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ABSTRACT

Regina M. Audio. Etfective Motivation of Front-Line

Employees, 1996. Anthony J. Fulcinit_i MA, Rowarn collece of

Nes Jersey Graduate Proqran in Public Relations.

Motivating front line employees to perform at optimum

levels is a challenge for managers and business owners. Non-

management employees from Southern New Jersey for profit and

non profit companies responded to a survey to offer comments

as to which of six specific types of motivational phrases

would best motivate them to perform optimally in common

workplace situations involving: quality, teamwork, personal

responsibility to organizational policy and procedure,

initiative, and customer service issues. Participants

considered top performers by their managers were asked to

choose which phrase would best motivate them in each

situation in an attempt to identify which phrases are most

effective in each situation.

Results of the survey suggested that the type of

motivational communication that is most effective varies

slightly from situation to situation, but that peak

performers are consistently those who bring a high level of

personal motivation to the job and apply that standard to all



types of work-related situations. This finding implies that

locating such workers and tailoring situation-appropriate

messages to them might prove more effective in achieving

desired results than searching for an ideal motivational

means and applying it generically to all employees, because

mass application would include those from whom desired

results might not be possible.



MINI-ABSTRACT

Recina M. Audio, Effective Motivation of Front Line

Emlovees. 1t95, Anthony J. Fulciniti, MA. Rowan Coll e of

New Jersey Graduate Proaram in Public Rlations

Motivating front-line employees to perform at optimum

levels is a challenge for managers and business owners, Non-

management employees considered to be peak performers by

their managers from Southern New Jersey COmpanies were asked

to choose which of six motivational phrases would best

motivate them to perform optimally in scenarios describing

each of five workplace situations: quality, teamwork,

personal responsibility to organizational policy and

procedure, initiative, and customer service. Results showed

that peak performers were those wno brought a high level of

personal motivation to their jobs and suggested that locating

such employees should precede the designing of motivational

efforts.
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CHAPTER 1

INTRODUCTION

CEOs and small-business owners agree that they possess

certain entrepreneurial qualities that have made and coniinue

to make them successful. Quality, teamwork, personal

responsibility to organizational policy and procedure,

initiative, and customer service are priorities for them

every day. Peak performance in each of these areas is the

norm for them and the trademark that separates them from

their less successful colleagues.

Those same CEOs, small-business owners, and franchise

operators employ front-line, nonmanagement employees who

share in the quality, teamwork, personal responsibility to

organizational policy and procedure, initiative, and customer

service duties. Yet, despite the importance of their

employees' commitments to peak performance in these areas,

these business owners claim that one of the greatest

challenges they face is motivating their employees to perform

as though they, too, were entrepreneurs who cared about these

issues, and not simply disinterested workers collecting a

paycheck.
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Such entrepreneurial performance is vital, according to

one business owner with stores grossing over $5 million

annually and employing over 100 workers on the non management

front lines.

"If I could find a way to get all of the people on my

front lines to feel like they owned my stores, I know I would

get better performance and my customers would get better

service. It's that simple. It's a question of ownership."T

A small-business CEO with about 20 front-line employees

claims that, "No one who works for me ever seems to do the

job the way I do mine. I try everything with my employees,

but it seems that nothing, formal or informal, seems to work.

They do a good job, but not an 'owner's job.' The care and

concern are always missing, no matter what.f2

One upper level bank manager with thousands of front-

line employees under his jurisdiction adds, "We believe that

employees who feel like they have a stake in what happens to

the company are the best employees to have on board, so we

offer all of our employees the chance to buy stock."A This

institution has other incentive programs in pace that reward

1 Interview by author with franchise owner with stores
grossing $5 million annually and employing more than 100
front-line, non-management employees in Southern New Jersey,
November, 1994.

2 Interview by author with small-business owner in
SouEhern New Jersey; has owned service provider businesses in
auto detailing and maintenance since 1972, November, 1994.

3Interview by author with regional manager for Southern
New Jersey commercial bank, November, 1994.
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"extra mile" service efforts. Why, then, do bank customers

still complain about employee rudeness, long waits and

employees' lack of concern for the job they're doing?

Experts agree that several valid reasons explain why

incentives tail and employees don't perform. Alfie Kohn,

author of several management books, including Punished by

Rewards: The Trouble With Gold Stars. T-centive Plans. A's.

