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Industry leaders on how to motivate 
your people in the post-covid world.



The world of work has irrevocably changed, and 
with it, the ways in which we inspire and motivate 
our people must too. Now more than ever, leaders 
must be able to connect their people not only with 
each other, but with the wider business strategy 
and a sense of purpose. 

Why is this important?

Employee motivation underlies every business success; from better 
client relationships, sustained workflows, and enhanced ambition – 
motivated employees are higher performers. 

Work can play a pivotal role in sustaining employee motivation; 
particularly when leaders can deliver a purposeful workplace 
experience. Research conducted during the pandemic shows that 
employees who describe themselves as “living their purpose” at 
work are more resilient, with 4X higher levels of engagement than 
their non-inspired colleagues. 

Leaders that can successfully inspire, and motivate their people reap 
the benefits of a more productive, resilient, and ambitious workforce 
to face the future of work. 

We’ve called on inspiring leaders from a range of organizations 
and industries to present their views on employee motivation after 
COVID, to equip you with the knowledge you need to secure your 
people’s success.
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Read on to discover their exclusive insights on:

• The importance of identifying the unique motivational drivers of 
your workforce.

• The role senior leaders play in employee motivation.

• What makes teams hard to motivate (and how to overcome it).

• How to maintain workforce motivation in a remote and hybrid 
environment.
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In the workplace, motivation influences 
the direction, intensity and persistence 
of effort and ultimately underpins 
the decisions every employee makes 
across their workplace journey.

Jeremey Pfeffer,  
Professor of Organizational Behavior at Stanford University.
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In the last few years, we have seen exponential 
growth in our understanding and awareness of 
psychological health and how this impacts our 
thoughts feelings and behaviours. 
In terms of the workplace, this has led to more employers and managers 
using these insights to introduce wellbeing initiatives to ensure their staff 
and teams are well supported and able to talk more freely about their mental 
health.  Whilst this is to be applauded, these initiatives and interventions 
can sometimes miss a step, which in the first instance is to understand the 
features that encourage and sustain a healthy and productive workforce. 

In my role as Director of Workplace for the mental health charity, the ‘Charlie 
Waller Trust’, I lead a team who work directly with employers on improving 
the psychological health of their workplace. 

When working with employers we often start by asking if we could 
wave a magic wand, what would they like to see in their workplace that 
looks different? 

Occasionally there’s an outlier, but in the main employers tell us they want 
to see a workplace where people are satisfied, motivated and engaged. 
These are understandable ambitions; all the research indicates that happier 
employees are more productive and that a positive work environment leads 
to significant benefits for employers, employees and the bottom line.

So, what is it that creates this environment, that helps individuals to feel 
satisfied, motivated and engaged?  

In recent years, significant attention has been paid to these concepts and 
invariably they become conflated in the belief that they form a virtuous circle 
from which emanates a happy and productive employee. In my experience of 
working with employers and employees in workplace health and wellbeing, 
it is a more complex piece. 

Abigail Hirsham
Director of Workplace Mental Health & Wellbeing 
Programme at Charlie Waller Trust 
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Satisfaction is essentially about meeting a need - in workplace terms, it can 
be thought about as the pleasures and pains associated with a job. This 
concept is particularly relevant in the current climate where employers are 
implementing changes to working models,  e.g.:  moving people back to the 
workplace, or implementing a hybrid model, or at the very least needing their 
staff to remain productive despite the challenges many will have faced in the 
last 18 months. 

For those who have enjoyed greater flexibility in the last 18 months as a 
result of working from home, the pleasure might be in seeing colleagues 
again and working collaboratively in a face-to-face environment and the 
pain might be commuting and the routine of 9-5.  Equally, another person 
might find the pain in working in a collective environment and the pleasure in 
working by themselves. 

Meanwhile, motivation is the drive to make a change and normally has a 
target. If we think about a workplace where employees are demotivated, 
things wouldn’t be getting done, tasks would not be achieved, and the 
person would be lacking in direction. Whilst there are some individuals who 
are more naturally driven, the great thing about motivation is that it is highly 
influenced by the desire to satisfy a need. In most basic terms, we need 
water, so we are motivated to get a drink; in more sophisticated ways at 
the top of the Maslow hierarchy is our need for self-actualization so we are 
motivated to achieve or find things that give us purpose. 

Whilst external rewards and benefits are important, there is a limit to the 
extent that they motivate us and it’s finding something that really matters 
to us that helps us move from ‘I must do this’ to ‘I want to do this’. In terms 
of the example above, we can think of it as moving from the state of ‘I must 
come into the office even though I’m anxious about the virus’ to … ‘I want to 
come into the office to work together again with my team’. We are motivated 
because of the fulfillment the activity brings rather than the benefit of the 
external reward.

When we think of engagement, it is less about a target, i.e.: 
satisfying a need but more about the conditions which encourage 
motivation, for people to thrive at work. Workplaces with low levels 
of engagement will typically have higher turnover and more conflict; 
impacting performance, and leading to lower levels of productivity. 
High levels of employee engagement are enabled by understanding 
the pains and pleasure of the job, recognizing what motivates 
individuals and providing a supportive and healthy workplace 
environment with conditions that enable high engagement, such as 
effective job design, strong leadership, opportunities for employee 
voice and supportive management. 

In the work I have done from my early career as a psychotherapist, to 
coaching and leading teams and working with employers, my view is 
that satisfaction, motivation, and engagement are closely linked but 
it is an error to use them as one and the same. This is why we need 
to understand these concepts as complementary but unique. 

