dinner. If we push our sister over, we 

may be sent to our room or to sit in the corner and think about what we have done. These 

reinforcement steps may be applied as often as possible until we always eat our vegetable and refrain 

from pushing our sisters over. 

People often say that motivation doesn't 

last. Well, neither does bathing -- that's 

why we recommend it daily. 

Zig Ziglar 
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Behavioral conditioning is a subject which some consider controversial and even cruel, but there is a 

strong body of opinion which suggests that it is absolutely necessary. B.F. Skinner responded to 

arguments that human drives needed to be respected by saying that people learn behaviors based on 

what resulted from them. If somebody is of a mind to transgress because they enjoy transgression, but 

find that the result of their conduct is reduced freedom, they will become less likely to transgress so 

often. The thought of transgressing can become painful when associated with the idea of what will 

result. This theory is known as “behaviorism”. 

 

Behavior Modification in Four Steps 

Once we have accepted that there is a truth to the theory of reinforcement, it 

is important to look at how the theory can be applied in terms of ensuring the 

desired behavior. The message of reinforcement theory is that it is possible 

for you to modify behavior in yourself or in others by associating undesirable 

behaviors with undesirable outcomes. In order to be fully “scientific” and 

guarantee the desired results from a program of behavior modification, it is 

worth following a strict pattern and recording the results faithfully. By referring to the results it is 

possible to see what patterns of modification work best. The following is a trusted four-step pattern for 

behavior modification: 

1. Define the behavior to be modified.  

2. Record the rate at which that behavior takes place. 

3. Change the consequences which result from that behavior. 

4. If this does not succeed in preventing the behavior, change the consequences to a greater or 

lesser extent. 

By working through this model as often as is necessary it is possible to change the behavior of an 

individual from being detrimental to being positive in most cases. The form that this pattern might take 

practically in a workplace is as follows. Person A has a tendency to leave their work station and go and 

speak to their friend, Person B. Person A is perfectly capable of delivering good work when they keep 

their mind on it. The distraction is infringing on Person B’s work, too, and they do not have the willpower 

to refrain from chatting with Person A. In order to ensure that both people’s work is as good as it can be 

it is necessary to stop Person A from behaving in this way. Thus we have defined the behavior to be 

modified. 

It is then necessary to see how often this happens. If it happens three times a day outside of scheduled 

breaks, and goes on for ten minutes at a time, then half an hour is lost to this behavior in a given day. If 

it is allowed to continue, this can build into hours lost in a given week – in fact, in a five day week, five 

“person hours” are lost to this behavior – half an hour each day for Person A and half an hour for Person 

B. As yet, nothing is being done. There are numerous things that could be tried here. Simply telling them 
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to return to their workstation is one. If this works in reducing the amount of time lost, then a positive 

result has been achieved. 

However, this may mean that Person A simply changes tack and goes to chat with their friend when you 

are not in the vicinity. Most offices now, however, have software which records the amount of time an 

employee stays away from their work station. By checking the time lost in a given day, and tallying the 

times that Person A and B were both inactive, it is possible to record how much time is lost when you 

are away from your desk. This can then be addressed in a number of ways. One way may be to stagger 

the lunch breaks of the members of the team, ensuring that Persons A and B cannot take lunch together 

as they would prefer. By checking how this affects the conduct of Person A you can see if this is working. 

As time goes on you can apply a number of different methods and settle on the one that works best.  

 

Appropriate Uses in the Workplace 

As things stand, it is really up to the employer, line manager or other supervisor to 

decide how to apply reinforcement and behavior modification in the workplace. 

The above example is one case where it can be helpful, but behavior modification 

is not limited to cases of deliberate transgression (although if the transgression is 

deliberate it will be more likely to build a clear, causal link in the mind of the 

individual). Behavior modification can also be used to aid a situation where an 

employee is working less effectively than they might for reasons other than rule-

breaking. People have different ways of going about their jobs, but if one or more employees have a 

technique that is hindering their results, then behavior modification can form part of their coaching. 

Reinforcement theory can also play a part in rewarding employees. If the members of a team have risen 

above and beyond what is expected of them, it is usually within the capability of a company to deliver 

some form of reward such as a team lunch. The knowledge that they can have a leisurely two-hour 

lunch break on the company if they consistently hit targets and exceed expectations is something that 

will remain in the minds of employees. They will be encouraged to continue the good work by the 

knowledge that their ability to exceed expectations has been noted and rewarded, and may be 

rewarded again. 
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Case Study 

Julian, Pete and Julio were hard at work in their office, organizing a presentation for their meeting the 

following day. Julian and Julio had spent hours researching and refining the details for the presentation, 

but Pete seemed loathe helping them. Pete had fallen into the habit of laziness and both Julian and Julio 

were frustrated with him. They decided to channel that frustration into a healthy outlet, and suggested 

that Pete practice Behavior Modification in Four Steps. Pete agreed and they went through the four 

steps to change the consequences of Pete’s laziness. The motivational and behavioral technique 

worked, and all three men were happy when Pete started sitting up and helping out with the 

presentation. Because of their quick thinking, their presentation was a resounding success!  
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Module Four: Review Questions 

1. The Law of Effect is characterized by: 

 

a) In a situation where normal results can be expected, a response to stimuli which is followed by 

something good will become more “right” in our minds, while a response followed by something 

“bad” will become more “wrong”. 

b) In a situation where normal results can be expected, a response to stimuli which is followed by 

something good will become more “right” in our minds, while a response followed by something 

“good” will become more “wrong”. 

c) In a situation where normal results can be expected, a response to stimuli which is followed by 

something good will become more “wrong” in our minds, while a response followed by 

something “bad” will become more “right”. 

d) In a situation where normal results can be expected, a response to stimuli which is followed by 

something good will become more “wrong” in our minds, while a response followed by 

something “good” will become more “wrong”. 

 

2. B.F. Skinner’s behaviorism claimed that: 

 

a) If somebody is of a mind to transgress because they enjoy freedom, but find that the result of 

their conduct is reduced transgression, they will become less likely to transgress so often 

b) If somebody is of a mind to transgress because they enjoy transgression, but find that the result 

of their conduct is reduced freedom, they will become less likely to transgress so often 

c) If somebody is of a mind to transgress because they enjoy reduced freedom, but find that the 

result of their conduct is transgression, they will become less likely to transgress so often 

d) If somebody is of a mind to transgress because they enjoy freedom, but find that the result of 

their conduct is increased transgression, they will become less likely to transgress so often 

 

3. The following Statement is FALSE: 

 

a) Behavioral conditioning has been considered controversial and cruel  

b) Skinner said: Human drives need to be respected 

c) E.L. Thorndike came up with the Law of Effect in 1921 

d) Both b and c 

 

4. How many steps are there in Behavior Modification? 

 

a) 4 

b) 5 

c) 3 

d) 2 
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5. Which of the following is not a step of Behavior Modification? 

 

a) Defining the Modified Behavior 

b) Changing the Consequences Resulting from the Behavior to a greater or lesser extent 

c) Changing the Stimulus of the Behavior 

d) Recording the Rate of the Behavior  

 

6. The following Statement is TRUE: 

 

a) Motivation is literal and employees can never self-motivate 

b) Employees are able to self-motivate with encouragement 

c) We are not subject to behavioral reinforcement at any age  

d) Reinforcement cannot modify behavior  

 

7. Reinforcement Theory may be part of: 

 

a) Fixing a behavioral problem in animals 

b) Fixing a behavioral issue or technique in employees 

c) Rewarding employees 

d) Both b and c 

 

8. The second step of Behavior Modification entails: 

 

a) Defining the Modified Behavior 

b) Changing the Consequences Resulting from the Behavior to a greater or lesser extent 

c) Changing the Stimulus of the Behavior 

d) Recording the Rate of the Behavior  

 

9. The last step of Behavior Modification entails: 

 

a) Defining the Modified Behavior 

b) Changing the Consequences Resulting from the Behavior to a greater or lesser extent 

c) Changing the Stimulus of the Behavior 

d) Recording the Rate of the Behavior  

 

10. The most important part of Behavior Modification is:  

 

a) Defining the behavior 

b) Counting it’s occurrence  

c) Fixing the behavior problem  

d) All are equally important   
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Module Five: Using Expectancy Theory 

While there are a number of theories which focus on needs as a 

driver of motivation, Victor Vroom’s Theory of Expectancy rather 

thrives on the outcomes. To clarify, while Herzberg and Maslow 

make the case for motivation being something that is dependent 

on need, Vroom suggests that the best motivation is to 

concentrate on the result of work as being the ultimate goal. He 

splits the process down into three sections – effort (for which 

motivation is essential), performance, and outcome. The theory 

is that if the employee is sufficiently motivated to achieve the 

results, their performance will be better as a result, and the 

outcome will to some extent take care of itself as a result of 

improved performance – which will itself be a result of greater effort. 

