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TUNE INTO YOUR TEAM
TO ENCOURAGE
CONFIDENCE, PROJECT
OWNERSHIP AND LOYALTY.
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How emplovesas are tieated is the key factor ma, 50 | assumead it worked that way with
inthe enargy they devote to work,

Engagement doubles when an emploves is
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treated like a parcner but is haled when the
emplovee is treatad as a subordinate, aco
ing o the surves

In wielding that double-edoed blads sou
hiold tha powear to affect vour team's outlook
and performar

IT'S INDIVIDUAL

Factors that motivate eme
intheir work, colleagues they
supervisor thay can trust, s3vs Steve Marris,
founder, Steve Moris Associates, a leadershio
consultanc: Sinpapore. can workfor s
areat company but still suffer under a miserable
boss. Troublesome bosses areinsensitive to the
needs of others,excessive in their behaviors,and
insincerz in their words and deeds,” he says.
“Convarsely, vou could work for a lousy
company, but with a great boss, you

“Ive learned that what meo
fian isn't mon Ut F
of the group.”

His strategy of paving attention to his
ies is ona of tha maost

dent of administration at Mach 1 Air Servi

Inc., reports to Mr Entzminger. "Mike knows
what ivatas me isr'tthe same thing that
mativates somebody 2lse here,” M Gray says.
"He kniows that | like it when he challenges
me 1o push the ervelope a little, so that's
what he doas. And it works."

Getting an idea of what will motivata an in
widual means opening dialogue ard paving
attntionsays Robert Beroern Dubai, United Ak
Emirares-based vice prasident of Cubai coeratl

will feel that it is worth it”

Craanizational culture alse
can sap a worker's motiva
tion. Incompatent leadars,
unclear expactations,
office politics, lack of
reccgnition and lack of

nal devaloo-

n discourage
emplvess To avoid
thasa pitfalls, find ways
o tune in 1o the per-
sonalities and r
t=am’s work styles to
understand what
does—and doesn't—

about money and incantives
Eecause that's what motivata
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WHAT'S YOUR STYLE?

WREtHEr YOUTE 3N AULDCIat Of & Consensus Duilder, knowing your
leadership stye can give you an added kevel of self-awareness wihen
Motvating your Tam, says Sweve Morris, founder of Steve Morris
Associates, Singapore, He also is author of Giorious Leadership—A4
Holistic Approach w0 Achieving Personal Mastery and Workiife Salance
[LotusBloom, 2005],

AUTOCRATS are *l say, vou do” keadeis whio use threat and coerion,

DEMOCRATS try to get everyone 1o o with the majority, but ters
atways will be someone whe is unhappy,

COMSENSUS BUILDERS like universal agreement,“This is a slow but
steady approach tat ofeen kads to a watered-down agreement and
na real motvation,” Mr, Moris says,

AUTHORITATIVE LEADERS are self-motivated and garner respect
as their key motivational strateay,

AFFILIATIVE MOTIVATORS are afraid to upsst people, which mears
they may end up upsetting evervbody by being 1o passive,

COACHES bxing out 3 persor's potential and creass opeoi nites for
development, “We have seen that this approach works best in the
long run because peopls are motivated o arcw” he savs




GLOBALIZE YOUR APPROACH

Bi:ne you try 1o mothae a giobal
m, make sureyouue 0ot 3 han-
dle on cultural values and their role in
the workplace *Follow the rulss of the
cubure youTe working with racher tan
the rules of your own culture” says
Geert Hofseads, Ph.D, auther and
pionser in the field of coss-culural
research, comparing both national and
crganizatonal cult s, Dr, Holswede
says there are five culursl dimensions
that should be eaken into account when
moehating ross-culturaly

Power Distance Index addiessesa
countiy’s equality I 3 person comes
From a culture with 3 large power dif-
Ference, then in generl, he expects
his boss 10 e2ll him what to do,” O,
Hofsteds says "If 3 project manager
who doesit undersand this asks a
e2am member what he thinks should
be done ina cen;
e2am member will become confused
and disoriented, because he's not
acrustomed to that work Style.”

