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A MANAGER’S GUIDE 
TO MOTIVATING 
WITHOUT MONEY 
 
 Managing and motivation go hand in 
hand. It’s become a management imperative: 
Get your employees to go the extra mile for you 
and the company ... but don’t spend a penny 
more than you have to in order to do it. Here’s 
how. 
 

1. REWARD THE ROUTINE 
 
 Don’t reward only exceptional behavior. 
It’s the daily, routine efforts that make your 
department productive and your job easier to 
manage. So start a “100 point club.” Award 
points for routine, work-related behaviors that 
you may have come to take for granted.  
 
 That can include perfect attendance, 
accurate paper work, participation in 
interdepartmental committees, cost-saving 
suggestions, reducing quality complaints, 
handling an irate customer well, no accidents for 
a specific period, meeting daily or weekly 
production goals, going a year without a 
negative discipline mark. Any positive action, 
suggestion, or idea that can be measured gets 
counted toward the honor of this exclusive club. 
 

2. ENCOURAGE MISTAKES 
 
 Don’t punish employees for honest 
mistakes made in an effort to innovate or 
improve. Automatic negative reinforcement will 
simply encourage negative actions like elaborate 
cover-ups or passing the buck.  
 
 Instead, encourage the open reporting of 
such errors, and an atmosphere of learning from 
them. Start a Mistake of the Month “com-

petition.” Record and “judge” all mistakes. The 
one that offers the best lesson for future change 
and correction gets publicized. And the 
employee who made it and admitted to it gets an 
incentive to improve, not a black mark of 
punishment. 
 

3. SHOUT THE NEWS 
 
 Don’t keep praise and kudos bottled up in 
your department. Let your employees know that 
you not only notice their efforts, but that you 
and the company care that they’ve done a good 
job. 
 
 One good way to show your appreciation: 
Spread the word. Send memos to other 
departments and top management explaining 
how an employee came in early to work on a 
project or stayed late; or caught an error or 
initiated a cost-cutting effort. Pack company 
bulletin boards with word of your employees’ 
solid contributions. Let everyone know that your 
team is excelling. 
 
 Word of warning: Recognize the 
difference between public praise and public 
thanks. If your praise casts a favorable, but 
overly personal, judgment on an individual, you 
may spark flames of favoritism or interpersonal 
rivalries. Couching praise in terms of “thanks” 
(“We all owe Joan a pat on the back for her 
overtime efforts to get our department’s new 
computer system up and running in record 
time”) gets across the praise idea for the 
individual coupled with the results that impact 
the entire team. 
 

4. PEER PRESSURE 
 
 Don’t underestimate the value of “internal 
appraisals” as an individual motivator. As a 
manager, you could talk to your employees until 
you’re blue in the face, and they may still balk at 
suggested improvements. But if their co-workers 
are the ones doing the prodding, they may be 
more likely to get in gear. 
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 So set up an informal system of peer 
assessment, in which members of the department 
provide input about individual contributions to 
the group as a whole. 
 
 Focus the analysis on results and records, 
not on personalities. Ask about teamwork, using 
individual skills to meet group goals, and 
responsiveness to colleague concerns and needs. 
Co-workers can be the best tools for forging an 
attitude adjustment in problem employees. 
 

5. CELEBRATE THE MOMENTS 
 
 All the moments. They don’t have to be 
major triumphs, or major celebrations. They 
may involve uncovering a competitor’s new 
marketing tactic; working with another function 
on a companywide project; gaining a new 
customer or getting a larger order from an old 
one. 
 
 Keep the “celebration” going through all 
steps of the success. When the initial news 
comes, call your troops together to trumpet the 
triumph. When the next step occurs (e.g., a 
production order goes out), take to the soapbox 
again and reiterate the positive accomplishment. 
When the final results are rung up and show a 
bottom line impact, reinforce the good news 
with a memo to management. 
 

6. EMPLOYEE “ENJOYMENT” 
 
 Employee motivation often depends on 
three key factors: relationship, power, and 
achievement. Get to know which of these drives 
each individual you supervise, and then use that 
knowledge to power that particular person. 
 
 Example: If relationships mean the most 
to an employee, give them projects that involve 
extensive give-and-take with co-workers inside 
and outside the department. If they’re into 
personal achievement, focus their efforts on 
areas where their skills have the best opportunity 
to shine. If they’re power motivated, put them 
on a high profile project, in which they get to 
assume a leadership role. 

 Employees who “enjoy” some of the tasks 
and responsibilities they’re given are more likely 
to carry over that gusto into the rest of their 
work. And when they see a manager interested 
enough in their interests to take them into 
account in assignments, their departmental 
commitment will increase as well. 
 

7. ENERGIZING EMAIL 
 
 Send an email to employees at the end of 
the day from time to time, commending them on 
their work and letting them know they’re 
appreciated. They’ll read the email first thing the 
next morning, and be motivated for the rest of 
the day. Even better: For an employee who’s put 
in extraordinary effort, leave a small token of 
appreciation, such as a mug filled with M&Ms, 
and a note of thanks. 
 