Enhance job satisfaction by recognizing the needs of the individual 
and what conditions help them thrive, maintain motivation by really 
getting to understand the ‘why’ for the employee; what ‘moves 
them? And increase employee engagement by setting up a positive 
infrastructure, regardless of the location in order to keep them 
motivated and committed to contributing to the needs of the role and 
the organization. 
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Motivation and employees in the post-covid world, 
what can leaders do?
There is no doubt that 2020 presented a watershed in terms of the world 
of work and people’s experiences of what ‘being in work’ and ‘being at 
work’ meant. For many people, the changes were drastic with work being 
canceled. For others, work transferred from the collective workplace to the 
home, and remote working took on a reality not previously experienced. 
Another group took on the fight against COVID-19 as front-line workers and 
work tasks stayed the same but with the added fear and anxiety of facing 
direct exposure to the virus.

As we move into the post-pandemic era, it is to individual work 
organizations that economic stability will turn, and that will rely on 
workforces pulling together and individuals responding to the need to 
engage and deliver high performance. For most people, that will not be 
simply picking up the pieces and carrying on from where they left off. Things 
have changed radically, not least in the way that many people are thinking 
about what work means to them and what they want from being in work.

This change in the way that people are thinking about work requires a 
sensitive and courageous response from workplace leaders. Sensitive 
because so many people have been emotionally drained by their experiences 
of the virus. Courageous because many paradigms that were relevant and 
valid for the pre-pandemic era need to be challenged and reviewed to test 
their value to the post-covid era. 

Workers will be looking to leaders to lead them forward, for leaders to create 
a future story that they can engage with, but will follow only if they believe 
that their expectations, aspirations, and contributions are properly regarded 
in the pursuit of organizational success. 

No-one has been exempt from the impact of Covid-19, it has been the only 
constant in a massively uncertain work environment. National economies 
have been rocked and the true impact of the pandemic is still to be revealed. 

Anni Hollings 
Head of Learning and Development at Strategi 
Solutions Group Limited
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Leaders are going to have to work hard to ensure that their employees are 
convinced that their expectations about what they want from work are taken 
into account in the mix of developing the Golden Thread with which they 
can engage. More so than ever before individuals will be questioning the 
link between vision and mission and their experiences of work and, if they 
cannot see the link, asking ‘why am I doing this?’. Senior leadership visibility 
helps connectivity but only if there is authenticity in the act of being seen. 

Creating the organizational narrative will have to be something that respects 
the experiences of people during the pandemic and how these experiences 
have informed what people want and need. Working from home has been 
liberating for some and a lonely prison for others. Technology has created 
opportunities and empowered some but intimidated and alienated others. 
Creating the response to the motivating work environment that satisfies 
such polar opposites will require imagination, innovation, and a ‘leap of faith’. 

Whereas it was easy to say before the lockdown that working from home 
was counter-productive, the evidence of working from home throughout 
lockdown has challenged that belief. Try telling people who have worked 
highly productively from home that they must return to the workplace 
because it is better and see how they respond. Senior leaders need to 
be seen but also need to be seen listening and responding to what their 
workers are saying.

The differences in ways of coping with COVID-19, linked with the greater 
sensitivity and awareness of mental health and well-being, have meant that 
employees are being encouraged to talk about their experiences and the 
personal impact of what they have gone through. There is much concern 
about the shadow pandemic and the impact of increased mental health 
occurrences including, stress-related absences and burnout. 

However, we should not ignore that people have demonstrated enormous 
resilience and the confidence this brings has to be accounted for when 
dealing with the post-covid workforce. Although many people have felt 
battered and bruised, they have emerged with great determination and a 
sense of achievement – quite rightly. 

Senior leaders need to account for this inner strength and bounce 
back when thinking about what they need to do to influence the 
extrinsic environment in which their employees will be working. They 
need to ask whether it will enhance the changed intrinsic dynamics 
that employees are bringing to work. Whilst employees will be 
looking for transactional rewards that match their contribution, there 
will be a strong expectation that employee commitment, motivation, 
and engagement are not simply assumed. 

Senior leaders will need to demonstrate that they are engaging 
with their workforce, respecting active followership, and valuing a 
workforce that is both confident and vulnerable. 

Senior leaders will need to demonstrate that they are engaging 
with their workforce, respecting active followership, and valuing a 
workforce that is both confident and vulnerable. Those senior leaders 
who recognize the opportunities that COVID-19 has uncovered will 
be the ones that adopt a workplace and golden-thread to capture the 
potential of the post-Covid workforce and establish a new sense of 
purpose and learning to succeed. 

At Strategi Solutions we are committed to helping businesses 
manage the ever-changing work environment through HR support 
and internal development courses, enabling these organizations to 
truly get the best out of their people, regardless of the changes in 
work environment. 
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Industry leaders on how to motivate your people in 
the post-covid world 

The COVID-19 pandemic has affected the world of work in a profound way. 
According to the ILO in an article dated January 25, 2021, 93% of the 
world’s workers resided in countries with some form of workplace closure 
measures. The critical questions like how, where, and when work could 
be done rapidly come into sharp focus for employers globally. Employers 
in all sectors are facilitating jobs being done at home and communication 
companies are making exponential advances to support remote working.

Managers at every level of an organization have been thrust into looking at 
employee motivation in a much deeper way because the dynamics of the 
work environment, from incentivizing performance to promoting employee 
engagement have changed. In a post-covid world, the willingness to admit 
as a senior leader that you do not have all the answers and being prepared 

to learn along with those you lead is daunting yet holds the possibility 
of unlocking a positive development in the world of work. What is 
evident from the pandemic is that employees continue to thrive on 
positive work relationships where they believe their voices are heard 
and there is a willingness from employers to genuinely try and help 
them navigate the changes that are inevitable.