Individuslism indicates whether a
cultiire emphasizes individual or aroup
accomplishment, & high indivicualism
canking indicarss that independance
and individual achievement are impor-
1At A 0w SCore means that people
are “collectivists"—they are expecred
0 3t a8 mEmbers of the 0roup.To
motivars wams in collectivist cueures,
¥ou Must geta placs in thelr aroun”
he says,“This takes time, You dor't iy
an expert inand expect that person 1o
come back with resultsin 3 wesk "
Masculinity Ranking has more
0 do with a5sertiveness than with
gender,"When motivating people
from cultiires [that domt emphasize
assertiveness], talk less about your-
s2if and more 3bout the other per-

ty Avoidance Index
addresses the socien’s nesd for struc-
ire, “IF i P 3 =3 with mem-

bers from cultures that hawe a low tol-
erance for Uncerainty, Motiae them

by setiing the rules beforehand” he

a5 “If they ask for rules and you say
thats not necessary, you'll scare the
heck out of them.”

Long-Term Orlentation indicates.
whether a culture looks to the future
in long-t=rm or short-temm, or
whether it gets dirsction fom the
present and the past, “In business,
this is about whether you want quick
resuls,” e says, Leaders from culres
wiith 3 low long-term crientation—or
short-term thinking—waorking with
people who ame accustomed toa
long-term orientation can motiats
by incorporating thoss short-term
oals into 3 longer-term process with
more steps, The culiure that is com-
Fortable with quickes results will get
them, while the culture with mons
long-term orisntation also will ses
the long-distance goals it nesds,

FOr MOre information, visit D,
Hofstads's website 3t hipy feweb,
uvtnlicentsrofstadesindesx itm,

for Hill Intermational,a construction management
firrm in Markon, ML USA " The mare we listen, the.
more infarmiation we take on in order to under-
stand what really tripgers an activity spurt or
what diminishes the activity” he savs.

To facilitate the listaning crocess, Mt Mo
uses forus groups in which he asks pecels
what motivates them, but what takes away
their desire to parform. Team exercises and
assessments also help because they reveal indi-
vidual work styles, s3vs Bill Stewart, prasident
and CEO of Project Management Leadership
Greun Inc. a global project management pro
fessional services and training firm in Atanta,
Ga., USA "By understanding the wark stule of

s

each team member, the leader can adiust his
her approach,” he says.

CROS5ING BORDERS

Aleader who can motivate cross-culturally krows
thar a’one size fits al’ apomach does notwork
“Managars who are working across cuttural boundh-
aries and dorit understand culrural differences
often de-maotiate their employees without ever
bacoming avare that the Touble is acrually the:
rranapsrs lack of swareress instead of the amploy-
=5 ineptness,"says Gen Jan Hofstede, PR, asso-
ciste professar at Wapsningsn University in
Wagening=n, the Nethersnds, and co-author of
two books about the relationshin between national

and orpanizational culeres.” In Scardinavia and the
Metherdands. for example, we olace 2 high pricricy
on halidays and family Ife 50 you can't make a
Dutchrman work harder by offeing a lager pay-
check or a car.ts about whether we work o live or
livee tor werke In iy country, we work 62 live."

A4 manager whe isn't sensitive to cultural
issues can plunpe a team into 3 de-mothvating
series of conflicts. You have to be aware of polit-
ical issues when assemnbling a cross-cultural
tearn,” Mr. Barger says.1 wouldrit put a Greek
Cyoriot and 3 Turkish Cyoriot together 1o do the
same kind of work—thers would be conflict all
day long.We see the same thing with different
Arab cultures with conflicts amona themsehes ™

PRACTICE MAKES PERF ECT

Although different leaders use different

motivational stes and 1actics, most employess—
matter what country they e in—respond

positively when they're treated with respect

A

reach the grastest number of employees.
Offer praise. Thare are some paople who

can be motivated for weeks by two words—

respord well t praise, consider
BUTting it in wiiting, 3 tactic Wr.Entzminger
employs To keep smplovess motivated 10 wiite
articles for the company newslenr he sends
the writers thank-vou notes teling them what
he liked the most in their curent articles

Open the lines of communication. Priect
teams need 1o understand the orpanizations
vision, how they fit into it,how they can heln the
oiganization reach its goals and what is exsected
of them. In adkition to offering ouidance make.
sure 1o listen. “Seek their input on 2 regular basis”
Wir Stavart savs,

Touch base. Ir. Entzminger reauires his
managers ta give what he calls touches'—
&5, e-malls or corwersstions that keep b
tact I wetue OOt & project poing and

we're rying to get specific results, M1l ask the
manager to send cut an e-mail or give 2 per-
sonal call to the people on the team on a reg-
ular basis,” he savs adding that this tactic is
=specially impartant when team membsrs are
in different locations.

