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 
 

Motivation & Incentives 
 
 

Motivation: *     

Often the employee knows how to perform the desired behavior correctly, 
the process is good, and all resources are available, but for one reason or 
another, chooses not to do so. It now becomes a motivational issue. 
Motivation is the combination of a person's desire and energy directed at 
achieving a goal. It is the cause of action. Motivation can be intrinsic - 
satisfaction, feelings of achievement; or extrinsic - rewards, punishment, or 
goal obtainment. Not all people are motivated by the same thing, and over 
time their motivation changes.  

Although many jobs have problems that are inherent to the position, it is the 
problems that are inherent to the person that cause us to loose focus from 
our main task of getting results. These motivational problems could arrive  

ـــــــــــــــــــــــــــــــــــــــــــ  
(*) Source: Internet.  
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from family pressures, personality conflicts, a lack of understanding how the 
behavior affects other people or process, etc.  

When something breaks the psychological contract between the employee 
and the organization, the leader must find out what the exact problem is by 
looking beyond the symptoms, find a solution, focus on the problem, and 
implement a plan of action. One of the worst situations that a leader can get 
into is to get all the facts wrong.  

Start by collecting and documenting what the employee is not doing or 
should be doing - tasks, special projects, reports, etc. Try to observe the 
employee performing the task. Also, do not make it a witch hunt, observe 
and record what the employee is not doing to standards. Check past 
performance appraisals, previous managers, or other leaders the employee 
might have worked with. Try to find out if it a pattern or something new.  

Once you know the problem, then work with the employee to solve it. Most 
employees want to do a good job. It is in your best interest to work with the 
employee as long as the business needs are met and it is within the bonds 
of the organization to do so.  

Motivating Employees:  

According to a recent study by Career Systems International, the factors 
that satisfy employees include:  
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1- Career growth, learning and development. 
2- Exciting work and challenge.  
3- Meaningful work, making a difference and a contribution.  
4- Great people. 
5- Being part of a team.  
6- Good boss.  
7- Recognition for work well done.  
8- Fun on the job. 
9- Autonomy, sense of control over my work. 
10- Flexibility-for example, in work hours and dress code.  

Motivation v Incentive: *  

Introduction: 
The dictionary definitions of Motive and Incentive are almost interchangeable 
(move to action and incite to action). That being so, why is it that we so 
commonly see the words used in a way that attributes distinct meanings? I 
believe that this is because we tend to think of Motivation as an internal 
cause to do something, and Incentive as an external one. Failure to understand 
this distinction will lead to inappropriate corporate treatment of staff.  

Another way in which the two differ is the length of their effect, with motivation 
having a substantial lifetime and incentives having only a short-term benefit.  

ـــــــــــــــــــــــــــــــــــــــــــ  
(*) Source: Mike Shea (2005).  
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Motivation:  
Abraham Maslow deduced that man had a hierarchy of needs, and that as 
one level of the hierarchy was partially or fully satisfied, the next level 
started to come into play. The needs were seen to be:  

= Physiological - need for life-giving food and water.  
= Safety - need for shelter and protection.  
= Love - need for companionship, inclusion in the group.  
= Esteem - need to feel good about themselves.  
= Self-actualization or self-fulfillment need to be the most that the person 

is capable of being.  

If you check out your own experiences, I think you'll agree that Maslow was 
essentially correct. Wage slaves are those people who are stuck at the first 
two levels, but anyone deriving satisfaction from being an accepted member 
of a work group and enjoying doing the job well will be operating in the third 
and fourth levels most of the time.  

Frederick Herzberg developed two theories, Hygiene Theory and Motivation. 
Hygiene Factors are those which are beyond the control of the individual, in 
the same way that a sterile surface cannot be made more sterile. They 
include:  

= The company.  
= Its policies and administration.  
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= The nature of on-the-job supervision.  
= Working conditions.  
= Salary.  
= Status.  
= Job security.  

These factors produce movement, not motivation. His Motivation Theory 
comprises motivators such as:  

= Achievement.  
= Recognition.  
= Growth / advancement.  
= Interest in the job.  
= Responsibility.  

These factors result from the employee's internal generators, and produce 
motivation rather than movement.. Whilst a Hygiene Factor may not be a 
motivator when it is present, it can become a demotivator if unsatisfactory - 
wages being an obvious example. This scotches a commonly-held belief 
that  money motivates people; actually, money incentivises people, that is it 
achieves short-term movement (they'll be back for another wage rise next 
year when the effect of the last one has worn off).  