Diana Reynolds 
Human Resource Manager at Caribbean Products Ltd
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According to a Personnel Management article (June 28, 2021) 
‘Motivation is what drives our behavior and occurs in our minds 
and hearts.’ The pandemic has shown us that managers in a post-
covid world will have to emphasize communicating with staff to 
not only assess how efficiently work is being done but become a 
greater support arm for staff.  
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COVID 19 has taught us that employee wellbeing should be given greater 
focus. Managers should increasingly work towards employee wellbeing 
being entrenched in the corporate culture.

What really motivates employees?  I have 4 suggestions:

1.    Purpose in their work

       Management’s ability to foster a positive employee experience whether 
in a remote, hybrid, face-to-face setting, or a combination of all three.  
Deliberate attempts must be made to adjust workplace cultures to 
include what is needed to thrive in the new paradigm.

2.   Focus on wellbeing

       Mental health and general wellbeing are focal points in our world today; 
even in the world of sports, top athletes are asking for support and 
consideration at a level we have never seen before. Genuine support and 
structured programs can serve to attract and retain valuable employees.

3.   Flexibility

       Staff have challenges that are manifold, varied, and dependent on their 
stage of life, such as childcare needs, caring for elderly parents, and 
sometimes both simultaneously. The pandemic showed employers 
need to be aware of situations that under normal circumstances could 
negatively impact performance and provide the required support to 
benefit both employee and employer (support in terms of flexible work 
arrangements; e.g. varying work hours and remote working while still 
meeting organizational objectives).

4.   Salaries and Staff Benefits

       The pandemic brought furloughs, layoffs, salary reductions, and 
redundancies. For some, they will be rebuilding their lives in the post-
covid world which suggests that the focus on salaries will continue to be 
important. Going forward, the priority will shift to the staff benefits that 
make a difference to quality of life.

       During the pandemic, motivational drivers changed, shifted, or 
were removed entirely which means that historical measures 
such as attendance and punctuality must now transform to more 
critical measures such as ‘output’ and ‘quality’. 

       Building team spirit is more of a challenge in a remote context and 
requires a greater level of creativity and reliance on technology to 
have a sincere approach with groups and one on one interaction.  
Core values remain relevant and need to be emphasized to 
harness a common position for all in an organization.   

The importance of Senior Leadership in motivation

Now more than ever senior leadership should be seeing their role as 
critical in employee motivation. Senior leaders chart the way forward 
for organizations and this cannot be done without attention being 
paid to the people factor. In a post-covid world, senior leaders have 
to develop emotional intelligence and soft skills that equip them to 
engage their staff and thereby create alignment leading to motivation.  

Finally, there is no ‘one size fits all’ approach in dealing with employee 
motivation but greater awareness of your environment and a genuine 
desire to help employees will aid in developing a truly motivated team.
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Avoid the Employee Engagement ‘State of Flux’ 

I’ve been so very fortunate in my career over the last 20+ years to partner as 
a consultant on the topic of employee engagement with many well-known 
organizations across multiple industries. I’ve experienced every conceivable 
survey, focus group, Q&A session and even contributed to the design and 
execution of the watered-down ‘pulse’ questionnaire. I have been privy to 
(and created) every league table (aah the power of manipulation to complete 
said survey) and graphical representation of the data, which is then used to 
whittle things down to the 9-point plan that will deliver us to our ‘engaged 
employee haven’. 

My facetiousness is obviously for effect, as many organizations have become 
far more sophisticated in their approach, rather than using it as a tick-box 
exercise and have realized that the term ‘engagement’ actually reaches right 
into the core purpose and values of the organization – shouting loud and 
proud what it really stands for. I’ve learned so much along the way and there 
is one significant, yet crucial factor throughout all of those initiatives. 

You don’t have to look too far to find the copious amounts of research 
conducted that is saturated with empirical evidence from across the 
business world - the more engaged an employee is, the better their work 
will be and the less likely they will be to leave. I’m sure that I don’t need 
to remind you, but just in case you did need clarification on the benefits 
of an engaged workforce, here are my top 18 things to consider… 

1. Increased Productivity 
2. Better decision-making 
3. Continuous improvement 
4. Creativity and Innovation 
5. Team member retention 
6. Reduced absenteeism 
7. Attraction of top talent 
8. Thriving growth mindsets 
9. Reduced operational costs

Jay Carlin
Managing Director and Principal Consultant 
at Valeo Business Solutions Ltd
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10. Reduction of negativity and limiting thinking and behaviors
11. Agile and change ready 
12. Knowledge retention and sharing of expertise 
13. Increased discretionary effort 
14. Greater customer care 
15. Better quality sales 
16. Enviable employee experiences
17. Higher and more consistent standards of performance  
18. Teams who care about the business like it was their own… 

All of these benefits require a workforce that cares, is creative, takes 
responsibility and is prepared to challenge the status quo – which is 
why the presence and influence of leadership is so important to nurture 
the psychological safety that our people so desperately need. However, 
cultivating effective and consistent employee engagement as the catalyst 
for this is something that many organizations still struggle to implement. Is it 
this state of flux that is holding organizations back? 

For so very long, the term ‘employee engagement’ has been a critical focus 
but for some, an ‘HR buzz word’ for senior leadership teams, who are 
all connected in their search for that unique magical formula – one that 
will deliver and sustain high levels of engagement to drive better, more 
consistent performance. 

