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Overview  
This module explains the role that human needs and different patterns of 

employee motivation play in maintaining workplace motivation and employee 

engagement. It also explores situational coaching needs of individual 

employees, as well as types and consequences of positive behavioral 

reinforcement. Topics include:  

• Maslow’s Hierarchy of Human Needs and Two Patterns of Employee 

Motivation On The Job  

• Great leadership and employee engagement  

• Different task and relationship needs of the four behavioral styles  

• Different task and relationship needs of the four situational leadership 

styles  

• Conditions for making appreciative feedback.  

  

Module Objectives  
Given a simulated situation in which good performance has been observed, 

you will plan positive motivation strategies for employees with different 

motivation patterns, behavioral styles, and under different leadership 

situations, so that the feedback is specific, appreciative, and suited for the 

individuals.  

Enabling Objectives  
In this module, participants will:  

1. Recognize the characteristics of great leadership and their connection to 

employee engagement.  

2. Recognize the hierarchy of human needs and relate them to two patterns 

of employees of employee motivation on the job.  

3. Recognize and apply the different task and relationship needs of the four 

behavioral styles.  

4. Recognize and apply the different task and relationship needs of the four 

situational leadership styles.  

5. Recognize and apply the conditions for making appreciative feedback 

more effective in the workplace.  
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Leadership Behaviors  
Daily Leadership  

• Support individual motivation needs  

• Motivate with positives, not negatives  

• Make promises and keep them  

• Listen to learn what has meaning for others  

• Interact with employees to leave a positive impression.  

  

STAR 7  

• We listen to understand. We speak to be understood.  

• We give and receive meaningful feedback.  

• We seek other opinions. We value different perspectives.  

• We collaborate. We strive for engagement.  

• We interact through rapport.  

• We play on a bigger TVA team.  

• We do what we say we will do.  

• Our actions, our words are consistent, honest, ethical.  

• We value everyone and everyone’s work.  

• We treat each other with respect and dignity.  

• We assume innocence.  

  

Facilitator’s Notes for this module will be in italicized blue text.   

This module starts with a motivational story. After reading the story on Page 4, please 
instruct participants to think about what kind of a “captain” they are in their own 
organization. Referring back to this story and the two captains throughout the module 
may help to stimulate discussions.  

Please note that PowerPoint slides for the following section on leadership are animated 
and designed to allow facilitator to add components of the included graphics as they are 
discussed.  

  

 

 



Challenges of First Line Leadership 3.0                  Module 4 - Motivational Foundations   

     
    

4  The Leadership Institute  

  

A Smooth Sailing Start to Motivational Foundations  

To effectively engage and motivate your employees, you must know 

something about their needs and take steps to address those needs. Read the 

following story and consider how the captains of the two ships addressed the 

needs of their sailors.  

  
Figure 1 "Shining City on the Sea" by Edna Bamey  Flickr Photo #475  

The Two Ships Story  
Many years ago, I was a junior U.S. Navy pilot in the Mediterranean, serving 

on our newest nuclear aircraft carrier with the most modern aircraft in the 

U.S. Navy. The other aircraft carrier in the same area was our oldest 

conventional carrier with our oldest aircraft. But it outperformed ours in 

almost every way. We had a technically competent captain who was not a 

good communicator and rarely offered a compliment. When I visited the 

older carrier for a few days, it was immediately obvious that the captain there 

was a great communicator. Several times a day he used the ship's speaker 

system to tell the entire 5,000-member crew what specifically they were doing 

well, often recognizing teams and individuals. The entire ship hummed with 

energy and high performance.  

Maxwell, Mary. "Are you an HR star? Test your knowledge. " Nursing Economics. 22.4 (July-August 2004): 214(2). Expanded 
Academic ASAP. Gale. University of Tennessee Libraries. 12 July 2010.  
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Great Leadership and Employee Engagement  
In Module One, we briefly discussed how basic supervisory and great 

leadership behaviors related to the supervisor roles and responsibilities. We’re 

now going to discuss how great leadership behaviors contribute to highly 

motivated work teams.  

Great Leadership Makes A Difference!  
Research by the Gallup Organization indicates the immediate supervisor has the 

biggest impact on a workgroup’s productivity (Coffman, C. & Harter, J. (1999). This 

effect has been found with respect to safety, productivity, business results, 

and employee satisfaction.  

Good managers do things that result in employee satisfaction and 

engagement which results in:  

• Improved customer satisfaction  

• Improved productivity  

• Increased company profit  

• Reduced employee turnover  

• Fewer on-the-job accidents  

 
 Figure 2  Graphic created by Mary Morse. No copyright   
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Three Levels of Leadership:   

     Taking It To The Next Level!  
 

Let’s look at three levels of leadership and see how we can take it to the next 

level. Remember, “Great Leadership Makes a Difference!”   

1. Passive Leadership  
A passive leader acts as an administrator who follows a routine, applies rules 

and procedures, and avoids risk. Passive leaders never stick their neck out. If 

a new situation confronts them, they try to find a rule or policy to cover it so 

they don’t have to make decisions. In fact, no real leadership occurs in 

this dimension.  

