Managing yourself and
teams in uncertain times
(aka - Sailing the Ship)

Presenter: Gavin Aspden
Date: March 2022

Agenda

1.

Summary of motivation theory

2.

So what does this all mean?

3.

Motivating yourself

4.

Motivating others

5.

Take aways

Sailing the Ship
PwC

3/4/2022
2

Summary of
Motivational Theory

Motivational theory

Need Approaches:

Theories which presume
that a person is motivated
by and put effort into
activities which enables
them to provide for their
needs
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Cognitive Approaches:

Behaviour Modification
Approaches:

Theories which explain why
people sometimes choose
to put in effort towards
things or choose jobs that
they like even though they
pay less and provide less

Reinforcement theory or
operant conditioning: How
Rewards & Reinforcements
Sustain Motivation Over
Time
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Need Approaches
The need approaches overlap in their results as you would expect and arguably it is
the terms that change and not the fundamental principles behind them
Maslow’s Hierarchy
of Needs
Self actualization

Alderfer’s ERG
Theory

Growth

Herzberg’s Two
Factor Theory

Achievement
Motivator

Esteem
Belonging

Power
Relatedness

Security
Physiological
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McClelland’s
Acquired Needs
Theory

Affiliation
Hygiene

Existence
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Cognitive Approaches
The goals of cognitive theories are to explain thoughts about effort

01
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01

Vroom’s Expectancy Theory
• A function of the value of the reward to the individual and the
probability of effort leading to success leading to reward.
Extended by Porter and Lawler to recognize performance
leading to satisfaction.

02

Adams’s Equity Theory/ Social Comparison
• Based on individual perceptions of what your receive from
expending effort to complete a task, what you bring or
contribute to the task and perceptions of a reference person
(social comparison)

03

Locke’s Goal Setting Theory
• Specific goals direct focus, intense effort is given to difficult
goals and specific difficult goals encourage persistence.
However… research from 2019 shows that goals arrived at
which are mutually agreed provide greater motivation.

02
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Behaviour Modification Approaches

In brief, the most obvious of theories:

And / Or
When, how often and how much?
Sailing the Ship
PwC
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Intrinsic and extrinsic motivation

Intrinsic motivation refers to
tasks that are rewarding in and
of themselves

Extrinsic motivation involves
engaging in a task because of
external factors

Such as the pleasure of solving a
puzzle, learning, playing a game

Such as working for money and
food, taking actions to avoid harm

All of the theories we have seen blend elements of these.
Cognitive theories lean more towards the intrinsic and Need
theories lean more towards the extrinsic
Sailing the Ship
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So what does this all
mean?

Intrinsic and extrinsic motivation
The overlap between theories is substantial
and there are elements of all of them which
are true but there are criticisms of each of
them as well.
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Intrinsic and extrinsic motivation
The overlap between theories is substantial
and there are elements of all of them which
are true but there are criticisms of each of
them as well.
It all comes down to this…
We are all different, we respond to different
things at different times and in different ways.
Motivation is about people not process and as
soon as you forget that, you will not only fail to
motivate people but you will actually demotivate
them
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Good motivators understand that…
01

Individual
People are individuals

01

02

03

04

INDIVIDUAL
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Good motivators understand that…
01

Individual
People are individuals

02

Team
Individuals operate within teams including peers, bosses
and subordinates and the actions of the individuals are
affected by the relationships within these groups

01

02

03

04

INDIVIDUAL
TEAM
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Good motivators understand that…
01

Individual
People are individuals

02

Team
Individuals operate within teams including peers, bosses
and subordinates and the actions of the individuals are
affected by the relationships within these groups
Entity
Teams operate within business units or entities and the INDIVIDUAL
attitudes, management approach and actions of other
TEAM
parts of the entity impacts on the individual

03

01

02

03

04

ENTITY
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Good motivators understand that…
01

Individual
People are individuals

02

Team
Individuals operate within teams including peers, bosses
and subordinates and the actions of the individuals are
affected by the relationships within these groups
Entity
Teams operate within business units or entities and the
attitudes, management approach and actions of other
parts of the entity impacts on the individual
Organisation
Individuals, teams and entities operate within larger
organisations and the environment in which they
operate affects the motivation of everyone within the
organisation and consequently the organisation itself

03

04
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01

02

03

04

INDIVIDUAL
TEAM
ENTITY
ORGANISATION
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Motivational Maths

Sailing the Ship
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=

Job
performance

Ability x Motivation x Organisational
support

3/4/2022
16

Key to motivation

what’s
Sailing the Ship
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in

it

for

me
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Primary Buying Motivators

•
•
•
•

Self-realisation
Love and affection
Family
Social approval
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•
•
•
•

Fear
Safety
Security
Protection

•
•
•
•
•
•
•
•

Value
Profit
Save money
Make money

•
•
•
•

Social
Leisure
Comfort
Pleasure

Possessions
Ego
Pride
Status
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Motivating Yourself

Motivation factors
Task 1
• List up to four factors that during
your working life have made you
work harder and more
enthusiastically and;

• List up to four factors that have
discouraged you and made you
work less enthusiastically and
willingly
Sailing the Ship
PwC
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Happiness factors
Task 2
• List up to four things that you do
that makes you feel happier
and/or more positive and;

• List up to four factors that make
you unhappier and/or less
positive
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Happiness factors
Task 2
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and/or more positive and;
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Linking the Two

Task 1

Task 2

Motivating

Happiness
LINK?