The challenge we face, however, is not just about creating happy 
environments with more foosball tables, healthier vending machines, 
or sleeping pods (as great as they are). It must be about building better 
capabilities across our management communities to maximize the impact 
of those environments, to create the best conditions for performance, and 
to support our people by ‘clearing the path’ where obstacles may lie. So 
what does it take for leadership to make all this happen? According to the 
research by leadership development experts Dr. Brad Shuck and Maryanne 
Honeycutt-Elliott.

As we know, the key to any successful organization is its employees/
staff. In fact, while we are at it, I really don’t like those terms and 
have always attempted to avoid using those words to describe our 
‘people’…they’re our team members…our team…our people sounds so 
much better. But it is much more than just a phrase. When you think 
about them (and all of us in this light), you begin to create a very 
subtle, yet important psychological shift in terms of their importance. 

Firstly, they’re not just a number. Secondly, they’re human beings 
who bring a beautifully rich and diverse set of capabilities to benefit 
our businesses. Thirdly, their needs for feeling engaged, motivated, 
and connected to our brilliant purposes are all so very different. 
This is what makes engagement, the motivation of our people, and 
our strategies for achieving this so very complex and variable and 
completely dependent on the current climate and challenges that we 
face. There are so many permutations! 

Our leaders hold the secret for our engagement solutions being agile 
enough and actually working. Those organizations that understand 
their team member’s wants and needs and build the internal 
leadership capabilities across their management communities are 
those that will navigate the stormiest of economic environments. 
The difference that leaders make is significant! As reported in the 
Harvard Business Review article ‘The Key to Inclusive Leadership’, 
what leaders say and do makes up to a 70% difference as to whether 
an individual reports feeling included – a significant catalyst for an 
engaged workforce in a post-pandemic era! Therefore, it is clear to 
me that leadership is a conversation and leadership is an action! 

“Higher levels of engagement come from employees who work 
for a compassionate leader – one who is authentic, present, has 
a sense of dignity, holds others accountable, leads with integrity, 
and shows empathy”. 
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Let us take a moment to consider levels of engagement as we begin to see 
some light at the end of a very long ‘global pandemic’ tunnel. These past 
15-18 months have been some of the most catastrophic experiences for 
society in living memory and will send shock waves through all generations 
for years to come. What do we do about engaging our employees now? 
Will our strategies from the pre Covid-19 days still work? It is this climate 
that we find ourselves in that will benefit from more authentic and inclusive 
leadership experiences that interweave with many important aspects of the 
human enterprise of the organization. 

I’ve observed that employee engagement in all its guises may have begun 
to mature into something far more specific, with greater clarity and far more 
agility rather than a generalized ‘umbrella’ term. Organizations are becoming 
clearer on what is actually challenging their people and what they find most 
attractive about their employment. How brave those organizations are going 
to be to invest and address those matters is another topic of discussion, but 
an extremely important one. Our people need to feel supported and included 
in matters such as mental health and wellbeing, work-life enrichment, 
financial stability, career prospects, development and growth, social 
inclusion, social responsibility, and corporate responsibility. Just a few areas 
which have become very real challenges that employee engagement must 
aim to address or risk just not hitting the mark!
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Clarifying what really motivates every 
employee can help you recharge, reset 
and restructure your organization in an 
organic and sustained way.

Oliver Anderson  
CEO, 10x Psychology
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My career has spanned HR delivery inside of smaller, medium and large 
organizations, and more recently into advisory of clients HR delivery, 
specifically their reward in moving their talent around the globe. 

I help clients whose employees are given fantastic but often challenging 
assignments across countries and borders to gain the best return on 
investment both for the employees in their careers and for their employers.

As an HR leader, trying to understand what’s happening in my workforce 
and help our internal leaders interpret their peoples’ behaviour, build 
better strategies and get to what is really motivating them has often 
been challenging. Not for want of asking – whether in close management 
relationships, performance reviews or sentiment capture, usually finding out 
what’s really motivating people at work is like gold dust.

However, a lot of the time, we aren’t aware of what’s motivating our 
behaviour. 

In change processes, sometimes the biggest learnings for both employees 
and leadership can be seeing what reactions come up to demonstrate what 
people are really being motivated by. 

Sometimes it’s the loss of things we value that cause the greatest upset. 
We don’t often spend a lot of time at work considering our values unless 
we’re going through leadership training or taking time to reflect. Yet when 
our buttons are pressed – we really feel it. I’ve found people are most 
dramatically motivated by threat, fear of loss or change, but this doesn’t 
mean it’s an effective way to try to motivate behaviour. Instead turning 
that around to find out what shared values we can move toward is a 
powerful motivator, and strengthens trust and advocacy in the employment 
relationship – immensely powerful in creating a positive culture and getting 
the best out of your people. 

Building value systems that are shared and lived in the way your people 
treat one another can help build a sense of community and inclusion, and in 
my experience, prove a powerful motivator.

Jessica Larsen
Senior Consultant at BGRS
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The importance of identifying the unique 
motivational drivers of your workforce. 

As we emerge from what has been a time of 
essential crisis, placing your people at the helm of 
your organization’s culture, response, and business 
strategy can help fuel powerful business growth. 

To do this successfully, you need a rich understanding of your employee’s 
unique motivational drivers; are key players looking for succession 
opportunities? Are staff looking for development over cash bonuses? 
Clarifying what really motivates every employee can help you recharge, reset 
and restructure your organization in an organic and sustained way. 

Without this information, leaders can easily misalign their efforts to ill effect – 
stifling employee progress and increasing the turnover of valuable employees.

Why won’t my team stay motivated? 

Focusing on an end reward, such as a cash bonus does very little to sustain 
motivation over time. Once the bonus is achieved, your employee in a lot of 
ways is back to square one, aiming for the next reward you provide. This 
isn’t to say that company incentives are of no benefit; they can indeed create 
and foster productive workplaces when your employees are specifically 
driven by external motivators (another reason why it’s so important to clarify 
what drives individual employees).

