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IntroducƟon
Your ability to funcƟon effecƟvely with others in a team is down to a number
of factors, which include personality traits, aƫtudes, behaviors and preferred
roles; but one of the most important factors, often almost completely
overlooked, is the moƟvaƟonal profile of the individual and of the individual
compared with the team profile.

Before going on to discuss this point briefly we need, however, to be aware of
what we mean by a team. People who just happen to be in the same
department, faculty, or funcƟon (e.g. finance, HR, sales, etc.) will always be a
group – but not always a team. We prefer teams because teams outperform
groups. As the old adage goes, Together Each Achieves More.

The four defining characterisƟcs of a team are: first, a reason or a remit for
exisƟng in the first place. Teams seek to achieve a common objecƟve(s) and so
have purpose or mission. Second, teams are people who are interdependent –
they rely on each other and everyone counts. Third, teams possess a strong
belief in the efficacy of teams. As Virgil put it: ‘Success nourished them; they
seemed to be able, and so they were able’. And finally, teams are accountable
– to each other and to the wider organisaƟon; they eschew personal glory for
the greater good.

With this in mind, then, your MoƟvaƟonal Map is part of a bigger picture: the
Team Map and, beyond that, the OrganisaƟonal Map. What are we talking
about here?

 

 

  

In general RelaƟonship type moƟvators conflict most with Growth type
moƟvators, and this is because at root: RelaƟonship moƟvators are slower,
risk-averse, and change-resistant whereas Growth moƟvators are faster,
risk-friendly and change-orientated (no value-judgement implied in these
descriptors – context is criƟcal for determining which are more relevant).
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  Thus, we can outline their potenƟal compaƟbility in the following way:  

   

  

This grid is a simplificaƟon but it gives an overview of the principles. The full
compaƟbility and non-compaƟbility chart shows a much more accurate
picture.

Now let’s take this to another level, your top three moƟvators drive you to
seek certain outcomes. Some of these moƟvators conflict, and this can happen
internally. For example, you may have Defender – the need for security as your
top moƟvator – and it is equally scored with the Creator, as your second
moƟvator, the desire for change. You have in this situaƟon an internal conflict,
in which the Defender in YOU wants stability, wants things to stay the same,
and at the same Ɵme the Creator in YOU, almost as strongly, wants innovaƟon,
wants the new, and the result can be a kind of internal paralysis or indecision.

Now if we consider this on the larger stage of a team, it should be clear that if
you have a specific moƟvator as your primary drive, want, desire, and this is
somebody else’s lowest drive, want, desire – in fact so low it is almost an
aversion, then we have within the group – if not a real team – an opposiƟon of
energies (for that is what drives, wants, and desires are) which can lead to
conflict or indecision or paralysis. Worst of all it can lead to conflicts which are
subconscious in nature: we sense the opposiƟon from someone else and we
resent it. We think they don’t like us, or they are being difficult, and then our
opposiƟon to them kicks in. Funnily, if we do raƟonalise it, this opposiƟon is
often perceived to be a ‘personality conflict’; more often than not, it is a
moƟvaƟonal conflict.
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Thus, for teams to grow and thrive they need to be aware of each others’
moƟvaƟonal profile and each member needs to be responsible, if only on a
one-to-one level, of fuelling the moƟvators of other team members.

 

 

  

Further, just as the individual has a Personal MoƟvaƟon Audit score – how
moƟvated he or she is as a percentage – so these numbers aggregated can
show what the moƟvaƟonal score is for the team. One metaphor for this
would be, how much fuel is in the tank? Clearly, the higher the score the
beƩer: the more energy the team has, which if focused, then this is more
likely to be producƟve for the greater good of the organisaƟon.