8. CREATING SUPERSTARS 
 
 Master motivators make it a point every 
day to emphasize to individual subordinates just 
exactly what their strong qualities are, and 
exactly how they fit into the effort of the team as 
a whole. Do the same when you hand out 
projects and responsibilities. Underline the fact 
that the success of the department rests on the 
individual contributions made by every single 
employee, no matter how big or small their role. 
 
 When you go one-on-one, don’t just teach 
skills and techniques. Make employees feel 
positive about what they can accomplish, both as 
individuals and members of the team. Transfer 
that feeling of worth to every member of your 
team, from the veteran contributor to the 
greenest newcomer. 
     

9. GROUNDWORK FOR 
EMPOWERMENT 
 
 Before empowerment becomes a 
motivator in the workplace, you’ve got to build 
your employees’ confidence in their decision-
making abilities. The only way to do that: Give 
them more decisions to make, support their 
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efforts, offer specific feedback on ways to make 
better decisions, and provide the resources to 
carry through on them. Start today to take one 
area in which you make routine decisions and 
hand it over on a temporary basis to a sub-
ordinate. Monitor the process, and if it works 
out, you have one less headache. 
 

10. DON’T REWARD NON-
PERFORMANCE 
 
 Sometimes workers given difficult tasks 
perform poorly and complain loudly. They then 
get “rewarded” with easier tasks. Avoid that 
syndrome. Make complainers complete their 
assignments successfully. Hold them account-
able. Don’t take tasks away from employees 
strictly because of the volume level of their 
complaints. Instead of giving easier or more 
enjoyable projects to the biggest whiners, give 
them to the biggest contributors. Reward high 
producers with your time and attention, and the 
lackluster ones will get the message. 
 

11. FINDING HOT BUTTONS 
 
 Get to know what each employee values 
most, so you can hit their unique “hot button” 
when you want them to upgrade their 
performance. Best way to uncover those buttons: 
Ask. Start a program of face-to-face discussions 
with each subordinate on what makes them hot 
to trot.  
 

12. EATING TO SUCCEED 
 
 Schedule an informal breakfast meeting 
for a small number of different subordinates 
each month. Give them specific topics to focus 
on for both giving and receiving ideas. Some 
possible topics: serving customers better, cutting 
costs, improving employee/manager relations.  
 

13. KEEP THEM HUNGRY 
 
 One of the biggest drawbacks to 
motivation can be success. Employees often 

work harder and smarter under adverse 
conditions, when they’re faced with a shortage 
of resources or get put under the gun of deadline 
pressure.  
 
 Avoid the “fat cat” mentality by 
constantly pushing new goals. Raise 
expectations. Create hurdles that will force your 
employees to come up with better methods for 
operating or new ideas for overcoming 
challenges. 
       

14. SELF-IMPOSED STANDARDS 
 
 Employees are more likely to strive for 
goals when they’ve had a strong hand in setting 
them. So give them that hand. Prepare for a 
goal-setting meeting by developing a list of 
company goals, and then a group of 
departmental goals. Then make up what you 
think should be the individual employee’s goals. 
 
 Encourage the employee to come up with 
his/her own set of goals, and then compare and 
contrast all the lists. You should eventually 
develop a list of personal and professional goals 
for each employee that will push the employee 
to greater achievements which will in turn push 
the department to better results.  
 

15. PAIR AND SHARE 
 
 Keep your employees focused on and 
interested in their tasks by giving a “stretch” 
task for every routine one they have to complete. 
The former involves a workplace challenge or an 
extension of their skills or an ability to combine 
efforts with others. Employees will begin to 
complete routine tasks with speed and accuracy 
so they have time for the other, more interesting, 
stretch tasks.  
 
 To start your pairing/sharing, conduct 
some mini-interviews and ask employees to 
make lists of tasks they like the most, and those 
they consider run-of-the-mill. You may get an 
extra added benefit: Some employees may 
consider the routine tasks of others more to their 
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liking. You can then shuffle work to make 
everyone more productive.  
  

16. DIVVY THE DIRTY WORK 
 
 If you find tasks or responsibilities that no 
one likes to do, divvy them up among all 
appropriate workers so no one feels 
overburdened or picked on. 
 

17. CAUGHT IN THE ACT 
 
 Encourage co-workers in your department 
to “catch” each other doing things correctly, or 
going out of their way to help others. Have them 
post “good job” notes around the workplace, 
lauding those efforts. The note should include 
the deed, the date, the person performing the 
deed and the deed-discoverer’s name. You’ll 
have an effective tool because it’s an immediate 
award; plus the benefit of the fact that 
recognition by peers who are directly affected by 
a co-worker can be more motivating than a pat 
on the back from an unknown higher-level 
executive.  
  