 

A History of Expectancy Theory 

Victor Vroom is a much-respected professor and researcher in the business world, 

and works at the Yale Business School as well as serving as a consultant for some 

of the world’s most successful companies. This elevated status is due in no small 

part to his expectancy theory of motivation, which addresses the reasons why 

people follow the path that they do within corporations. His proposition was that 

behavior results from choices made by the individual where the choice exists to 

do something else. The underlying truth in this theory is that people will do what works out best for 

them. The important element is the outcome.  

Vroom worked on this theory with fellow business scientists Edward Lawler and Lyman Porter. The 

theory dates back to 1964 and is still widely used by professors. While the process is characterized as 

Effort, Performance, Outcome, and more specifically as E>P (increased effort leads to a greater 

performance) and P>O (increased performance brings a better outcome), he takes notice of the fact that 

greater effort will not happen all by itself. What makes a satisfactory outcome for one individual may 

not necessarily work for another. 

Clearly the theory has convinced many, as Vroom has been much in demand since the theory was 

unveiled, and major companies such as American Express have taken great care to solicit his opinions. 

Far and away the best prize that life offers 

is the chance to work hard at work worth 

doing. 

Theodore Roosevelt 
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While the Expectancy Theory may seem simple and largely self-explanatory, Vroom does make specific 

reference to elements which can easily be ignored, and without which the theory would not work. It is 

therefore beneficial to take not only the three factors above, but Vroom’s three “Variables”. 

 

Understanding the Three Factors  

The core variables in the theory of expectancy are Valence, Expectancy, and 

Instrumentality. The meaning that these variables have is as follows: 

• Valence – the importance that is placed by the individual upon the expected 

outcome. If the outcome for a project’s successful completion is that the 

individual will be rewarded with more important projects when they would 

actually rather be rewarded with time off, they will place less value on the outcome, and their 

motivation to perform well will suffer, leading to reduced effort. Ensuring that the valence of a 

task is at a suitable level is a significant motivation 

• Expectancy – the belief that increased effort will lead to increased performance. Expressed in 

more simple terms, this means that if you put in more effort, the results will be better. This 

obviously depends to some extent on having the resources, the skills, and the support to get the 

job done. While effort is undoubtedly important it is not quite accurate to say that more effort 

will always mean better results. More effort on its own may well simply be wasted effort, if the 

person doing the work is using the wrong tools, is the wrong person or is working with people 

who have limited interest in reaching the same outcome. 

• Instrumentality – this is the belief that if an individual performs up to a certain level, they will 

be rewarded with an outcome that will be beneficial to them. It is one thing to tell an individual 

that, should they meet their performance targets, they will be rewarded with a beneficial 

outcome, and another to convince them of that. The important factors in Instrumentality are: 

• an understanding that performance equals outcome (so the reward 

depends upon the satisfactory performance) 

• a sense of trust that the people who promise the reward will deliver 

• trust in the capacity of the people judging the performance and the 

outcome  

Therefore, the Theory will only work in practice if the individual recognizes that they need to 

perform, and trusts the people in control to judge their performance and deliver what is 

promised. 
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Using the Three Factors to Motivate in the Workplace 

The three factors of the theory of expectation as set out above all have their part to 

play in the workplace. Along with what has been learned from Herzberg and 

Maslow’s theories, we can take their insistence on the needs of an employee and 

put them in a goal-oriented context by applying Vroom’s theories.  

Firstly there is the issue of valence. Does the motivation exist to complete a task 

well if the outcome is uninspiring? Surely not, therefore to ensure the maximum 

motivation, it is ideal to offer something which will be coveted. This is perhaps the 

most important level of the E>P>O equation. The effort will rise to meet the 

outcome. How this is used in the workplace will depend on what the company can deliver.  

Then there is the issue of expectancy. Effort will only lead to performance where the conditions exist to 

make it so. In the simplest terms, you might be able to deliver a fine reward to someone who can build a 

kennel for your dog. But if you only hand them two planks of wood and a broken screwdriver, you may 

as well offer them a trip around the world for all the good it will do. You cannot expect someone to 

meet their goals if you do not present conditions which make this possible. All the effort in the world 

will not make it happen. 

Finally there is the issue of instrumentality. This is important in workplaces where big rewards have 

been offered before, and in those where it is done for the first time. There is little point in a small-

income business to offer a sports car as an incentive for better performance, as there is little likelihood 

of them delivering it. Equally there is limited reason to offer a chocolate bar as the reward for a project 

which will make a company a million dollars, as it just seems like a slap in the face. Equally, if rewards 

have been offered before and the task completed only for the company to express their regrets and fail 

to pay out the reward, the chance that people will trust enough to put the effort in again is greatly 

reduced. 

 

Case Study 

Hernando and Jerome were running the newsroom at their local newspaper and had a few deadlines to 

meet. Unfortunately, things weren’t running very smoothly and most of the reporters’ desks were 

cluttered and the office was in a state of disarray. They had no idea how to refine the process or 

motivate the employees towards their publication goal, until Hernando suggested they refine their 

process by using the Three Factors which Motivate in the Workplace. They discussed the Valence, 

Expectancy and Instrumentality in the workplace and figured out that whilst the end goal and incentive 

was clear, their employees simply didn’t have enough hands to complete the job on time. Hernando and 

Jerome immediately set to work helping each reporter refine their work, and put in place a plan to hire 

more help. Both men were pleased that they could make the publication date on time.  
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Module Five: Review Questions 

1. Victor Vroom’s Theory of Expectancy thrives on: 

 

a) Needs as a driver of motivation 

b) Goals as a driver of motivation 

c) Failure as a driver of motivation 

d) Outcomes as a driver of motivation 

 

2. How many sections is the Theory split into?  

 

a) 1 

b) 3 

c) 4 

d) 5 

 

3. What does E>P stand for? 

 

a) Increased effort leads to better poignancy  

b) Increased effort leads to greater performance 

c) Increased performance brings a better outcome 

d) Increased poignancy brings a better outcome 

 

4. What does P>O stand for? 

 

a) Increased effort leads to better poignancy  

b) Increased effort leads to greater performance 

c) Increased performance brings a better outcome 

d) Increased poignancy brings a better outcome 

 

5. What are the core variables in the Theory of Expectancy? 

 

a) Valence, Expectancy, Poignancy 

b) Valence, Instrumentality, Poignancy, Expectancy  

c) Expectancy, Instrumentality, Valence 

d) Valence and Expectancy 
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6. Valence is: 

 

a) The belief that if an individual performs up to a certain level, they will be rewarded with an 

outcome that will be beneficial to them 

b) The belief that increased effort will lead to increased performance. Expressed in more simple 

terms, this means that if you put in more effort, the results will be better 

c) The importance that is placed by the individual upon the expected outcome  

d) None of the above  

 

7. Expectancy is:  

 

a) The belief that if an individual performs up to a certain level, they will be rewarded with an 

outcome that will be beneficial to them 

b) The belief that increased effort will lead to increased performance. Expressed in more simple 

terms, this means that if you put in more effort, the results will be better 

c) The importance that is placed by the individual upon the expected outcome  

d) None of the above  

 

8. Instrumentality is: 

 

a) The belief that if an individual performs up to a certain level, they will be rewarded with an 

outcome that will be beneficial to them 

b) The belief that increased effort will lead to increased performance. Expressed in more simple 

terms, this means that if you put in more effort, the results will be better 

c) The importance that is placed by the individual upon the expected outcome  

d) None of the above  

 

9. What is an example of an issue of expectancy? 

 

a) The outcome of task is uninspiring 

b) The effort cannot be put in because of physical restriction 

c) The reward isn’t paid out  

d) The reward isn’t worth the effort  

 

10. What is an example of an issue of valence? 

 

a) The outcome of task is uninspiring 

b) The effort cannot be put in because of physical restriction 

c) The reward isn’t paid out  

d) The reward isn’t worth the effort  
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Module Six: Personality’s Role in Motivation 

In any organization, there needs to be a mix of 

personality types. The importance of personality 

types is decried by some as a kind of fad science, 

but it is difficult to run an office or any other 

workplace when everyone has the same “soft 

skills”. The reason for this is perhaps best explained 

by the old saying “too many cooks spoil the broth”. 

