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HOW TO MOTIVATE TEAM MEMBERS

DN Motivation: The inner drive to do something and follow certain goals.
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Source: adapted from Sternad, D. (2013) ‘Towards an eclectic framework of external factors influencing work motivation’, SBS Journal of Applied Business Research, 2(1): 7-19. Photo source: ChatGPT



SETTING CHALLENGING GOALS

. Goal-setting theory

a (Locke and Latham, 1990)
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Source: adapted from Sternad, D. (2013) ‘Towards an eclectic framework of external factors influencing work motivation’, SBS Journal of Applied Business Research, 2(1): 7-19.



AUTONOMY & FEEDBACK

- Feedback
= Information about progress toward
< o Fairness achieving goals
(@) .
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= Challenge & feedback : :
= The freedom to be self-directed regarding
- how to perform the work

@ Positive effects on perceived control
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Source: adapted from Sternad, D. (2013) ‘Towards an eclectic framework of external factors influencing work motivation’, SBS Journal of Applied Business Research, 2(1): 7-19.



REWARDS
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Expectancy theory
(Vroom, 1964)
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Instrumentality

Rewards can also have negative effects
(e.g. setting lower targets, undermining
intrinsic motivation)
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TASK SIGNIFICANCE & MEANING

Task significance

= (Hackman & Oldham, 1976; Grant 2008; 2012)
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FAIRNESS & SUPPORT

Fairness and support

Q. ‘
@ : ® Fair treatment in work situations
S Contribution e Standing (equity theory — Adams, 1983;
® & support quity y ) ;
L organizational justice — "voice"
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@ Fairness study with
monkeys (Frans de Waal)

https://youtu.be/meiU6TxysCg
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Source: adapted from Sternad, D. (2013) ‘Towards an eclectic framework of external factors influencing work motivation’, SBS Journal of Applied Business Research, 2(1): 7-19.


https://youtu.be/meiU6TxysCg

STANDING IN THE SOCIAL REFERENCE GROUP
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MOTIVATION CHECKLIST

CHECKLIST

o Does the task have the right degree of challenge for this person?

o Doesthe person clearly see and understand the contribution of their work to the
common goal of the organization and the well-being of the beneficiaries of the work?

o Doesthe person have a requisite amount of autonomy in performing the work tasks?

o Doesthe person get enough feedback on the work progress, either from the task
itself or from the management?

o Doesthe person feel that they are treated fairly by the manager and the
organization?

o Doesthe person perceive that they are receiving all the necessary managerial
support to perform at work?

o Doesthe person feel that successful work outcomes are adequately rewarded?

o Does the person feel that they gain adequate respect and recognition from the
management and other team members?

= Graduate
IA ., School

A | X of Management

10 Photo source: pixabay.com



CLARIFY YOUR TEAM'S PURPOSE

7\ o Write down what your team does
R
PUWOS[ - " e Who are the main beneficiaries
) of the work of your team?

e Why is your work important for the
beneficiaries?

EXAMPLE

“The purpose of our canteen team is to
‘ ; . provide the students and staff of our
PURPOSE: Your why” ~a compelling reason university with a healthy lunch that
o SeE e allows them to have a better learning

. : : experience in the afternoon.”
Purpose provides orientation.
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11  Source: Sternad & Kobin (2023). lliustration source: Eva Kobin.
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HOW TO INFLUENCE OTHERS?

Rational arguments and facts

Inspiring appeals to values and ideals

Listening and consultation

S .4 " Ingratiation
A 4 . @ J

(’

v
VYwY :

vwv Exchange (You give, you get)
v .

Appeal to personal relationship

Codalition building
Legitimation

Pressure (“If you dont, then ...")

Building a coalition: video:
https://youtu.be/gxFt1BZiMTw?feature=shared
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https://youtu.be/gxFt1BZiMTw?feature=shared

INFLUENCE WITH A STORY

( ( ( (
RELATABLE TENSION/ HUMAN TURNING END WITH
SITUATION PROBLEM ELEMENT POINT MEANING

Describe the context What was difficult, What did people 'V\/.hat decisio'n, What is the lesson,
or challenge so uncertain, or at risk? feel, struggle with, insight, or action value, or direction
people recognize or hope for? changed the for the team?
the stakes situation?

oo . |A = Graduate
Video: Storytelling = School

A | X of Management

Photo source: ChatGPT
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https://youtu.be/DuctzvVhYJo?si=2TqkLeYtT6gBBpi1

GIVING
FEEDBACK

GIVING AND
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CLARIFY THE COMMUNICATION OBJECTIVE 6

Before communicating, clarify what you want to achieve

i" Sharing information

Hearing different opinions

.- Decision making

o o Influencing the emotional state of others
G

Influencing actions (others should do something)

% Aligning the team (joint purpose, aligning tasks)

Strengthening relationships
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15 Source: Sternad & Kobin (2023)
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EFFECTIVE FEEDBACK

| : FeeoBACK ; '