Generally speaking, it’s far more effective in the long run to target intrinsic 
motivation – that is, where employees do something without the expectation 
of an external reward. 

Oliver Anderson
CEO at 10x Psychology
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These more altruistic behaviors can only come to light when a company can 
create an environment where employees feel recognized, purposeful, and on 
track in their careers. 

Recent research suggests that key intrinsic motivators to target are:

 •      Praise from immediate managers

 •      Leadership attention (such as one-to-one conversations)

 •      A chance to lead projects or task forces

These intrinsic motivators were seen by employees as no less or even more 
effective motivators than the highest-rated financial incentives. 

How do I maintain my workforce’s motivation when working remotely? 

At a time where the shift to hybrid and remote work is still very much a work 
in progress, it can be difficult for organizations to lend full focus to employee 
motivation amongst all of the logistics.

And yet, not aligning business transformation with employee motivators 
means missing out on a crucial opportunity to inspire, restructure and 
rejuvenate your business. 

There’s never been a better time to help your employees find their sense 
of purpose. As CEO, part of the job is ensuring that purpose – both 
organizational and individual, are aligned and mutually reinforcing. 

Take the time to understand what your employees are looking for; what 
environment motivates them the most? Where do they find a sense of 
purpose? How does that sense of purpose align with what you can deliver 
as an organization?

Asking these questions, and having these conversations is a critical 
task as we begin to re-create a new sense of company culture for a 
hybrid world of work.

1. The importance of senior leadership in employee motivation. 

To successfully fuel meaningful business transformations, leaders will 
need to be receptive, empathetic, and aware of the key motivators 
that enable their teams, and people to feel supported. 

This can be a stressful activity in itself, and it’s important to recognize 
that leaders have faced an inordinate amount of pressure over the 
last year in authoring the changes and decisions needed to survive 
the pandemic.

The toll of not recognizing, and treating this stress can be critical for 
businesses – our analyses indicate that good stress management 
distinguishes an exceptional, from an acceptable leader.

No one is immune to pressure, and as Myatt (2013) stated in 
his Forbes article on the topic ‘Too much pressure applied to an 
unwilling, unprepared, ill-equipped, or incapable leader results 
in flawed thinking, bad decisions, and wrong actions’ and that 
‘how leaders deal with pressure is often the difference between 
catapulting an organization towards success, and contributing to 
its demise’.
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The Importance of Recognizing the Unique 
Motivational Drivers of Your Workforce 

While we can (and we do) seek feedback at a team level through workplace 
surveys, clearly the value in understanding individual drivers is that 
managers can act upon that information. 

Therefore, we see the role of HR as helping managers create trust 
and engage in conversations that lead to this. One example, is that we 
have recently introduced a new ‘Enabling Success’ plan which is part 
of onboarding and asks questions such as ‘what motivates you?’, and 
‘how do we know when you are having a bad day?’ As part of our career 
conversations, we also ask managers to refresh their understanding of this 
because answers may and will change over time. 

I am a long-term fan of Dan Pink’s Purpose, Mastery and Autonomy 
model of motivation although I would also add the importance 
of relationships to it. I also like the SCARF model from the Neuro 
Leadership Institute which focuses more on individual values as 
motivators or hygiene factors; although for all of these facets, we 
know that for different people each one of these drivers will be more 
or less important to them. 

In turn, we are ideally creating organizations and environments that 
achieve all these things: are purpose-led, are built on trust, fairness, 
and empowerment, but with sufficient support, stretch, feedback, and 
recognition to help individuals grow in their role while surrounded 
by a diverse workforce to also learn from. It goes without saying that 
these environments also need to recognize individuals and create a 
space where everyone has equal opportunity. 

Rebecca Hogan
HR Director at Cubico Sustainable Investments
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I would hope given the importance of diversity as an organizational priority, 
that there is a greater understanding of difference and that no two people 
are the same. Therefore, the way in which we think, deliver, or are motivated 
to deliver will differ and so in order to get the best from our team, we need 
to understand what their motivations and needs are. 

Why Won’t My Team Stay Motivated?

My view is that both motivation and engagement are very similar concepts 
and have some overlap; however, engagement can include employee views 
on traditionally ‘hygiene’ factors such as communication, pay and benefits, 
and development programmes,’ whereas motivation focuses solely on those 
elements that provide energy not detract from it. 

Although I appreciate that money is often a hygiene factor; something that 
needs to be seen as fair, it won’t necessarily motivate people (although it will 
for some). 

To me, the question of how to sustain individual employee motivation is all 
about a line manager’s capability to sustain focus on the elements above 
to get the best from their team and this naturally varies by line manager, 
situation and task.  I genuinely believe people come to work to do their best; 
whether that be a team member or a line manager, but line managers have a 
very tough job; often a player manager has their own deliverables in addition 
to people management, and keeping colleagues motivated is a full-time job 
by itself. 

Insight and data can help with sustaining motivation – as long as results are 
being acted upon; although we also need to be careful to not put words into 
people’s mouths. Asking open-ended questions such as “what is motivating 
you are the moment, what is demotivating you at the moment” can be 
enough to get that insight. 

At an enterprise level, if we ask annually or semi-annually, and are focused 
on larger more ambitious cultural goals I think that is okay, as long as that 
critical dialogue and action between manager and employee is taking place 

on a much more regular basis. Again, equal if not more effort needs 
to take place to optimize the moments we don’t see; the day-to-day 
relationship and environment within teams and individuals. 