Where everyone has the same personality type and 

a problem arises, there is likely to be conflict as 

everyone tries to take the same role in solving it. 

The different personality types are not explicitly 

defined, and therefore there is no hard-and-fast list, but there is a set of soft skills which all workplaces 

require, and these are best met by different types of people. 

 

Identifying Your Personality Type 

You probably have an idea of your own personality type. A personality type is 

defined by the aspects of your character that emerge when around others or 

when doing important work. These character aspects are, as often as not, 

described as “soft skills”. You may have been described as “maternal”, 

“skeptical”, “humorous”, or any number of other things. These are issues which 

do not relate directly to your work but can aid or restrict your ability to do it, 

and can aid or restrict others. It is considered beneficial to have as many different types of personality in 

a workplace as possible. 

There are countless tests that can be done to detect a personality type, and many different ways the 

results can be expressed, but there are certain things which hold true in all personality tests. Perhaps 

the best way in the workplace to detect a personality type is to judge your reaction to a problem which 

affects a whole team, or a group within it. Are you immediately looking for a way of overcoming the 

problem? Are you instinctively worried by what happens, and do you look to other people to help out? 

Do you comfort people who are stressed out by the problem? Or do you perhaps sit on the fringes, 

Desire is the key to motivation, but it's 

determination and commitment to an 

unrelenting pursuit of your goal -- a 

commitment to excellence -- that will 

enable you to attain the success you seek. 

Mario Andretti 
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making comments and playing for laughs? Strange as it may sound, all of these elements are worthwhile 

in a team. The person who immediately looks for the solution is a “problem solver”; the second type is a 

“consensus seeker”. The third is considered a “nurturer” while the last listed is a “humorist”. All of these 

are classic personality types. 

Equally, all of these people, and others, play a major part in making up a workplace.  

• Without the problem solvers, an organization would be in trouble if things deviated from the 

plan as laid out.  

• Without consensus seekers, it would be easy for a problem solver to become too autonomous, 

solving the problem to their satisfaction without being particularly concerned for how others 

felt about the solution.  

• Without the nurturers, people would feel that a problem could too easily become a crisis.  

• Without the humorists a bad situation would depress everyone.  

Reason and etiquette dictate how much we allow our personality to take control of us, but most people 

will avoid becoming too “cliché” in how they behave. What is your personality type? 

 

Identifying Others’ Personality Type 

Most people know, or have an idea of, what personality type they conform to most. 

When meeting new people – and the workplace is one arena where this happens 

perhaps more than any other – it can be difficult to get a handle on what other 

people’s personality types are. The only way to really get a firm sight of what kind of 

personality you are dealing with is to speak to people and to monitor how they 

conduct themselves. One way of doing the latter is to hold “ice-breaking” or “getting 

to know you” games and sessions. By playing certain games and by monitoring people, you can find out 

a lot about what kind of person they are. 

There are countless games designed to find out about people, one of which is the “stranded on a desert 

island” game. This basically takes the shape of a hypothetical shipwreck where the team is stranded on a 

desert island after their ship has run aground. There is a list of things which have been left on the ship, 

and limited time before the tide comes in and takes it away, so you have to prioritize what you will 

rescue, from the small, seemingly insignificant things to the larger items which may seem to have more 

practical use. Different people will wish to rescue different things, and will make their reasoning known. 

This game is beneficial because not only does it show what people’s priorities are, it will also show a lot 

about their personality when you step “outside the game”. 

There will initially be a team of people sat there with lists which differ hugely. The whole team will, 

though, need to decide what they as a team rescue from the ship. In doing this, team members will 
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make their points and some ground will be given on some items. From this you will be able to work out 

who is a dominant character, who is pragmatic, who is light-hearted, and so on. Some people will 

concede points quickly whereas others will try to make their point – whether they do so in a bullish way, 

a more structured way or however else. You will also find that in many situations two or more people 

will vie for the “Alpha” role, while others will value their less confrontational part. From games such as 

this you can learn a lot about someone else’s personality type. 

 

Motivators by Personality Type 

The different personality types have different ways of motivating the people 

around them as well as themselves. Someone who emerges as a conciliatory 

person is likely to motivate others by speaking to them one-on-one and allowing 

them to see where they excel as well as where they can improve. Being able to 

put bad news in a good way, as well as being able to share good news discreetly in 

a way, can be very valuable. 

Other people, who may have a more dominant personality, will have a different way of motivating 

positively or negatively. They will generally tend to prefer delivering criticism one-on-one, as doing it in 

the open will de-motivate others, but good news will be delivered loudly and shared throughout the 

team, as a way of spreading the joy and motivating other people to try to achieve the same, and gain 

the same kind of acclaim.  

Depending on someone’s personality type, they will have vastly different ways in which they can 

contribute to the team’s motivation. Indeed, it is becoming common practice in many workplaces to 

have what are known as “champions” to take control of certain aspects of the team. This empowers 

people in non-management roles to play a significant part without pressuring them with the 

responsibility of the concrete performance of the team. By assigning people the correct champion’s role, 

you can enable them to get the best out of themselves and others, and not let a talent go to waste.  

 

Case Study 

Frank, Kelly, Jo and Tyrone were all part of the team working on a new sales project for their firm, but 

were struggling to come up with good ideas to get the client. They didn’t know which task to perform or 

who would best fit into which role, until Frank suggested they identify each other’s personality types. 

The others thought this was a fantastic idea and set to work using the ‘desert island game’ to identify 

each other’s personality types. This fun activity soon allowed them to identify that Frank was a problem 

solver, Jo a consensus seeker, Tyrone a nurturer, and Kelly a humorist. With their positions defined, the 

group was happy to tackle the sales project and contributed to the deal in equal parts.  
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Module Six: Review Questions 

1. Which of the following is TRUE with regards to Personality: 

 

a) All personality types are equally important in the office setting 

b) Too little of one personality type can negatively affect the office setting 

c) Too many of the same personality type can negatively affect the office setting  

d) All of the above  

 

2. A personality type is defined by: 

 

a) The aspects of character which emerge alone 

b) The aspects of your character which emerge around others 

c) The measurable aspects of character which emerge around others 

d) Both b and c 

 

3. “Soft Skills” may be defined as: 

 

a) Issues which don’t relate directly to your work 

b) Can only restrict others 

c) Can aid and restrict others 

d) Both a and c 

 

4. What is a Consensus Seeker? 

 

a) Looks for a way to overcome the problem 

b) Looks for a way to help others 

c) Looks for a way to comfort others 

d) Looks for a way to entertain and participate from the fringes 

 

5. What is a Problem Solver? 

 

a) Looks for a way to overcome the problem 

b) Looks for a way to help others 

c) Looks for a way to comfort others 

d) Looks for a way to entertain and participate from the fringes 
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6. What is a Humorist? 