 

 

  

Figure 3 Graphic created by Mary Morse. No Copyright.  

    

Passive leaders exhibit passive avoidant behaviors. The behaviors listed below are typical 

passive avoidant behaviors.  

PASSIVE  
LEADERS   

Does minimum  
to get by   

Does not invest  
in relationship  

building or  
development   

Will manipulate  
& exploit  

employees in  
order to    

"look good"   

Will "fudge,"  
make excuses,  
take shortcuts,   
blame others   
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Figure 4  Graphic created by Mary Morse No copyright  

  

 (Facilitator should initiate a brief discussion by asking participants describe how employees 

respond to this type of leadership. How does it affect employee motivation?)  

    

  

Reacts to  
problems if  

serious   

If not broke,  
don't fix it   

Avoids  
involvement   

Absent when  
needed   

Avoids  
deciding   

Delays  
responding   
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2. Basic Supervision  
When a leader operates at a level of basic supervision, it typically means that 

followers agree with, accept, or comply with the leader in exchange for 

praise, rewards, and resources, to avoid disciplinary action.  

Merely competent supervisors do many things that can improve employee 

motivation. They actively and purposefully establish expectations, monitor 

performance, provide feedback, positively reinforce good performance, and 

apply negative reinforcement to poor performance. He or she initiates and 

follows through on behavioral transactions with subordinates.  

  

 

 

Figure 5  Graphic created by Mary Morse. No copyright  

  

  

BASIC 
SUPERVISORY  

LEADER   

Focused on  
meeting the  
quantity &  

quality goals of  
the work group   

"Does no harm,"  
is "nice" to  

others so as not  
to impact  

production   

Doesn't shirk  
duties, has high  
standards, takes  
responsibility for  

results   

Treats workers  
"fairly" but  

impersonally   
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Basic Supervisory Leaders exhibit two main types of behavior 

characteristics:   

• Contingent Reward   

• Active Management By Exception   

The two charts shown below illustrate behaviors associated with each type.  

  

  

 

   Figure 6  Graphic created by Mary Morse. No copyright  

(Facilitator should initiate a brief discussion on basic supervision. Questions to start 
discussion might include: Does this sound like competent leadership? How effective is 
this type of leadership?  How does this style of leadership affect motivation? What is 
missing with this type of leadership?)  

    

  

CONTINGENT  
REWARD   

Sets  
performance  
expectations   

Clarifies  
rewards   

Assists  
based on  
employee  

effort   

Rewards  
employee  

achievement   

Recognizes  
employee  

achievement   

ACTIVE  
MANAGEMENT  
BY EXCEPTION   

Focuses on  
mistakes   

Puts out fires   

Monitors and  
tracks  

employee  
mistakes   

Concentrates  
on failures   
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3. Great Leadership    
Great leadership enhances the impact of basic supervision 
behaviors.  
In addition to effectively performing those functions that fall under the 

category of “Basic Supervision,” great leaders place the needs of the work 

group and subordinates above their own. This means they assume risk and 

take action based on ethical principles and commitment to specific values.  

  

 

Figure 7 Graphic created by Mary Morse. No copyright. 

(Facilitator should initiate a brief discussion on great leadership. Questions to start 
discussion might include:  How does this style of leadership affect motivation?  
Discuss how employees act with this type of leadership)  

  

 

 

 

Great 
Leadership 

 

  

Highly dedicated to  
developing unique  

abilities in each  
employee to support  

the mission   

Actively works to build  
community while  

focusing on individual  
needs   

Highly dedicated to  
building commitment  
to the mission, instills  

concern for high  
standards in each  

employee   

Sets example, puts  
employees' needs  
ahead of own but  

impersonally   
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Great leaders impact employee behavior and 
workgroup productivity through:  

1. Inspiration  
A great leader provides followers with a clear sense of purpose that is 

energizing. He or she serves as a role model for ethical conduct. Finally, 

employees find it easy to identify with a great leader and his or her articulated 

vision.  

2. Intellectual Stimulation  
A great leader stimulates followers to question the tried-and-true ways of 

solving problems. They encourage employees to question the methods they 

use in order to improve upon them.  

3. Individualized Consideration  
A great leader focuses on understanding the needs of each employee and 

works continuously to help each individual to develop to their full potential.  
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Great Leadership Characteristics  
  

 

  

Participants should be instructed to look over the characteristics of great leadership and 
think about which characteristics they currently do, which ones they would like to 
develop, and which ones they would not be comfortable with at all. After this discussion, 
proceed with the activity below.  

  

  

  

  

  

  

  

  

    

    Figure 8     Graphic created by Mary Morse. No copyright   

Great 

Leadership 
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Which characteristics of Great Leadership will 
you use to take your leadership to the next level?  
 

Use the chart of Great Leadership Characteristics on the previous page to:  

• Compile a list of great leadership skills that fit with your leadership 

style   

• Commit to their use as you lead your team!  

