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Motivating & Engaging 
Your Team

Hope Zoeller, EDD

What is Motivation?
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Myths about Motivation

 Everyone is in agreement.

 Motivated employees work plenty of overtime.

 Employees who are motivated don’t need 
much input from management.

 A formal plan for motivating employees is 
unnecessary.

 Money motivates best.

What  Really Motivates Employees

Reward Factors Employees Managers

Feeling of being “in” on things

Full appreciation of work done

Good wages

Good working conditions

Help with personal problems

Interesting work

Job security

Personal loyalty to associates

Promotion and growth

Tactful disciplining
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Leadership and Climate

External
Internal

Leader

Motivation

Results

Climate
Values & Behaviors

Maslow’s Hierarchy of Needs Theory
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Theory X Managers versus 
Theory Y Managers
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Herzberg’s Two-Factor Motivation Theory

We are always either 
contributing 

to a climate of motivation or 
a climate of de-motivation.
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To Motivate Others, YOU Need 
to Be Motivated

 Be cooperative and approachable.

 Practice open communication.

 Stay calm…Breathe!

 Be part of the solution versus part of the 
problem.

 Keep frustrations to yourself.

 Spread good news!

Communicating: It’s More 
Than Mere Words

 Listen first

 Actions speak louder than words

 Assess with care

 Encourage employee suggestions 
and feedback
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The Magnificent 6
 Reward the right behaviors.

 Reward the behavior when you see it happening.

 Remember that each person has different 
motivators.

 Understand your employee’s passions 
about work.

 Walk the walk, talk the talk.

 Align the organization’s needs to the employee’s 
needs to make it Win-Win.

10 Employee Personalities

 Social Butterfly…“I love to 
socialize!”

 Underachiever…“I just get it 
done.”

 Office Know-It-All…“I have 
been there and done that and 
it won’t work.”

 Why-Can’t-I-Be-Promoted-
Now…“The company owes 
me a promotion.”

 Glass-Is-Half-Empty…“Every 
day is a bad day.”

 Constant Competitor…“I 
am here to win.”

 Leisurely Worker…“Why 
be in a hurry?”

 Natural Born Leader…“I 
take charge!”

 Insecure…“Did I do this 
right?”

 Innovative and 
Impulsive…“Just do it all 
now!”
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Leaders M-O-T-I-V-A-T-E by…

 Moving the organization forward

 Opening organization to new possibilities

 Teaming up for results

 Improving the work environment

 Valuing organization’s values

 Acting for the benefit of everyone

 Teaching others

 Exemplifying leadership (“Walking the Talk”)

An employee's motivation is a 
direct result of the sum of 
interactions with his or her 

manager.
~Bob Nelson
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Thank You!

Sign up for our free monthly e-newsletter 
@ hope@hopeforleaders.com.

www.hopeforleaders.com
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“True Leadership is not about what you accomplish, but what you help others achieve.” 
www.hopeforleaders.com 

 

Are You a Motivational Manager? 

As a manager, where do you fit in along the motivation spectrum? The following self-test helps 
you assess your abilities. The “correct” answer is normally obvious, so be sure to be as honest 
as possible. 

1. Which of the following best describes your management style? 
 a. I like to leave my employees to their own devices and see what ideas and  
  solutions they come up with by themselves. 

 b. Managers should be actively engaged in their employees’ professional lives.  
  That’s why I’m always talking to my employees – whether it’s giving advice about 
  career development or reminding them to file all reports. 

 c. I see myself as a coach who enables people to play to their strengths and make  
  meaningful contributions to the team. I’m lavish with praise and sparing with  
  criticism. I reward extra effort and helpful ideas. If a project ever changes   
  directions or has problems, I make sure that people know what’s happening and  
  what’s expected of them. 
 

2. When providing feedback to your employees, what do you do? 
  a. Comment only if someone has made a mistake. Why should I recognize people  
   for doing what they’re paid to do? 
  b. Get very specific about how to improve their performance; I tell them what to do  
   and how to do it, because that’s clear communication. 
  c. I always give encouragement first (“I can tell you worked hard on this”). Then, if  
   any changes or modifications need to be made, I’m careful to critique the work,  
   not the individual. In addition to information, day-to-day feedback, I hold annual  
   performance appraisals for each employee. 
 

3. What do you do to create a positive, pleasant workplace? 
  a. I make it a point not to yell at anyone. 
  b. I always ask my employees what I can do to make their work experience better. I  
   usually don’t follow up on their requests or complaints, but at least I ask. 
  c. I try always to be pleasant and positive myself, even if I don’t feel that way on a  
   particular day. I foster camaraderie by holding monthly recognition days and  
   periodic team lunches. I talk to people about their families, children, pets, and  
   hobbies, as well as their jobs. I encourage people to be creative and take new  
   approaches to doing their work. 
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“True Leadership is not about what you accomplish, but what you help others achieve.” 
www.hopeforleaders.com 

 

4. How do you help employees with work/life balance issues? 
 a. I figure they can run their private lives without my interference. But I do make  
  sure that every employee knows the number of their nearest crisis intervention  
  center. 

 b. If they’re having a problem, I tell them what I think they should do and where to  
  find useful resources. Then, to show that I care, I always check back with them  
  later to see if they took my advice.  

 c. I try to determine what they need from me to help ease the pressure or stress  
  they’re experiencing (for instance, I may offer to reassign part of their workload). 
 