 

a) Looks for a way to overcome the problem 

b) Looks for a way to help others 

c) Looks for a way to comfort others 

d) Looks for a way to entertain and participate from the fringes 

 

7. What is a Nurturer? 

 

a) Looks for a way to overcome the problem 

b) Looks for a way to help others 

c) Looks for a way to comfort others 

d) Looks for a way to entertain and participate from the fringes 

 

8. What does a consensus seeker bring to the table? 

 

a) They prevent problem solvers from becoming autonomous 

b) They solve problems by themselves 

c) They settles other’s nerves 

d) They make jokes 

 

9. What ways can you identify others’ personality types? 

 

a) By monitoring people 

b) By openly criticizing people and watching how they react  

c) By playing ‘getting to know you games’  

d) Both a and c  

 

10. People with dominant personalities:  

 

a) Tend to deliver criticism in public 

b) Tend to deliver criticism one on one 

c) Will never deliver good news in public 

d) Are not good at motivating others  
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Module Seven: Setting Goals 

It is universally accepted that a business will get nowhere 

without having targets and ambitions to which to aspire. 

There is a phrase often used which describes people as “goal-

oriented”. The meaning of this phrase is that the individual 

seeks to achieve goals and defines their success by the 

reaching of these goals. If they fail to meet it, they consider 

that they have failed overall, no matter the quality of the 

work they have done to get there, or any obstacles overcome. 

Though this seems a little negative given the numerous ways 

in which a person can fail to reach their goals, it does not 

mean that having goals and aiming for them is not a valuable way to work. 

 

Goals and Motivation 

Anyone in a job will have some targets to meet with regard to their performance. 

The extent to which they achieve that, the number of times they do so, and the 

quality which they apply is all considered worthwhile material for target setting and 

attainment. Some companies set business-wide goals, while others set individual 

goals for each of their employees. Whatever the case, these goals are used in a 

number of ways, and are considered an important part of every job. 

One way in which goals feed motivation is the obvious one of performance-related 

pay. While just about every job will come with a basic salary, the importance of ensuring that work is 

done to a satisfactory standard means that bonuses and top-up payments are paid out for achieving and 

surpassing goals. This feeds into people’s need to be financially rewarded for doing a satisfactory job, 

one of the major motivations for working. If you feel that you are undervalued in your job, one 

complaint you may have is that it does not pay well enough. Therefore it is important for your employer 

to motivate you by paying you well enough, and for you to ensure you are well paid by meeting goals. 

Another way in which goals aid the motivation of employees is that they introduce an element of 

competition. In most offices these days you will see a “results” board which carries the names of team 

I have come to the conclusion that my 

subjective account of my motivation is 

largely mythical on almost all occasions. I 

don't know why I do things. 

J. B. S. Haldane 
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members and their performance in set categories. Depending on how seriously you take competition, 

you may feel that being top of the list is the important thing – or that being ahead of a specific individual 

is more important. Regardless, no one wants to be last, and the public displaying of goals can make sure 

that people do their level best to perform – after all, as Herzberg contends, recognition is a major 

element of motivation. 

 

Setting SMART Goal 

It is one thing to set goals, and another to set meaningful goals. Anyone can set 

themselves an easily achievable goal, and meet it without really trying. This is 

not beneficial for motivation; by the same token it is non-beneficial to set goals 

for someone else that they simply cannot attain. The result of doing this is that 

they will fail to meet these goals and be discouraged. Rather than striving to 

meet them next time, they are as likely to exhaust themselves through futile 

effort or to let their frustration overcome them and fall ever shorter. It is important, to set intuitive 

goals which, though achievable, are not in any way guaranteed. This increases the challenge while 

keeping the real possibility of success. 

Managers are now using an acronym to sum up the criteria that goals need to meet in order to be 

worthwhile, and calling them SMART goals. The acronym has various meanings, but for the most part 

the elements fall into the following categories: 

• Specific: Goals need to be definite and defined. They need to be on a level where only people 

who are prepared to work hard will achieve them. 

• Measurable: Goals need to be something which can be assessed and plotted against previous 

months and fellow staff members. They need to be worthwhile, and to constitute something 

that people will be proud to achieve 

• Achievable: There is no point in setting goals arbitrarily and unilaterally. Setting goals which a 

member of staff cannot achieve is counter-productive, and may have the opposite result from 

that intended 

• Realistic: As mentioned before, there is no point setting goals that cannot be achieved or which 

are too easy to achieve. They should not be set in regard to a minor element of the job, and 

achieving them should have tangible benefits. 

• Timed: Setting a goal of selling 100 units is relatively meaningless unless you specify a time 

period. Also, during the time period it should be possible to check in and see if the candidate is 

set to meet their goals or miss them. 
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Evaluating and Adapting 

Based on what we have seen above, the importance of goals is not only in 

setting them in the first place, but in learning from the experience of 

achieving or missing them. Sometimes what looks like a realistic goal can be 

difficult or impossible to reach in the current situation and either the goals 

need to be re-set or the employee needs to be retrained or coached. 

Sometimes the goals will be achieved easily and ahead of schedule with a 

minimum of effort, in which case they may well need to be revised upwards 

or the employee’s methods scrutinized. What is certain is that realistic and accurate goals can be used 

to evaluate an employee’s performance and to see where changes can be made. 

Based on an employee just narrowly missing their goals a few months in a row, it may be possible to find 

out one factor which is holding them back and preventing them from achieving what they are capable 

of. It may also be that they are hitting all but one of their targets, but just failing on the final one. In 

these cases, a target or goal can be used as a way of motivating the employee. If they can just hit that 

last target, then they will be rewarded. There are ways that they can improve their performance on that 

front, so they know what they need to do in order to hit it. This can be a very useful tool in ensuring that 

people take their training to heart and are motivated to apply it. 

What can be said for certain is that misapplied targets and goals can have a detrimental effect on 

employee motivation from either side. Too easy and the employee becomes complacent, too hard and 

they become frustrated. This is why it is necessary to set SMART goals for an employee, and to fine-tune 

them if they cease to be SMART. 

 

Case Study 

Jerry and Ken were working on a drawing they needed to send off to their boss for approval on a tender. 

They were struggling to refine the drawing until Ken suggested they use the SMART goal technique to 

set a meaningful goal with regards to the needs of the drawing and those who would translate it into 

actual plans for a road or highway. Ken agreed and they set out goals which were Specific, Measurable, 

Achievable, Realistic and Timed. Once they had realized that it was their deadline that had been stalling 

them, Ken and Jerry managed to set out a SMART goal which enabled them to complete the drawing 

and all its steps with minimal struggle. Both men were happy to hand it in the next week and please with 

the praise they received.  
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Module Seven: Review Questions 

1. What is a negative interpretation of Goal setting: 

 

a) If the goal isn’t reached its chalked up as a failure  

b) The progress isn’t measured if the goal isn’t reached 

c) Goals are always reachable 

d) Both a and b  

 

2. How do goals feed motivation? 

 

a) Through performance-related pay 

b) Through competition 

c) Through recognition 

d) All of the above  

 

3. What does SMART stand for? 

 

a) Specific, Measurable, Achievable, Realistic, Timed 

b) Specific, Measurable, Approachable, Realistic, Timed 

c) Specific, Measurable, Approachable, Relevant, Timed 

d) Specific, Measurable, Achievable, Relevant, Timed  

 

4. What does the ‘S’ represent? 

 

a) Goals need to be something which can be assessed and plotted  

b) There is no point in setting goals arbitrarily and unilaterally 

c) Goals need to be definite and defined  

d) Goals need a specified time period 

 

5. Which Statement is TRUE: 

 

a) Misapplied targets have a detrimental effect on employee motivation 

b) SMART goals are necessary  

c) If the goal is too easy, the employee becomes complacent 

d) All of the above  
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6. What does the ‘M’ represent? 