  

Then formulate strategies to support and motivate specific employees. Think 

of three employees (don’t use your employee’s real names) and develop strategies 

for:  

• Strategies for motivating employee #1 using inspiration:  

  

  

  

  

• Strategies for motivating employee #2 using intellectual 

stimulation:  

  

  

  

  

• Strategies for motivating employee #3 using individualized 

consideration.  
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(Facilitator can ask participants to share their employee motivation strategies after they 
work on this activity individually.)   

An animated PowerPoint of the graphic below will show each level starting from the bottom.    

Have participants close their manual.  As you click the animation to add each level, 1) Read the 
title for the level, 2) Ask for examples on needs for that level, and then 3) give the following 

instructions for the level:  

For Basic Physiological, instruct that once you are well-fed etc. you begin to worry about safety.    

For Safety & Security, instruct that once those needs are met you begin to want respect.    

For Love & Belonging, instruct that once those needs are met you begin to want to reach your full 
potential which is #5 Self-actualization.    

Note that if a lower order need becomes an issue, a person reverts to dealing with that level again.   

Maslow’s Hierarchy of Needs  
It is said that good leaders, meet the needs of their people.  To understand what basic human needs 

are we will look at Maslow’s classic model.  Maslow taught that people tend to start at the bottom of 

the pyramid to fulfill existence needs first and then move towards attaining higher level needs.  

     

 

  
  

  Esteem   

Self - pride, achievement,  
mastery, independence,  
status, respect of others,  

etc.   

Love and  
Belongingness   

  Partner, family, affection,  
relationships, work group,   

etc.    

Safety and Security   

A place to live, protection from  
criminal acts, financial security, etc.     

Basic Physiological   

Air, food, drink, sleep, shelter, warmth, etc.     

  

  

Figure 9  Maslow's Hierarchy of Needs.    
(2010)  Retrieved from     http://www.photobucket.com    

  

  

    

Self - Actualization   

 Self-fulfillment, reaching one’s  
potential, peak experiences, etc.    

http://www.photobucket.com/
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People change, needs change.    

People prioritize their needs based on differing values, which may vary throughout 

their lives.     

  

  

  

  

  
Figure 10 

  

  

  

  

  

  

  

All three of these men want a new car, but have a different need it fulfills.  

 Where does each man’s need fall on Maslow’s Hierarchy of Needs?    

____________________________________________________________  

 

(25 yr. old self-esteem 45 yr. old self-actualization or self-esteem,  65 yr. old safety & security)  

 

Needs lead to actions.  What actions might each of the above take to 

obtain a new car?    ____________________________________________  

 

(Buy on credit, second job, sell stock, dip into savings or retirement.)  
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Facilitator: Allow for about 6 minutes to fill out the survey below.  When all are done:        
Direct participants to see if anyone at their table has a #1 that matches. Let those that 
match #1 see if #2 matches.  That would be unusual!  Then see if anyone has a #12 that 
matches. Call for table discussions of rankings.  (About 8 minutes)  

  

  

What motivates you? Rank these 1  2 job factors in order of their current 
importance to you. Feel free to add any you think are missing: 

1 is highest and 12 is lowest  

  
   

   ___ The opportunity and resources to do the best job I can  

  

   ___ Job security   

   ___ Good working  conditions (safe environment, cafeteria, on-site child care, etc.)  

   ___ The opportunity to 
 
learn new things in my job or through company training  

  

   ___ An atmosphere that emphasizes company rules, regulations, procedures, and policies  

  

   ___ Freedom and responsibility to do things my way   

  

   ___ Bonuses for accomplishments (in addition to regular raises)  

   ___ The opportunity for  advancement  

   ___ A job that is routine  without much change from day to day  

  

   ___ Getting praise, recognition and appreciation for my work   

  

   ___ Management that treats everyone the same, regardless of the circumstances  

  

   ___ An interesting job that I enjoy  

  

  

  

The problem with many leaders is that they think that what is important to them is also 

important to everyone else.  In an analysis of studies on motivation, Kroth (2007) identified an 

important key factor for leaders: "Seek to understand what is important to each individual."   
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Needs at Work  
To maintain the enthusiasm employees bring to their jobs initially, you should 

be aware of three needs the great majority of workers seek from their work:  

• Equity:  To be respected and to be treated fairly in areas such as pay, 

benefits, and job security.   

• Camaraderie:  To have good, productive relationships with fellow 

employees.   

• Achievement:  To be proud of one's job, accomplishments, and 

employer and receive recognition  

Where does each of these Needs at Work fall on the Maslow Model of Needs?  

____________________________________________________________  

Give an example of something you could do to help meet each of the three 

needs.  

____________________________________________________________  

Behaviors at Work  
Employees tend to exhibit behaviors that reflect their needs.  Most tend 

towards either a protective-mindset or achievement-mindset in the 

workplace.  