Douglas McGregor put forward his Theory X and Theory Y understanding 
of human nature. Theory X is that the average human being has an inherent 
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dislike of work. In that case, they need to be controlled, threatened, have 
no responsibility and above all are only interested in security. Theory Y, on 
the other hand, holds that physical and mental work is as natural as play or 
rest, control and punishment are not the only ways to get people to work, 
people seek responsibility, and so on (otherwise why  would people take on 
allotments or volunteer for committees?).  

Many companies have in the past (and still in the present) treated their 
employees as Theory X people, thereby eliminating in large measure any 
chance of motivation. Some enlightened companies have adopted the Theory 
Y view and as a result have staff who are in the main loyal and motivated.  

Hopefully you can see the common ground and common sense in all of 
these theories - and take my word for it, there are many more that I haven't 
mentioned. You might also by now have spotted elements of those theories 
that are really about Incentives.  

Incentives:  
There are two sorts - threats and rewards (or bribes?). Threats are used in 
order to get something started and seen through to the end - 'If you don't do 
this, we'll sack you' says the company, (bang goes Maslow's second level 
of needs says the employee). But the short-term effect is to get the job 
done, even if quality might suffer as a consequence. If the threat is removed, 
people start to relax and productivity reduces because of McGregor's 
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Theory X style of management. Rewards are promised for when the task 
has been completed. If you achieve this quality standard, sell this much or 
pass this examination, we'll give you a wage rise / bonus / holiday abroad 
or promotion. The effect of this sort of incentive is to concentrate the minds 
of employees long enough to achieve the desired results. There are two 
dangers inherent in reward incentives:  

= Staff may come to see it as a standard feature of their package and 
become demotivated if it is withdrawn .  

= Encouraging an  increase  in performance (especially volume of sales in 
sales forces) by offering a reward when a target threshold of performance 
has been reached. Those who would have achieved the threshold 
anyway get a reward for doing what they always do. The only  people 
who are spurred on to make an extra effort are those who would 
normally almost achieve the target level - say within 10% of the target 
level.  

The lesson here is that reward incentives should be based on individual 
performance with performance thresholds set at a higher level than the 
person's normal productivity. This raises another issue, rewards for groups.  

Some bonus schemes and other incentives are partially or wholly 
dependent on the performance of the group or company as a whole, which 
in same cases means that deserving individuals are penalised by a failure 
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in an area beyond their control. There may be circumstances in which 
group or team incentives are appropriate, but like all incentive schemes 
they need to be carefully thought through.  

In Summary:  
= Motivation should not be confused with Incentives.  

= Motivation is something that goes on within an employee, incentives are 
threats or rewards that are externally imposed on the employee by the 
employer.  

= Motivation is inculcated in people by giving them recognition for their 
achievements, valuing them as group or team members, trusting them 
with responsibility.  

= Motivation provides long-term enthusiasm for the job and the company.  

= Incentives achieve  short-term movement, their effect quickly fades 
away .  

= The first two levels of Maslow's Hierarchy of needs, McGregor's Theory 
X and Herzberg's Hygiene Factors are really all about Incentives, not 
Motivation.  
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Theory X and Theory Y of Douglas McGregor: *     

The importance of managing people through more effective methods of 
human relations was advanced by the writings of social psychologist 
Douglas McGregor. His famous position was that managers should chal-
lenge their assumptions ,about the nature of people. McGregor believed 
that too many managers assumed that people ,were lazy and indifferent  
toward work. He urged managers to be open to the possibility that under 
the right circumstances people are eager to perform well, If a supervisor 
accepts one of these extreme' Sets of beliefs about people, the supervisor 
will act differently toward them than if he or she believes the opposite. 
These famous assumptions that propelled the human relations movement 
forward are summarized as follows:  

Theory X:  
Douglas McGregor's famous statement of the traditional management view 
that considers people as usually lazy and prodded by external rewards. A 
rigid and task-oriented approach to management. 
Theory X assumptions:  
1- The average person dislikes work and therefore will avoid It if he or she 

can. 
ـــــــــــــــــــــــــــــــــــــــــــ  

(*) Source: Douglas McGregor's (1960). 
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2- Because of this dislike of work, most people must be coerces, 
controlled, directed, or threatened with punishment to get them to put 
forth enough effort to achieve organizational goals. 

3- The average employee prefers to be directed, wishes to skirk responsibility,
 has relatively little ambition, and highly values job security.  

