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			Putting meaning back into your work

			
					Issue: how do I identify sources of demotivation and take action to motivate myself?

					Uses: it is not always enough to be competent to work well, and fulfilment in our personal lives is not necessarily solid enough protection to help us cope with unhappiness in our professional lives. When we lack the strength to go to work and fulfil our professional goals, it is important to take the time to reflect on what can be implemented, before reaching breaking point.

					Professional context: human resource management.

					FAQs:	To regain motivation at work, should I focus solely on professional aspects?

	How should I cope with professional stress that reduces my motivation?

	How can I come up with solutions when faced with difficult situations?

	Would I be more satisfied and motivated if I worked part time?

	How do people adapt to organisational changes?

	Should I think about changing career path to regain my motivation?




			

			Although many companies call upon “motivated individuals” in their job descriptions, motivation is not a skill that some of us have and some of us don’t. It is a dynamic, a certain chemistry between an individual and the context they are in. Motivation is something that is cultivated, and whatever your job, your colleagues, your manager and your company all have their roles to play so that you are happy there. Although it is not always possible for you to act on other people and change their behaviour, we hope that an analysis of your situation in the light of the following ideas will motivate you to get stuck in again rather than doing nothing and letting the situation fester.

		


		
			Motivation: the basics

			Motivation, satisfaction or commitment?

			Motivation is often confused with ideas of satisfaction and commitment. In their work Motiver, être motivé et réussir ensemble (“Motivate, be motivated and succeed together”), Éric Cobut and Géraldine Bomal explain that satisfaction is usually about the impressions we have about our professional situation, whereas motivation is more to do with the driving force behind our behaviour. Satisfaction is a state of being (we are either satisfied or unsatisfied), whereas motivation is a dynamic, a process requiring effort to propel us in our professional context. When we are motivated, it is always in reference to something; there is no such thing as absolute motivation. These two authors distinguish the absence of motivation from ‘demotivation’. There is in fact a subtle difference between not finding anything that makes you want to work hard and watching your desire to work hard disappear on account of the deterioration of your relationship to your working environment.

			Commitment is another concept that can be confused with motivation. This concept mostly refers to the relationship the person has with the organisation and its members. Commitment corresponds to our degree of psychological identification with our work and influences our overall image. As various studies on commitment in organisations illustrate, including that of Howard Klein, Thomas Becker and John Meyer, there are different kinds of commitment:

			
					Commitment to work, which is linked to the space it takes up in our lives;

					Commitment to the organisation as a whole, which implies an alignment with its goals and values, a desire to make an effort for its benefit and a desire to remain part of it;

					Commitment to a career or profession;

					Commitment to a specific role (‘job involvement’).

			

			Your job and professional relationship with the organisation thus influence the perception you have of your overall image as well as your motivation at work. If you are being negatively impacted by elements of your professional context, it is important to spend a moment reflecting in order to figure out where the shoe pinches.

			Evolution of the concept of motivation

			In her work on intuitive management, Meryem Le Saget informs us that there have been three generations of conceptions of motivation since the early 20th century.

			“I get my tasks done”

			The first generation is linked to the age of industrialisation, efficiency and productivity, offering a single interpretation for workers, with identical solutions for each of them. Here, being motivated means working out of fear of an employer, out of hope for obtaining better living conditions, or for earning enough money to feed a family.

			“I contribute to the completion of work”

			The second generation is aware of the concepts of satisfaction and dissatisfaction at work. The needs of employees are taken into account and are grouped into large hierarchical categories, as the satisfaction of the lower levels is necessary for access to the higher levels. This new generation understands that a motivated person, in order to stay motivated, needs to be listened to, needs a suitable position and needs their contributions to be recognised.
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			It was between 1950 and 1990, thanks to the human relations movement (a movement associated with the study of organisations following the Wall Street Crash of 1929, which studies group dynamics at work), that theories such as Maslow’s started to promote the idea that not everyone has identical motivations.