18. A PICTURE’S WORTH A 
THOUSAND WORDS OF PRAISE 
 
 Get the most mileage from a simple 
congratulatory act by capturing it on film. Bring 
a camera to work and ask a VIP — such as a 
company vice president — to come into your 
department when it’s time for a special 
employee pat-on-the-back. Take a shot and have 
it framed for the employee, or put it in a special 
“Hall of Fame” on the wall in an area where 
everyone can see it. Post a short explanation of 
the achievement for which the employee is being 
honored. 
 

19. MISSION ACCOMPLISHED 
 
 Identify and reward the positive 
accomplishments of all members of your work 
force. Create department “coupons” to give out 
as rewards to co-workers or subordinates for 

actions that contribute to departmental 
productivity or make the department a better 
place to work. Each employee who receives 
coupons can trade them in for specific non-
monetary awards, like having coffee brought to 
their desks or getting a prime parking space for a 
week.  
 

20. BREAKING DOWN GOALS 
 
 When you present your department with a 
new goal, consider how formidable it sounds 
before you make the presentation. Break it into 
smaller pieces or steps. If you want 500 more 
phone calls made every month, explain it in 
terms of, say, five more per day for each 
employee. If you want to improve productivity 
by 20% for the next quarter, create a goal of 
seven percent a month. 
 
 If employees balk at an extended goal, 
suggest that they monitor it. Have them keep 
track of where they could fit in extra effort 
aimed at the new goal. Point out where time 
could be saved or where you can help. Make it a 
challenge to combine all the smaller pieces of 
the goal into a strong departmental 
accomplishment. 
       

21. TURNING BUSTERS INTO 
BUILDERS 
 
 If your workplace is plagued with low 
levels of trust and high levels of stress, you’ll 
find employees trying to justify their actions and 
looking for scapegoats instead of concentrating 
on working harder or better.  
 
 To assure a smooth motivation highway, 
don’t stumble on these trust-busting potholes: 
 

• Inconsistent treatment or favoritism. If 
your employees know how you will 
react to a specific situation, they’ll 
respect you more and be willing to make 
an extra effort for you. 

 
• Unexplained decisions. No matter how 

good a reason you have for a 
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management move, it may backfire if 
you don’t explain it well and at length. 
 

• Personal criticism. No matter how 
egregious an error or serious a mistake, 
don’t bring personalities into your 
reaction. Address the problem, don’t 
dress down the person. 

 

22. ASK AND YOU SHALL RECEIVE 
 
 While high pay is definitely an incentive, 
it isn’t the number one reason employees stay 
with a company. Asking employees for input 
goes a long way towards improving the work 
environment and retaining valuable employees. 
Ask your subordinates to list 10 ways to make 
the working environment more productive and 
pleasant. Do they think there should be less red 
tape? More schedule flexibility? Different ways 
to deal with other departments? 
 
 Any duplicate suggestions from more than 
one employee will give you strong direction as 
to where you can act to improve working 
conditions. And taking those actions will 
underline your interest in employee feedback, 
encouraging more good ideas to be forthcoming.  
 

23. JOINING FORCES 
 
 Match under-performers with top 
performers. Have the top guns share information 
and strategies on a regular basis. Create a 
specific dialogue in which they offer tips and 
suggestions on what they’ve found effective for 
managing tasks, prioritizing, problem-solving. 
Make it a mentorship program in which both 
sides get rewards...the under-performer for 
improving individual results, and the solid 
performer for enhancing departmental results.  
 
 Warning: Alert the leaders to the fact that 
they should show and tell, but not do. Helping a 
co-worker improve through direction is one 
thing. Actually performing a task for them is 
another. 
 

24. TIME TRAPS 
 
 It may be impossible to alter company 
policy on regular working hours in order to 
motivate employees. But a little flexibility may 
be within your managerial bailiwick. You can 
encourage employees to work harder with an 
informal program of flexibility that allows them 
to better balance the demands of work and 
family.  
 
 Hold that flexibility out as a carrot if your 
department schedule doesn’t demand everyone 
arrive and leave at the same time. For example, 
offer those with perfect attendance the 
opportunity to leave at 3 p.m. on Fridays in the 
summer if they have the appropriate number of 
hours in. 
 

25. INCONSISTENCY WORKS 
 
 When giving positive feedback, try doing 
it on an irregular basis. Randomly reinforced 
behavior is more likely to become habit forming. 
Praising good behavior on random occasions 
increases the odds the employee will take notice 
and continue to do it. An impromptu salute to an 
employee creates an atmosphere of continuous 
productivity.  
 

26. CLARITY IS KEY 
 
 One way to turn around shaky 
performance and build confidence is to help an 
employee identify the best way to accomplish a 
task. Give specifics about the goals to be 
accomplished, the available alternative 
solutions, the sources of resources, and the 
expected benefits of success. Make it clear that 
those benefits, both for the department and the 
worker, depend in full measure on the efforts of 
that individual. 
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27. PREVENT UNHEALTHY 
COMPETITION 
 
 Competition can often be a motivator, 
challenging employees to extend themselves to 
meet specific goals. But it can backfire if it 
encourages an overemphasis on individual 
performance. One way to overcome this is to 
create a common goal which can only be 
achieved by working together. Put an immediate 
stop to any misplaced conflict or individual 
rewards which are counterproductive to 
departmental achievement. Let employees know 
they will be rewarded for the help they give each 
other.  
 