 

a) Goals need to be something which can be assessed and plotted  

b) There is no point in setting goals arbitrarily and unilaterally 

c) Goals need to be definite and defined  

d) Goals need a specified time period 

 

7. What does the ‘A’ represent? 

 

a) Goals need to be something which can be assessed and plotted  

b) There is no point in setting goals arbitrarily and unilaterally 

c) Goals need to be definite and defined  

d) Goals need a specified time period 

  

8. Which Statement is FALSE:  

 

a) Goals sometimes need to be re-set and employees coached 

b) Goals should never be re-set no matter the outcome of a project 

c) Evaluating employee performance doesn’t lend anything to the project 

d) All of the above  

 

9. What does the ‘R’ represent? 

 

a) Goals need to be something which can be assessed and plotted  

b) There is no point in setting goals arbitrarily and unilaterally 

c) Goals need to be definite and defined  

d) Goals should not be set if they cannot be achieved  

 

10. What does the ‘T’ represent? 

 

a) Goals need to be something which can be assessed and plotted  

b) There is no point in setting goals arbitrarily and unilaterally 

c) Goals need to be definite and defined  

d) Goals need a specified time period 

 

  



Page 38 

Module Eight: A Personal Toolbox 

Motivating yourself and others is something that takes no small 

amount of effort and can sometimes seem like a fruitless endeavor, 

as motivation initiatives do not always take hold immediately (or at 

all, in some cases). It is also worth mentioning that, although there 

are many resources on the Internet for managers and team leaders 

seeking to motivate their employees, not all of these will work in a 

specific situation. It is well worth reading the best books and the best 

sites in order to promote ideas, but the best motivational strategy 

will always take some account of the exact situation where it is used, 

so it is worth honing yours somewhat. 

 

Building Your Own Motivational Plan 

A dedicated and specific motivational plan pertaining to the circumstances in 

which you are trying to motivate workers is a smart move. There are countless 

motivational plans and structures already in existence, but one of the reasons that 

these motivational plans have been successful is that they were designed for 

specific situations. Therefore, they may not work as well in your situation. They 

will most likely be beneficial, unquestionably, but they could be more so if you 

tailor the plan to your specific needs.  

A good motivational plan will take account of a number of things: the identities and personality types of 

the people to be motivated; the time available to implement the plan; and the resources available to 

push the plan forward. Recognition of the parameters within which you must work is important. Few 

motivational plans are “one size fits all” in nature – and the ones which are will be of limited success 

because, they have to be less specific than they should be. A plan can be as intricate or as simple as you 

want to make it, but remember that the time you invest in it will be repaid by the results you get from 

using it.  

This does not mean that you need to start from scratch and construct your own motivational plan from 

the ground up. There are some templates you can use, and a number of example plans on the Internet 

which can be taken as a guide from which to build. In these cases, it is important to look at the elements 

Motivation is a fire from within. If someone 

else tries to light that fire under you, 

chances are it will burn very briefly. 

Stephen R. Covey 
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which are transferable and those which are not. The ones which are not should then be replaced by 

elements which are relevant to the situation in which you wish to implement a motivational program. 

 

Encouraging Growth and Development 

Development is something that is demanded by just about every section of our 

society today, and the workplace is absolutely no different in this respect. An 

employee who is new in the workplace will not offer the same skills and 

understanding as someone who has been there for five years, but will certainly 

bring some of their own qualities including a fresher outlook. The employee 

will change with time, and this is to be encouraged. It is also to be encouraged 

that they have some input while they are new. The benefits of this are twofold. Firstly, the new member 

of staff is encouraged to feel part of the team, and an important part at that. Secondly, the business 

benefits from a fresher outlook on things. 

In order to encourage a new member of staff to grow as part of the business, it is worth listening to 

them and finding out where they see themselves fitting in. This will help in encouraging their 

development as a member of staff and as a person, and it will not solely benefit them. The more 

integrated a team is, the more smoothly it will work. The better people work together the more 

motivated they will feel to continue. A lack of personal motivation for the job is one of the main reasons 

that people look to find work elsewhere, and a business is never helped by losing its more able 

members. 

The importance of growth and development in a business does not lie solely with its newer members. 

The fact is that you can teach an old dog a new trick, and the processes of development need not have 

an absolute end. Some people are of the opinion that once you cease developing it is time to give up. 

There is some truth behind this assertion, as development is a necessary by-product of challenge, and 

once a job has ceased to present challenges, it is difficult to retain your motivation.  
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Getting Others to See the Glass Half-Full 

A major part of motivation in the workplace has to do with ensuring that people are 

not discouraged by situations which are anything other than favorable. The very 

definition of a challenge is that it is a situation which presents some risk of failure. 

For many people the fear of failure can be troubling. The challenge is in getting the 

fear of failure to represent as something different – the desire, the need for 

success. Fear of failure should not be a de-motivating factor. It would be surprising 

for most of us if we were not to some extent scared of failing – no one wants to fail, and this fear can 

provide the impetus for us to make sure we succeed. 

More than anything, turning a bad or potentially bad situation into a good one relies on outlook. The 

way that this is normally verbalized is by asking whether you are a “glass half-full or a glass half empty” 

person. This is in some ways just a more simplified way of separating optimists from pessimists. 

Optimists look at a glass of water which contains exactly half its capacity and say that it is half-full, while 

pessimists look at it and say that it is half-empty. The more people you can get to maintain a “half-full” 

mindset, the better for staff motivation. 

There are various ways to get people to see the glass half-full. Most common among these is in knowing 

the fact that challenges come with consequences and rewards. If you do not meet the challenge, you 

fear the consequences. If you do meet the challenge, you eagerly anticipate the rewards. The challenge 

is part of the job, so there is really no point in shrinking from it for fear of the consequences. Keeping 

the rewards in mind is a way of seeing the glass half-full, and makes it far more likely that you will live up 

to the challenge and have a chance to share in the rewards. 

 

Case Study 

Jessica and Cassidy were in the midst of a discussion about employee motivation, and were struggling to 

reconcile their lack of motivation with their surroundings. The firm had recently undergone cutbacks 

and was facing a series of smaller challenges, but nothing that should implement wide scale 

demoralization. Jessica suggested they talk to their employees about the problems which had arisen and 

Cassidy agreed. They discovered that the employees were suffering under the weight of the challenges 

and have a negative outlook, until Cassidy told them about the ‘glass half full’ concept and changed their 

perspective on the issues at hand. Both Jessica and Cassidy were relieved when their employees 

returned to work with a more positive outlook.  
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Module Eight: Review Questions 

1. When perfecting a motivational technique one should: 

 

a) Seek resources on the internet alone 

b) Hone the technique to the surroundings  

c) Use a combination of seeking resources and honing the technique 

d) None of the above 

 

2. A motivational plan needs: 

 

a) To be general 

b) To be manufactured from a template 

c) To suit the specific situation it’s required for  

d) To suit the office  

 

3. A good motivational plan takes into account: 

 

a) Identities and personality types of those involved 

b) The time available for extra events 

c) The resources available at meetings 

d) Both b and c  

 

4. The benefit of employee input whilst new is: 

 

a) A fresh outlook on problems 

b) The employee feels part of the team 

c) The employee is excluded 

d) Both a and b  

 

5. The following Statement is FALSE: 

 

a) A major part of motivation in the workplace has to do with ensuring that people are 

discouraged by situations which are favorable 

b) A major part of motivation in the workplace has to do with ensuring that people are not 

discouraged by situations which are anything other than favorable 

c) A major part of motivation in the workplace has to do with ensuring that people are 

discouraged by situations which are anything other than favorable 

d) A major part of motivation in the workplace has to do with ensuring that people are not 

discouraged by situations which are favorable 
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6. A challenge is associated with: 

 

a) Consequences 

b) Rewards 

c) Consequences and rewards 

d) The fear of failure  

 

7. The following Statement is TRUE: 

 

a) Turning a bad situation into a good one relies on luck 

b) Turning a bad situation into a good one relies on motivation 

c) Turning a bad situation into a good one relies on outlook  

d) Turning a bad situation into a good one is impossible 

 

8. If someone asks whether you are a ‘glass half full’ person it means: 

 

a) They want to know if you are a pessimist  

b) They want to know if you are an optimist 

c) They want to know if you’re thirsty  

d) None of the above 

 

9. A challenge may be defined as: 

 

a) A situation which presents risk or failure 

b) Insurmountable odds 

c) An easy task with an obvious solution 

d) Both a and b  

 

10. To keep the glass half-full one should: 

 

a) Keep the realistic consequences of the challenge in mind 

b) Motivate oneself with the fear of failure 

c) Keep the rewards in mind  

d) None of the above  
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Module Nine: Motivation on the Job 

The importance of motivation in any workplace is clear to see. 