			Among other authors, the American psychologist Frederick Irving Herzberg (1923-2000) completes this approach with his two-factor theory, suggesting that we should pay attention to the balance between the presence and absence of factors of satisfaction and dissatisfaction. In fact, according to him, factors of satisfaction act independently of factors of dissatisfaction. Thus, if the absence of occupational hygiene factors (salary, good relationships, good working conditions, etc. – occupational hygiene actually concerns all the factors that affect the workers’ health and wellbeing) leads to demotivation, the presence of motivating factors (return as a result of invested effort, nature of work, recognition, independence, etc.) will not necessarily prevent the worker from feeling dissatisfied in their work. This generation is about promoting the satisfying aspects while simultaneously working to reduce the factors of dissatisfaction. If an employer wants to motivate their staff, they must take their employees’ needs into account, become aware of the factors of satisfaction and dissatisfaction and adapt solutions to the different scenarios.

			“I commit to my work because I can express myself and be fulfilled”

			Third-generation motivation appeared in the 1990s. Managers become leaders who are intuitive to systematic interpretations, and are committed to giving meaning back to work and treating people like adults. Beyond large categories, everyone is individual and solutions must therefore be tailored, but able to integrate into a complex system. It is no longer the task which is at the heart of motivation, but the interest in doing it.

			Although the 1990s heralded the arrival of intuitive management, not all managers evolved at the same pace as the concept. It is not rare to observe managerial approaches that are centred on the division of tasks and the organisation of work, or based on participative management without having the slightest idea of what intuitive management might mean, the latter being based on the trust capital of their relationship with their employee and focused on the search for meaning in work.

			
				
					Getting ‘re-motivated’: Reflection 1

					Do I share my organisation’s and/or my manager’s conception of motivation?

					If you feel unmotivated, it is possible that your idea of motivation and your expectations do not match those of your organisation or your manager. This is a first point of reflection which will allow you be aware of the reasons that might be behind your demotivation. Using the table below, which generation do your organisation and your manager most closely correspond to, in your opinion? And what is your own idea of motivation? Do you notice a mismatch?
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					Contrary to what some people believe, the people around us cannot read our thoughts, cannot guess our expectations and do not necessarily conceive motivation in the same way; it is therefore important to express your opinions. Now that you have located the potential gap between your interpretation of motivation and that of your workplace, you need to articulate it. It goes without saying that the quality of the relationship and level of trust between you and your boss will make this step either easier or harder. However, the situation will not change if you keep this to yourself and never express it. Depending on your professional context, you will be able to address your message directly to your manager or potentially to a member of human resources, or to a member of support staff (appointed in the context of wellbeing at work) in order to look for constructive solutions.

					To inspire you, here are some examples of feelings that you might want to articulate if your motivational expectations are at odds:

					
							“During our last meeting, we basically discussed the tasks I have to do. After that exchange, I felt a little disappointed, because I needed more feedback on the quality of my work. Could we set a time for a meeting to explore this in more detail, so that I can get a better sense of where I should be?”

							“During my evaluation meeting, we essentially talked about meeting objectives. When I left, I felt quite frustrated. I would like to have been given the chance to take a greater part in the project instead of having to make do with carrying out orders. Could we have a look at some of the strategic aspects of the projects together, so that I can be more independent in future?”

							“I appreciated the feedback you gave me last week. Despite all the positive points, I feel like I am losing energy. I need to make my job more meaningful. I have had a few ideas. Could we find a moment in the next few days to talk about the possibilities of developing my role within the team?”

					

				

			

			What is the purpose of my work?

			The tasks we have to do at work have a major influence on our motivation, satisfaction and productivity. Some researchers have therefore closely focused on what makes work meaningful, with ‘meaningful’ here denoting consistency between what an individual is looking for from their work and what they feel they are getting from the work they are doing. Eight main factors have been found to have an effect on whether or not employees find their work meaningful:

			
					respect for their values or work ethic

					autonomy

					the support they receive at work

					whether the work is useful

					opportunities for learning

					recognition

					quality of relationships at work

					the pleasure derived from finishing their work.