28. PERSONAL GROWTH  
 
 Keep your employees loyal and 
performing at the top of their game by providing 
opportunities to learn new skills and expand 
personal abilities. You can offer projects that 
challenge their creative ability; be receptive to 
suggestions for seminars and training that 
expand their current skill levels; and even 
support their efforts to learn new skills that don’t 
apply directly to their current job 
responsibilities. 
 
 Don’t be afraid to let them stretch their 
departmental wings, and look into other 
disciplines and functions within the company. 
You’ll not only have a more motivated 
employee, but a more versatile one as well. 
 
 You can encourage a “learning” 
atmosphere in your department by developing 
such an attitude yourself. Set the example by 
being an aggressive learner. 
       

29. WATCH FOR DEMOTIVATION 
SYNDROME 
 
 When you’re forced to downsize your 
department, you may have a tough time getting 
the survivors over the initial shock, insecurity, 
and even anger. You’ll have to specifically 
address the additional responsibilities you’ll all 

be facing, as well as the increased commitment 
you’ll all have to make to keeping the 
department working at peak productivity. The 
key is placing everyone, including yourself, in 
the same boat. Make sure your subordinates 
know that you recognize their feelings, share 
their losses, and are willing to jack your 
contributions up accordingly, as well.  
 
 This is a prime opportunity to set a strong 
work ethic that your employees can emulate. Let 
your philosophy be: Optimists get up early and 
succeed, pessimists sleep late and fall behind. 
Through your own commitment to working 
harder, you’ll increase the chances of a similar 
commitment from your subordinates. 
 

30. TOP DEMOTIVATORS 
 
 Do you know the top demotivators when 
you see them? According to employees (who 
should know), a prime factor in that category is 
not enough independence. When employees 
don’t feel that management supports their 
making of decisions and carrying them out, their 
desire to forge ahead will wane. 
 
 Another negative motivator: suggestions 
that are ignored. If you indicate you want 
employee input, then you’d better be serious 
about listening and acting on it. Even an 
informal suggestion program can douse 
employee fires and desires if you don’t address 
every piece of feedback you get. Judge yourself: 
Are you guilty of soliciting advice and then not 
paying close enough attention to it? 
 
 One sure demotivation tactic after a 
downsizing is to suggest that a “survivor” is 
lucky to still have a job, and should be so 
grateful that he/she should be automatically 
willing to sacrifice for the company. 
 

31. PERSONAL CAREER DAYS 
 
 Show an interest in an employee’s career 
development from day one. This should be an 
automatic part of your personal performance 
appraisal process. Listen to the employee’s long-
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term interests and plans, then take the time to 
help define an individual career path for 
him/her, if you can. 
 
 This does two things: 1) It shows 
employees that it’s possible to fulfill their goals 
in your company, and lessens their need to go 
anywhere else; and 2) it underlines the fact that 
you take their individual goals apart from the 
company seriously, which makes them feel 
special. 
 
 Don’t be territorial with talent. It doesn’t 
pay to keep top-notch employees in routine jobs, 
so be willing to let them switch departments, if 
something better comes along. If you try to hold 
back an employee who’s chomping at the bit for 
better things, they’ll leave you for greener 
pastures, anyway. Only then they’ll be your 
competitor, not your colleague. 
 
 Just because the career path doesn’t end in 
your department is no reason not to clue an 
employee in to opportunities elsewhere. You 
may lose a valued department member, but if the 
employee stays with the company, everyone will 
win in the long run. 
 

32. REGULAR PIT-STOPS FOR PRAISE 
 
 If you hold all your positive comments for 
year-end appraisals, employees will have to 
travel a long distance on just one tank of praise. 
 
 Better: Schedule regular praise pit-stops 
along the way, not just when the calendar 
indicates it’s review time. 
 
 Make praise a priority...even for those you 
don’t directly supervise. If another manager’s 
secretary has gone out of his/her way to get you 
a report on time; if another department came 
through with figures a day earlier than deadline; 
if support your department received from 
elsewhere in the company surpassed 
expectations; be liberal with your praise. 
 
 Don’t just pat the direct recipient on the 
back. Pass the word to his/her supervisor as 
well. Better: Send a written note to them both. 

You’ll attract the indirect benefit of being 
labeled a manager who knows how to motivate 
people, even those you don’t have immediate 
control over. 
 
 Note: Make sure you praise the 
performance, not the person, so they know what 
they did right and repeat it. 
 

33. IT’S ALL IN THE FAMILY 
 
 Think you have the most influence over 
your subordinates? Probably not. Rather, it’s 
employees’ families who often hold the most 
sway. That’s why it’s a good idea to recognize 
them, especially when their loved ones have 
been putting in extra-long hours. You’re only 
limited by your own imagination. 
 