Establishing Value Alignment

Motivation is half the battle, but we also need the right talent initially 
and a conducive environment; providing for example, clarity in goals 
or tools to do their role.

I think it is important for people to opt into a company as much as a 
company selects their preferred candidates. 

Conversations with candidates regarding the culture and values of 
the company are important to help prospective candidates decide 
if this is an organization that meets their goals and aligns with their 
values. Given we are all different I don’t want to see carbon copies 
of people in the organization, but a passion for our purpose and an 
understanding and commitment to the key organizational behaviors 
is important. With that, it should naturally start to facilitate effective 
team working. 

The Importance of Senior Leadership in Employee Motivation

SLT should have good visibility in the wider workforce; both formally 
through townhalls and staff surveys, but also informally where they 
have a greater understanding of life in the company. This can be 
through smaller informal lunch/breakfasts, social events, and even 
coffee roulette on a 121 basis! 

Senior leadership are not just enablers of hygiene factors (such as 
setting clear goals and providing the investment into tools, resources, 
and infrastructure for team members to be successful) but they 
are also pivotal in motivating elements such as recognition and 
reaffirming and aligning purpose.  
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It’s vital for SLT’s to ensure that staff know how their work contributes to the 
organization’s goals. At a basic level, all individual goals year on year have 
a golden thread/alignment to the group annual goals which are inextricably 
linked to the purpose of the company. 

It is also important to remind colleagues of their successes and how 
they contribute to the purpose which we try and do through recognition 
(feedback for example) as well as wider company value awards.  

The Future of Work

Talking post/during COVID, I think that all organizations have had to 
creatively challenge themselves to provide tools and situations that support 
and motivate team members in ways previously unconsidered. Clearly, 
after such a trying time, energy levels dipped significantly at times and it is 
interesting that, that occurs both at a personal level specifically based on 
personal circumstances, but you can also sense lethargy in an organization 
as a whole at times after particularly trying events.  

In my mind, key organizational motivational and engagement priorities will 
remain in focus although how we do this in a hybrid world will need to 
be adapted. 

More importantly, with a focus on individual needs, I think the change to 
hybrid working could become an enabler for more tailored management if 
line managers become more conscious of how to get their best from the 
team remotely. I really hope that this new change facilitates the need for 
more personalized dialogue, listening, and adaption from us all.

There are still a lot of unknowns as many of us embark on another social 
experiment in mass hybrid working and so I would never want to assume 
we have the answers. What will help us though is primarily listening to our 
teams – both employees and the needs of our management population, as 
well as keeping an ear to what is happening externally as we all try and 
figure this out. 
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The key word I am using with managers in a remote or hybrid ‘world’ 
is the word ‘intentional’. Where in the past we have potentially 
taken for granted that seeing someone in a workplace environment 
has given us assurances that they are ‘ok’, as we see them less 
(and over the last 18 months have rarely seen them), we have all 
had to intentionally create more opportunities for connection and 
conversation. 

As we discussed, motivation is a personal thing, driven by individual 
values, goals, and situations, and therefore if we can all be more 
intentional in our communication; building time for more regular 
check-ins and honest feedback, then I think this is a good basis to 
drive and sustain employee motivation. 
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The importance of identifying the unique 
motivational drivers of your workforce.

As a leader, it’s easy to fall into the common trap of motivating your people in 
ways that you know motivate you. You apply your own sense of logic to your 
leadership style and unconsciously rely on your assumption that your wider 
team has the same thought processes, drivers, values, and biases as you. 

Of course, this approach is far from efficient, and yet it is sadly 
commonplace. Research from Gallup shows that merely 2 in 10 employees 
agree that their performance is managed in a way that motivates them to do 
outstanding work.

When you lead with curiosity, you manage your employees as people to be 
understood rather than problems to be solved. 

Curious leaders take the time to understand what their people’s 
motivational drivers are, and where they’re being blocked. Learning 
more about your employee’s sense of purpose means you can connect 
it with your own organization’s – empowering your employee with 
fulfilling, meaningful opportunities that incentivize their commitment 
to your organization. 

That same study from Gallup reveals that employees whose leaders 
involve them in goal setting are 3.6X more likely to be engaged. 

Creating these opportunities for alignment starts with 
communication. You need to be able to both identify and 
contextualize your employee’s motivational drivers to fully empower 
your people to meet their potential.

Rich Field 
Creative Director at 10x Psychology
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How do I maintain my workforce’s motivation when working remotely? 

Both remote, and hybrid work environments require leaders to 
re-adjust their leadership strategy – including how they motivate their people.

Moving the spotlight from your own organizational transformation onto your 
people’s motivational drivers means that your employees are as invested as 
possible in your business as it continues to evolve. 

Employees are actively looking for new reasons to believe in the companies 
they work for – your digital transformation is your opportunity to connect 
your employee’s and the organization’s purpose.

Here’s how:

 •      Reduce anonymity

          Let your employees know who their clients and customers are, and 
encourage them to take the lead in connecting with them. Make face-
to-face interactions (via video-call if remote!) with customers a part of 
your business processes to help your employees feel more invested in, 
and seen.

 •      Recognize, and Encourage employees

          Encourage your wider team to foster positive feedback by taking a 
lead - regularly thank team members for their work and describe why it 
made things better. 

 •      Communicate the wider impact 

          Invite your previous customers and clients to talk with your employees 
about their experiences; both good, and bad – so that your team can 
see the impact of their work. 

I’m investing in employee engagement programs but still not 
seeing any increase in motivation?

When you’re motivating employees with an end goal or reward in 
mind, you’re limiting potential.