			

			
				
					Getting ‘re-motivated’: Reflection 2

					If you are feeling unmotivated, it might be because you no longer feel this consistency and your current job is no longer meaningful to you. You can then ask yourself the following questions:

					
							Do I feel that my values are being respected? Are we pursuing ethical principles, in my opinion?

							Do I feel that I can take initiative, offer solutions and organise myself freely?

							Do I feel that I am being supported, by my colleagues, superiors and organisation?

							Do I feel that my job is useful? In what ways is it useful? In what ways is it not useful, in my opinion?

							What were the last things I had the opportunity to learn? When? Is that sufficient and satisfying?

							Do I feel that I am being recognised for my work? By whom? What kind of recognition do I need?

							Are my relationships at work pleasant, constructive and comfortable? Or rather, are they tense, unsatisfying and uncomfortable? With whom? Why is this?

							Generally speaking, what is it that I enjoy in a job?

					

			
					Strong emotions, the chance to improve and exceed my expectations of myself.

					The chance to learn or understand new things and satisfy my curiosity.

					The chance to make what I do meaningful, to be fulfilled and to face challenges.

			

			
					Is this the case in the job I have currently?

			

			For each answer to the above questions, ask yourself:

			
					What can I change directly?

					What can I change indirectly?

					What is it impossible to change?

					What solutions come to mind?

					What do I need to implement them?

					Who could I talk to about this?

			

				

			

			The different kinds of motivation

			There are many different definitions of ‘motivation’. Cassignol-Bertrand, François and Louche (cited in Gangloff: 2011), researchers at the Paul Valéry University of Montpellier and the University of Poitiers, inform us that the many authors who deal with the subject of motivation agree that it is a strength from inside or outside the self that triggers behaviour (with a certain intensity and in a certain direction) and ensures that it is sustainable. According to the theory of self-determination, our motivation can be considered as ‘self-determined’ when it relates to the actions that we choose and approve, and ‘non-self-determined’ when we impose things on ourselves or when they are imposed on us.

			Intrinsic motivation

			Intrinsic motivation comes from doing things that we want to do. It is highly self-determined and finds its origins in three different forms:

			
					Actions that give strong sensations, out of the desire to grow, to develop professionally and to show that we are capable of repeating an action indefinitely in order to improve;

					The pleasure of learning new things, finding out more about them, satisfying our curiosity or understanding things;

					The desire to make work meaningful, accomplishment, and the feeling of facing challenges.

			

			Extrinsic motivation

			Extrinsic motivation comes from doing things for instrumental reasons, ‘in order to…’. It takes different forms, which are divided between non-self-determination and self-determination:

			
					Avoiding a punishment or gaining a reward (external regulation). For example: it is the end of the day, the sun is shining, we are tempted to put off our task until tomorrow. However, we are motivated to finish the file to avoid hearing the piercing voice of our manager: “I told you this file was urgent! How am I meant to trust you if you never meet deadlines?” This is a non-self-determined form of motivation: we feel obliged to do it.

					Guilt (introjected regulation). For example: “If I do not finish this file today, Martina will have to make up for my delay and postpone her meeting with the director.” This is a non-self-determined form of motivation: we force ourselves to do it.

					The possibility of reconciling the situation with other important activities or with meeting another objective (regulation through identification). For example: “Sometimes I have to work twice as hard to finish a task, but working part-time the following month allows me to take Lucy to her gymnastics classes, so come on, I can do it!” This is self-determined: we choose to do it, even if it is not wholly enjoyable.

					Sticking to my values and the principles that I have assumed (integrated regulation). For example: “I am someone who can be counted on, I have never left the office without finishing the file I was working on, whatever else I could be doing. It’s a matter of principle! I will join you later.” This is self-determined.