 For example, try sending the hard-
working employee’s family a gift basket with a 
handwritten note. The note should acknowledge 
the family’s support of the employee and thank 
them for picking up the slack at home.  
 

34. PULSE OF PESSIMISM 
 
 Are your employees optimists or 
pessimists? It could make a difference when you 
try to motivate them with constructive criticism. 
When some employees get a harsh word from 
the boss, or even from colleagues, they retreat 
into a shell or stick their heads in the sand. They 
let pessimism take over. 
 
 Don’t let that happen. Keep them 
optimistic and receptive to the motivating 
message you’re sending — even though it 
contains criticism — by encouraging them to 
think about a time when everyone sang their 
praises and said that they surpassed 
expectations. Push them to believe that if they 
succeeded once, they will again, if they follow 
your feedback. 
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35. CHEERLEADING TO 
OVERACHIEVEMENT 
 
 To get your employees to reach beyond 
present potential, you’ve got to create a sense of 
high self-esteem and self-confidence. To 
develop overachievers, build them up with 
constant approval, making their strengths seem 
boundless and their weaknesses insignificant. 
 
 Show that you believe in their potential, 
and they will too. There are reasons for failure 
everywhere. Give them reasons to succeed. 
Encourage them to dream of great 
accomplishment. You might be surprised at what 
they produce. 
 
 Be sure to then document what they 
accomplish. Give them a list periodically. 
They’ll know what they should keep doing, and 
will know that you are indeed keeping track of 
their overachievements. 
 

36. FIX ONLY WHAT’S BROKEN 
 
 Sometimes the motivation problem you 
identify is not the problem you really have.  
 
 Example: One manager blamed a 
productivity problem on his employees’ lack of 
punctuality. He scrapped the old honor system 
where employees were trusted to arrive at work 
at 9:00 a.m. in favor of having everyone sign in, 
so he could keep track of comings and goings. 
 
 This fixed the punctuality problem, but 
not the productivity one. His mistake: He 
realized the hard way that “what you measure is 
what you get.” When he correctly re-identified 
his problem from “Are people showing up on 
time?” to “Is the department getting more 
accurate work out?” he changed his tactics, as 
well. 
 
 He met with every employee, and 
together, they decided how much work could 
reasonably be completed in one business day — 
and productivity shot up. The difference: 

Regardless of when they started, employees now 
got right down to business without wasting time. 
       

37. POSITIVE MOTIVATION WITH 
NEGATIVE FEEDBACK 
 
 Negative feedback forces a manager to 
combine motivation, counseling, and criticism in 
a way that alerts workers to where their 
problems lie, and what exactly has to be done to 
solve them. Here are some rules of thumb. 
 

• The purpose of negative feedback must 
always be to bring about change, not 
to criticize.  

 
• You can learn how to give negative 

feedback without offending an 
employee. In fact, if you do offend an 
employee, you’re not doing it properly. 
Keep the focus on the problem and 
make sure employees know that you 
will help them achieve the desired 
change. 

 
• Don’t try to sugarcoat negative 

feedback. You don’t want to threaten 
the employee or put the person down in 
front of anybody. But you are looking 
for a change in their behavior and 
everything you say should move in that 
direction. 

 
• As with all feedback, avoid the general 

and accentuate the specific. Tell 
employees the exact problems as you 
see them, and the exact solutions which 
both of you should agree on. 

 
• The timing of all feedback, especially of 

the negative variety, is very 
important. Don’t let the opportunity 
pass when negative feedback is called 
for. That makes it too easy to let the 
next chance for corrective action, and 
the next one, also go by without 
appropriate comment.  
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38. DRESSING DOWN A 
DEPARTMENT 
 
 If you have to call the entire department 
on the carpet for an overall problem, don’t let 
the “defeat” become de-motivating. Before you 
review the negatives of the situation, ask 
yourself: 
 

• What went wrong and how can we fix it? 
 

• Were the goals we set, but didn’t reach, 
attainable? 

 
• Did everyone understand what they were 

responsible for? 
 

• Did I choose appropriate behaviors and 
attitudes to reinforce? 

 
• Was there enough positive feedback? 

 
• Did outside forces add to the problem? 

 
 Tip: Just as you would with an individual 
motivation session, try the sandwich technique 
with the group. Develop a series of positive 
accolades to go along with the negative feedback 
that comes with missing a deadline or failing to 
finish a project. Keep everyone forging ahead by 
reminding them of past successes, then pointing 
out where mistakes were made in this particular 
instance. Emphasize overall departmental 
strengths just before you point out the weak 
points that need to be addressed to make sure the 
problem doesn’t recur. 
 

39. “APPLAUSE SCALE” IN ACTION 
 
 Do you find that your employees say 
“yes,” but really mean “no,” when you propose a 
motivation-building plan? 
 
