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Motivate Others

0ne of the joys of being a leader is the
opportunity to motivate and inspire
people to achieve their best, reach for

their limitations and aspire for more,
and you can bring out excellence in

them. People respond to leaders who
their dreams, and pursue goals that encourage, praise, appreciate, and create

will enable them to grow in both their an honest approach to opportunities
professional and their personal lives. and possibilities. Work becomes more

enjoyable and more meaningful, and
both the organization and its employees
benefit.

By creating an inspiring work
environment, you can help people
see beyond what they perceive as
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Motivate Others

In this chapter, Wé will cover

v

the following areas:

» Create an environment in which people do thejr -
W()rk

» Create an environment that makes work enjoyable

» Inspire people to excel
» Foster a sense of energy, ownership, and pers i
to the work COmmitmEm

» Encourage others to define new opportunities and
cont;

improve the organization Moyl

» Adapt your approach to motivate each individua]

> Convey trust in peoples competence to do their jobs

> Inspire action without relying solely on authority

> Celebrate and reward significant achievements of others
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Motivate Others

gpanenvironmen o which people do their pegy yqp
A r

( t;aders “an Create an COVironment of

communicating h O enthys;
people within  attitudes about Pef llgh cXpectations, foSteri;asm and excellence
s gageand  appreciated and {) ef{n d their work, ang ens 5 OPtimistic, positiye
anen valued for the; | uring that

(feah - eir achiey people feel
o Jach other and not  a chrflate in which all stretch beyond whements and efforts. To create
o donthe manager consider the following suggestions at they thought they could do
J

Ensure that peo '
poure | pe plle knomf you are paying attention to their efforts by
giving them timely, specific feedback and recognition. Positive words

will encoulzage people, and constructive comments will help them
change their tactics and behaviors to be more successful.

» Ask each individual on your team to identify “stretch objectives”—
challenging goals that exceed job requirements but are still attainable.
The more input people have in setting these objectives, the more

likely they will be to pursue them.

» When people seem to be experiencing low morale or having difficulty,
talk with them to find out what is going on. Sometimes people will
not want to say much, but they will appreciate that you noticed and

showed concern.

you about their concerns, focus on listening
Help them figure out what
sing concerns is enough;

» When people do talk with you
instead of finding a solution right away. rie
would be most helpful. Sometimes just ral

other times people want to find a solution.
for further

‘ - e o ortunities e
» Advocate the view that mistakes are Opp their credibility.

learning, not humiliating experiences that cost people
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Motivate Others

akes work enjoyable
Crea ion for the work they do and d.:
how passion | | delil
v Exc.ellent leaders S_n which People can enjoy their work This ;Ta‘[&ly

¢ success for both individuals and the 0rgan?;131.ateﬁ

te an environment that m
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in terms? Do you have fun at work? Why or why not?

» If you think fun is frivolous, think again. Fun does not aUtomatic,)
lead to lower productivity or lack of focus. It can coexist With by, Y
work; in fact, fun on the job can motivate people to work har,, ang

be more productive.
Invite an expert on employee > Realize that you can't force people to enjoy themselves, Your atten
engagement to talk to are likely to backfire if you put people into situations in which they fe
S AT .2 they must act as if they are having a good time. Instead, give people
positive environment. freedom to create their own fun, and ask them to contribute jdes for

creating a positive work environment.

> It people have a vague sense that the environment could be better
but theyre not sure how, ask them to describe a workplace that they |

would enjoy. Challenge them to be specific and to bring examples
tfrom other workplaces.

> As a group, generate several concrete suggestions on how to makethe §
cnvironment more enjoyable. Choose some suggestions to impleme!

immediately. Implement a few at a time SO you can measure thelr
effectiveness.

] Idefltif}’ a unit in the organization in which people consistently enff g

their work. Interview the unit leader and some of the employees®®  §
learn more about their approach to work and to working togel
Ask them to share their approach with your group.

Inspire people to exce]
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Brainstorm ways to

fu;;pnrt high-performing
ndividuals,

> 58y S0. But say it

make people fee] 200d.

Pes and aspirati :
Ask each person questions such as: AL o i i

> What unique skills and attr;
. attributes would you lik ital;
What skills do you wish to develop furth}err?.:l o capie o

> What do you hope to accomplish at the organization?
> If you could create your ideal job, what would it look like?

» During career discussions, listen carefully as people describe their
career goals. You may find that some people have lower aspirations
than others, especially those who have or are perceived to have unique
challenges in their way. When it's appropriate, redirect them. For
example, people who are not native speakers of English may aspire
only to one or two career promotions above where they are, whereas

you see much greater potential for them.

» Meet with your direct reports asa group and talk about the group’s

hopes and aspirations. Ask questions such as:

> What aspects of the tearny’s vision and mission inspire you?