Praise and ther Bribes, presents one of the most

controversial views on incentives and performance. In his

lectures to corporations, Kohn suggests that pay and

performance be kept as far apart as possible when trying to

motivate people. Says Kohn, The more we get people thinking

about the reward they're going to get, the less interest they

come to have in whatever they had to do to get the reward."4

Rather than use pay to reward employees, Kohn advises

employers to "pay people well and fairly; then do everything

possible to help them forget about money." 5

Kohn also suggests that companies approach motivation

the way psychologists do, dividing motivation into two types

-- intrinsic and extrinsic, and then examining their

employees and the efforts used to motivate them accordingly.e

This will help companies determine which employees will

4"Why Incentives Fail: A CFO Interview With Alfie Kohn."
CFO, Sept., 1994, 15.

5 Ibid.

6Ibid.
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resnond to which motivators, according to Kohn, and will then

help them determine which types of motivators to use.

Employees will give employers the quality results they want

if they are appropriately motivated, But, the fanciest

motivation methods that address the wrong employee needs will

fall short. 7

Following Kohn's lead of identifying worker types and

"hot buttons," the Gallup Management Consulting Group

identified four personality types which were endorsed by an

article in Sales and Marketing Management. and cited in a

study released by Northwestern University's Integrated

Marketing Comnunications Department. Identifying workers as

one of those types, the achiever, the competitor, the ego

driven worker, and the service-oriented worker, might help

companies motivate workers in a way that best suits themA,

Since each employee is different, a considerable effort must

be made to communicate with each employee in a way that best

motivates him or her in every situation.

Traditional means of rewarding employees are also

changing, reports national business-psychology and management

writer, Robert McGarvey, as are the employees the programs

reward. 'Programs that foster unhealthy internal compeition

pit employees against one another. Employee-of-the-month

7Ibid.

sEisman, Regina. "Incentives: There's More to Measure."
incentive Magazire, Feb. 1995, 11.
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programs create the situation where there will be only one

winner but many losers. '9 McGarvey instead describes a group

reward system that fosters cooperation and contributes to

healthier relationships between workers. McGarvey also

suggests that employers give employees the power to reward

each other for jobs well done instead of making rewards a

top down only process.13

One CEO from a successful San Francisco tool and die

company asserts simply that people make the difference,

saying that 'without good employees, even the best business

plan will only be marginally effective."11 That same theory

can be applied to motivational methods: Without good

employees to respond to them, they can be only marginally

effective at best.

Which of these approaches is correct? Is the best method

to scrap money and incentives all together and aim at a

higher level of need? Or would it be more appropriate to go

back to some basics, return to the carrot and stick or maybe

resurrect the iron hand and threat of unemployment? The

answer isn't simple, but it lies in the need for basic

communication between bosses and employees. Paying top dollar

for fancy programs that do not respond to employee needs is a

!9 cGarvey, Robert. "Risky Rewards." Entrepreneur, Nov.
1994, 7S.

'1Ibid., 77.

"Melohn, Tom. "Winning Strategies." Incentive Magazine,
Oct. 1994, 47.
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waste if the programs are ineffective, and threats are

useless if all they result in is turnover, Finding out what

kinds of techniques work in which situations and then making

those techniques part of something more formal might be a

good way to get the desired performance resul-s, say those

employers in the trenches.

STATEMENT OF THE PROBLEM

Owners and managers want employees to perform as though

they themselves were part-owners of the company, yet they

face the problem of being able to motivate front-line workers

to do so. Traditional means of motivation are changing and

existing motivational means are proving ineffective with the

front-line, non-management employees who are supposed to be

motivated by them. Little data exist from the perspective of

the front line employee, yet answers to how to motivate this

group of workers rest with them, and are rooted in their

needs and styles. This study provides data from this

necessary, yet missing, perspective,

DELIMITATIONS

This study focused on non management employees and the

types of phrases that could motivate them to oerform

optimally in situations involving quality, teamwork, personal

responsibility to organizational policy and procedure,

initiative, and customer service. Enployees were studied at
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both profit and non-profit organizations. All respondents

were currently employed. The study did not restrict employee

age, sex, educational background or years with the company.

All of these factors were noted as demographics, however.