Without motivated employees, any manager or team leader will 

find it a lot harder to get results out of their team. One can produce 

a fairly reasonable standard of work without having great 

motivation, but to exceed expectations and achieve great results it 

is essential to have superb motivation. Without something to 

concentrate on as the reward, the reason you do the job and the 

reason you want to do the job, it is difficult to produce quality 

results, because an absence of enthusiasm will always result in 

flaws. 

 

The Key Factors 

Over the course of this workshop we have looked at various factors in motivation, 

and philosophies of motivation as put forward by great minds of the business 

world. The key factors of motivation are diverse, and can come from anywhere. 

You may feel more motivated by the prospect of the punishment of failure than 

you do by the rewards of success. Even if you are motivated by the trappings of 

success, there are several different elements that can be covered by this – a 

higher salary, a promotion, the recognition of co-workers. Human motivation is something personal and 

cannot be second-guessed. 

The inherent factors in motivational tools are that they fulfill a priority for the person concerned and 

that they can be relied on. If you want to provide motivation to a group of workers, it is essential that 

you allow for the fact that different workers will be motivated by different things. A company can spend 

as much money as it likes on tools for the job and on office facilities, but if the employees are not 

motivated on a personal level there is simply no point. Giving the employees reason to come in in the 

morning and do their job to the best of their ability is the only way you can guarantee the optimum level 

of performance. 

Many of the factors that need to be considered with a view to motivating employees are those listed by 

Herzberg, Maslow, and Vroom. Employees need to feel secure first and foremost. They wish to feel 

secure in their job, and also in their personal life. If they are well enough remunerated they will be able 

An employee's motivation is a direct result 

of the sum of interactions with his or her 

manager.  

Bob Nelson 
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to meet their rent or their mortgage payments. Employees also need to feel that they are valued and 

respected. But as well as how an employee feels, it is also important to consider what they covet. As 

often as not this will be a higher salary, better benefits, and the chance to take part in occasions which 

recognize brilliance. 

 

Creating a Motivational Organization 

An organization is only ever as strong as its employees, and a group 

of employees will only be as strong as its weakest members. In 

order to produce the best results over and over again there is 

nothing more important than ensuring that motivation is high 

throughout the organization. This means that a company needs to 

have a policy for motivation if it wants to have the best results. 

Good motivation from top to bottom is not something that can be achieved simply by flipping a switch, 

nor by decree from one boss. Good motivation is achieved by team members knowing that their work is 

appreciated and will be rewarded, and that they are valued within their organization. 

Ensuring that this is the case entails a process of selecting the right people for the right jobs. Someone 

can be an excellent worker in terms of their knowledge of the procedures and tools required to perform 

operations, but if they are liable to have a corrosive effect on team morale then their position has to be 

considered. It is all well and good to be able to carry out your duties, but if when you are not carrying 

them out you insult team mates and create a hostile atmosphere then the overall effect will be negative 

for the company. To ensure a motivational organization it is essential to prioritize the appointment of 

staff that can work with others, provide encouragement or advice, and contribute to a positive working 

environment. 

This is a question which comes down to balance. If you have an organization which has its fair share of 

problem solvers, consensus builders, nurturers, and humorists among others then you will have a far 

greater chance of creating the motivational environment that you are looking for. This is something that 

should be checked for at the recruitment stage. It is important to get people who can do the job, and it 

is also hugely important to get people with whom you and other people can work. A motivational 

organization is one in which the employees naturally complement one another as personalities and as 

workers. 
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Creating a Motivational Job 

Ideally, any employee in a company will be able to reply to the question “Do you like 

your job?” with a “yes”, a smile, and a list of reasons why. We have all heard, or 

read, or have been that person who is never done complaining about their job when 

not in the office, so it would appear that there is still some work to be done before 

we are all doing our perfect job. If perfect is not possible, then, we are looking for 

jobs which make us feel motivated, and as though we feel it is worth going to work 

tomorrow. Jobs like that do not grow on trees, but when you are a manager it is up to you to put the 

right job description together in order that potential employees feel that they want to do the job.  

Everyone has their own perfect job. The idea of a perfect job is that it will be one that the employee will 

be happy to show up for, and which they would consider doing even if they weren’t being paid. 

Although the simple truth is that most of us only countenance doing our job because we know that 

there is a pay check waiting at the end of it, it should be a target for everyone to have a job where they 

require little extra motivation beyond that which already exists – a target for employers and employees. 

If you have a happy workforce you are much more likely to have good work done. 

So while people will generally find it very hard to ever get hold of their perfect job, having a good 

motivational job is something worth aiming for. The perfect motivational job is one which combines as 

many of the business philosophers’ essential factors as possible. It will present challenges for the 

employee, but ones which are achievable for a diligent worker. Achieving these challenges will be met 

with financial and social reward and the confidence of maintaining a place in the business while also 

being recognized as a strong worker. In the best motivational jobs, an understanding will exist between 

the employer and the employee that each knows what the other is looking for, and can provide it. 

 

Case Study 

Kevin and Tyrese were starting up their own company: a dairy which required a lot of employees. They’d 

spent days brainstorming the positions and different types of personnel they would require for their 

business to succeed, but hadn’t received any applications. Kevin suggested they revisit their 

methodology and discuss the kinds of jobs employees are after and Tyrese agreed, and then pointed out 

that they needed to create motivational jobs: one where employees are pushed to better themselves 

within achievable bounds. Kevin and Tyrese set out boundaries and re-evaluated the positions they 

were offering. They were overjoyed when they received applicants a few days after posting the new 

jobs.  
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Module Nine: Review Questions 

1. Which of the following Statements is TRUE: 

 

a) The absence of enthusiasm results in success 

b) The recognition of workers is not a factor in motivation  

c) Human motivation is personal and can’t be second-guessed 

d) Maslow didn’t contribute key factors of motivation with this hierarchy 

 

2. Which of the following is NOT a Key Factor? 

 

a) Employee safety and security  

b) Remuneration 

c) Feeling valued and accepted 

d) Free gifts at work  

 

3. The Key Factors of motivation are ___ and can come from ___ 

 

a) Limited, anywhere 

b) Diverse, anywhere 

c) Limited, specific tasks 

d) Diverse, specific tasks  

 

4. Which Statement is FALSE:  

 

a) Vroom provided factors for motivating employees  

b) Herzberg’s theories didn’t provide factors for motivating employees 

c) Employees need for feel secure first and foremost 

d) All of the above  

 

5. To create a Motivational Organization, one should: 

 

a) Appreciating the work done by all team members 

b) Selecting the right people for the right jobs 

c) A policy of motivation 

d) All of the above  
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6. When asked if they like their job, ideally an employee should respond: 

 

a) With a blank faced ‘yes’ 

b) With a smile, a ‘yes’ and a list of reasons why  

c) With a hard ‘no’  

d) With a smile, a ‘yes’ and silence. 

 

7. What is a good definition of a perfect job? 

 

a) A job the employee would happily show up for, and would do even without pay 

b) A job the employee would show up for, and would do without pay 

c) A job the employee would happily show up for, but would want excessive compensation for 

d) A job the employee would happily show up for, and would do on a daily basis  

 

8. What is a good definition of the perfect motivational job? 

 

a) Combines the business’ essential needs 

b) Combines the business’ essential needs and the challenge the employee excessively 

c) Combines achievable challenges for the employee and the business’ needs 

d) All of the above  

 

9. If you have a ___ workforce, you are much more likely to have ___ work done 

 

a) Bad, good 

b) Demotivated, good  

c) Unhappy, great 

d) Happy, good 

 

10. In the best motivational jobs: 

 

a) An understanding will exist between employees about their needs 

b) An understanding will exist between partners about their needs 

c) An understanding will exist between the employee and employer about their needs 

d) An understanding will not exist and the employee will work as told  
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Module Ten: Addressing Specific Morale Issues 

Motivation in a job is linked intrinsically to morale. As interesting 

and challenging as work may be, if there is a problem with morale 

then it can very quickly run through the business and lead to 

underperformance. There are many reasons why morale may be 

low, and they range from the banal to the very serious. It is only by 

knowing the nature of the problem causing low morale that morale 

can be restored and the performance of the business resurrected to 

a high level. Low morale can affect an individual, or it may go wider 

than that. It can end up affecting an entire team, department, or 

company. Depending on what causes it each situation may require a 

different solution. 