 

 

Finally, it is important to realise that certain groupings of moƟvators within a
team – the dominant paƩern in fact can have a massive relevance to fitness
for purpose. Where, for example, we need speed in the workplace –
operaƟonally – or even in a sector – say, logisƟcs – do we have a team whose
moƟvators are predominantly slow? AlternaƟvely, where we need
thoroughness, accuracy and care – which are slow in nature – do we have
teams who are driven by the ‘fast’ moƟvators? There is not a right or wrong
set of moƟvators here, anymore than there is a right or wrong moƟvaƟonal
profile for an individual; but what does drive the issue is context – what does
this context require? - and that will determine suitability of profile.
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Team Members
This MoƟvaƟonal Map Team Profile is based on the individual responses of
each team member to the MoƟvaƟonal Map QuesƟonnaire. The team
members included in this profile are:

Roly Gurner Shane Freeland Sharon Cadman
Ness Gurner Rebecca Hubbard Jack MineƩ
ScoƩ Chilvers Chris Gartell Keir Conway
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The Nine MoƟvaƟons Of Work
The Nine moƟvators sit within the three cluster groups, as shown in the
diagram below:

 

 

  

These are broad groupings and are not water-Ɵght. For example, the Expert
does not necessarily have to be 'expert' solely at work - though this is where
the general focus is. Clearly, it is 'easier' in some senses to obtain saƟsfacƟon
from work where the MoƟvaƟons are all Achievement orientated: after all,
work in most places is designed to produce money (the Builder), power (the
Director) and experƟse (the Expert); obtaining friendship (the Friend), say, or
meaning (the Searcher) is usually more problemaƟc! The challenge for all
bosses is to produce the possibility of moƟvaƟng in all nine areas for all their
staff.

With teams it is important to consider whether the moƟvators are generally
‘mixed’, which is that the three basic categories of RelaƟonship (R),
Achievement (A) and Growth (G) are represented in the top 3 or 4 team
moƟvators, or whether the team exhibits a preference, and one of (R), (A) or
(G) is dominant. The importance of this is in understanding the appropriate
acƟons to take when planning how to moƟvate the team using Reward
Strategies.

Clearly, the basic principle is to feed the dominant moƟvators. In the case of a
‘mixed’ profile this will mean paying more aƩenƟon to the individual nuances
of the team profile. In other words considering the dominant moƟvators but
being very alert to which members of the team do not share them, and
whether there are many potenƟal conflict points. Where there is a dominant
triad it will be possible to consider the essenƟal characterisƟcs of that
parƟcular triad. Therefore, this means understanding that a RelaƟonship type
team will need more Ɵme, more certainty and full communicaƟons to drive
moƟvaƟon; that Achievement type teams will need more control, more
rewards and deeper knowledge; and that Growth type teams will need more
speed, more ‘big picture’ stuff, and a sense of new things being realised.

 

  See the next page to find out your teams MoƟvaƟonal tendencies.
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ExecuƟve Summary
Part of Cluster Analysis is studying the the Absolute Strength bar chart. This
measures how important each moƟvaƟonal triad – or cluster - is set against
the other two. In other words it shows which moƟvaƟonal tendency is
stronger or whether the tendencies of the team are balanced. It provides you
with a visual type of ExecuƟve Summary of the team’s moƟvaƟonal
tendencies. Consider:

Does one triad dominate? E.g., is Growth much more highly scored?
Is one triad especially weak? E.g., well below the 30% score?
Is there balance between all three triads? E.g., all triads near the 33%
mark?

 

 

  

Looking at this bar chart should give you a good idea of what is really
important to your team about being moƟvated at work.

If the distribuƟon of the three colours is preƩy even (a range, say, of only 4%
between 32% lowest and 36% highest), then the team is preƩy balanced: the
team gets moƟvated at work through RelaƟonship moƟvators, through
Achievement moƟvators, and through personal Growth moƟvators probably
in equal measure. Flexibility is then in order, and the need to look at the
individual scoring more closely, especially for potenƟal internal conflict.

