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[bookmark: _Toc76903828]1. Introduction
This report discusses about the types of intrinsic and extrinsic motivation used by Unilever’s CEO Alan Jope for employee efficiency. Unilever is a geographically diverse multinational company operating in 190 countries worldwide with almost 149 thousand of employees. Guzmán et al. (2020) describes that to manage such large workforce to achieve the purpose of the company, the CEO Alan Jope takes so many new methods and techniques to keep the employees motivated and closer to the organization’s purpose. He combines the intrinsic and extrinsic motivational factors within the organization so that employees of all motivational drives can work together to achieve a common goal (Boyle and Ottensmeyer, 2005). The aim of this report is to identify those significant intrinsic and extrinsic motivation used by Alan Jope that keeps such large workforce of Unilever in flow and find out ways to use these motivational factors for increasing the performance of the employees. This report outlined with the difference between intrinsic and extrinsic motivation, different types of these motivation and ways to accomplish high level employee performance by incorporating this motivation in the workplace and the leadership style of the CEO that is aiding to the whole process of employee motivation. The aim of the report will be achieved by the discussion of related literature.
[bookmark: _Toc76903829]2. Background of the CEO
Alan Jope was appointed as the CEO of Unilever PLC in 2019 for leading the organization to make it more diverse and inclusive for both the consumers and employees. He joined Unilever in 1985. After serving Unilever for 33 years, he became the global CEO of the organization. Grachev and Beek (2004) states that in the past, he served the organization towards achieving so many milestones playing in different role. He was born and brought up in Scotland and after graduating from Harvard Business School he joined Unilever in UK. Later on, his career, he traveled and managed business in different region including USA, China, Singapore, and Thailand for almost 27 years. He is committed to make Unilever more connected, diverse and digitally driven by ensuring sustainable development (Boyle and Ottensmeyer, 2005). As a leader he has immense impact in the organization for being so efficient in strategic analysis incorporating strong set of marketing principles. He has the expertise in driving significant consumer products business.
[bookmark: _Toc76903830]3. Leadership Style of Alan Jope
Alan Jope basically follows affiliative leadership style for achieving different strategic development and goals. According to Gonos and Gallo (2013), Affiliative Leadership is a leadership style where the leader empowers employees to achieve organizational goals with optimum efficiency. In this style, leaders delegate the responsibility on the employee’s individual capacity with utmost trust on his capabilities. There is a critism about Affiliative leadership that the leaders who follow this style is not visionary or doesn’t have any long-term plan (Akanbi, 2011). But Alan Jope in this case sets completely different angle. Grachev and Beek (2004) states that he focuses on the business performance and the interest of every stakeholder looking an eye on the future. In this case, he is visionary too. He drives change in the organization with proper assistance for his subordinates to anticipate and adopt the change (Aycan, 2001). He always pushes his employees to get out of their comfort zone and bring change in their respective departments for significant and remarkable business performance. Schreiber and Carley (2006) describe that As an achievement-oriented leader, Alan Jope encourages and create an environment in the organization where employees can work at their highest level to meet desired objective by ensuring personal involvement in the work and organization through various motivating approaches.
[bookmark: _Toc76903831]4. Motivation: Intrinsic Vs Extrinsic
Motivation is a process of creating stimulus within an individual for work to achieve a certain goal. It gives the person a reason to go daily at work. There are two types of motivation through which an organization can motivate their employees for high level performance; Intrinsic and Extrinsic motivation (Benabou and Tirole, 2003). Leaders in different organization takes different approaches to develop method for ensuring these two types of motivation. Alan Jope, in Unilever, ensure both intrinsic and extrinsic motivation. 
Intrinsic Motivation is the process where an individual gives his best willingly without any external rewards. Lindenberg (2001) illustrates that It happens when someone take the work or goal too personal and get emotionally attached. People who are intrinsically motivated tend to love the job so much and feel involved with the cause. Research in modern value driven business organization shows that intrinsic motivation is the best way of bringing the best quality work out of an employee (Boyle and Ottensmeyer, 2005). For example, most of the athletes, sports person, singers, and artists are highly involved in creating the best version of be the best in their respective field without considering the money. According to Deci et al. (1981), Because they love the job and passionate about it so much that they barely care about anything else. Intrinsic motivation helps to achieve psychological needs such as relatedness competence and autonomy. This motivation comes from within an individual without any reward offered by the company (Gonos and Gallo, 2013). The employees drive themselves to archive the certain organizational goal that ultimately satisfy their psychological needs and makes the person happy and satisfy the inner quest of success. Here, leaders like Alan Jope work for ensuring such environment where employees will be intrinsically motivated to achieve the objective and purpose of the company.