 

Protective- mindset Achievement- mindset 

When motivated by a protective mindset 
employees will typically:  

• take fewer risks   

• like consistency and structure   

• prefer less stress   

• value equal rules and treatment for all.  

When motivated by an achievement 
mindset, employees are typically:  

• willing to try new things   

• enjoy a challenge   

• like to be creative and even develop 
new things or methods    

• prefer flexibility in rules to allow for 

achieving individual or group goals.  
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What are the benefits and drawbacks in the workplace to having people with 

a protective mindset?  

__________________________________________________________  

What are the benefits and drawbacks in the workplace to having people with 

an achievement mindset?  

____________________________________________________________  

  

Motivating employees with a protective or an achievement- mindset  

Imagine that you are the inspiring Captain of the aircraft carrier mentioned 

earlier.  What could you say to best motivate a crew member with a 

protective-mindset?     

  

____________________________________________________________  

(Talk about how to motivate an employee with a protective- mindset. Offer praise for 
consistent efforts.  Make it safe for learners to take a step outside the comfort zone and try 
something new or slightly more challenging.  Pair the person up with a more experienced 
team member.)    

  

What could you do or say to motivate a crew member with an achievement 

mindset?  

____________________________________________________________  

 (Talk about how to motivate an individual with an achievement-mindset.  Give room for 
creativity, or making the job more efficient.  Let them mentor another person. Offer some 
variety.)  

  Figure  11 :  www.fotosearch.com   

Protective Mindset 

  
  

  

Achievement    

Min dset   
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Demotivators are Hurtful   
Demotivators are any factor that hurts the working environment and leads to 

lower morale.  Some demotivators a leader may not be able to do anything 

about, like company policies or treatment from others.  But keep in mind:    

Leaders can hurt the working environment with their words or actions.  

• Micromanaging  • Not trusting  

• Threatening   

• Not communicating  

• Getting back at someone; 

retaliation  

• Disrespecting  • Overworking  

• Acting superior  • Not showing any/enough  

• appreciation   

 

  

Instructors should have a different 
person read aloud for each of the 
following seven sports characters.  
Follow each reading with the learners 
picking out what demotivator (from the 
bulleted chart above) is being used by 
the character.  Note that learners may 
discover demotivators that are not 
listed.  

 

Let’s look at these seven coaches and figure out 

how they are demotivating their teams.  

 

 

Figure 12:    www.istockphoto.com  

 

Chad is good at teaching the fundamentals of soccer to the players but 

doesn’t inform them ahead of time on updated schedules, costs, or travel 

arrangements.  The players stress because they never know what to expect.  

Alyssa the tennis pro tells her students she is really the talented one and the 

students are just there to pick up her stray tennis balls.  

Maurice yells non-stop at his players. Even when the team wins he makes 

them review the game video and only focuses on mistakes.  
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Treena follows her gymnasts around, even getting in their personal lives.  

She often pops into the cafeteria to see what they are eating and recommends 

healthier choices.  

Brett is confident his baseball team can learn lots of signals.  He changes 

them often and adds more and more.  

Angela says the players have to make the play exactly like she says.  When 

good players suggest a possible way to make the plays more efficiently Angela 

says, “I’ll think about that.”  She never gets back to them.  

Carlos cheerfully coaches his team, but when it is time to choose the line-up 

of players he picks out his favorites even though some of them don’t play as 

well as the others.   

  

Behavior of Demotivated Employees  
Demotivated employees often react with low performance on the job.  They 

can show resentment by getting angry, gossiping or telling others not to work 

so hard.    

  

Can you share a story about how a boss demotivated you in the past?  How 

did you react?  What would have solved the problem?  

____________________________________________________________ 

__________________________________________________________  

 

Let learners tell their story.  Then ask if there could have been a solution that would have 
solved the problem.  

  

Remember the beginning of this chapter when you heard about the two 

ships?  The inspiring Captain met the needs of his employees by 

communicating what the crew was doing well.  The other captain failed to 

communicate his appreciation used demotivators which resulted in low 

performance.  

Here is a motivation formula many supervisors use:  

 Meet the needs of employees   

+  Avoid demotivators______c  

 = Motivated employees  
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Managing from the Heart Video – Part 1   
Play the video from the start through 15:26.  

Then stop the video and discuss the following questions. Facilitator should instruct the 
participants to watch for demotivators and to see if they can identify what type of 
manager Harry is.  

  

What type of manager is Harry?  

  

  

  

  

What demotivators does he use?  

  

  

  

  

How do those around him respond?  

   

   

If you were Harry, what is the first step you would take to becoming a more effective manager?  

  

  

  

  

    

Facilitator hands out the DiSC behavioral assessment chart (Appendix A).   
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Behavioral Styles  
Knowledge of the four behavioral styles can help you understand how to 

motivate different employees.  A person’s behavioral style affects how he or 

she is motivated.   