Theory Y:  
Douglas McGregor's famous statement of an alternative to traditional 
management thinking. It emphasizes that people seek to fulfill higher - level 
needs on the job, and that management must be flexible and human 
relations onented.  

Theory Y assumptions:  
1- The expenditure of physical and mental effort in work is an natural as 

play or rest. 

2- External control and the threat of punishment are not the only means 
for bringing about effort toward reaching company objectives. 
Employees will exercise self-direction and self-control in the service of 
objectives to which they a high valence.  

3- Commitment to objectives is related to the rewards associated with 
their achievement. 

4- The average persons learns, under proper conditions, not only to 
accept but to seek responsibility.  
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5- Many employees have the Capacity to exercise a high degree of 
imagination, ingenuity, and creativity in the solution of organizational 
problems.  

6- Under the present conditions of industrial life, the intellectual potentialities 
of the average person are only partially utilized.   

Ranking What Employees Want:* 

In the first column, rank the items using a 1 to 10 scale (1 being most 
important and 10 being least important) based on what you think is most 
important to employees.  

Item My Ranking Actual Ranking 
Good working conditions    
Feeling "in" on things    
Tactful discipline    
Full appreciation for work done    
Personal loyalty to workers    
Good wages    
Promotion and growth within Equant    
Sympathetic understanding of personal    
problems    
Job security    
Interesting work    

ـــــــــــــــــــــــــــــــــــــــــــ   
(*) Source: Kenneth A. Kovach (1996). 
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Major Causes of Performance Problems: 
There are four major causes of performance problems: 

• Knowledge or Skills - The employee does not know how to perform the 
process correctly - lack of skills, knowledge, or abilities.  

• Process - The problem is not employee related, but is caused by 
working conditions, bad processes, etc, etc.  

• Resources - Lack of resources or technology .  

• Motivation or Culture - The employee knows how to perform, but does 
so incorrectly.  

  The Performance Analysis Quadrant (PAQ) is a tool to help in the 
identification. By asking two questions, "Does the employee have adequate 
job knowledge?" and "does the employee have the proper attitude (desire) 
to perform the job?" and assigning a numerical rating between 1 and 10 for 
each answer, will place the employee in 1 of 4 the performance quadrants:  

A 

Motivation 

B 

Resource / Environment 

10 High 
 

Does the Employee have 
adequate job 
knowledge? 

 
1  Low 

C 

Selection 

D 

Training 

 1 Low 10 High 

Does the employee have the proper  
attitude (desire) to perform the job? 
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1- Quadrant A (Motivation): If the employee has sufficient job knowledge 

but has an improper attitude, this may be classed as motivational 
problem. The consequences (rewards) of the person's behavior will 
have to be adjusted. This is not always bad the employee just might not 
realize the consequence of his or her actions.  

2- Quadrant B (Resource / Process / Environment): If the employee has 
both job knowledge and a favorable attitude, but performance is 
unsatisfactory, then the problem may be out of control of the employee. 
i.e. lack of resources or time, task needs process improvement, the 
work station is not ergonomically designed, etc.  

3- Quadrant C (Selection): If the employee lacks both job knowledge and 
a favorable attitude, that person may be improperly placed in the position. 
This may imply a problem with employee selection or promotion, and 
suggest that a transfer or discharge be considered.  

4- Quadrant D (Training): If the employee desires to perform, but lacks the 
requisite job knowledge or skills, then additional training may be the 
answer.  

Career Development  

Talk to the employee about their career goals and how they can move 
toward them.  
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= Job Enrichment: Restructuring a job to provide new challenges, and 
responsibilities  

= Lateral Movement: Moving across or horizontally  

= Realignment: Moving downward to open new opportunities 

= Exploration: Temporary moves intended for researching other options 

= Relocation: Moving to another organization 

What development and support can you provide to help them reach 
these goals?  

Coaching:* 

Coaching has received considerable attention in recent years as the 
responsibility for employees learning and development has been increasingly 
devolved to line managers. Yet there exists little published empirical 
research that measures specific coaching behaviours of line managers or 
examines the linkages between line managers' coaching behaviours and 
employee performance. This course integrates the perceptions of supervisors 
and their respective employees to examine supervisory coaching behaviours 
in an industrial context and to assess its association with employee job 
satisfaction and performance. Findings suggest that supervisory coaching  

ـــــــــــــــــــــــــــــــــــــــــــ  
(*) Source: Internet.  
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behaviours is positively associated with employees' job satisfaction and 
performance. Implications for research and practice are presented.  