Sustained performance requires intrinsic motivators; these tap into 
internal feelings to act for reasons that we find inherently enjoyable 
or fulfilling. For employees, an intrinsic motivator can be a sense of 
purpose, or fulfillment derived from a connected, and meaningful 
work culture.

In a hybrid or even remote workplace, creating the right company 
culture has its challenges. And yet, a common sense of purpose, or 
united vision is essential in truly sustaining motivation over time and 
inciting employee growth and progress.

There are three well-researched steps leaders can take to drive 
employee internal commitment and a healthy workplace culture.

1.     Autonomy

           Create opportunities for employees to reflect on their strengths, 
and challenges, and provide choices on the steps they take 
next – empowering your people with a choice can increase 
commitment to follow things through.

2.     Mastery

          This is about supporting your people to feel confident in their 
abilities and appropriately challenged in their daily work. As a 
leader, you should emphasize your people’s strengths, giving 
praise where it’s due. You should also position change as a 
challenge – ascertain how much, and what type of challenges 
your people like the most and position behavior changes as the 
kind of challenge they’re most motivated by.
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3.     Create Connection 

          Find their reasons – ask your people ‘why’. Enhance your people’s 
sense of connection to change and explore why the change might 
matter to them, as well as potential consequences and benefits. Next, 
get practical – make the next steps in the process clear, and tangible by 
explaining what specific actions are needed to enable change.

The importance of senior leadership in employee motivation. 

As a leader, it’s your responsibility to ensure that your wider organizational 
goals and purpose are well aligned with the motivational drivers of your 
people.

However, before you can create and establish a meaningful and motivating 
work culture, you need to help both yourself, and your employees 
understand and define a sense of personal purpose. Doing this personally 
will enhance your ability to be more purposeful, open, and empathetic at 
work and encourage others to follow suit. 

Once you have an idea of what drives your employee’s sense of belonging 
and purpose, you can model and shape your own organizational initiatives 
and culture around what your employees are actively looking for. 
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The importance of identifying the unique 
motivational drivers of your workforce. 

The difficulty with motivators is there is no size fits all. What motivates you 
may not be representative of the rest of your people population. So, when 
we play to the motivators that we think are relevant and a good cultural fit, 
without any evidence for this, it can in some cases have the opposite effect.

It is critically important that every leader understands the full picture of 
what drives their people. Each employee has a unique blueprint of what 
they want and need from work, their future career, their values, their skills 
and strengths, their communications style, etc.  For me, a leader has 2 
roles – 1) To know these important details about their people and elevate, 
multiply their experience and development using this intel, and 2) To remove 
blockages and barriers to their people doing their great work. There’s 
nothing more to it. 

Why won’t my team stay motivated? 

The highest motivated teams are those who have a clear sense of purpose/
meaning, work with people who they would class as friends, have trust, 
autonomy, a voice, respected diversity, play to strengths, and have 
underpinning rituals. 

So really, to create and sustain motivated teams, it’s not about the pay, 
incentives, or the pool tables, it’s about creating communities of people who 
drive the organization’s culture forward. They are asked questions by the 
organization – they are co-creators in your organization’s being. They can 
speak up, they are trusted members of the employee community, they have 
social and bonding rituals that connect them and they care deeply about the 
purpose of what they do. And it all comes down to culture.

Sophie Bryan
Chief Workplace Culture Specialist & Co-creator 
at Ordinarily Different
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How do I maintain my workforce’s motivation when working remotely? 

The first thing we need to understand is that people have changed in this 
pandemic - they are not the same as they were before. Perhaps they’ve had 
a great time – more time with family, been able to take up the hobby they 
didn’t have time for, etc. For others, it’s been isolating, mental health has 
dipped, they may have been ill themselves or lost loved ones. For some, it is 
a combination of all of the above. 

So, we must recognize that different people are at different stages and 
have open conversations about this. The best way to make this work is to 
simply ask them what they need from a hybrid system now, and again when 
the dust has settled. They have all answers - you just need to ask the right 
questions. As leaders, we need to be open and authentic and tell our story 
in order for others to open up and see what our people have as the solution. 
Rolling out any hybrid initiative without your employees as co-partners is 
absolutely going to diminish their motivation.

Then once implemented, you keep co-creating together- keep asking them. 
Keep evolving, introducing new ways of working as you go. Communication 
is of course key in whatever flavor that looks like, on top of referring back to 
the intel you have about your people. There really is no size fits all answer to 
their question, when people are not all “one type”.

You can keep an eye on motivation via team meetings/ huddles, coaching 
conversations, mentoring relationships, team virtual and physical social 
activities, 1:1 and group check-ins, and action learning. 

The importance of senior leadership in employee motivation. 

I think the importance of SLT in employee motivation is to not think 
you have to have all the answers, that you can ask for help from your 
people - seek the consult of your people to make decisions. This 
requires relinquishing some control and letting go of the ego’s and 
hierarchy – which for many leaders is not an easy thing to do. Your 
people are your business, so they need to be integral in your decision-
making process. When your people feel they have been heard (even 
if what is suggested can’t be implemented) and the managing of 
expectations has happened carefully, you create a co-ownership, co-
engagement, and co-creation of motivation for all.
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The importance of identifying the unique 
motivational drivers of your workforce. 

We hire our people using validated personality assessments and walk them 
through an assessment center to get a clear picture of their true potential. 
This helps us assign them well-matched roles, make their comprehensive 
development plan as well as know their motivational drivers – this all enables 
us to motivate them appropriately. 

We run employee engagement surveys every two years to help us understand 
what employees are thinking, and what changes and new initiatives we 
should undertake to ensure their motivation stays active. Prior to the survey, 
we run different campaigns whereby we communicate to the employees that 
the survey is being conducted for their own betterment, and they can answer 
it anonymously without having a fear of being identified for sharing any 
apparent unhealthy opinion. 