The Four Behavioral Styles Needs  
 

Behavioral 
Style 

Focus Assertiveness Pace 

Conscientious 
Task and data 

focused 
Indirectly 
assertive 

Slow-paced 

Steady 
Relationship 

focused 
Indirectly 
assertive 

Slow-paced 

Dominant 
Task and data 

focused 
Directly 

assertive 
Fast-paced 

Influential 
Relationship 

focused 
Directly 

assertive 
Fast-paced 

  

  
Figure 13  Photo from www.lumaxart.com   
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Changing a Light Bulb – A Bright Exercise  
Divide into four groups of the same 

behavioral styles.  For example, all 

conscientious people are in a group.  Each 

group will work together to answer the 

following questions using the information 

they have learned about behavioral styles.   

You have an employee of your opposite 

behavioral style.  How would you instruct 

this person to change a light bulb?  

Opposite Behavior Styles:    

  Conscientious : Influential  

    Steady : Dominant  

Your Behavioral Style: __________________     

Your Employee’s Behavioral Style: _______________  

 

1. Will I provide instructions slowly or at a fast pace? 

 

 

2. Should we talk about the task or about our friends and family first? 

 

 

3. What will I say first about the task? 

 

 

4. What will I say if they seem unsure about the task? 

 

 

5. Will they prefer detailed or concise information? 

 

 

6. How will I approach the, if they make a mistake? 

 

 

7. How will I praise them if they do a good job? 

 

 

   
  

Figure 14 Photo From: 

http://www.flickr.com/photos/caveman_92223/3347745000/ 
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Managing from the Heart Video – Part 2   
Play Part 2 of the video from 15:26 through the end of the video.  

 After the video, discuss the following questions.   

  

What techniques did Harry use to try to become a more compassionate manager?   

    

  

  

How did people respond?  

   

  

What bits of wisdom did Harry try to give the young man sitting next to him (in purgatory)?  

  

  

  

What did you learn from Harry?  
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Situational Leadership  
  

    
 Figure 15: Permission to re -publish and reproduce this cartoon must be obtained by TVA from www.cagle.com 

Situational Leadership emphasizes that there is no one best way to lead; rather the 

choice of leadership depends on the situation. Before you know how close to 

manage your team, you need to find out where their willingness and ability are in 

relation to the task. The less they know, the closer you must manage. The more 

developed and successful they become, the less you will have to direct and the more 

empowering you can be.  

Matching Leadership Style to Follower Readiness  
Effective leaders use four leadership styles depending on the situation and the 

readiness of the employee to tackle a task. Employees can be matched to an 

appropriate leadership style by assessing their readiness for any particular task. The 

four readiness levels are:  

• Low Competence and Low Motivation: May be an employee who does not have 
capabilities for a new position. The motivation level may be low due to a lack of 
knowledge.  

• Low Competence and High Motivation: Typical for employees who want to advance 
but are missing some key skills.  

• High Competence and Low Motivation: Experienced employees who may lack morale.  

• High Competence and High Motivation: Fully developed employees who have both 
the capability and motivation.  
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Different Task and Relationship Needs of the Four 
Leadership Styles  

Regardless of your own individual style or the styles of your subordinates, 

you as a leader must be able to shift your focus from task to relationship and 

back again as the situation requires. This is what is meant by Situational 

Leadership.  

Each of the leadership styles has advantages and disadvantages 

according to the situation.   

  

A Directing style should be used with people who lack competence but are 

enthusiastic and committed. They need direction and supervision to get 

started, so you must give specific instructions and closely supervise their 

progress.  

  

Use a Coaching style with people who have some competence but lack 

commitment. They need direction, inspiration, and supervision because they 

are still relatively inexperienced. They also need support and praise to build 

their self-esteem, and involvement in decision-making to restore their 

commitment. You must closely supervise and direct these employees, but 

also explain your decisions, ask for suggestions, and support their growth.  

  

Use a Supporting style with people who have competence, but lack 

confidence or motivation. They do not need much direction because of their 

skills, but support is necessary to bolster their confidence and motivation. 

You should facilitate and support employees’ task accomplishment while 

sharing with them your responsibility for decision-making.  

  

An Empowering style is effective with people who have both 

competence and commitment. They are able and willing to work on a project 

by themselves with little supervision or support. You can turn over 

responsibility for decision-making and problem solving to these employees.  
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Situational Leadership Model  
(Participants to fill in the titles of the four leadership styles)  

  

 

 

  

Leadership Style:  

SUPPORTING  
  

Leader and Follower-Made Decision  

  

Or  

  

Follower-Made Decision with Leader 

Encouragement  

  

  

  

Leadership Style:  

COACHING  
  

Leader-Made Decision with   

Discussion or Explanation  

  

Leadership Style:  

EMPOWERING  
  

Follower-Made Decision  

  

  

  

  

  

  

  

Leadership Style:  

DIRECTING  
  

Leader-Made Decision  

  

  

  

  

 

 
 LOW               DIRECTIVE BEHAVIOR                  HIGH  

Adapted from “Leadership and the One Minute Manager”, Kenneth Blanchard.  
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Which leadership style would fit the situations below?  
Read the following situations to yourself and determine the worker’s 

readiness level, the appropriate leadership style and the specific actions you 

would take to implement this style. When signaled by the trainer, share your 

work with those at your table. Arrive at a consensus and prepare to present 

your findings to the class.  