Many people tend to use the terms coaching, mentoring, and training 
interchangeably. However, there are differences. Mentoring is often thought 
of as the transfer of wisdom from a wise and trusted teacher. He or she 
helps to guide a personis career, normally in the upper reaches of the 
organization. However, this perception is starting to change as organizations 
are now implementing mentoring at all levels of a company structure.  

A supervisor, co-worker, peer or other outside consultant examines employee 
performance and provides guidance, feedback, and direction to assure a 
successful grasp of skills and task completion. A coach can be thought as a 
one-on-one trainer. Also, the main difference between a coach and a 
trainer, is that coaching is done in real time. That is, it is performed on the 
job. The coach uses real tasks and problems to help the learner increase 
his or her performance. While in training, examples are used within the 
classroom (the task or problems may be based upon real ones however).  

The primary goal of the Coaching Program is to help subordinates learn 
more in less time with greater ease and confidence. The specific goals of 
the Coaching Program are:  
= To help subordinates develop their self-concepts as learners.  
= To help subordinates develop self-confidence and reduce their fear of failure.  
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= To provide help in developing study skills.  
= To improve work performance.  
= To assist subordinates in becoming more independent and efficient 

learners.  
= To Help subordinates set their goals hand in hand with company aims & 

goals.  
= To increase Motivation.  

Steps to Coaching:  
1- Give brief instructions (Normally less than 10 minutes).  
2- Break complicated tasks into small learning steps.  
3- Demonstrate.  
4- Have them practice  
 a- Coach them until they can do it on their own. 
 b- Providing feedback. 
 c- Provide support. 

Training is about teaching a particular skill or knowledge. Coaching, on the 
other hand, is about increasing an individual's knowledge and thought 
processes with a particular task or process. It creates a supportive environment 
that develops critical thinking skills, ideas, and behaviors about a subject. 
Although it is closely tied to training, it is more personal and intimate in 
nature.  
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Also, the main difference between a coach and a trainer, is that coaching is 
done in real time. That is, it is performed on the job. The coach uses real 
tasks and problems to help the learner increase his or her performance. 
While in training, examples are used within the classroom (the task or 
problems may be based upon real ones however).   

Mentoring is more career developing in nature, while training and coaching 
are more task or process orientated. Also, mentoring relies on the mentor's 
specific knowledge and wisdom, while coaching and training relies on 
facilitation and developmental skills. Although there are these differences, 
you could say that the three are synergistic and complementary, rather than 
mutually exclusive as most people would agree that a good coach trains 
and mentors, a good trainer coaches and mentors, and a good mentor 
trains and coaches.  

A performance coach is also a:  
= Leader - who sets the example and becomes a role model.  
= Facilitator - is able to instruct a wide verity of material.  
= Team Builder - pulls people into a unified team.  
= Peace Keeper - acts as a mediator.  
= Pot Stirrer - brings controversy out in the open.  
= Devil's Advocate - raises issues for better understanding .  
= Cheerleader - praises people for doing great.  
= Counselor - provides intimate feedback.  
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In order to coach, it help to use a few facilitating techniques:  
= Draws people out:  

- What do others think?" or "What do you think?"  
- I've heard from (name) so far...are there any other thoughts?"  
- And what else?"  
- Silence (20-30 seconds) - gives the learners a chance to think. Also, 

groups tend to abhor silence, if you wait long enough someone will 
usually speak up .  

- "(Name), you look like you have something to say ... "  
= Interprets comments:  

- Words verses tune or tone (many questions are not really questions 
but a need for self-assurance) .  

- Intent verses wording (learners often have a hard time wording new 
subject matters) .  

- Sees beyond the learners paradigms and filters .  
= Clarifies thoughts or comments  

- Use models and experiences to bring life to the subject.  
- Looks for multiple points to expound on the subject.  
- Looking for similarities and differences.  

= Senses group energy  
- Sparks up the group with various energizers .  
- Takes breaks as needed.  
- Has a sense of timing .  
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= Handling objections  
- Try not to personalize (the learners will become defensive) .  
- Reflect on the objection for a moment to ensure you understand the 

objection .  
- Encourage conversation.  

Counseling: * 

Counseling has a powerful, long-term impact on people and the 
effectiveness of the organization. Counseling is talking with a person in a 
way that helps him or her solve a problem. It involves thinking, 
implementing, knowing human nature, timing, sincerity, compassion, and 
kindness. It involves much more that simply telling someone what to do 
about a problem.  