' ' ch?
> 1f we could remove all constraints, what would we like to accomplish

complish?
| jzation W1 ‘lce in two years? In
e organizatl ok like in tWO'
Plimtetss e lves or the team fitting into that

yours. As a lea
you to see the bigger




start a new line of business .
. .

would expa .« of a culture in which people cap dregy

o people encourage questions, f§el comf fay
lace where P o't currently exist, refrain frop, Yricy

d know how to try out new ideas j, a

big

pragmatic way-

] hel's} SUuUcCcesses. "I“E 11 i : 0 -
P Ople arc encoul‘aged es ()l ()| |
> '€

. d were determined
. who had high goals an 0 dy
individuals anc 331:; them. You will often find that the people v,
iy tootla(ﬂt:nied than your group; but they were willing to take
any more€

chance. |
e team See themselves as winners. Set goals to by the

le on th
» Help peop ccomplishments

best and celebrate
expectations and minimal hopes, learn why. Yo,
may be dealing with 2 history of low expectations, a series of flops,

cynicism, 2 lack of resources, or a perception of impossible odds. Thes
issues will always stand in the way until you address them directly.

» If people have low

Foster a sense of energy, ownership, and personal commitment to the work

v

Discuss why it is important
that a team take action on
a vision instead of continue
to discuss hypothetical
Situations.

When individuals have an opportunity to meet both professional §nd
personal needs within the same environment, they often achieve optimin

performance. As a leader, you can help create this environment for each
person on your team. Consider the following suggestions:

> Develop strong relationships with your direct reports. Learn about
individuals’ personal and professional goals, what work they_WﬁI{t "
do, and what roles they want to play in helping the team achieve 1S
goals and vision.

each

> Make explicit connections between the team’s goals and visioh wad |

persons needs and motives, and personal and professional goaléénces
for Opportunities to link people with work, situations, O expet
that will help them to meet their goals.




teams within your organizatio
to become the best.

R .
Understand that with some individuals

role in inspiring w _ —__—
that they get Vngibif " COmm} tment. They \V*Ji]lgperigil - pla}r a positive
ity for their contributions. Also thI:yaI;a high level so
| } ay put pressure

(courage others to define new opportunities

nd continuous

v

ly improve the organization

]tioffle(;:tizre leaigers challenge their people and teams to ask questions and
ok at old problems in new ways. Together, they identify what is

i people to identify way's working well and what is stalled, and develop ideas that will improve

that they improve and

performance. Consider the following suggestions:

antribute to @ productive > Di .
iscuss with team members how the team or organization can improve.

wrkplace.

Ask people to challenge assumptions, identify root causes of problems
rather than symptoms, and think through all the implications of the

solutions they propose.

ts what you can do to be 2 better leader or

» Ask your direct repor
of their recommendations

a better boss for them. [mplement some

to show that you take their input seriously:
rrent customer needs. What

» Encourage p |
will be important to your ¢t next year and in five
years? What is going on with the 2 How will that affect
what your customers want from you!

m react to 18Su€s and problems.

I
> Observe how peoP® - i 1d challenge the st




us by nature, while others are more
Take advantage of the ingenu-ely t
new things and the reg 1ty of

Our
gs. Both approaches have E:ﬂlﬂness
€,

o that the team’s vision is aligned with_the Organizatioy,
S En;;lre will be confident that they are spending their time i
pe

on areas that the organization values.

are curlo
the way they are-
s who enjoy creating
like to improve thin

Some people
accept things

V)
energy

» Focus attention on the areas where yog’ll get the most leverage To
many changes may make the work environment unstable, a4 peoy
may find it difficult to focus because theyre trying to do toq manype

new things.

Adapt your approach to motivate each individual

v

Effective leaders realize that the hopes and aspirations of people vary,
They learn about their employees and adapt motivational strategies
to each individual.

Six broad categories describe what energizes and motivates people
When you want to motivate a team member, review these categories.

Consider how specific types of work or assignments could meet an
individual’s needs or motivators:

> Achievement Motive: Driven to personally accomplish significant goas

This person takes risks, pushes himself or herself, achieves challeng |

goals, subjects others to stress, and seeks visible results.

» B b, s
alance Motive: Driven to seek work environments that place equi

emphasis on nonwork activities. This

nonwork activities. dicl; . |
, dislikes 0O - - ike t0
telecommute. vertime, likes time off, and may
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4ations in which

ine st
E:;,pts to motivate people

g Discuss why the

s Were unsuccesstul.

> Security Motive: Driyes,

ters harmony, provid "
' i , €s service to others,
emphasizes giving to others. and works with and lives by strong

values of religious, racial, social, ethnic, or. cultural groups.

convey trust in people’s competence to do their jobs

v

Discuss how people can

Buijg trust in in dividuals

"
"have mage Mistakes.