1. An eager, but inexperienced, new employee is asked to do a task for 

the first time.  

 Readiness Level:        Leadership Style:  

Actions Taken:  

2. Bewildered employees try to cope with an unusual plant 

emergency.  

 Readiness Level:        Leadership Style:  

Actions Taken:  

3. An experienced and skilled employee has been away for a year on a 

special assignment. Now the employee is back on the job, but 

feeling a little rusty and unsure.  

 Readiness Level:        Leadership Style:  

Actions Taken:  

4. You assign a challenging job to a dependable “old-hand” employee 

who knows more about it than you do.  

   Readiness Level:        Leadership Style:  

   Actions Taken:  

5. A worker is skilled and experienced, but bored by the task.  

   Readiness Level:        Leadership Style:  

   Actions Taken:  

6. An employee is assigned to your shop who doesn’t know the ropes 

and is within a year of retirement.  

   Readiness Level:        Leadership Style:  

   Actions Taken:  
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7. A skilled employee made a “human error” on the job and was 

reprimanded for it. Although a lead worker in the past, now the 

individual seems to want to let others make the tough decisions.  

   Readiness Level:        Leadership Style:  

   Actions Taken:  

 (Instructors prompt learners to provide additional real-world examples.)  

Personal Reflection  
In the midst of change, leaders must take time for reflection. You must 

discover the importance of flexibility and adaptability in developing people 

and in managing diversity and change. Leaders tend to have a preferred 

default leadership style. However, maintaining flexibility is imperative for 

long-term success. Looking back on your personality profile, what kind of 

supervisory style is most natural for you? How can you adapt your leadership 

style to meet the needs of different situations? Consider one thing that you 

are going to:  

  

Begin Doing:  

  

  

  

  

  

Stop Doing:  

  

  

  

  

  

Continue Doing:  
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Appreciative Feedback       
What is appreciative feedback?  
So what are some of the tools that you can use as a leader to coach, support, 

or empower your employees? The DiSC assessment is one example of a tool 

that you can use for both yourself and your employees. Feedback – first 

mentioned in Module 2 – is another. One type of feedback that is particularly 

effective in supporting your employees is appreciative feedback.   

  

Appreciative feedback is the process of affirming others in a way that 

expresses your gratitude for their contributions. It is a method that great 

leaders use to reinforce positive workplace behaviors. When you provide 

appreciative feedback, you communicate that:  

• An employee has met and/or exceeded your high expectations.  

• You expect that the employee will continue to go above and beyond 

the status quo.  

• The positive behaviors are worthy of more attention than their 

negative behaviors.  

Facilitator should briefly mention that appreciative feedback is one of the most important 
parts of motivation that has a long-lasting effect on the employees they are managing. 
Getting praise or good feedback on a consistent basis foreshadows the additional topics 
that will be mentioned throughout this section.    

  

Effective Reinforcement and Appreciative Feedback  
There are several things that you can do to be sure that you provide effective 

feedback and reinforce the desirable behaviors. First, communicate in a very 

clear and concise manner. Secondly, don’t delay in providing positive 

feedback when it is warranted – do it as soon as possible. Finally, remember 

that effective feedback is:   

• Specific – based on what was seen  

• Sincere – mean what you say  

• Personal – put it into your own words  

  

  



Challenges of First Line Leadership 3.0                  Module 4 - Motivational Foundations   

     
  

     The Leadership Institute   31  

  

The 80-20 feedback rule listed below focuses on the supervisor/leader listening 80% of the 
time and speaking the other 20%. It is similar to a management creed that is explained in 
the article attached. For more information, see Pareto’s Principle (Reh, F. John, 2010).   

Additionally, if there are any persons in the class that may be familiar with the concept, 
please ask them to elaborate on how they can apply it to appreciative feedback given to 
the people they supervise.  

  

Additionally, there are a couple of items to consider when providing 

appreciative feedback. Appreciative feedback should be:  

• Frequent – apply the 80-20 rule of management.  

• Contingent on Performance–be sure you are reinforcing the right behaviors.  

• Unqualified - No “Buts” – always be straightforward when giving feedback  

(whether positive or constructive), and do not use praise merely as a lead in to a 

criticism.  

Guidelines for Giving and Receiving Feedback  
Referring back to the chart on page 35 of Module 2, here are some guidelines 

to observe when giving and receiving feedback:   

 
Giving Feedback  

 
Receiving Feedback  

 
• Deal only with behavior that can be 

changed.  

• Be specific, do not speak in 
generalities.  

• Describe the behavior, do not 
evaluate it.  

• Describe the impact of the 

behavior.  

• Use “I” statements to accept 
responsibility for your own 
perceptions and emotions.  

• Check for understanding: make 
sure that the recipient understands 
what you intended.  

• Encourage the recipient to check 
the feedback with others.  