 

Dealing with Individual Morale Problems 

Every employer has seen at least once in their time as the head of a team or 

company an employee who is suffering from low morale. Morale is the 

mental state of being confident in one’s purpose, and is therefore most 

relevant in the workplace. Low morale is usually not difficult to identify, as it 

is usually visible in an individual’s entire bearing, and then in their work 

performance. There are so many different factors which can affect morale 

that second-guessing the reasons why a particular staff member is unhappy can be very difficult. How 

you deal with the issue of an employee’s low morale can easily govern how well they perform and how 

their morale goes from there. 

On identifying an employee with low morale it can be a tricky situation to address. Everybody has their 

low days and these can happen for any reason, even for no reason. Sometimes people just “wake up on 

the wrong side of the bed”. If you are concerned that it may be something more than that – if the 

colleague is showing signs of visible distress or appears not to be “switched on” for a prolonged period – 

then it is worth asking them how they are. This can be something as simple as stopping on your way past 

to ask “Are you OK?” in a relatively conversational tone. Generally people will not want to make a big 

Motivation is everything. You can do the 

work of two people, but you can't be two 

people. Instead, you have to inspire the 

next guy down the line and get him to 

inspire his people.  

Lee Iacocca 
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deal of it, but it is important to ensure that they are looked after and aware that the help is there if they 

need it. 

If the problem of low morale continues over time, it will clearly become detrimental to the employee 

and the employer. From a point of view of employee motivation as well as a sense of camaraderie, it is 

vital to ensure that every avenue is explored to ensure that the morale is lifted and the employee 

satisfied. It may be that they are concerned about their ability to do the job, and it may be something 

entirely unconnected to the job, but whatever the case it is essential that the employee should be able 

to see that there is available support there for them. If this support is not forthcoming, the morale 

problems can continue and spread. If it is, however, the team morale can be raised as a result.  

 

Addressing Team Morale 

Ask any sports coach, and they will tell you that a team assembled 

expensively from the finest players on the planet can be beaten by a 

team of scrappers from an amateur league  if the professionals are 

short on team morale. Some of the most extravagantly gifted sides 

around rarely win anything because they fail to operate as a team. 

Meanwhile, sides who have players of limited ability can win trophies, 

as long as everybody works together and sacrifices their individual gratification for the collective good. 

In short, team spirit is vital to team performance. The way that people work together is governed by 

how they relate to one another. 

In many workplaces, a team will be made up of ten or more people. This means that there are several 

different dynamics within the team, including those between each individual member, between groups 

and so forth. Having good team morale depends on ensuring that the separate team members are well-

enough disposed towards one another to be able to work with them. If there is conflict within a team, it 

is certain to affect morale for some of those involved, and those who are on the outside watching it. For 

a team manager, the challenge is to ensure that this is avoided. 

A manager can affect team morale being proactive or reactive, and can contribute to its building, or its 

destruction. It is essential in cases of team conflict to be even-handed and fair. Even if one does not feel 

this way they must be seen to be impartial. Favoritism must be avoided at all costs, and you need to be 

prepared to be unpopular in the short-term. It is much better to put your personal loyalties aside in 

order to ensure that individuals within the team are not alienated. Petty conflicts can be over in days, 

but a reputation for bias sticks for good. 
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What to Do When the Whole Company is De-Motivated 

A motivated workforce is absolutely essential to a successful company, and if there is 

an absence of motivation in just one part of the company it can affect results 

negatively. If that lack of morale spreads, or a lack of morale arises generally within 

the organization, then things will be much worse. The worst of all is when an entire 

company becomes de-motivated, and this can happen for a variety of reasons. The 

implications of this happening are that people will lose interest in their work, the 

company’s results will drop, and people will begin to fear for their future employment.  

An entire company can become de-motivated for a range of reasons. Perhaps the most obvious of these 

is that a company seems set to go bust, leading to mass unemployment of its members of staff. While in 

some cases this may galvanize the workforce to work harder in order to ensure the company’s survival, 

market forces dictate that when a company is facing bankruptcy or liquidation it will be extremely 

difficult to turn things around without outside investment and a lot of luck. The mere prospect of 

unemployment can be enough to de-motivate the majority of a workforce. Other reasons why an entire 

workforce may become de-motivated include the loss of an important member of staff or an unpopular 

change in working practices. 

When an entire company loses its motivation for any reason, this falls under the heading of 

“emergency” and action is required immediately to prevent it from becoming terminal. It falls upon the 

leaders of the company to sit down with the employees under their jurisdiction and speak seriously with 

them, offering complete honesty and answering all questions. Being realistic is absolutely essential in 

this respect. Just saying “there is no problem, everything is going to be OK” will convince no one. 

Admitting that there is something wrong and outlining how it will be overcome will encourage 

employees and even those who are initially unconvinced will have the chance to see how it will work. 

Nothing short of this kind of urgent action will prevent a workplace-wide loss of motivation from 

becoming terminal. 

 

Case Study 

Josephine, Larry and Delia were working late after several nights of toil, trying to finish a project which 

had been delayed and was due the next day. Josephine and Larry were motivated to complete it, 

because they didn’t want to let their boss down and longed to get home to their families. Delia, 

however, wasn’t motivated at all, and delayed the project because she couldn’t focus on the work and 

needed to take several breaks. Josephine discussed this with Larry and they decided to chat to Delia and 

deal with her individual morale issue. It was then they discovered that Delia was having personal 

problems. Together the three discussed the best path forward, and Delia brightened up considerably. 

They were all happy when they completed their task on time.  
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Module Ten: Review Questions 

1. Which statement is TRUE: 

 

a) Motivation and morale aren’t linked 

b) There are many reasons why morale may be low  

c) Morale issues cannot spread through a business 

d) Low morale rarely affects individuals  

 

2. What is a good way to deal with individual low morale? 

 

a) Ignoring it and focusing on the task at hand 

b) Pay rises  

c) Asking the individual if they are all right  

d) None of the above  

 

3. If low morale persists: 

 

a) It will spread  

b) It will become detrimental to the employer 

c) It will become detrimental to the employee 

d) All of the above  

 

4. An employee should be able to see that: 

 

a) Other employees get better pay  

b) Other employees get better support 

c) There is support available for them 

d) None of the above  

 

5. To win as a team, one should: 

 

a) Sacrifice individual gratification for the greater good  

b) Focus on your work alone  

c) Help others but don’t hold up your side of the work  

d) Withdraw from the work and let others do it  
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6. Which statement is FALSE: 

 

a) A motivated workforce is essential 

b) If a company goes bust it will always motivate employees 

c) An absence of motivation can lower morale 

d) Both a and c  

 

7. Which is a reason for company de-motivation? 

 

a) A pay rise 

b) Staff cutbacks  

c) Bankruptcy  

d) Both b and c 

 

8. The prospect of unemployment can ___ the workforce 

 

a) Motivate 

b) Inspire 

c) De-motivate  

d) Decapitate  

 

9. When a company loses motivation, the leaders should: 

 

a) Be honest and answer employee questions 

b) Tell the employees there’s no problem and not to worry  

c) Give employees a pay rise  

d) Both b and c  

 

10. When more than one member of the same team is suffering from ____, it is essential to get to the 

____ fast before it becomes ____. 

 

a) High morale, hospital, an epidemic  

b) Low morale, solution, endemic 

c) Low morale, solution, epidemic, 

d) Low morale, root of the problem, endemic  
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Module Eleven: Keeping Yourself Motivated 

Maintaining personal motivation is something essential as an 

important member of a company, particularly in the case where you 

are responsible for the motivation of others. As a team leader or 

manager you will be looked to for reassurance and guidance in a job, 

and if you give the impression that you are merely going through the 

motions, your lack of motivation can become contagious. Even if you 

are responsible solely for yourself, personal motivation remains vitally 

important. Motivation is what keeps us from giving up and refusing to 

get out of bed in the morning. Any way we can improve on our level 

of personal motivation is valuable. 