5. To help employee work teams be more efficient and productive, I: 
  a. Stay out of their way! 
  b. Require daily status reports from all employees so that I can nip problems in the  
   bud.  
  c. Give them the tools and resources they need, as well as appropriate decision- 
   making authority (so I don’t end up micromanaging). I also try to let them know  
   how their job fits into the bigger picture, so that they have a sense of purpose.  
   And, once or twice a year, I hold team-and consensus-building exercises to  
   sharpen their skills. 
 

6. If two of your employees have problems working together, what do you do? 
  a. Sit back and wait – they’ll either work it out themselves or one of them will quit. 
  b. Get them both in a room together with me, and tell them that I expect   
   professionalism at all times and that their behavior has to change immediately, or 
   they’ll face serious consequences. 
  c. Speak to each one separately and privately as a first step. The nature of the  
   problem determines the next steps. My ultimate goal is to defuse the situation  
   without losing a valuable employee or disrupting the work of other employees. 
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“True Leadership is not about what you accomplish, but what you help others achieve.” 
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7. One of your employees comes in 45 minutes late every day and leaves half an hour early on 
 Fridays. She calls her husband at least twice a day and speaks loudly enough for customers 
 and other employees to hear. Sometimes she fails to perform her job duties, which places a 
 burden on other members of her work team. Her fellow employees are grumbling. How do 
 you handle this problem? 
  a. Copy the sections of the policy book that discuss work hours and    
   phone use and leave them at her work station. As for missing deadlines, suggest  
   to her teammates that they automatically build an extra week into the timetable  
   when assigning projects to this individual. 

 b. Confront her publicly about her tardiness. Then, closely monitor her phone calls.  
  Threaten to suspend her the next time she fails to perform any of her job duties. 

 c. Have a private meeting with this employee and explain that I want to discuss  
  certain habits of hers that are problematic. Start with the missed deadlines, since  
  this directly impacts the performance of others. Find out why she didn’t perform  
  her job duties and help her plan for the future to avoid this problem. Finally,  
  review company policy about work hours and personal phone calls and ask her  
  to comply, because I know she wants to be fair to her fellow employees. 
 

8. Two of your employees are on vacation and one’s out on FMLA. The rest of your employees 
 have been desperately trying to pick up the slack, but they’re starting to show signs of strain 
 and even burnout. Now, a big project that will tax everyone to the limit has just landed on 
 your desk. You respond by: 
  a. Taking a few personal days to collect your wits. 
  b. Giving your employees your best pep talk and promising them all a special treat  
   once they finish the project. 
  c. Asking each employee about current workload and impending deadlines. If it  
   looks like everyone is already stretched too thin to handle one more thing, you  
   bring in temporary employees to ease the pressure. 
 

9. Employees are motivated by a manager who: 
  a. Isn’t bossy and overbearing. 
  b. Is involved in every aspect of operations and has control of all the details. 
  c. Is sincerely enthusiastic and takes pride in his or her employees’ work. 
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“True Leadership is not about what you accomplish, but what you help others achieve.” 
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The Answer Key 

If the majority of your answers were “c,” then you are generally a motivating manager. You are 
effective and flexible in your use of a variety of motivational tools. If you chose, “a” or “b” for 
some of the questions, you need to work on becoming an even better motivator. 
 

If you chose “b” for most of your answers, you are generally an overactive manager. You try 
hard to motivate, but your methods often backfire. You frequently mistake micromanaging for 
motivation, and you tend to go overboard with motivational tools like praise or rewards, 
promising more than you can possibly deliver. This may be because you misunderstand what 
motivation is or how it works. 
 

If “a” was your answer to most of the questions, you are generally a passive manager. Your laid-
back style causes you to err on the side of being too hands-off when it comes to motivation. 
Perhaps you feel that nothing you do can possibly motivate others. This may be because you 
believe that motivation can only come from within – a common misperception. 

 

-Adapted from Motivating Associates for Dummies by Max Messmer 
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Motivation Worksheet 

Employee’s Needs 

 

Strategies to Motivate 
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What SPECIFICALLY have I done in the last 3 months to… 
 

 Help others learn, develop, and grow? 
 

 Support the people who work for, and with, me? 
 

 Communicate, listen, and keep people informed? 
 

 Involve people in the processes, decisions, and changes that affect them? 
 

 Recognize performance and reward achievement? 
 

 Create and encourage fun and enjoyment? 
 

 Maintain high standards and expectations? 
 

 Exhibit contagious enthusiasm? 
 

 Demonstrate that I care – about work AND people? 
 

 Set the example for the behaviors I desire from others? 

 

-Adapted from 180 Ways to Walk the Motivation Talk by John Baldoni and Eric Harvey 
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