• If the recipient has not asked for 

feedback, check to see whether 

she/he is open to it.  

  • When requesting feedback, be 
specific in describing the 
behavior you want feedback 
about.  

• Listen for understanding, ask 
clarifying questions.  

• Do not defend, deny, 
rationalize, or explain the 
behavior.  

• Summarize your understanding 
of the feedback you receive.  

• Decide whether the feedback 
has merit and is worth acting 
on – take time to think about it.  

• Evaluate the source of the 
feedback and the manner in 
which it was offered.  

• Seek feedback before 

miscommunication occurs or 

mistakes become a crisis.  



Challenges of First Line Leadership 3.0                  Module 4 - Motivational Foundations   

     
    

32  The Leadership Institute  

  

Examples of Appreciative Feedback  
You may view appreciative feedback as a difficult task 

but you probably do it more often than you realize. 

Here are a couple of examples:  

• “Mary, congratulations on successfully completing 
that massive proposal for additional staff in the 
training department last Friday.  
The executive team is grateful for your dedicated  
effort and passion for completing this ahead of schedule.  
Great job.”  

•  “Bill, thank you for staying over the other night. We had to get a lot of 

work done and without your efforts; we would be much farther behind 

today. Thank you for your dedication to the team.”  

• “Scott, your laser eye on safety in the production plant is critical to our 

success. By pointing out the problem with the floor near the entrance of 

the boiler room, we’ll be able to rearrange the workflow and reduce the 

likelihood of an accident there by 50 percent. Thank you for your input.”  

  

For this exercise, it is recommended that the class be broken up into groups of 4-5 
persons – depending on the number of people in the course. They should be given 
approximately 8-10 minutes to come up with at least five experiences from the past. The 
goal of this discussion is to apply the material just learned while seeing how appreciative 
feedback was executed in a past situation.  

  

Discussion on Appreciative Feedback  
In your past work experiences, how often have you received appreciative 

feedback? Take a moment and think about how appreciative feedback that 

you received in the past motivated you to become a better employee. Share 

your examples with your assigned group.  

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________  

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________  

    

Figure 16 
www.openclipart.com 
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Feedback as Motivational Excellence   
Many employees view feedback as a catalyst for change.  It can serve as a 

motivator to continue to develop your employees. There are other key 

benefits that can occur when providing feedback, including:  

• Increased productivity of the team and members within the team.  

• Lower absentee rates and turnover of team members.  

• Stronger unity and sense of pride within the group.  

• Opportunities for more team members to be promoted into current 

/ future positions available within TVA (Refer to the online career 

enhancement materials on the TVA intranet).   

  

This activity is for self-reflection, but the facilitator should provide an opportunity to let 
people share what they wrote down. The personal reflection within this module will help 
participants understand that this is an important concept to grasp.  

  

Now that you have an understanding of some benefits resulting from 

motivational excellence, can you list additional benefits resulting from 

appreciative feedback from TVA employees, teams, and the company as a 

whole?  

____________________________________________________________ 

____________________________________________________________ 

____________________________________________________________       

    ____________________________________________________________ 

____________________________________________________________  
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Building the Bridge to Motivational Excellence    
  

 Building      Knowledge Acquisition   Motivational  
 

 Fundamentals              Excellence  

 

Figure 17: Photo Credit: D. Trovinger, 2010. Used With Permission. 

Now that you understand appreciative feedback, apply your skills to the following 

four scenarios. For each scenario, how would you provide appreciative feedback 

to this employee? Next, what are some of the benefits and drawbacks of providing 

feedback to this type of employee? Finally, when would you follow-up on the 

employee and provide continued guidance?   

   

The third and final activity is a situational case-study. It is recommended that the class be 
broken up into 4 groups that were different that the first exercise. Each team will be 
randomly assigned one of the scenarios below and provide comments and strategies from 
the questions asked above. One person from the group should be the person described in 
the scenario that they are randomly given. This activity will most likely be the longest part 
of the module time-wise as it is recommended that about 10 minutes should be dedicated 
to this exercise (including discussion).  
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Scenario 1: Workaholic William  
William has been with TVA for 2 years. Still being fresh out of college, he is 

more than willing to help out with any project that comes his way. He puts in 

more than the required 40 hours per week in order to make sure that the 

systems the corporation uses are working properly. He is very well rounded 

and always strives for 110%. While he is good at taking constructive criticism, 

he feels that the team deserves credit for his accomplishments and finds it 

hard to accept praise. As William’s supervisor, you see the potential and want 

to affirm his contribution to the department. You agree that the team has 

done very well, but you also want to highlight William’s efforts. How would 

you persist to communicate appreciative feedback if William continues to 

„down-play’ his service? Role-play this with a partner who represents a 

reluctant William.  

Scenario 2: Shy Sheila  
Sheila has been with TVA for 8 years. She has successfully completed the 

First Line Leadership training three years ago but is still shy giving feedback 

to her coworkers.  Sheila is terrified of hurting other people’s feelings and 

avoids confrontation.  As her supervisor, you know that she is a good leader 

and performer within the department but you want to aid her in growing 

within the organization? How would you provide appreciative feedback to 

her? Execute this role-play with another person within your group.  

