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The challenge
Implementing new strategic orientations, promoting new behavior, kick-starting performance: all these challenges 
require to be able to mobilize the people who are to meet them. Yet it is astounding to note how some arguments 
which hit home for some employees leave others completely cold. 
This phenomenon cannot be explained simply by a lack of will! Edgar Schein, an MIT researcher, has established 
that sources of motivation vary widely from one individual to another. It is therefore up to the manager to adapt his 
or her arguments to suit the diversity of motivational sources.

Adapting your arguments
The more you are able to motivate your employees effectively, the better you will be able to find arguments that match their 
predominant sources of motivation.

Taking account of personality differences 
to motivate your employees

Your employee is above all looking to develop his or her expertise:
• Demonstrate your legitimacy by showing your own expertise.
• Explain to your employee how his/her skills are key to successfully

manage change.
• Underline how change will enable your employee to widen

his/her expertise.

Your employee is motivated by the opportunity 
to get involved and express him/herself:
• Be enthusiastic.
• Ask him/her to contribute to the change by sharing

his/her ideas; organize brainstorming sessions.
• Define sub-projects within the change project,

which you can entrust to him/her.
• Set objectives, but don’t define too precisely how

to achieve them.

Your employee values his/her 
autonomy above all:
• Specify the degree of

freedom within the new
constraints.

• Establish a plan of action
and fix milestones between
which your employee is
allowed his/her autonomy.

Your employee is above all 
looking to meet challenges:
• Insist on the urgency of the

change without hiding the 
difficulties.

• Show how each individual
can contribute to success.
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Challenge

Your employee is primarily looking to develop 
his/her managerial responsibilities:
•	Stress the performance gains expected from

the proposed change.
•	Show how the change will enable him/her to

widen his/her range of skills.
•	Underline the opportunities for promotion that

change will open up.

Your employee values the flexibility 
his/her activity allows for organizing 
his/her private life:
• Be concise about the reasons for the

change and specific as to the impact
on everyone’s day-to-day activity.

• Respond to concerns regarding the
impact of the change on private/
professional life balance.

Above all, your employee is looking for 
job security:
• Insist on the need to change so as not

to disappear.
• Underline what will not change!
• Paint as clear a picture as possible

of the situation in the future.
• Communicate frequently and listen

to his/her questions.

Your employee values his/her activity 
because it is useful to others:
• Point out the advantages of the change

for the common good. (E.g.: "Reorganizing
these processes will enable us to better
meet the needs of our customers").

• Make him/her aware of the role he/she
could play in ensuring the success of the
project for all those concerned.
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