On the other hand, Extrinsic motivation comes from outside factors. Benabou and Tirole (2003) states that this is the process or mindset of an employee where external rewards like remuneration, bonus, and incentives motivates an individual to work. Here, an employee does everything just to avail the external reward to satisfy his/her basic needs. Employee sets his work goal surrounded by external gains (Grachev and Beek, 2004). They feel less involved to the task or purpose of the organization and more engaged what they will get in reward after completing the task. Vallerand and Ratelle (2002) describes that extrinsically motivated employees don’t focus on satisfying phycological needs over their basic needs. Few experts still believe the fact that all sort of behavior of an employee towards any task or goal of an organization is driven by external rewards. That’s why CEOs like Alan Jope, who wants the best out of every employee, don’t ignore the fact of external rewards (Guzmán et al., 2020). They try to create an inclusive environment where both intrinsically and extrinsically motivated employee can perform their best self. According to Minbaeva (2008), If the company doesn’t ensure any intrinsic value, external rewards will only be motivational tool for the employees. External rewards are the initial consideration of all employees while joining in a new company (Igbaekemen, 2014). The development of intrinsic motivational mindset occurs at the later stage when they get involved with the purpose of the organization.
[bookmark: _Toc76903832]5. Different Types of Intrinsic Motivation Used by Alan Jope
The most important part for building intrinsic motivation is developing and maintaining such environment in the organization where employees feel more engaged and connected with the purpose of the organization. Alan Jope has initiated lot of methods and different types of approach to create an environment in Unilever that ensures intrinsic reward for an individual. 
[bookmark: _Toc76903833]5.1 Satisfying the phycological needs
There are psychological needs on which Alan Jope sheds light for achieving intrinsic motivation within the organization. And to satisfy the psychological need he developed the Unilever’s work culture that encourages three elements; Autonomy, Relatedness, And Competence.
[bookmark: _Toc76903834]5.1.1 Autonomy
Alan Jope tries to create an environment where people think that their voice will be heard regarding what they will be performing. Schneider and Schröder (2012) illustrates that this culture encourages people to speak out about their task and set their own sets of goal. The organization, Unilever, doesn’t force its employee to take over any task they think themselves incapable of doing. Rather they empower those employees to build confidence where they will get out of their comfort zone to take up new challenge (Lindenberg, 2001). The employee has the choice of the task they want to take further. This culture frames the goal of a task by incorporating the goal of assigned employee so that employee doesn’t find it difficult to be connected and engaged solely with the task.
[bookmark: _Toc76903835]5.1.2 Relatedness
In Unilever, Alan Jope created an environment where employees can deepen their relationship with others. According to Aycan (2001), This is very much needed after ensuring autonomy. People builds relationship based on trust, affection and love. Alan Jope always nurtured this practice of building trust among the employees by taking various initiatives internally within the organization (Lord et al., 1986). He tries to know what employees are feeling about their job. Do they like what they are doing? Do they need any change in the process by which task will be easier for them? Thite (1999) states that this attitude towards employee helps them to build their own values. Employees will be able to connect their work with a greater cause and that’s what motivates them intrinsically.
[bookmark: _Toc76903836]5.1.3 Competence
An organization must open the door of learning for their employees so that they can grow and sense new opportunities. Alan Jope has initiated several methods where employees can prove them with their high-level job performance where they apply the most of the learning they gained while doing other task in the organization (Maljers, 1992). The organization creates achievement-oriented goals rather than result oriented goals. This gives the employees a sense of accomplishments on a regular basis and they look for new achievement. Alan Jope focuses on setting learning goals for the employees that open the door of new opportunities and idea which ultimately push them to do beyond their capacity.