Scenario 3: Average Allen   
Allen has been with TVA for 17 years and is currently at the Watts Bar 

production plant.  He does an average job but never puts in more effort than 

needed.  He seems like he does not really care about his job.  How can you 

motivate Steve to achieve his full potential becoming a high-performing 

employee with a positive attitude?  

Scenario 4: Retiring Ray  
Ray has been with TVA for just over 30 years. He is a third generation 

employee and has consistently been a star performer in your department. 

However, recently, his performance has taken a nosedive. He is just 24 

months away from retirement and his actions reflect a “short timer” attitude. 

In addition, he feels he is being treated unfairly as the newer employees 

(some a third of his age) are getting more attention and training than him. He 

has asked for help in trying to round out his impressive career but has not 

gotten any within the last few months. How can you use appreciative 
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feedback and support him in continuing to develop his talents as he caps off 

his career at TVA prior to his retirement?  
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Motivational Foundations Wrap-Up  
Module Summary  
In this module you learned to provide appreciative feedback to individuals 

when you want to reinforce good performance that you have observed. In 

addition, great leadership skills are crucial to the success of your team and 

TVA. By understanding the fundamentals of Maslow’s hierarchy of needs, 

you will be able to lead individuals with various behavioral and situational 

leadership styles. By applying Maslow’s hierarchy of needs, great leadership 

and employee engagement strategies, behavioral, and situational leadership, 

these principles will aide you in becoming an effective leader at TVA. To 

review:  

• We examined Maslow’s Hierarchy of Human Needs and related them to 

two patterns of employees that you may experience on the job.  

• We also described the characteristics of great leadership and their 

connection to employee engagement.  

• We described the conditions for making appreciative feedback more 

effective and also potential drawbacks when now given properly.  

 

Application Back On the Job  
To apply what you have learned:  

Practice:  Immediately start practicing the skills you have learned in this 

module in the way that you would supervise your team.  

Seek your manager’s support:  Meet with your manager to talk  
about how he or she can support you in becoming a more effective 

supervisor. This may include planned observations, feedback, and coaching. 

It may also include frank conversations   (i.e. seat-belt conversations) about 

how both of you can remove obstacles that can interfere with your practicing 

the skills taught in this course.  

Assess:  At some point after you’ve had a chance to put your new skills 

into practice,   meet with your manager to assess how you’re doing and seek 

ways to improve.    
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Appendix A:  DiSC Behavioral Assessment Chart        

        www.guidanceexpos.net/disc_leadership_grid_002.pdf  
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Appendix B:  Iterative Revision Report  

  

  

Comments from Team Assignment #2, Received on July 29, 2010 from Dr. Sue Hall  

  

Recommended Change  

Agree/Disagree 

(Reasons cited for 

disagree)  
Correction Made  

why did you leave the EGD(?) model  Patricia  
Explanation in 

presentation  

sent additional materials for consideration to use in 

supporting the importance of employee engagement  

Mary – disagreed. 

Would add too much 

content to this 

module.  

No correction – 

content might be best 

as an additional 

chapter.  

Module objective…page 11…”good performance 

has been observed.”  What are we teaching for poor 

performance?  

Patricia  Process clarified and 

revised  

Page 4 – List of learning objectives…Last two 

bullets of learning objectives…how do the 

participants demonstrate these in the class or in the 

module?  

Patricia  Process clarified and 

revised  

Page 5 – List of learning objectives …What 

mechanism is being used in the participant materials 

to “integrate great leader skills into their style?”  In 

other words…how are you teaching then to do this?  

Mary - Agree  Learning strategy 

clarified and revised  

Page 7…– List of learning objectives…what does 

the personal action plan look like?  What do they 

actually take away as a tangible plan?  

Christine  Outlined and 

illustrated in content 

pages  

Page 8. – List of learning objectives…How does the 

work on appreciative feedback support the coaching 

work done in Module 5…how are you connecting 

the dots?  

Doug - Agree  Section revised as 

requested  
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The term “great leadership” is presented early on in 

this module. However, it is not until page 25 that the 

term is defined/explained. Recommend either giving  

Mary  - Agree  Leadership section 

moved to the start of 

the module.  

some definition the first time the term is introduced 

and making reference to more details to come later 

OR move the whole explanation to earlier in the 

module.  

  

Good use of pictures and illustrations. Just make 

sure that any pictures/graphics used are not 

protected by copyright or that permission has been 

obtained.   

Team  Completed  

I’m not sure where you obtained the TVA logo on 

front cover, but it would violate approved corporate 

branding standards. We can provide an approved 

copy of the logo if you need it.  

Agree  Replaced with UT 

logo.  

Typo: In the references the Buckingham-Coffman 

book is “First, Break All the Rules...” (not “fire” :)  

Agree  Changed  

  

  


