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Mind the Gap!

� The future labour market will be dominated by 

highly specialized creative employees

� Existing motivation and leadership theories focus 

largely on the industrial employee

� Lots of myths about ”prima donnas” in the popular 

management literature

� => The gap between existing knowledge and future 

need for knowledge in terms of motivation and 

leadership needs to be narrowed



What’s In a Name?

� Highly specialized creative employees share two traits:

� 1) They are highly specialized

� Specialization is either obtained through academic education or 
through extensive, long-term trainingthrough extensive, long-term training

� In either case they have obtained an esoteric knowledge that 
they apply when performing their work

� 2) They are creative

� They apply their esoteric knowledge in order to perform complex 
tasks on the spot

� Their jobs might entail routine work but the core of their jobs is 
creative



Where Are They?

� Within every profession or organization where a highly 
specialized and creative workforce is required

� Technical professions: Engineers, computer programmers etc.

� Caring professions: Nurses, therapists, priests, psychologists etc. � Caring professions: Nurses, therapists, priests, psychologists etc. 

� Educational professions:Teachers, pedagogues etc.

� Design professions: Architects, arts- design and media workers 
etc.

� Knowledge professions: Doctors, lawyers, economists, scientists, 
researchers etc. 

� Artistic professions: Performing artists, musicians, painters etc.

� Sporting professions: Athletes etc.



All The World’s a Stage

� The Royal Danish Theatre as a motivation and 
leadership lab

� 3 years of intensive field studies

� Observation of 30 productions (opera, ballet, drama) 
from beginning to end

� Observation of 180 managerial meetings

� 100 qualitative interviews with artists, directors, 
managers etc.

� Grounded theory approach



What Is Motivation?

� Motivation is defined as the factors within an 

individual which arouse, maintain and channel 

behaviour towards a goal

� Motivation describes the initiation, direction, intensity 

and persistence of human behaviour

� But motivation is also a feeling, an emotional and 

psychological state of mind



Overarching Model of Motivation

”Motivation”
(Somewhat) ControllableExistential

Motivation Factors

-
Emotional and
Psychological

States

(Somewhat) Controllable
Motivation Factors and

Leadership Virtues



Four Archetypes of Creative Employees

The Prima Donna

Their work is their calling

Governed by extremely
strong values and ideals

The High Achiever

Extroverted: Governed
by external recognition
and a succesful career

Introverted: Governed

The Pragmatist

Holds a pragmatic view
on work

Gives priority to
work -life -balance

The Paycheck Worker

Work is a means to
resources that provide

satisfaction outside
of work

Recognition is not a 
motivational factor in

itself, but is an
important factor in

making work meaningful

Work is the primary
means to satisfaction and

a sense of identity

Introverted: Governed
by the introverted
experience like the

mountaineer

May espouse professional
values but the true

governing values relate
to achievement and 

recognition

work -life -balance

Work is not the primary
means to satisfaction

and identity

Shares professional
values but will not

make great sacrifices
(will perform adequately,

however)

May espouse professional
values but is a hypocrite:

Will enjoy privileges,
but will not make any
sacrifice in order to

behave in accordance
with those values

Is considered a heretic
by the prima donna

Great willingness 
to make sacrifices

Small willingness 
to make sacrifices



Frustration Regression

� If a higher level need remains unfulfilled, the person 
may regress towards lower level needs, which 
appear easier to satisfy

� But satisfaction of regressed needs will not � But satisfaction of regressed needs will not 
necessarily lead to increased motivation – on the 
contrary! 

� Demotivation as a result of frustration regression 
must be dealt with by satisfying the frustrated needs

� Important to distinguish between peoples’ true nature 
and what they may have regressed to



The Prima Donna

Existential
Motivation Factors

”Motivation”
-

Emotional and
Psychological

(Somewhat) Controllable
Motivation Factors and

Leadership Virtues

- Shielding leadership
Motivation Factors

- Calling

- Search for meaning

Psychological
States

- Kick

- Flow

- Identity

- Shielding leadership

- Authentic alignment

- Feedback

- Passion

- Generosity

- Inspiration

- To awaken and nurture
the employees’ calling



The Extroverted High Achiever

”Motivation”
-

Emotional and
Psychological

(Somewhat) 
Controllable

Motivation Factors and
Leadership Virtues

Psychological
States

- Achievement

- Kick from prestige

- Identity (as the
best)

- Prestige symbols

- Recognition (in public)

- Goal setting

- Feedback (in regards to
goal setting)

- Responsibilty



The Introverted High Achiever

”Motivation”
-

Emotional and
Psychological

(Somewhat) 
Controllable

Motivation Factors and
Leadership Virtues

Psychological
States

- Achievement

- Kick (by solving a
complex problem)

- Flow

- Shielding leadership

- Authentic alignment

- Autonomy

- Inspiration



The Pragmatist

”Motivation”
-

Emotional and
Psychological

States

(Somewhat) 
Controllable

Motivation Factors and
Leadership Virtues

- Shielding leadership
States

- Work-life-balance

-Identity
(social relations)

- Perceived equity

- Kick

- Flow

- Shielding leadership

-Feedback in regards to
task performance

- Praise and recognition

-Social relations

- Equity (justice)

- Goal setting

- Moderate responsibillity
and self-management



The Pay Check Worker

”Motivation”
-

Emotional and

(Somewhat) 
Controllable

Motivation Factors and
Leadership Virtues

Emotional and
Psychological

States

- Positive contribution-
reward-balance

- Perceived equity

- Pay

- Rewards 
(and punishment!)

- Praise

- Goal setting might work



It’s Not a Matter of Style…
It’s a Matter of Character!