 Try: Rating the value of your ideas using 
the “applause scale.” When you’re tossing 
around new ideas, go around the room and ask 
each employee to rate the proposal on a scale of 

one to 10, with 10 being the highest applause 
level. 
 
 This technique will informally uncover 
hidden pitfalls that don’t come out when you ask 
people directly about perceived drawbacks. 
Employees may not want it “on the record” that 
they think the idea will be too hard to implement 
or won’t reward the right behavior. The applause 
scale helps you gauge which employees are 
enthusiastic enough about the plan to get behind 
it — which can make a big difference in whether 
a motivation plan gets off the ground and 
prospers. 
 

40. HUSTLE QUOTIENT 
 
 Hustle ... it’s the drive that all managers 
should have, and should instill in their “troops.” 
It’s the enthusiasm that gets things done. How 
do you encourage it? 
 
 Ask: Does everyone know you expect 
hustle? Your job: Emphasize it. Make it part of 
every employee’s overall appraisal. Evaluate not 
only what’s done, but how it’s done. 
 
 Ask: Do they know that lack of hustle 
means others are hustling by them, specifically 
the competition? Your job: Get the point across 
without whipping or demotivating. 
 
 Ask: Do they have the skills to hustle to 
the goals you’ve set? Your job: Arrange 
employees in the right combinations so that 
strengths complement strengths and shore up 
weaknesses. 
 
 Most importantly: Hustle yourself. 
 

41. MOTIVATION PARTNERS 
 
 You don’t always have to be the spark that 
fires up motivation in your department. Set up 
an informal system in which co-workers serve to 
energize each other, with new ideas, 
suggestions, and problem solutions. 
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 Example: After a meeting, have everyone 
write down one thing they need to change as a 
result of the meeting. It can be a new work habit, 
a method of operating, rearranging priorities. 
Then share the changes with the entire group. 
 
 This type of follow-up will emphasize the 
necessity of implementing changes that come up 
at meetings. It will display your concern for how 
each individual contributes to positive change. 
And if you don’t get many changes, you’ll know 
that your ideas are not getting across and maybe 
you need some new motivation moves. 
 

42. SATISFACTION GUARANTEED 
 
 Whether your employees serve internal or 
external customers, that motto should underlie 
all their actions and decisions. If you give them 
the support and resources to come through on 
that promise, you’ll have an energized group 
dedicated to customer satisfaction, no matter 
who the customer is. (It could even be you!) 
 
 Start with training sessions that offer 
sample situations of customer problems that they 
can learn to solve by themselves. Follow up by 
giving them more direct contact with their 
customer audience. Some companies make their 
employees “ambassadors” when people outside 
the company come to the workplace. As a form 
of recognition, workers are chosen to conduct 
tours of the facility or explain company 
processes for customers, clients, and vendors. 
 
 Another company sends its employees out 
to see how the products they work on are used 
by others, so they see how important it is that 
they produce quality work. Employees will take 
more pride in what they do if they know how it 
affects others, and if they can “show off” their 
own department or company operations. 
 

43. UP CLOSE AND PERSONAL 
 
 Do a skills inventory. Ask employees to 
track what they do each day, how much they 
enjoy it, and what they have learned from it. 
 

 Patterns will definitely emerge. You’ll see 
that one employee likes public contact or that 
another has taken on many accounting projects. 
By looking at the trends, you can come up with 
ways for each employee to increase their 
expertise. 
 
 If you’re constrained from enriching good 
employees in their paychecks, then enrich their 
jobs. Find new challenges for them to tackle. 
Sign them up for a companywide project or 
interdepartmental assignment. Give them more 
resources to work with, or expand their ability to 
influence decisions and offer input. 
 

44. ADIOS TO ANXIETY 
 
 Give lots of extra support when people 
begin something new. Employees may begin a 
new job or take over an assignment and be 
pleased as punch to have been chosen — until 
panic sets in. Imposter thoughts like “I don’t 
really deserve this” or “my boss made a 
mistake” are common, even if they’re never 
voiced.  
 
 If you sense an employee’s mentally 
wavering or concerned about their own 
competence, run through the following exercise: 
Ask the employee to make a list of his/her top 
10 accomplishments. Then write one of your 
own. One manager who did this came up with 
35 accomplishments just by going through the 
employee’s previous performance appraisals. 
Faced with the “evidence,” the employee felt 
much less threatened in the new assignment.  
 

45. PICK A CARD, ANY CARD 
 
 As an alternative to delegating an 
assignment, let employees pick their own. Run 
through your own list of duties and choose three 
or four that have become routine and predictable 
for you. Then open up these jobs to employees. 
If one specific duty proves particularly popular, 
let employees take turns learning how to do it. 
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46. SELF-MOTIVATORS WIN THE 
RACE 
 
 If you want to encourage an 
entrepreneurial spirit within your department, try 
to foster an atmosphere where “everyone’s a 
potential winner.” And ease employees away 
from being too internally competitive. 
 