De-motivating

Un-happiness

Statistically 80% of demotivators and
unhappiness factors are

“
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about other people
Unhappiness and de-motivating factors typically occur
when life circumstances are not equal to expectations
3/4/2022
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Linking the Two

Happiness factors

Motivation factors
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Dislike Behaviours

Debrief

Consider the behaviours that you have
entered

• Dislike behaviours can be inhibitors to
motivating others and we often find it
difficult to see past those behaviours

Consider those entered by others – did
you agree or disagree with them?
The conflict between right and wrong –
a battle of perspectives

Sailing the Ship
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• Psychologists often believe that we mirror
behaviours. In other words we judge other
people by the way we would behave in
similar circumstances (controversial)
• We also assume that everyone has the
same dislikes and to the same effect
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Needs

Needs are your emotional triggers
As an individual we all have need. We may
not even fully realise what they are and
this list is not exhaustive
Ask a close friend or spouse to identify
three that they believe to be your primary
needs and to rank them
When they are threatened, they are things
that will have the most de-motivating effect
Sailing the Ship
PwC

Balance

Certainty
Appreciation

Be active
Order

Recognition
Control

Personal power
Respect

Success

Be right
Be heard

Honesty

Freedom
3/4/2022
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Talents

Leadership

Problem solver

Catalyst
Discovery

Talents are your strengths
Ask a close friend or spouse to identify
any that they believe to your talents
and add any that are not in the list
We have a tendency to judge others
with reference to our own talents –
think about ‘millennials’

Mastery

Communication
Connecting

Contributor
Creativity

Sailing the Ship
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Innovator

Winner
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As we grow older we tend to fix on a self-concept.
We then tend to find ways of protecting that selection by surrounding
ourselves with people whose self-concept is roughly the same and who
confirm ours as being sensible.
So we go to live amongst similar kinds of people, select newspapers which
reflect our values, join clubs and go on holidays where our chosen selfconcepts will not be challenged.
Criticism of our chosen self-concept can be ignored, either by rejecting the
source of it, or by physically avoiding the chance of incurring it, e.g by not
mixing out of one’s chosen group. But a different and /or traumatic
experience can often cause us to revise our ideal self-concept
Charles Handy 1993

PwC
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Motivating Others

What behaviours can indicate high and low levels of
motivation
Signs of high motivation

Signs of low motivation

• High productivity and quality of work

• Poor timekeeping and absenteeism

• Long and constant hours of productive work

• Apathy and indifference towards the task and
colleagues

• Determination, energy and enthusiasm
• Co-operation in overcoming problems
• Willingness to accommodate change and take
responsibility

Sailing the Ship
PwC

• Lack of cooperation and resistance to change
• Poor productivity and quality of work
• Unwilling to take responsibility – someone
else is to blame
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• Lack of cooperation and resistance to change
• Poor productivity and quality of work
• Unwilling to take responsibility – someone
else is to blame
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VICTOR

VICTIM
Ownership

C
H
O
I
C
E
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Blame

O
Accountability

B

A

E
R

Responsibility

Excuse

D
Denial

J
U
S
T
I
F
Y
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Motivational Characteristics of Jobs
Skills Variety

01

Extent to which a worker uses a variety of skills

Task Identity

02

Carrying out a whole of identifiable piece of work

Task Significance

03

Extent to which the work is perceived to have substantial impact on the lives of others

Autonomy

04

The extent to which the individual has control over their work schedule

Feedback

05
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The amount of information the worker receives about their work
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Theory Into Practice - Satisfiers
The work itself

01

Do they feel they are doing worthwhile work – for them

Achievement

02

Do they have a sense of achievement in their work

Recognition

03

Does anyone notice what they have done – beyond the mistakes

Responsibility

04

Fear of recrimination if mistakes are made will prevent responsibility

Advancement

05
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Possibility of promotion – ties back to recognition
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Theory Into Practice - Dissatisfiers
Pay

01

Not earning what they feel they are worth

Firm’s Policy

02

Holidays, working hours etc.

Level of Supervision

03

Too much or too little

Working Conditions

04

Available workspace, temperature, comfort

Relationships

05
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Whether people get on in the workplace
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Take aways

Motivation is the art of
getting people to do
what you want them to
do because they want to
do it.
Dwight D. Eisenhower

PwC
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Sailing the ship

When considering what motivates ourselves we can see the thought process that is needed to
understand motivating others
Put simply…

You can’t motivate others, they have to motivate
themselves
You can provide clarity of purpose, incentive structures, training to build ability and an
environment in which they can find it easier to self motivate

Sailing the Ship
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Stormy waters and motivation

PwC

Keep Your Door
Open
Let people have
access to reduce fear

Help employees
fulfill career goals
Remember those
needs?

Manage Your Mood
Don’t bear down on
employees because
you are stressed out.
Be an umbrella
manager not a seagull
one

Praise & Recognise
Good Work
Does not have cost
anything

Move Dissatisfied
Employees
Remember those
needs? Another
department or team –
find out what they
need

Get Out of the Office
(even if the office is a
laptop screen)

Plug Leaks
Intercept rumours

Plan Ahead
Set long term goals
with individuals to
show them there is a
long term

Stormy waters and motivation

PwC

Remove the Demotivators
Remember many of
these were about
other people’s
behaviours

Believe In Them
Show you trust them
and that you believe in
them

Set Challenges
Link through to
rewards and
recognition

Target Setting
Set clear targets of
what good and what
excellent looks like

Be a Good Listener
Give time to your staff

Be Honest
You risk losing their
trust if you are caught
in a lie

Avoid Negative
Comments and
Sarcasm

Avoid Favouritism
Perception becomes
reality in many ways

Thank you
www.pwc.com/me
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