[bookmark: _Toc76903837]5.2 Making the job more meaningful
Alan Jope tries to create the very environment that engage in great storytelling. It means the employee will feel he is more of a character of the story rather an employee. Guzmán et al. (2020) describes that everyone has their own story. Alan Jope describes the job as a meaningful story that creates a perception of contribution in a greater cause. An individual is working in the field for selling goods to the retailer can be tough but reaching out to people and help them get their essentials for the day is not tough.
[bookmark: _Toc76903838]5.3 Giving Praise
For ensuring intrinsic motivation for the employee, appreciation is always needed. Each intrinsically motivated employee wants a special attention from the senior management (Minbaeva, 2008). But the management must praise them in a certain way and Alan Jope has always encouraged such appreciation for their employees. Akanbi (2011) states that he wants appreciation to be very specific that means it has to be for one specific task or achievement. Managers must praise the effort and strategy that has been taken to accomplish the job rather than praising personality (Robescu and Iancu, 2016). According to Maljers (1992) Appreciation should take place if there is a good reason for it otherwise it will give the employee a sense of misjudgment by the organization that promotes wrong people for a job. And through this way, Alan Jope is creating an environment in Unilever which ensures lots of intrinsic motivational factor for employees.
[bookmark: _Toc76903839]6. Ways to Use Intrinsic Motivation for motivating Employee Performance
There are many ways Alan Jope follows to use intrinsic motivation of his employee to perform at their best. Those are discussed below:
[bookmark: _Toc76903840]6.1 Delegating meaningful tasks
When an employee take part in a meaningful job, after completion it gives him an intrinsic reward. That’s why Alan Jope tries to know the job that his employees feel meaningful (Schneider and Schröder, 2012). Through this, managers will delegate task that will give the employee a sense of purpose which will ultimately lead him to perform better at the task.
[bookmark: _Toc76903841]6.2 Giving employees the authority to choose
When employees themselves priorities their own job that they want to do throughout the day, they stay focused and connected with the job and do that job efficiently without any external reward or push from the manager. It works as an intrinsic motivation that help them perform better at the job.
[bookmark: _Toc76903842]6.3 Giving task that are simple
Alan Jope always pushes his managers to delegate simple task to the employees. Lord et al. (1986) states that task which are simple and easy to do gives the employee a sense of competence that work as a reward itself. The employee will try to engage in more such tasks which will make him better at the job and increase the level of performance (Vallerand and Ratelle, 2002). Complex tasks can give employee the feeling of incompetency that is not a healthy thought for intrinsic motivation.
[bookmark: _Toc76903843]6.4 Making progress visible
When an employee can see his progress, he gets his intrinsic motivation for work hard to make it better and learn from the mistakes. Boyle and Ottensmeyer (2005) describes that that’s what gives an employee a solid access to growth. In Unilever, Alan Jope made the progress report transparent and visible to the employee that they can know anytime about their performance and where they are doing good and where they are making the mistakes (Thite, 1999). It gives the employee an autonomous power to be efficient by their inner urge. And that’s what increase the performance standard of an employee.
[bookmark: _Toc76903844]7. Different Types of Extrinsic Motivation Used by Alan Jope 
When someone do something or motivated for any external gain such as money, position, promotion, incentives, bonus rather than inherent enjoyment it’s called extrinsic motivation. Guzmán et al. (2020) describes that there are four substantial types of extrinsic motivation that Alan Jope follows to keep the employee of Unilever motivated for works. Those are discussed below.
[bookmark: _Toc76903845]7.1 External Regulation
When an employee agrees to do something for an external reward is called external regulation. Here the external reward controls the quality of work. If the reward is satisfactory the employee will work in flow and full concentration (Grachev and Beek, 2004). In Unilever, there is a policy of external regulation. Suppose there is a very crucial project that needs to be done in a very short time and may take more than the working hours of a day for getting it done. In that case employees are offered with lucrative travel package at the completion of the project so that they work the extra hours to get the job done.