Show empathy. Wi Barger offers fexible wark
howurs whenever possible and ties o ac
date all vacation requests"A vacation lesve
request is one of the few times of the year when
ee asks for something from manaos-
ment 5o | iy o be accommodating, even when
it puts 3 Strain on the team,” he says

Provide education and training. This is
aspecially impartant for an employes who
feals unprepared o (oo inexpei

o
think ¥ou D=t more mativated people when
you train them thoroughly and if's net indos-
trination by fire” Mr. Entzmirosr sa

Give feedback. Christonher Kummer, Ph.C:,
junior research orofessor atWehster Uniersity
in Vienna, Austria, 3u002sts providing iob per-
formance feedback a3 part of the training.
pracess. It should b builtinto the project plan”
he savs That feadback, Cr. Kummer says, helps
banchmark performance for improvement and
detarrmine whether further training is needed

Share appreciation. When Mach 1 institutact
a policy that encouraped amployees to raport
the good work of team members, Mr.Entzminger
saw dramatic d fferences in motivation levals.
Emeloyess not only became more motivated
when they wers praised by pasrs in other
departments, but communication and 3pEc
batwasn decartmants imeroved as well,

Understarding what metivates individual eam
mermbers takes effort but it pavs off in the form
of employees who aie mere satisfied bacausa
they ses the pasitive impact of their work. B
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Seeking inspiration
by Sandra Beckwith

Tune into your team to encourage confidence, project ownership and loyalty.

MINDSET CAN BE EVERY THING.

An enthusiastic team will be better equipped to succeed, while lacklustre employees will drag the
company down with them. A 2005 study by the Gallup survey organization found that 24 percent of

Japan’ sworkers are “actively disengaged” at work—vocalizing and acting out their didike for their
job—and that their lowered motivation accounts for an amazing estimated $232 billion in lost



productivity per year for Japan. In the United States, the 14 percent who said they were actively
disengaged cost $300 hillion, and in Singapore, it was 12 percent who cost $6 billion.

How employees are treated is the key factor in the energy they devote to their work. Engagement
doubles when an employeeis treated like a partner but is halved when the employee istreated as a
subordinate, according to the survey.

In wielding that double-edged blade, you hold the power to affect your team’s outlook and
performance.

IT"SINDIVIDUAL

Factors that motivate employees include pride in their work, colleagues they enjoy and a supervisor
they can trust, says Steve Morris, founder, Steve Morris Associates, aleadership consultancy in
Singapore.” Y ou can work for a great company but still suffer under a miserable boss. Troublesome
bosses are insensitive to the needs of others, excessive in their behaviors, and insincere in their words
and deeds,” he says. “Conversely, you could work for alousy company, but with a great boss, you will
feel that it isworth it.”

Organizational culture also can sap aworker’s motivation. Incompetent |eaders, unclear expectations,
office poalitics, lack of recognition and lack of professional development can discourage employees. To
avoid these pitfals, find ways to tune in to the personalities and your team’s work stylesto understand
what does—and doesn’t— inspire them at work.

“1 used to take the approach that it was all about money and incentives because that’s what motivated
me, so | assumed it worked that way with everyone elsetoo,” says Mike Entzminger, CEO of Mach 1
Air ServicesInc., Tempe, Ariz., USA. “I’ve learned that what motivates my employees often isn’t
money, but recognition in front of the group.”

His strategy of paying attention to his employees’ personalitiesis one of the most effective, says John
Gray who, as vice president of administration at Mach 1 Air Services Inc., reportsto Mr.
Entzminger.” Mike knows what motivates me isn’t the same thing that motivates somebody else
here,”Mr. Gray says. “He knowsthat | like it when he challenges me to push the envelope alittle, so
that’s what he does. And it works.”

Getting an idea of what will motivate an individual means opening dialogue and paying attention, says
Robert Berger, Dubai, United Arab Emirates-based vice president of Dubai operations for Hill
International, a construction management firmin Marlton, N.J., USA.“ The more we listen, the more
information we take on in order to understand what really triggers an activity spurt or what diminishes
the activity,” he says.

To facilitate the listening process, Mr.Morris uses focus groups in which he asks peopl e not what
motivates them, but what takes away their desire to perform. Team exercises and assessments also
help because they reveal individual work styles, says Bill Stewart, president and CEO of Project
Management Leadership Group Inc., aglobal project management professiona services and training
firmin Atlanta, Ga.,, USA."By understanding the work style of each team member, the leader can
adjust his or her approach,” he says.

WHAT' SYOUR STYLE?

Whether you’ re an autocrat or a consensus builder, knowing your leadership style can give you an
added level of sdlf-awareness when motivating your team, says Steve Morris, founder of Steve Morris
Associates, Singapore. He also is author of Glorious Leadership—A Hoalistic Approach to Achieving
Personal Mastery and Worklife Balance [LotusBloom, 2005].