 Reason: Employees who try to top their 
own “personal best” end up accomplishing much 
more than employees who focus strictly on 
beating the “competition.” Studies show self-
motivators have less fear of failure, make fewer 
mistakes when they do fail, and are more likely 
to learn from their mistakes than employees who 
constantly compare their performance to others. 
 

47. CURE FOR PLATEAU WOES 
 
 Situation: You’d really like to promote a 
deserving employee, but there’s just no job 
available.  
 
 Solution: If the employee challenges you, 
tell the truth, but be as positive, forward-
thinking, and constructive as possible. You owe 
employees an honest perception of their standing 
in your department, but you also owe them their 
dignity. When you tell people that you believe 
their chances for promotion are small, you can 
also direct their attention to the work 
satisfactions and achievements they’ll still be 
able to get. 
 

48. GO FOR THE GOLD 
 
 To motivate employees who already 
register off the Richter scale in terms of 
performance, appeal to their need for 
achievement. Research has found that about 
10% of all employees have an extraordinary 
need for achievement and will do everything 
they can to fulfill it. 
 
 How can you do this? Encourage self-
management in top performers. They don’t need 
you to hold their hands and will only chomp at 

the bit if you put too many restrictions in their 
way. The more room you give them, the faster 
and harder they’ll work. 
 
 Some employees, especially those with 
bright, creative, and self-motivated streaks, may 
feel stifled by goals. The standard standards may 
just not be high enough for them. Take off the 
limits. Have enough confidence in their abilities 
to push them higher and harder.  
 
 Take a look around your workplace. Got 
anyone who should be getting more done, but 
isn’t? Maybe they need more, not less, to do. 
More, not less, pressure to accomplish. 
       

49. SEE THE FOREST FOR THE TREES 
 
 Design incentives with your whole 
department in mind. If you cater to the lowest 
common denominator, you’ll promote 
mediocrity — and create cynicism in your best 
employees. If you shower perks on the best, 
you’ll invite charges of favoritism. 
 
 Better: Hold out the same carrot to all. 
Employees who reach a certain level of 
competence or bring in a certain amount of 
business get to enjoy certain perks, such as less 
paperwork or coveted office space. Only a few 
are sure to benefit at first, but the possibility will 
inspire all to try harder and do better. 
 
 Many managers hand out the star 
assignments only to the “rising stars.” But this 
can leave the rank-and-file starved for 
meaningful work. 
 
 Don’t think it’s just hungry career 
climbers who are hot to try new things. Even if 
an employee’s not working toward a promotion, 
he/she may be eager to take on more. You may 
have to hunt a little harder to find this kind of 
enthusiasm, but don’t ever waste it. 
 
 Better: Learn to recognize — and play to 
— any employee who exhibits a positive at-
titude, regardless of initial skill level. Here are a 
few signs: 
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• The employee expresses an interest in 
doing more. 

 
• The employee has proven to be flexible 

and independent. 
 

• The employee has the required stamina for 
the job. 

 

50. THE HIDDEN STING 
 
 An employee’s just done something 
heroic, for which you’ve praised him/her to the 
hills. Now’s the time to bring up a nagging 
problem they’ve made every effort to duck. 
 
 Reason: It’s best to hit people when their 
motivation to change is very high. And 
employees are most receptive to constructive 
criticism right after you’ve just told them how 
much you value them. 
 
 Example: One manager praised his 
secretary for a perfectly typed letter, then gently 
chided her for always being late. Since she’d just 
been praised, she was eager to hear how she 
could earn it again. His praise inspired her to 
think about how she could perform other duties 
just as competently. She made a special effort to 
be prompt, so she’d have time to get everything 
done. 
 

51. PEP TALK BACKFIRES 
 
 You’re trying to encourage an employee 
facing a challenge, like creating a report or 
giving a presentation. You start your pep talk 
with “I know you’ll do great.” Stop right there. 
Your intended encouragement may have just the 
opposite effect. 
 
 Well-intentioned words can do more harm 
than good, unless you back them up with a piece 
of solid evidence. Employees can misinterpret a 
pep talk as added pressure, which can cause 
them to doubt their abilities. Or they may 
assume you’re just trying to be nice. 
 

 Instead, pick out one of that employee’s 
strengths and play it up. “I know you’ll do a 
good job because you’ve done your homework 
and know that subject cold.” Or: “You have a 
strong track record when it comes to hitting 
deadlines and you’re well-prepared to hit this 
one on the nose.” 
 

52. “LOOKS” ARE IMPORTANT 
 
 One survey found that employees’ “work 
spaces” are important factors in their satisfaction 
with their jobs. Here are two other findings and 
some suggestions. 
 

• Employees want ease of access to office 
equipment. Set up work spaces in a user-
friendly way, so that employees have 
ample desk space and quick access to 
computers and other often-used 
equipment, such as communal printers. 
See that office furniture is attractive and 
in proper working order. 

 
• Employees want access to people and 

departments. Find a way to keep 
employees near other department 
members with whom they work closely. 
Set up email and voice mail accounts for 
everyone, so they can communicate 
quickly. Even if they work in the same 
department, sometimes it’s easier for 
employees to email files, or leave 
detailed voice mail messages if 
necessary. 