Leaders must demonstrate the following qualities in order to counsel 
effectively.  

1- Respect for employees - This includes the belief that individuals are 
responsible for their own actions and ideas. It includes an awareness of 
a person's individuality by recognizing their unique values, attributes, 
and skills. As you attempt to develop people with counseling, you must 
refrain from projecting your own values onto them.  

ـــــــــــــــــــــــــــــــــــــــــــ   
 (*) Source: Internet.  
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2- Self-Awareness - This quality is an understanding of yourself as a 
leader. The more you are aware of your own values, needs, and biases, 
the less likely you will be to project your feelings onto your employees.  

3- Credibility - Believability is achieved through both honesty and 
consistency between both the leader's statements and actions. Credible 
leaders are straightforward with their subordinates and behave in such a 
manner that earns the subordinates' respect and trust.  

4- Empathy - or compassion entails understanding a subordinates situation. 
Empathetic leaders will be better able to help subordinates identify the 
situation and then develop a plan to improve it.  

The reason for counseling is to help employees develop in order to achieve 
organizational goals. At times, the counseling is directed by policy, and at 
other times, leaders should choose to counsel to develop employees. 
Regardless of the nature of the counseling, leaders should demonstrate the 
qualities of an effective counselor (respect, self-awareness, credibility, and 
empathy) and employ the skills of good communication.  

While the reason for counseling is to develop subordinates, leaders often 
categorize counseling based on the topic of the session. Major categories 
include performance counseling, problem counseling, and individual growth 
counseling (development). While these categories help leaders to organize 
and focus counseling sessions, they must not be viewed as separate and 
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distinct types of counseling. For example a counseling session which 
mainly focuses on resolving a problem may also have a great impact on 
improving job performance. Another example is a counseling session that 
focuses on performance may also include a discussion of opportunities for 
growth. Regardless of the topic of the counseling session, you should 
follow the same basic format to prepare for and conduct counseling. 

Steps for counseling  

1- Identify the problem. Ensure you get to the heart of the problem. The 
Japanese us e a practice called the Five Whys. They ask "why" five 
times when confronted with a problem -- by the time the fifth why is 
answered, they believe they have found the ultimate cause of the 
problem.  

2- Analyze the forces influencing the behavior. Determine which of these 
forces you have control over and which of the forces the worker has 
control over. Determine if the force has to be modified, eliminated, or 
enforced.  

3- Plan, coordinate, and organize the session. Determine the best time to 
conduct the session so that you will not be interrupted or forced to end 
too early.  

4- Conduct the session using sincerity, compassion, and kindness. This 
does not mean you cannot be firm or in control. Your reputation is on 
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the line ... the problem must be solved so that your department can 
continue with its mission. Likewise, you must hear the person out.  

5- During the session, determine what the worker believes causes the 
counter productive behavior and what will be required to change it. 
Also, determine if your initial analysis is correct.  

6- Try to maintain a sense of timing of when to use directive or nondirective 
counseling (see below).  

7- Using all the facts, make a decision and/or a plan of action to correct 
the problem. If more counseling is needed, make a firm time and date 
for the next session.  

8- After the session and throughout a sufficient time period evaluate the 
worker's progress to ensure the problem has indeed been solved.  

There are two type of counseling - directive and nondirective:  

In directive counseling, the counselor identifies the problem and tells the 
counselee what to do about it. Nondirective counseling means the 
counselee identifies the problem and determines the solution with the help 
of the counselor. The counselor has to determine which of the two, or some 
appropriate combination, to give for each situation. For example, "Put that 
cigarette out now as this is a nonsmoking area," is a form of directive 
counseling. While a form of nondirective counseling would be, "So the 
reason you are not effective is that you were up late last night. What are 
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you going to do to ensure that this does not effect your performance 
again?"  

Hints for counseling sessions:  

= Let the person know that the behavior is undesirable, not the person.  

= Let the person know that you care about him or her as a person, but that 
you expect more from them.  

= Do not punish employees who are unable to perform a task. Punish 
those who are able to perform the task but are unwilling or unmotivated 
to succeed.  

= Counseling sessions should be conducted in private immediately after 
the undesirable behavior. Do not humiliate a person in front of others.  

= Ensure that the employee understands exactly what behavior led to the 
counseling or punishment.  

= Do not hold a grudge. When it is over ... it is over! Move on!  
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