AUTOCRATS are“l say, you do” leaders who use threat and coercion. DEMOCRATS try to get
everyone to go with the mgjority, but there always will be someone who is unhappy.

CONSENSUS BUILDERS like universal agreement.“ Thisis aslow but steady approach that often
leads to a watered-down agreement and no real motivation,” Mr.Morris says.

AUTHORITATIVE LEADERS are self-motivated and garner respect as their key motivational
strategy.

AFFILIATIVE MOTIVATORS are afraid to upset people, which means they may end up upsetting
everybody by being too passive.

COACHES bring out a person’s potential and create opportunities for development.“We have seen
that this approach works best in the long run because people are motivated to grow,” he says.

GLOBALIZE YOUR APPROACH

Before you try to motivate a global team,make sure you' ve got a handle on cultural values and their
rolein the workplace.” Follow the rules of the culture you' re working with rather than the rules of your
own culture,” says Geert Hofstede, Ph.D., author and pioneer in the field of cross-cultural research,
comparing both national and organizational cultures. Dr.Hofstede says there are five cultural
dimensions that should be taken into account when motivating cross-culturally.

Power Distance Index addresses a country’s equality.”If a person comes from a culture with alarge
power difference, then in general, he expects his boss to tell him what to do,” Dr. Hofstede says.“ If a
project manager who doesn’t understand this asks a team member what he thinks should be donein a
certain situation, the team member will become confused and disoriented, because he' s not
accustomed to that work style.”

Individualism indicates whether a culture emphasizes individual or group accomplishment. A high
individualism ranking indicates that independence and individual achievement are important. A low
score means that people are “ collectivists’—they are expected to act as members of the group.“To
motivate teams in collectivist cultures, you must get aplace in their group,” he says.” This takes
time.Y ou don't fly an expert in and expect that person to come back with resultsin aweek.”

Masculinity Ranking has more to do with assertiveness than with gender. “When motivating people
from cultures [that don’t emphasize assertiveness], talk less about yourself and more about the other
person,” he says.

Uncertainty Avoidance Index addresses the society’ s need for structure.” If you have ateam with
members from cultures that have alow tolerance for uncertainty, motivate them by setting the rules
beforehand,” he says.“If they ask for rules and you say ‘that’s not necessary,” you'll scare the heck out
of them.”

Long-Term Orientation indicates whether a culture looks to the future in long-term or short-term, or
whether it gets direction from the present and the past.” In business, this is about whether you want
quick results,” he says. Leaders from cultures with alow long-term orientation—or short-term
thinking—working with people who are accustomed to a long-term orientation can motivate by
incorporating those short-term goals into alonger-term process with more steps. The culturethat is
comfortable with quicker results will get them, while the culture with more long-term orientation also
will see the long-distance goalsit needs. For more information, visit Dr. Hofstede' s website at
http://feweb.uvt.nl/center/hof stede/index.htm.

CROSSING BORDERS



A leader who can motivate cross-culturally knows that a“ one size fits all” approach does not work.
“Managers who are working across cultural boundaries and don’t understand cultural differences often
de-motivate their employees without ever becoming aware that the trouble is actually the manager’s
lack of awareness instead of the employee’ s ineptness,” says Gert Jan Hofstede, Ph.D., associate
professor at Wageningen University in Wageningen, the Netherlands, and co-author of two books
about the relationship between national and organizational cultures.” In Scandinavia and the
Netherlands, for example,we place a high priorityon holidays and family life, so you can’'t make a
Dutchman work harder by offering alarger paycheck or acar. It' s about whether we work to live or
live to work. In my country,we work to live.”

A manager who isn’t sensitive to cultura issues can plunge ateam into a de-motivating series of
conflicts. “ Y ou have to be aware of palitical issues when assembling a cross-cultural team,” Mr. Berger
says.”| wouldn't put a Greek Cypriot and a Turkish Cypriot together to do the same kind of work—
there would be conflict al day long.We see the same thing with different Arab cultures with conflicts
among themselves.”

PRACTICE MAKES PERFECT

Although different leaders use different motivational styles and tactics, most employees— no matter
what country they’ re in—respond positively when they’ re treated with respect. A combination of the
following methods will reach the greatest number of employees.

Offer praise. “There are some people who can be motivated for weeks by two words— ‘good job’ or
‘thank you,”” Mr. Berger says. For employees who respond well to praise, consider putting it in
writing, atactic Mr. Entzminger employs. To keep empl oyees motivated to write articles for the
company newsletter, he sends the writers thank-you notes telling them what he liked the most in their
current articles.