-+

Without feedback, we are flying blind.” —Joseph Folkman

Source: Sternad & Kobin (2023). Illustration: Eva Kobin
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HOW TO GIVE POSITIVE FEEDBACK

s \4 ; = » 3 \(.;‘
2] £ / 5 e D

— ot _w_,,:_ i i
Recognize others’ contributions Be as specific as possible

Praise efforts instead of abilites
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Source: Sternad & Kobin (2023). lllustration: ChatGPT.
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HOW TO GIVE CONSTRUCTIVE FEEDBACK

Ask how the other person
sees the situation

Ask what they will do
(not accusing) to tackle the situation Source: Sternad & Kobin (2023). llustration: ChatGPT.
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OPTIONS TO DEVELOP EMPLOYEES

Assign challenging tasks Performance review

Provide feedback Coaching & mentoring

Job shadowing Discouraging reverse delegation

Training (on the job / off the job) —
also cross-training between team members

See every interaction as an opportunity to
assess a team member's progress

Create a fear-free environment (psychological safety)
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PROVI DE CHALLENG Es How to provide challenges?

" Look for potential in team members instead
of seeing limitations — in which areas could
a challenge provide opportunity for growth?

" When delegating a task, ask for whom this
could be a development opportunity

" Ask team members about their personal
development goals

We all grow through challenges,
complex and demanding tasks
that we haven’t done before.
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21 Source: Sternad & Kobin (2023). Illustration: Eva Kobin.



THE SELF-DEVELOPMENT CYCLE

Set challenging,
concrete goals

CHALLENGE

—

Adapt action R ¥4 OEInlgsge itn
if necessary CORRECT eliberate
practice

FEEDBACK

Seek feedback
about your actions
and their results
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22 Source: adapted from Sternad, D. (2015) ‘A challenge-feedback learning approach to teaching international business’, Journal of Teaching in International Business, 26(4): 241-257.
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THE DELEGATION PROCESS

Analyze Identify the Make the
. . Follow-up
the task right person assignment
Which activities? Strengths / skills Clarify task Review progress
Which competencies Reliability and responsibility Provide feedback
are required? Availability Get commitment

Interest and initiative
Development opportunity

”\ = Graduate

v School
A | X of Management

24 Source: Inspired by concepts in Harvard Business School Publishing (2005) Harvard Business Essentials: Time Management: Increase Your Personal Productivity and Effectiveness (Boston, MA: Harvard Business School Publishing).



THE ASSIGNMENT MEETING

o Clearly define the expected outcome (and the deadline)

0 Provide information about why the task is important (purpose)

e Clarify which resources and support are available
0 Agree on how you will monitor progress together
e Get a clear commitment from your team member
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25 Source: Sternad & Kobin (2023).




ENSURING ACCOUNTABILITY @

What is accountability?

Accountability is all about keeping promises and
commitments and accepting responsibility for
your actions and your performance
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26 Illustration: Eva Kobin / Source: Sternad & Kobin (2023)



ENSURING
ACCOUNTABILITY
IN YOUR TEAM

Keep your own promises

Define clearly what people
are accountable for

Agree on consequences
beforehand

Positively recognize
responsible behavior

Hold accountability
conversations
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PERFORMANCE PROBLEMS

Potential root causes

" Non-work related challenges (health, family ...)

" Tiredness and fatigue

® A lack of resources

i
/ = " Alack of competences / skills
: DMM"*Z/ . f; " The feeling of being unfairly treated
lﬂ 2 & " No room for development and growth
& .;\;:\?% = 2N " Work overload / work-related stress
= " Motivational issues (not finding meaning in the

work, not enough challenges ...)

" Unclear expectations

" |Interpersonal issues in the workplace

" Demotivating leadership behavior
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28 Source: Sternad & Kobin (2023). Illustration: Eva Kobin.
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DEALING WITH PERFORMANCE PROBLEMS

Identify continued

poor performance

Engage in a dialogue
with the team member
to identify the real cause

of poor performance!

Are the necessary resources
provided to do the job?

yes
A

Does the person have
adequate skills for the job
(ability)

no

.

Provide resources

yes

A 4

Is the person motivated
to do the job
(motivation)

Is it possible to develop
adequate skills for the job

yes

no

no

4

Can the person's motivation be
changed with the right
interventions?

no

\ 4

yes

\ 4

Set motivational interventions

A 4

Is there an alternative job that

better suits the person's strengths?

(opportunity)

A 4

Are there potential non-work-
related reasons for the poor
performance?

yes

— > Training & development
yes

—> Reassign to new job
yes

/ Offer support if possible
no

—> Layoff




THANK YOU!

Aix |A E Graduate

I ' ll l Marseille School
Université AlX of Management

Picture: ChatGPT



	Folie 1
	Folie 2
	Folie 3
	Folie 4
	Folie 5
	Folie 6
	Folie 7
	Folie 8
	Folie 9
	Folie 10
	Folie 11
	Folie 12
	Folie 13
	Folie 14
	Folie 15
	Folie 16
	Folie 17
	Folie 18
	Folie 19
	Folie 20
	Folie 21
	Folie 22
	Folie 23
	Folie 24
	Folie 25
	Folie 26
	Folie 27
	Folie 28
	Folie 29
	Folie 30