On the other hand, if the range of scores is in excess of 10%, say 30% lowest
and 40% highest, then the team’s moƟvators are dominantly in one key triad.
This means the team will have a more unitary and disƟncƟve flavour allied to
the characterisƟcs of the triad they are in. To get the best from such teams the
Reward Strategies will need to be highly focused; but at the same Ɵme it is
likely that team-focused rewards are likely to be effecƟve as most will buy in.
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Your Teams Dominant Cluster is No Dominance

No cluster is dominant, the moƟvators are mixed in this team. This suggests a
balance as opposed to a strong focus. This is not beƩer or worse: context
determines whether a parƟcular combinaƟon of clusters or moƟvators is
useful or effecƟve. Here, this may well be a strength in which the variety of
moƟvators are effecƟvely deployed through appropriate roles within the
team. AlternaƟvely, parƟcular aƩenƟon may need to be paid to the
individual’s moƟvators – to see, first, whether there are internal conflicts; and
secondly, whether there are any potenƟal conflicts between individuals within
the team. A warning sign that the moƟvators are conflicƟng and this needs to
be addressed would be that the team is indecisive or uncommiƩed or
polarised.
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Team Profile
The bar chart below shows in rank order all of the nine moƟvators for the
team, and the strength of the moƟvators as measured against each other. The
importance of this is in firstly, seeing the strength of the dominant moƟvators,
and secondly, seeing which cluster tends to dominate.

 

 

  

This next chart shows the number of team members who share the top 3
moƟvators and set below that number, the number of members of the team
who have that moƟvator as their lowest score. The importance of this is in
spoƫng potenƟal moƟvaƟonal conflicts.

 

 



Team Primary MoƟvator:

The Expert
Insighƞul
Learning-orientated
Knowledgeable
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Expert teams need experƟse and mastery of a subject. They seek to be an
expert at what they do, and to achieve technical mastery. For the team to feel
that they have not performed well due to some inadequacy of collecƟve
knowledge or skill would be seriously distressing and de-moƟvaƟng for them.
Also, if they cannot exhibit experƟse then this too is a cause of stress.
Furthermore, Expert teams acƟvely seek opportuniƟes to demonstrate
experƟse in the specialised fields in which they operate. Giving them the
opportunity, then, to teach and demonstrate to others is highly rewarding for
them; they like to be known for their experƟse, both individually and in terms
of the reputaƟon of the team. To be, for example, a top team in a top
accountancy pracƟce would not be about making the most money or having
the largest number of clients – but top here would mean providing the most
expert service. Because they place so high a value on experƟse, training
opportuniƟes are highly moƟvaƟng for them. A key acƟon they can take to
help their team development is to acƟvely seek learning, training and
development – not wait for it to be ‘allocated’ by others.

Expert is the team’s highest score, so realizing their potenƟal as an expert
team in a given field is of paramount importance: consider the words, ‘expert’,
‘specialist’, ‘craftsman’, ‘arƟst’, or even ‘technical’ as adjecƟves: for example,
the expert software team, the specialist aucƟoneering team, the craftsman
builder team, the arƟst design team and so on. Further, at this level of
intensity, it is usually safe to say that Expert teams like, if not love, all forms of
learning and development and so are open to – and moƟvated by - training
even on non-core experƟse.

 



MoƟvaƟon Strategies:

The Expert
Invest in e-learning packages – technical, interpersonal and managerial – to
enable staff to carry on learning 24/7.
Use Mentoring OpportuniƟes. Experts will especially like mentoring from a
more knowledgeable or skilled colleague and this can work within the team.
Flag up learning opportuniƟes over the next year for the team and individuals
within it. Show them the overall development plan and what’s on it for them.
Can the office environment be used as part of the learning environment?
Consider display areas and the environment: can be uƟlised?
Ask Experts within the team to share their learning experience - ask them to
cascade their learning, especially after external courses.
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Here are some strategies you could use to improve or help to maintain your
teams current levels of moƟvaƟon:

 



Team Second MoƟvator:

The Defender
Stable
Security-orientated
Accurate

MoƟvaƟon Strategies:

The Defender
Link organisaƟonal goals and achievement to personal security. Do this
informally and formally (for example, at appraisal Ɵme).
Create an environment where dependability is par for the course. For
example, good furniture, hardware that is quality and funcƟons.
Reward and value loyalty and faithful service within the Defender team – be
explicit about this. Stress team values and co-operaƟon.
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Defender teams need security. They need to believe that what they are doing
is contribuƟng to a solid and predictable future. Therefore, they need to
understand how the contribuƟon of their team affects the organisaƟonal
results which lead to all the indicators of long term success. These may
include: the profitability of the organisaƟon, its size, its reputaƟon, its ongoing
longevity, and even its prospects as they are debated both in public and
private forums. What the Defender team wants to know is how their work will
produce safety, security and geƫng it right for its team members. The need
for security is one of the most powerful of all human needs – and it tends
towards risk-avoidance. Safety is of prime consideraƟon, along with assurance
and re-assurance. However, they may well take bold moves, so long as
detailed calculaƟons show the outcome is preƩy certain. Being given accurate
informaƟon frequently is highly moƟvaƟng for the Defender team and so
producing accurate work is important to them: thus they tend to be ideal for
tasks where data and informaƟon needs to be checked and made doubly sure.

Here are some strategies you could use to improve or help to maintain your
teams current levels of moƟvaƟon:

 



Team Third MoƟvator:

The Searcher
Purposeful
Feedback-orientated
Quality criƟcal

MoƟvaƟon Strategies:

The Searcher
Engage in team building exercises - develop a team culture. This re-enforces
the significance of the Searcher team’s work.
Improve regular communicaƟons at work: Oral, WriƩen, Electronic and use
visual, oral and kinaestheƟc modes to communicate.
Searcher teams love posiƟve feedback – so give them it. Especially tell them
about the consequences of their work and praise them.
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Searchers need meaning. This team wants to do things which are valuable for
their own sake. They want to do acƟviƟes that they believe in. This means
things that their acƟviƟes are important or significant to them, and not just
undertaken to make money or give status. The work must have intrinsic value
and be significant in its own right. Thus, teams involved in acƟviƟes which
become increasingly paper driven, will become seriously de-moƟvated.
Fundamentally, the Searcher team seeks to make a difference – to the quality
of work and life for others. Also, to the quality of their own work and life,
which is why they are moƟvated by team development and efforts to work as
a team – they realise that effecƟve teams can make more of a difference than
simple solo contribuƟons. And it means they are looking for something
‘beƩer’ – maybe, a ‘cause’ – than what exists now. So, Searcher teams
pre-eminently, along with Creators, seek posiƟve change.

Here are some strategies you could use to improve or help to maintain your
teams current levels of moƟvaƟon:

 



Your Lowest MoƟvator:

The Star
RecogniƟon-driven
Status-orientated
Hierarchical
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Star is the team’s lowest moƟvator, so the need to be admired and respected
because of one’s posiƟon is completely alien to them. Hierarchy and pecking
order can have liƩle meaning or aƩracƟon. However, they must remember –
this moƟvaƟon is highly important to many other people, especially in large
organisaƟons – so avoid alienaƟng them by slighƟng its importance to them.
Be generous in giving praise and acknowledgement – remember, it usually
costs nothing but can have a big effect. How can we be a source of recogniƟon
to others? How can we opƟmise the contribuƟons of Stars within the team?
What can we do to obtain more recogniƟon for the efforts and achievements
of our team? Reflect on these quesƟons.

The lowest moƟvaƟonal score can be very revealing. The top three scores are
more exciƟng, but noƟng our lowest moƟvator can also give useful clues
about improving our moƟvaƟon and our work.

First, ask the quesƟon: is our lowest moƟvator causing us a problem? We
someƟmes call this a hygiene factor, which means that the moƟvator does not
moƟvate us, but its absence can lead to de-moƟvaƟon. For example, imagine
that nobody including the team leader has Director in their personal profile,
and Director is also the team’s lowest moƟvator – might that be a problem –
the team needs managing but actually nobody in the team wants to manage?