[bookmark: _Toc76903846]7.2 Introjected Regulation
When someone take up a new task due to his ego self-esteem or any internal pressure it called introjected regulation. In Unilever, Alan Jope tried to create a competitive but friendly culture where everyone can contribute (Igbaekemen, 2014). And this access of contribution led many employees perform task just to prove themselves or maintaining their self-worth. Grachev and Beek (2004) states that but actually, they are not willing to do that work. But what’s happen in Unilever is, people take task and perform their best as they know there are lot of other mindful people who will eventually do it. This competitive environment pushes them to focus and stay motivated until the completion of the task.
[bookmark: _Toc76903847]7.3 Regulation through identification
This is the most amazing form of extrinsic motivation followed by Alan Jope. Here, people will be less controlled by the external reward. Rather they will feel personally that they should do the task (Minbaeva, 2008). In Unilever, there is a certain criteria and performance indicator that sets the pace for promotion. So, if someone really want to get a promotion, they would do the task without being controlled by anything but the promotion. Employee knows what needs to be done to get his desired promotion and they will do it anyways.
[bookmark: _Toc76903848]7.4 Integrated Regulation
In any organization there are times when employee choose the task after finding it compatible with his values and purpose. And when this happens motivation mostly comes from within. Grachev and Beek (2004) states that the self-initiated action helps the individual to perform at his best and improve over time by his own internal push. In Unilever, Alan Jope has created an environment where people get the job that they are most familiar with and compatible (Robescu and Iancu, 2016). Thus, improving performance of any individual gets easy by motivating them for efficiency.
[bookmark: _Toc76903849]8. Ways to Use Extrinsic Motivation for motivating Employee Performance
The main purpose of creating a highly motivating environment within the organization is to ensure the high-performance level of the employees. Schneider and Schröder (2012) illustrates that this takes lot of effort from a CEO to nurture such culture in within the organization. Likewise, The Unilever’s CEO Alan Jope created an environment by taking so many strategic measures to ensure the extrinsic motivational factor for motivating employees’ performance (Akanbi, 2011). The way Alan Jope used extrinsic motivation for increasing employee performance are given below.
[bookmark: _Toc76903850]8.1 Describing Good Reason
Every individual wants to associate with something that align with his own value and purpose. Igbaekemen (2014) states that This gives them the autonomy to do the task in super-efficient manner. That’s why understanding the employee is very important. It will help the leader to find out in which extrinsic motivational stage he is in and what need to be done to give him a good reason (Minbaeva, 2008). This good reason can be a promotion or a foreign trip, who knows! But giving the employee a good reason to work can motivate the employee performance.
[bookmark: _Toc76903851]8.2 Delegate Challenging Job and Ensure Consistent Feedback
Extrinsically motivated employees want external reward for motivation. According to Robescu and Iancu (2016), They will do any kind of job that brings desired reward for satisfying their needs. In this case organization can delegate task that is more challenging as there is a reward at the end. This will help the employees to do more complex job that will eventually make them more skilled and competent for the future. And later in their career they will perform better (Boyle and Ottensmeyer, 2005). In this case for employee’s performance improvement feedback is necessary. Without feedback from superiors, keeping track of the quality performance cannot be done. So, in the process of motivating employee performance by giving challenging task feedback is must.
[bookmark: _Toc76903852]8.3 Mixing with motivated individual
If there is one motivated or high performing individual in a team others get the spirit to perform. Akanbi (2011) states that People who are externally motivated need to mix with highly motivated people so that they can feel an inner urge to perform alike. Employee sometimes ignore external reward such as promotion, incentives just to keep the pace with high performing team member that eventually motivate other team members performance.
[bookmark: _Toc76903853]Conclusion
This report described the two types of motivation Alan Jope, the CEO of Unilever, follows for motivating employee performance and the ways both of the motivation can be achieved in an organization. This report mainly focuses on the types of intrinsic and extrinsic motivation used by Alan Jope in Unilever and how both of the factors can be incorporated in an organization effectively to motivate employee. It also illustrated the leadership style and background of the CEO that basically helped him to nurture such motivating culture in the organization. This report has found that intrinsically and extrinsically motivated people can work in the same organization and the organization can also encourage both types motivational factor to motivate employee performance. It also found the personality traits of the leader and key characteristics. This report concluded by suggesting ways to use intrinsic and extrinsic motivation for taking the performance of the employees to the peak. 
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