Smart leaders surround themselves with competent people who can do
the work well. They are not afraid to hire people who are more capable
than they are in particular areas. Once they’ve hired people, they trust
them to do the work. Consider the following suggestions:

» First, hire people you trust to do the work well. Create a clear role
description for each position, including the knowledge, skills, abilities,

experience, and approaches the person needs. This will help you identify
the type of person you would trustin that role.

| develop an effective
» Work with your human resources pe.ople to Fectiv
selection process that reliably results in the right people being hired

for jobs in your part of the organization.

on or an assignment, explain the issue

Cisl
> When you delegate 2 e municate the result needed, but let your

and your ultimate goal. Com 1
people figure out how to get the results.

positive and negative.



ors’ d ecisions as often as you can. If YOU secq

. nd.
h decisions seriously bec s d

.. o wrong. Instead, coach peg

1 their ability to handle problems.

Inspire action without relying solely on authority

v As a leader, you know that using your authority is not always the heg
lever to generate action, and often it does not work. Instead. i better

S

Ple on |
' ] at 0wy
COI‘I’ECt mis . Cr Conﬁdﬁn& |

Tk about leaders who led  use an influence strategy that fits the situation. Consider the followi, g_

their teams to accomplish ~ suggestions:
challenging goals. Have

people figure out skifls that
were used and try them out

with their teams. _
words and actions.

> Persuade people to your point of view by appealing to what s
important to them. The key to this approach is finding out how

to meet their needs and concerns. Sometimes this means onlythat

you need to communicate how your plans will meet their needs

Other times, you may need to modify what you want so thatit
more appealing to others.

Apply your knowledge, exchange information and ideas, and WO

cooperatively with people. This approach works best if p cople
the goal and ap understandj ]

» Inspire people. Craft messages and approaches that appeal to their '
values and beliefs. Encourage people by expressing your confiden: |
in their abilities. Convey your trust in people’s abilities through yor |
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v Recognizing people’s contribution
results will improve their perform

. ance, * .
suggestions: Consider the following

> ' ‘
Recognize strong performance quickly. Research shows that the
sooner a reward is delivered, the more impact it will have

» Be spet?lﬁc. Don't just say “great job”; let people know what you are
recognizing in specific, tangible terms. Emphasize the impact—on
you, the team, the organization—so that the person can see the
positive consequences of his or her performance.

» Help people increase their understanding of their strengths and
what they do well. This is one of the most helpful things you can

do to develop others’ skills.

for them.
» Guard against taking people for granted. To assess wheth?r youire
hink of employees who make your life easier,

overlooking people, t )
who support the team with extra offort whenever it's needed. Thank

; them for their efforts and praise their work.

i- within your
:;Hr bout the best ways ty » Observe the common ways that performance 1li rfwia;t:fgs ther u’;’e o
“appreciation organization. Talk to your peers to find 01:1’; Y ar ;1 e

o, meet with you
their teams and employee> i eward and recognize performance
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. when and how people p refer to receive re

b FII'IFI out k. For example, some people may apprec;

their work. ent and recognition throughout a proj

enC;‘;; :?:io be recognized when the project is
ma

“Ognitj,
COmplet, 0

' ' issues
Positively address work environment and life balance

v Encouraging people in your group to ma‘mtaln an' APPropriate balan
between work and life will help them achieve consistently POsitiy restfl
Consider the following suggestions: ll

» Recognize that work/life balance need§ differ between indivigy,,
Some like to focus on their careers, while others focys on imPOrtaril
activities outside of work. The balance may shift over tiy 3 eyl
change their focus.

» To assess the current environment for work/life balance,
the norms and expectations for work hours. How do they fit wit
the needs of the work? With the needs of your employees? Hoy

many hours do people put in each week? How do people treat teay
members who put in more or fewer hours?

review

Observe people’s work/life
balance, and suggest ideas
for positive adjustments.

> What messages do you want to send about work hours? About

balance? Consider the messages you send by your behavior, What
type of role model are you?

> Ask people to evaluate their work/life balance. Balance doestt e
that things will always be 50/50. Sometimes work requires more
time, and sometimes personal life requires more time. It's a mat
of understanding the trade-offs and making appropriate decisions |

[

> Work with your team to
of team members while m
€Xpress frustration with ¢
hold group discussions t
to come up with solutio
people, borrow;j
efficient systemsg

gure out how to honor the preferenc®
eeting the needs of the work.If peoplea
urrent expectations or excessive Wﬂfklﬂup _
0 resolve these issues. Encourage thz,gt’;ﬂﬂ !
ns: redistributing work, trainilig ad :]re }
Ng people from other groups, developing™




