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A 
ccording to recent research, around 75 per cent 

of people will choose to leave a role not because of 

the job itself, but because of a manager. Failure to 

motivate costs. But what is motivation? How can 

you identify what makes you and your team tick and 

then use that knowledge to drive performance? 

Psychological definitions, such as “the direction and 

intensity of one’s efforts towards a goal” or “the amount of 

discretionary effort that you are willing to invest in a job or 

task” are fine, but to find our own personal motivators we need 

to dig a little deeper.

The first place to look is in your past. Think of the times 

when you were at your most and least motivated. What was 

going on at these times, what or who influenced them and how? 

Looking at these polar extremes can help to identify the kind of 

drivers you need to operate at your best.

THINK SMARTER

Broadly speaking, there are two main motivating forces, the 

first group of which are external to us and are ever present in 

the modern world. These 'extrinsic motivators' are made up of 

environmental factors such as rankings, results, praise, bonus 

payments and promotion and are easily recognisable. 

In his book, ‘Drive’, behavioural scientist Dan Pink suggests 

that these extrinsic motivators are relics from our industrial 

past, when people were paid more if they worked longer and 

harder on their production line skills. This may have worked 

well when building railways or manufacturing widgets, but what 

about in the modern workplace, where people seek jobs for now 

rather than for life? The traditional motivators will not suffice. 

It’s no longer working harder that’s key, argues Pink, it's 

working smarter, with skills such as problem solving, creativity 

and collaboration being the new currency of success. 

Interestingly, some experiments find people actually become 

less creative when offered a financial incentive and take longer 

to solve problems, so the traditional external motivators may 

now be too transactional. 

KISSING THE BADGE

Our ‘intrinsic’ motivators, meanwhile, are those that come from 

within and include factors such as learning, improvement, a 

sense of belonging, being understood, having autonomy and the 

ability to contribute to something bigger than ourselves. 

DRIVE TIME
Getting someone to do something 
once is relatively easy, but 
sustaining their motivation over 
a longer period requires more 
thought, says Jeremy Snape.

“We need to break goals down 
into controllable processes and 
activities that our teams can 
act on each day, such as working 
through match-specific training 
schedules or making a set number 
of client calls per week"

Here, it's important to recognise how good it feels to 

improve – whether that means finally mastering a new skill or 

just making solid progress towards a goal. Often, we are so 

blinded by the need to achieve outcomes that we fail to notice 

the growth spurts and give praise and recognition for them. 

Building a strong sense of pride and belonging in your team 

can also be a key driver of performance. In sport and business, 

we’ve become more fixated with the name on the back of the 

shirt than the heritage and values of the badge on the front, but 

this is a lost opportunity. Storytelling about what makes your 

team unique is a practical way to illustrate your team’s identity. 

Autonomy and choice are also important motivators.  

When we feel like we can control our destinies, because our 

input is welcomed and valued, it helps to unleash our potential. 

As a manager try not to straight-jacket your team and stifle 

its success. 

Goals, meanwhile, can go a long way to retaining focus and 

commitment in the short term. It’s not enough to just talk of 

winning or hitting a target; we need to break goals down into 

controllable processes and activities that our teams can act 

on each day, such as working through match-specific training 

schedules or making a set number of client calls per week. Once 

we have these activities at the fronts of our minds it allows us 

to move away from the emotional consequences of failure and 

think more about delivering gold-medal days. 

FEAR AND AMBITION

To add another level of complexity, our motivations can either 

be positive - to move towards a goal or target - or negative 

- to avoid a consequence, mistake or punishment (see the 

figure overleaf). Sporting champions and serial entrepreneurs 

often have very strong negative motivators, driven by constant 

insecurities and feelings that they are not yet good enough. 

While we tend to imagine that success brings serenity, it isn't 

true. It just creates a greater distance to fall. 

Another interesting thing about motivation is that if the 

pattern of achievement and reward becomes too predictable, 

it can lose its impact. For example, after a few years the 

annual Christmas bonus becomes expected. Surprise gifts or 

impromptu appreciation could, therefore, prove to be more 

powerful than a scheduled reward. 

From my own experience of coaching teams, a great insight 

into motivation came from the South African cricket team. In 

2008, they possessed all the necessary raw materials to top 

the world Test rankings and the ascent on the peak began with 

no stone left unturned in their performance. Players grew in 

confidence and a culture of sacrifice and deep trust developed. 

As ever, the best motivator was winning and as they ticked off 

wins against England and India the only thing left in their path 

was the Australian tour. 

The mental preparation for this was ramped up as players 

started to feel the pressure of delivering on what had turned 