There are certain targets that every team has to achieve; targets are further 
divided into individual targets and upon achieving those targets individuals 
and teams are rewarded according to their key motivational drivers.       

Why won’t my team stay motivated? 

For sustained motivation, intrinsic motivation is the champion. 

Extrinsic motivation, like cash prizes, bonuses, and cars, etc. are very short-
term motivators. It’s human nature to be always asking for more. If we give 
our employees a new car; after a few months, they may start taking it for 
granted and start dreaming about another car and this cycle never ends. 

On the other hand, if you connect with your people emotionally by being 
an inspirational leader who is always there to support them, praise them, 
acknowledge their strengths and performance you can become a part of their 
true transformation into better people, and sustain a lifetime of motivation. 

Yasir Zaheer 
Co-Founder & Director at Psyched Brain
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How do I maintain my workforce’s motivation when working remotely? 

In the current hybrid working setup, it is quite challenging to keep employees 
motivated. 

We switch them every two months from remote to ‘in office’ and from ‘in 
office’ to remote. We trust our employees who are working remotely and 
don’t doubt their integrity, but we also monitor them through video calling/
meetings from time to time and this also helps them feel connected to their 
colleagues. We also arrange virtual tea parties and virtual lunches where they 
all come remotely and chat casually with their colleagues while having a sip 
of tea or having their favorite home-cooked dish. 

I’m investing in employee engagement programs but still not seeing any 
increase in motivation?

Engagement comes from motivation. 

If you are unaware of your people’s motivational drivers all your investment 
of time, money, and energy on engagement programs will be in vain. Varying 
personalities exist in our teams and we must prepare engagement plans that 
keep their motivational drivers in view. 

For example, we can’t motivate a fish, monkey, tiger, or elephant in the same 
way because they all are different and have varied preferences, limitations, 
triggers, and success definitions. A ‘one size fits all’ approach will only ruin 
your investment. If we have a motivated workforce and if we engage them 
appropriately, nothing can then stop them from being productive and this is 
what is needed from employees.  

The importance of senior leadership in employee motivation. 

We believe in “lead by example”. A true leader is one who not only 
shows people their presence but inspires them with their conduct, 
people skills, and emotional intelligence. It is highly crucial for senior 
leadership to make their presence felt among the team. They should 
communicate with their team that their doors (emails in case of remote 
work) are always open. 

The senior leadership team’s work and engagement should always 
be transparent to the wider team so that they know what senior 
leadership is up to; this can help reinforce a sense of belonging. By 
looking at the senior leadership team’s hard work and contributions, 
employees can feel inspired to continue to work towards the 
organization’s ultimate objectives.  
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Motivation, as a general term can be described 
as, “what causes people to behave as they do”. In 
the workplace, motivation influences the direction, 
intensity and persistence of effort and ultimately 
underpins the decisions every employee makes 
across their workplace journey.

Understanding, and assessing workplace motivation is critical. 

Motivated employees bring extensive benefits to the wider 
organization, such as:

•      Increased performance

•      Job satisfaction

•      Improved retention

•      Positive morale

•      Engagement with work

•      Innovation

•      Improved customer service performance

•      Organizational commitment

•      Reduced absenteeism

10x Psychology 
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Meanwhile, a poorly motivated workforce can deliver significant 
repercussions, including:

•      Reduced productivity

•      Low organizational commitment

•      Poor job satisfaction

•      Poor customer service

•      Increased employee turnover

•      An inability to overcome adversity

•      An apathy towards work

The stark contrast between these lists reflects the power measuring 
employee motivation can have. If leaders can understand how to maximize 
every employee’s motivational drivers, they’re better able to empower their 
people to meet their full potential.

To meet this critical need, our researchers at 10x Psychology have 
developed highly reliable and valid psychometric assessments to measure 
workplace motivations. Our psychometrics use a holistic measurement 
model that incorporates elements from the most influential motivation 
theories. It can present data at both individual, and team levels to support 
leaders with the right information, at the right level for their people decisions.

There’s never been a better time to 
help your employees find their sense 
of purpose. As CEO, part of the 
job is ensuring that purpose – both 
organizational and individual, are 
aligned and mutually reinforcing.

Oliver Anderson  
CEO, 10x Psychology
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We hope that you have found this report useful. At 10x Psychology, we hope 
to empower and equip leaders with the knowledge they need to truly improve 
people performance. We would like to extend our gratitude and thanks to 
every contributor who shared their expertise for the benefit of the wider 
leadership community, and call on others to get in touch for our next edition.

Looking ahead

Employee motivation is headed for a complete transformation in the 
face of a shifting world of work. Leaders should take the time to critically 
assess how they currently motivate their employees, and begin to adopt 
new processes, and technologies to improve their ability to keep on top of 
employee motivation. 

You can start with these small steps:

1.      Begin identifying the key behaviors that drive employee success in your 
teams, and organization.

2.      Map and measure the performance drivers of your employees to understand 
what development opportunities might motivate them the most.

3.      Assess the behaviors of your wider teams to understand how far you 
are from the behavioral model you need to drive motivation.

4.      Evaluate the succession, and development opportunities you offer your 
employees, are they widely available and understood by your wider teams?

5.      Explore how accessible, and inclusive your leadership criteria, and 
selection process is – is there space for further objectivity?

6.      Empower employees with tailored development plans including real-
time nudges to help your people retain and implement what they learn.

7.      Track, train, and evaluate your most motivated and competent 
employees to redeploy across your organization.

Conclusion
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