Secondly, the lowest moƟvator may also re-enforce all or one of their top
three moƟvators. We call this polarity reinforcement. For example, the
Creator is very change friendly – on the other hand, the Defender is change-
averse. If the top moƟvator is Creator and the boƩom is Defender then the
team will be even more change friendly, than if they simply had Creator as
number one. And by the same logic, if the team has Defender as their top
moƟvator and Creator as their lowest, then the team will be even more
change-averse than if Defender alone were simply top.
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Thirdly, the lowest moƟvator can affect how individuals feel about others. For
example, if their lowest moƟvator is Star, but there is someone within the
team for whom Star is the top moƟvator, then it is highly likely, especially in
the absence of one or two shared moƟvators, that there will be conflict within
the team. Those sharing the Star as lowest, or near lowest moƟvator, may well
find the – as they perceive it - ‘aƩenƟon’ seeking behaviour of the individual
with Star as their primary moƟvator as extremely irritaƟng. In short, spoƫng
the lowest moƟvator within a team can be a useful way of explaining and
resolving certain conflicts within the team. For, fortunately, the shared
language of MoƟvaƟonal Maps can provide an escape route from conflict, as
can the development of team self-awareness as they scan their team Map!
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Change Index Score

The Change Index seeks to establish how recepƟve a team is to change.
Change is not good or bad in itself, but if big changes are necessary – and
increasingly they seem to be – then whether or not a team is emoƟonally
ready or resistant to that change is an important factor to consider before
implementaƟon; it needs to be taken into account because even the best
ideas will fail if the team emoƟonally are not ready to accept them. And let us
also be aware: teams that resist changes may have good reasons to do so, and
may subsequently be proved right in their opposiƟon – it was a bad idea!

Another way of puƫng this is: how Risk-friendly or Risk-averse are the team?
The importance of this is in knowing in advance of any change project how
much resistance is likely to be met. In this way more or less resources can be
brought to bear to effect successful change.

One further point to note is that teams which are change-friendly/risk-friendly
tend to move faster than teams which change-resistant/risk-averse, which
tend to move at a slower pace. The reason is clear: change-friendly teams
tend to seek effecƟveness whereas change-resistant teams tend to seek
efficiency. Again, neither is beƩer or worse, but the context is decisive in
deciding what kind of team do we need in this situaƟon?

 

 

  

Your team has a change index score of 57% meaning that this team has a
posiƟve aƫtude to change and is risk friendly. They will tend to want to move
at a fast pace with a focus on effecƟveness and outcomes. Systems and things
need to ‘work’ – results are important.

 



The team is currently 54% moƟvated in their
current role. This means that they have a
declining level of moƟvaƟon and find their
current situaƟon not enƟrely saƟsfactory.
Unless significant steps are taken to improve
their moƟvaƟon, there is a risk they may
become de-moƟvated.
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Team’s Current Level of MoƟvaƟon
The MoƟvaƟonal Audit Score is a snapshot of how your team feel their top 3
moƟvators are currently being saƟsfied at work. This is an aggregate score
made up from each individual’s moƟvaƟon, which you can easily ascertain
from the Team Data Table. It is important to remember that moƟvaƟon
changes – someƟmes quickly, someƟmes slowly – over Ɵme, and whatever
the current level, then improvements can be made. If your team is 100%
moƟvated then the challenge is sustaining that – like your health, moƟvaƟon
cannot be taken for granted.

The diagram below shows the four quadrants relaƟng to the % score for the
team moƟvaƟon audit. These quadrants will help you to idenƟfy the type of
acƟon that is needed and possibly the speed of that acƟon, to help you
improve or maintain the levels of moƟvaƟon – and so of future performance
of your team.

 

 

  Be mindful: This score does not imply any judgement of their ability to do
their job – be clear that moƟvaƟon is independent of one’s personal skill set.
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Analysing Team Data

The team data table in the appendices shows the “raw data” for each of the
team members included within this team report. In reviewing this data, some
general points and potenƟal issues should be kept in mind:

Firstly, look for team members whose number one moƟvator is another
members lowest MoƟvator. In about 50% of cases we often discover conflict
between the individuals. The maps provide a common language in which this
conflict can usually be successfully resolved, once the individuals understand
why they “differ”.