 

Identifying Personal Motivators 

What constitutes a motivation for one person may not be the same for others. 

Personal motivators are different between people, because the very definition of 

personal requires that you see things differently from the next person. The 

importance of identifying your own personal motivators is clear. Without a clear, 

identifiable set of personal motivating factors, it can be easy to fall into either an 

unmotivated condition or to rely on other people’s motivations to keep you going 

forward. There are times when we cannot rely on other people to give us the motivation we feel we 

need, and when you are on your own you need to motivate yourself. 

Identifying your own personal motivators is something that takes some self-knowledge and some 

thinking time. What is it that you want to take from your job? Are you happy to keep cashing the pay 

checks, or do you wish to advance further in the company? Why did you apply for the job in the first 

place – and are you close to satisfying that goal? Ask as many questions as you can ask yourself, and as 

many answers as you can give to those questions, the better your own personal motivation.  

One motivation that works well for a number of people is surpassing themselves. Keeping a record of 

personal achievements attained while in your current job and attempting to do better every month is a 

challenge that is never completed. If this fails to motivate you, then look at other things which reward 

performance. Often, people are most motivated by the recognition of their achievements by others, and 

by setting an example to other members of staff. Whatever works for you is a valid means of self-

A champion needs a motivation above and 

beyond winning.  

Pat Riley 
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motivation. Make sure that you have as many motivating factors as you can think of, because the more 

things you want to achieve, the more you will achieve. 

 

Maximizing Your Motivators 

As far as motivation in a job is concerned, it is a matter which requires regular 

evaluation and frequent updating. There are countless potential motivators for 

individuals, and as long as they work for you they are valid. What some people 

struggle with is ensuring that they continue to work. Particularly if you have been in 

the same job for a long time, it can be easy to lose the urgency and motivation that 

drove you to your best results when you started. Think of yourself ten years ago and 

the principles you held which you believed to be as solid as a rock. Do you still feel the same way now, 

or has life given you a different outlook? 

Constantly giving some thought to what motivates you and why will enable you to get the best out of 

your motivators. When you started in the job, it may have been about the money, but maybe you have 

enough money now. In this case, it can help to think of something that you want to do which will require 

more money – taking a break to travel for a while, building a new house, or whatever suits your means. 

This is a way of maximizing an old motivator which may have ceased to be that effective. Maybe one of 

your motivations has been recognition. In this case, seeking to mentor a newer member of staff can be 

beneficial. While you may have achieved almost all there is to achieve in this job, someone else could 

maybe do with the benefit of your experience. 

Taking the factors which have motivated you in the past and updating them for the future is one way to 

maximize your motivational factors. In addition, it helps to look at your home life as it relates to your 

work life. If there is something you really need or really want in your home life, and your job can help 

you achieve it, then this may be all the motivation you need. Pushing yourself to achieve as much as 

possible will eventually pay off, especially when other people have ceased to push you because they 

know how good you are 

 

Evaluating and Adapting 

We all have things which motivate us – when we are kids, when we are young 

adults and when we are mature adults – and all that changes is the nature of our 

motivations. Even once we have retired, we will often find that there are things 

that we need to do and need to achieve before we can truly rest. In fact, one thing 

that motivates a lot of people is the need to keep their minds active. Research has 

proven that people who remain active through their middle and early old age keep 

syndromes such as dementia at bay for longer than those who do not. This makes it 

all the more important to remain motivated.  
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It is sometimes too easy to just let things pass you by through complacency, especially when you have 

already achieved enough to make you more or less immune from being fired. While it may be nice to 

remain in a job even when on auto-pilot, there is no denying that it is disadvantageous for keeping the 

challenge in a job and for motivation. Should you want to make a move into another part of the 

company or another job, it is always useful to have a results sheet which shows continuing improvement 

and achievement. To this end it always helps to have a record of achievement and keep testing yourself 

against it 

In the end, the person who can best judge how well you are doing is you. Any manager to whom you 

answer will probably have other people to manage as well, who may require more careful handling than 

you. The only way you can ensure you remain motivated is to motivate yourself – so if you find that your 

motivation is beginning to wane, look at other reasons to stay in the job and work harder. There are 

always reasons to push yourself, and it is a matter of finding the one which does it for you, no matter 

how often that changes. 

 

Case Study 

Dean, Isaac and Caitlin were in their joint office discussing strategies to better motivate their employees. 

Their company had been in service for 10 years and some of the older employees were struggling to stay 

motivated in their positions. Isaac suggested they set up a motivational seminar for their employees and 

treat them to a team-building weekend where they would discover ways to maximize their motivators in 

their specific work positions. Both Dean and Caitlin agreed and they set up the motivational seminar. In 

the end all three of the partners were happy because their employees revealed their motivational cues 

and allowed the company to harness them and move towards a brighter future.  
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Module Eleven: Review Questions 

1. Which Statement is TRUE: 

 

a) Maintaining personal motivation is unimportant 

b) As a team leader your guidance isn’t required 

c) Motivation keeps us from giving up 

d) Improving our motivation level is unnecessary  

 

2. Which questions can be asked when identifying personal motivators  

 

a) Where can you find a job worthy of your skills? 

b) What do you want to take from your job? 

c) What time should you get to work? 

d) How often do you get a pay rise? 

 

3. What does it mean to surpass oneself? 

 

a) To keep record of personal achievements and try to better them 

b) To keep record of your colleagues achievement and try to better them 

c) To strive to compete with your colleagues  

d) To find a better position outside of your company  

 

4. Motivation in a job requires: 

 

a) Regular evaluation 

b) Frequent updating 

c) Nothing much 

d) Both a and b  

 

5. A key way of maximizing motivational factors is to: 

 

a) Take the motivating factors from the past and update them for the future 

b) Slack off from work  

c) Consider quitting your position 

d) Both b and c 
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6. The following Statement is FALSE: 

 

a) Giving thought to your motivators will help you to get the best out of them 

b) Seeking to mentor new members of staff is not beneficial 

c) Taking a break to travel is a good motivator 

d) Thinking of what you want to do which will require more money is a motivator 

 

7. The person who can best judge your performance is: 

 

a) Your manager 

b) Your partner 

c) You 

d) Your colleagues 

 

8. When motivation wanes, one should: 

 

a) Chalk it up to exhaustion 

b) Look for reasons to stay in the job and work harder 

c) Ask for a pay rise  

d) Both a and b  

 

9. What is a key motivator : 

 

a) Keeping your mind active 

b) Staying the same  

c) The same pay for the same work indefinitely 

d) None of the above  

 

10. Evaluating and adapting is useful because:  

 

a) You may lose motivation if you remain in ‘autopilot’ 

b) You can increase your motivation 

c) You could increase your performance 

d) All of the above 
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Module Twelve: Wrapping Up 

Although this workshop is coming to a close, we hope that your 

journey to improve your Employee Motivation is just beginning. 

Please take a moment to review and update your action plan. This 

will be a key tool to guide your progress in the days, weeks, months, 

and years to come. We wish you the best of luck on the rest of your 

travels!  

 

 

Words from the Wise 

• Rick Pitino: The only way to get people to like working hard is to motivate them. Today, people 

must understand why they're working hard. Every individual in an organization is motivated by 

something different. 

• Zig Ziglar: People often say that motivation doesn't last. Well, neither does bathing - that's why 

we recommend it daily. 

• Dwight D. Eisenhower: Motivation is the art of getting people to do what you want them to do 

because they want to do it. 

 

Motivation is what gets you started. Habit 

is what keeps you going.  

Jim Rohn 