			

			‘Amotivation’

			This refers to people who do their tasks with resignation, not noticing any relationship between their actions and the results, either for external reasons (no constructive feedback perceived), or for their own individual reasons (they still believe they are unable to meet objectives). This is the least self-determined form of motivation. It is not intentional, as the individual is acting neither out of choice nor for their own enjoyment.

			Pelletier and Vallerand (cited in Laberon: 2011) observed that self-determined motivation (out of choice) has a significant impact on performance and positive effects at work. It would therefore allow us to better ensure performance and satisfaction than non-self-determined motivation (imposed).

			
				
					Getting ‘re-motivated’: reflection 3

					In the table below, put a black cross next to your motivation at the time you started your job. Then put a red cross next to your current motivation.
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					Have your motivations changed? On what level? What can you deduce from this? Is the currently dominant form of motivation compatible with the job you have? What should be changed? What can you change directly? What can you change indirectly? What can you not change?

				

			

			Why am I unmotivated?

			If we are motivated, it is, among other reasons, because we are interacting adequately with our professional context, and because we enjoy taking initiative over our behaviour (self-determination). If you have to regain your motivation, it is important to identify what might have impacted it. Many studies show that when the satisfaction of our needs for competency and self-determination are affected, our motivation decreases.

			If you feel incompetent or you do not feel that you are at the origin of what you are doing, your intrinsic motivation (behaving out of choice or enjoyment) can decrease, as can some forms of extrinsic motivation (behaving to obtain or avoid something, or out of guilt). Studies indicate that if you feel like you are being kept under surveillance at work, if you are not receiving feedback or if your work is criticised, if your skills are called into question, or if you do not have enough room for manoeuvre to take initiatives, it would not be at all surprising if you felt unmotivated, were not performing as well and might want to quit your job.

			Suffer or take action?

			If the current situation is causing you to become unmotivated, do not wait for others to do something about it, change what you can! In his story Who Moved My Cheese?, the American psychologist and management consultant Spencer Johnson describes different ways of dealing with change.

			Hem and Haw are looking for cheese, a condition of their wellbeing. While they have been used to always finding it in the same place, one day they are stunned: there is no more cheese! Not knowing ‘who moved their cheese’, each of the two companions develops his own strategy faced with this new situation:

			
					Hem passively waits for things to sort themselves out, preferring to be without cheese and tirelessly repeat the same fruitless behaviours rather than setting out into the maze with its unknown paths.

					Haw, despite also being tempted by this option initially, finally decides to stop kicking his heels. Accepting the idea that life is made up of a series of changes, and following his intuition, he sets off, with a knot in his stomach of fear of the unknown. Staying true to his mission, Haw gradually discovers a feeling of freedom. He ends up finding a “new cheese”, which helps him, little by little, to forget what he had always known.

			

			Do you feel unmotivated due to your current situation? What have you done to change it? How have you welcomed changes that have happened in your professional life? Do you simply want to wait for this to pass, like Hem? Or do you want to leave behind your fears and your old certainties to explore new opportunities and discover that you are also capable of appreciating new things, like Haw? How motivated are you to deal with change?

		


		
			Top tips

			Review your career

			Where are you on your career path? What goals would you like to achieve?

			
				
					Getting ‘re-motivated’: Reflection 4

					The writer Yves Maire du Poset suggests mapping out your career on a graph. We have slightly adapted the exercise for you here.

					
							On the horizontal axis, write out the different stages of your career path.

							On the vertical axis, set out a satisfaction scale: 0 = not satisfied; +10 = very satisfied; -10 = very dissatisfied.
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							For each key stage, indicate your level of satisfaction and join the dots together. Emphasise the best and most satisfying moments, as well as the moments in which your satisfaction was at its lowest.

							During those key moments, what was happening? Which factors influenced the situation? What were your expectations? To what extent were they met? What level of control did you have over the situation? Did you feel that you were able to act? Why?