Next, scan for individual scores above 30 – “spikes” and scores below 10 –
“inverse spikes”. Scores above 30 usually indicate an intense MoƟvator or
need. To ignore this is at management’s peril.

If the moƟvator scoring above 30 cannot be met through the Rewards
strategies programme, then it is unlikely that the individual will stay in the
organisaƟon: or if they do they will tend to become counter-producƟve over
Ɵme. An “inverse spike” indicates the opposite result. This individual places
very liƩle value on this MoƟvator, and is more likely to “differ” with someone
who regards the MoƟvator as important.

Very extreme scores at either end of the range need to be carefully monitored
because they can someƟmes indicate someone who is deliberately trying to
forge a “false image” – in other words, the audit does not really represent
them. However, this only occurs in less than 1% of cases.

Finally, consider the spread of the MoƟvaƟon scores because they reveal how
flexible or how focused the individual is likely to be.

If the difference between an individual’s top and boƩom score is no
greater than 8 points (e.g. Lowest Score = 16 and Highest Score = 24),
then that is very different from an individual who has a spread of 20
points. (e.g. Lowest Score = 10 and Highest Score = 30).

Someone with a range of 8 points is likely to be more flexible and
accommodaƟng – (perhaps more of a team player) – than someone with
a 20 point spread. AlternaƟvely, an individual with a 20 point range is
likes to be highly focused or targeted.

 



My Goals

What will I do? How will I do it? When will I do it?
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Team MoƟvaƟonal AcƟon Plan
When you have had the opportunity to consider this report think about some
acƟons you could take to help improve your teams current levels of
moƟvaƟon. Use this page to write down the goals, and some acƟons you are
going to start taking to help improve or maintain current levels of moƟvaƟon
within your team.
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A moƟvaƟonal thought...

They can because they think they can

Virgil

MoƟvaƟonal Maps, its agents or employees and all other companies in the MoƟvaƟonal Maps group (together the "MoƟvaƟonal Maps
Group") accept no responsibility for any decisions, acƟons or consequences arising as a result of readings, analysis and interpretaƟons of
its Map products and any advice given in the light of individual, team or organisaƟonal maps. MoƟvaƟonal informaƟon must always be
taken together with other organisaƟonal factors when considering material and personnel changes. The MoƟvaƟonal Maps Group has no
liability (including liability in contract or negligence) to you or to any other person for any loss of profits, turnover, revenue, opportunity
or any consequenƟal or indirect losses suffered or incurred by you or that person in relaƟon to the advice, recommendaƟons,
informaƟon or services.
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Team Data Table
Top MoƟvator
Second MoƟvator
Third MoƟvator
Lowest MoƟvator

 
Team MoƟvaƟon Score: 54%
Change Index Score: 57
RAG: 32-34-34

 

 

Name Expert Defender Searcher Builder Spirit Friend Creator Director Star
MoƟvaƟon Audit

% 1 2 3
Roly Gurner 28 19 27 20 22 20 23 13 8 97% 10 9 10
Shane Freeland 29 21 23 29 22 17 13 17 9 60% 7 4 6
Sharon Cadman 22 23 22 16 15 18 22 19 23 38% 3 4 8
Ness Gurner 21 25 26 18 22 20 20 15 13 66% 7 6 6
Rebecca Hubbard 24 22 29 14 15 18 24 17 17 50% 5 5 5
Jack MineƩ 24 23 18 33 28 10 12 22 10 31% 1 5 10
ScoƩ Chilvers 21 23 20 22 22 17 17 18 20 66% 6 8 6
Chris Gartell 17 29 21 17 14 28 14 17 23 23% 1 5 2
Keir Conway 30 24 17 21 22 19 16 11 20 57% 8 2 3
Total 216 209 203 190 182 167 161 149 143 54%  
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