Open the lines of communication. Project teams need to understand the organization’s vision, how
they fit into it, how they can help the organization reach its goals and what is expected of them. In
addition to offering guidance, make sure to listen.” Seek their input on aregular basis,” Mr. Stewart

says.

Touch base. Mr. Entzminger requires his managersto give what he calls “touches’— notes, e-mails or
conversations that keep people in contact. “If we' ve got a project going and we're trying to get
specific results, I'll ask the manager to send out an e-mail or give a personal call to the people on the
team on aregular basis,” he says, adding that thistactic is especially important when team members
are in different locations.

Show empathy. Mr. Berger offers flexible work hours whenever possible and tries to accommodate all
vacation requests. “ A vacation leave request is one of the few times of the year when an employee
asks for something from management, so | try to be accommaodating, even when it puts a strain on the
team,” he says.

Provide education and training. Thisis especially important for an employee who feels unprepared or
too inexperienced for the job, or the individual who is motivated by opportunities for professional
development. “1 think you get more motivated people when you train them thoroughly and it’s not
indoctrination by fire,” Mr. Entzminger says.

Give feedback. Christopher Kummer, Ph.D., junior research professor at Webster University in
Vienna, Austria, suggests providing job performance feedback as part of the training process. “It
should be built into the project plan,” he says. That feedback, Dr. Kummer says, hel ps benchmark
performance for improvement and determine whether further training is needed.

Share appreciation. When Mach 1 instituted a policy that encouraged employees to report



the good work of team members,Mr. Entzminger saw dramatic differencesin motivation levels.
Employees not only became more motivated when they were praised by peersin other departments,
but communication and rapport between departments improved as well.

Understanding what motivates individual team members takes effort, but it pays off in the form of
employees who are more satisfied because they see the positive impact of their work.

CASE - MOTIVATION

Columbus Life Insurance Co.’ s sales grew at nearly 12 times the industry average in the past five
years, thanksin large part to employee motivation levels. Under the leadership of CEO Larry Grypp,
who joined the Cincinnati, Ohio, USA-based company in 1999, staffers get clear direction, scheduled
evaluations and consi stent feedback, and they understand how their work contributes to corporate
objectives. Mr. Grypp’ s expertise in motivating employees has not only boosted his company’s
success, it has earned him leadership positions throughout his carreer.

1976-1980
Massachusetts Mutual Life Insurance Co., Springfield,Mass.,USA
District Manager, Carbondale, Il., USA

1980-1983

General Agent, South Bend, III., USA

“When combining two failing insurance agenciesin Indianain the early 1980s and working to turn the
remaining operation into a single successful office, | learned that | couldn’t motivate people without
hel ping them discover the right goals for their persona circumstances. Because of my success, | was
asked to lead one of the company’ stop 10 local offices.”

1983-1990

General Agent, Peoria, Ill., USA

“1 again applied what | had learned about motivation—including the idea that every individual needs
to understand how they contribute to the company’ s goals—and was rewarded with a position as
senior vice president at the company’ s Springfield,Mass., home office in 1990.”

1990-1991
Senior Vice President

1991-1996
Executive Vice President

1996-1997

Grypp & Associates Consulting, Longmeadow,Mass.,USA

President

“My work with one client, Summit Financial Resources, included influencing the corporate culture
into one that allowed for more motivated employees.We used focus groups, attitude surveys, off-site
retreats and strategy refinement exercises. Pleased with the outcome, Summit asked me to beits
president and CEQ.”

1998-1999

Summit Financia Resources, Salt Lake City,Utah,USA

President & CEO

“While leading Summit, | continued to consult with other companies, including Western & Southern
Financial Group. | had areputation for devel oping a company-wide strategy and hel ping employees
understand, accept and support it. When a Western & Southern company, Columbus Life, needed that
expertise at the top, the CEO of Western & Southern Financial Group selected me.”

1999-present



Columbus Life Insurance Co., Cincinnati,Ohio,USA

President

“My first responsibility was to help develop and communicate a new growth strategy. | knew we
needed the commitment of our employees, so | made sure they understood our goals and how their
work would support them. Communication tactics included employee meetings, a special issue of the
employee newsletter, and a mission and strategy booklet. A scorecard alowed employees to measure
their contribution to its successful execution. Asaresult, our profits from 2000 through 2005 more
than doubled. During that time frame, our life insurance sales grew at 35 percent compounded annual
growth rate, while the industry average was three percent.”