 

53. PUBLICIZE YOUR PROS 
 
 It doesn’t take much to publicize your 
people. When they accomplish or achieve, or go 
beyond the routine call of duty, become their 
personal publicist. A company newsletter or 
departmental bulletin board are the most obvious 
forms of publicity. 
 
 But consider contacting the business 
section of the local newspaper when a 
subordinate accomplishes something note-
worthy. Or check professional organizations for 
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opportunities for your subordinates to submit 
articles or give presentations that would focus 
the spotlight on them. If there is a company 
honors program or a yearly review meeting, be 
the one to blow your employee’s horn. 
 

54. PERSONAL TOUCH 
 
 You can really drive home your personal 
commitment to motivating your employees by 
providing “personal” incentives. One manager 
makes a special homemade pasta sauce and 
gives it to the department’s “employee of the 
month.” Another rewards extra effort during the 
summer months when other employees are on 
vacation by bringing in tomatoes from her 
garden for the employee who went the extra 
yard. A third manager specializes in creative 
candle-making which he turns into personalized 
incentives. The point is not the reward, per se. 
It’s the link between the extra personal effort 
that both the manager and employee have made. 
 
 Note: The personal touch doesn’t have to 
involve rewards. It can be the simple act of 
asking every employee how a new policy or 
procedure will affect that person, before you 
initiate the change. 
 

55. DARE TO DELEGATE 
 
 Reward top performers by making them 
your personal “ambassadors.” Allow them to 
attend social functions in your place, let them 
represent your company at trade shows, and 
send them to meetings on your behalf. Besides 
the practical value of saving time, you’ll 
strengthen the employees’ ties to the company. 
       

56. CASHING IN ON PERFORMANCE 
 
 Create a “Time-Off Bank,” and put a set 
number of days in it. Then give employees 
permission to award “gold stars” to co-workers 
who they observe going out of their way for a 
customer, helping out a fellow employee, 
closing a tough sale, etc. When workers collect 
10 gold stars, they can then trade them in for a 

day off from the Time-Off Bank. By 
implementing such a system, you’ll not only 
encourage your employees to appreciate their 
co-workers’ efforts, but you’ll also help foster a 
sense of teamwork within your department. 
       

57. DON’T DUMP ON YOUR TOP 
PERFORMERS ... 
 
 It’s only normal when you have a priority 
project that needs to be done right the first time 
that you turn to one of your top-notch 
employees. If this occurs once in a while, it can 
be great way to show your respect for and trust 
in your “superstars.”  
 
 But when you start handing your top talent 
tight-deadline, high-priority projects day after 
day, you’re no longer offering them a challenge. 
You’ve crossed the line into “dumping” 
territory. And when you dump work on your star 
performers, you’re courting burnout and 
dissatisfaction. Instead, spread tough 
assignments around. 
       

58. ... BUT DON’T GO TO THE OTHER 
EXTREME, EITHER 
 
 Treating all your employees equally may 
sound like a good idea. But it can have 
disastrous effects on your best performers. 
While handing plum assignments to some of 
your mediocre workers may help jumpstart their 
motivation, it’s important not to forget about 
your high achievers. 
 
 Your star employees should be rewarded 
for their hard work and enthusiasm. They should 
not be treated like everyone else. Send some 
high-profile assignments their way. Share 
information about what’s going on with your 
department, and the company in general. Ask for 
their input when making decisions that will 
affect them. Start grooming them for super-
visory positions. (Note: Keep in mind that if 
there are no employees under you who can fill 
your shoes, your promotability may be affected.) 
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59. HOST A “CAREER DAY” 
 
 In addition to employees’ regular 
performance appraisals, it’s a good idea to sit 
down with each of your workers once in a while 
to get an idea of where they stand in their 
careers. Start off by discussing where they are, 
where they want to be in the near future, and 
where they want to be five years from now. 
Then talk about the skills they’ll need to get 
there, as well as the opportunities in your 
department and the company that can help them 
reach their goals. 
 

60. BE THE BEST COACH 
 
 Letting your employees know what they 
do right — and wrong — is an important part of 
keeping them motivated and satisfied. Thus, the 
role of “coach” is an important part for a 
manager to play. Here are 15 tips on becoming 
the best coach you can be.  
 

• Be available. 
 

• Promote participation. 
 

• Build relationships. 
 

• Utilize delegation. 
 

• Provide feedback — both positive and 
negative. 

 
• Allow mistakes — but don’t shy away 

from correcting them. 
 

• Be a role model. 
 

• Have high expectations. 
 

• Set goals — and make sure employees 
know what they are. 

 
• Share information. 

 
• Encourage teamwork — and be a team 

player, yourself. 

 
• Reward innovation — even if an 

employee’s idea doesn’t work out. 
 

• Say “thanks.” 
 

• Celebrate attempts. 
 

• Pick your issues carefully. 
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