							Next, take the time to describe two professional achievements that you were particularly proud of. Describe the situation, your objectives, the actions that you took and the results you obtained. What challenges were you facing? What were your factors of success? What do you want to do now? What do you need to do it?

					

				

			

			Review your employability

			According to the authors Müller and Djuatio, employability has different aspects:

			
					the ability to get a job (training)

					the ability to keep a job (mobility and development)

					the ability to find a new one (career management).

			

			According to these authors, organisations have a lot to gain by improving the employability of their employees by increasing flexibility and mobility possibilities. On the one hand, this allows them to remain adaptable to changes in circumstances and, on the other hand, to promote the satisfaction of their staff and their commitment to the organisation. A positive perception of your employability improves your satisfaction at work.

			
				
					Getting ‘re-motivated’: Reflection 5

					Is my employability valued by my employer?
(Questions inspired by Müller and Djuatio’s research questionnaire, 2011).

					Training

					
							Do you feel that your experience allows you to hold onto your job?

							Would your training allow you to be easily employed elsewhere in the general job market (training that offers mobility within or outside of the company)?

							Are you required to develop specific skills to keep your job?

					

					Mobility within the organisation

					
							Have you had continual training, or do you have the opportunity to receive it in the future?

							Does this training allow you to adapt to changes in your company?

							Does this training allow you to respond to changes in technology within your company?

					

					Career management

					
							Has your organisation taken the time to review your job?

							Has your organisation taken the time to review your skills?

							Did you enjoy these moments? Why or why not?

							Do you have the opportunity, within your position or company, to spend time on projects that excite you and develop your skills?

							Do you like taking part in these projects? Why is this?

					

				

			

			Review your emotional commitment to the organisation

			Commitment to an organisation is representative of agreement with its aims and values, a desire to make an effort for its benefit and a wish to remain a member. We can distinguish:

			
					Continuation commitment, which is your instrumental link to the organisation, in which leaving it is more costly than remaining in it;

					Normative commitment, which forces people to stay out of moral obligation;

					Emotional commitment, which refers to your emotional link with the organisation.

			

			The latter is influenced by:

			
					the nature of our work (variety of tasks, degree of independence, positive feedback, etc.)

					interactions between the working group and the boss (commitment increases when our boss includes us in decisions)

					company culture

					the role that we play within the organisation.

			

			
				
					Did you know?

					Psychology identifies three different types of work-related problems that can cause stress and therefore have an impact on our health:

					
							the job’s ambiguity, when we don’t know exactly what is expected of us;

							role conflict, when the tasks we receive are in contradiction with contextual elements;

							overwork, when we have too much work for the role that we have been assigned.

					

					These situations, which affect our health, have negative consequences on motivation at work. How do you feel in the role that you have been given at the moment?

				

			

			Review your needs for respect and recognition

			In their work Searching for the Human in Human Resource Management (2007), Bolton and Houlihan illustrate that we

			
			
			Review your sense of fairness

			
			
				
					
					
					
					
							Do you feel that your company offers you more advantages than a competitor could offer you?

							Do you feel that your salary matches the position you are in?

							Does your salary match your level of skill?

							Does your salary match your level of responsibility?

							If you compare your advantages and contributions to those of people who are in similar positions, does the situation seem fair to you?

					

					
					
							Do you feel you are able to give your opinion?

							Can you easily give your opinion on some of the company’s decisions?

							Does your company communicate simply about its decisions?

							Does the company deal with your training requests quickly?

							Do you feel that the company takes your opinion into consideration when making decisions?

							Do you feel a sense of unfairness? Do you feel that what you get matches what you expect? What can you do to improve the situation? How might you formulate constructive requests, and to whom would you be inclined to address them to improve your sense of fairness and regain your motivation?

					

				

			

			Look objectively at the impact of the harmful things that sabotage your motivation

			
			
			
			Get what you want by sharing what motivates you
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