Management-level employees and business owners were not

asked to participate in the surveys, but were asked via

individual interviews to provide background information used

to formulate the survey, including areas of major concern,

areas they often evaluated during performance reviews, and

phrases used to motivate employees in each situation.

Management level employees were then asked to distribute the

surveys to employees considered to be the best performers on

their staff.

NERD FOR THE STUDY

Because the problems caused by poor front-line

performance will not go away and will continue to cost

companies in terms of lost customers, as well as frustrate

owners and managers, the question of how to motivate the

front-line worker to perform optimally must be answered.

Because means of motivation change as employees change,

employers must discover new and appropriate ways to motivate

for desired results.

Because not much data exist from the perspective of the

front-line worker, despite an available pool of such workers,

going directly to the front lines for these answers provides
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business owners with a perspective missing from most of their

existing motivational efforts.

A study involving the best front-line employees' direct

responses to certain motivational phrases used during typical

situations, and answers to which type of phrase would

motivate them to perform as owners of the company, can help

the people they work for and others in similar organizations

to provide all workers with both the environmr.ent and support

needed to get desired "owner-like" performance. This study

will offer owners and managers suggestions from employees for

communicating with them that can be integrated with existing

motivational efforts and everyday communications to enhance

the results of all communications and particularly

motivational communications efforts.

HYPOTHESIS

The type of worker hired dictates what will motivate

that worker, and what motivates that type of worker in a

given situation determines how that worker will perform.

Therefore, if employers are to motivate front line, non-

management employees to perform as though they were owners of

the company. they must first shift their focus away from

deciding which motivational efforts to use and concentrate on

determining which types of employees they have hired or will

hire and must motivate. Then, employers must tailor their



motivational programs to respond to their employees'

individual styles and needs, going back to the basic

communications and then designing programs structured around

those communications.

ASSUMPTIONS

It will be assumed for the purpose of this study that

all employers expect their employees to perform as though

they were owners of the company, displaying entrepreneurial

tendencies in the areas of quality, teamwork, personal

responsibility to organizational policy and procedure,

initiative, and customer service. It will also be assumed

that certain similarities exist in all situations regardless

of industry, and it will be assumed that the respondents will

be able to anply their own industry-specifics to the

generalized scenario offered.

It will also be assumed that the opinions of chosen

employees, while not representative of the entire population,

would be somewhat similar to those of their colleagues and

other employees like them working in other organizations.

Finally it will be assumed that the findings of the study

will be applicable in some ways to other industries not

represented in the study but employing similar types of

employees working under the same conditions.
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PROCEDURE

The author gained a background on the issue of employee

incentives and motivation by performing literature searches

and interviewing business owners and managers in the Southern

New Jersey area.

Through this preliminary research, the author identified

that people were going to Provide the best daza for the new

study and that existing research could provide the foundation

for an instrument to be used to conduct the o-iginal

research.

Interviews with managers and owners showed that five

areas were of major concern to them and that generally six

types of motivation commonly occurred. Both of these findings

were used to prepare the survey which was checked for clarity

with the managers whose comments had provided the information

that led to its formation.

A survey was chosen to serve as the research tool

because it allowed the researcher to pose the questions

without interviewer bias and gather the results in an

anonymous fashion. The organizations chosen to participate in

the study included a variety of industries and were chosen by

the author because they eaployed a cross-section of the pool

of front line employees.



DEFINITIONS OF TERMS

Achiever One of four worker personality types identified

by the Gallup Management Consulting Group in which a person

is driven to perform by his or her personal goals and the

desire to achieve.

Comnetitor -- One of four worker personality types identified

by the Gallup Management Consulting Group in which a person

is driven to perform by his or her desire to be the best or

top performer.

Eao-driven -- One of four worker personality types identified

by the Gallup Management Consulting Group in which a person

is driven to perform by the promise of public recognition or

reward.

Ent%.anrmeneur a business owner- for this study this term

will also refer to the worker who takes personal ownership in

the company he or she works for by performing with the care

and dedication of an orner.

Extrinsic motivation outside motivational factors, such as

rewards, bonuses or incentives, that attempt to produce a

desired behavior.
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Extrinsically. motivated -- those employees who are driven to

do a superior job by extrinsic, or outside, motivational

forces.

Front-lin. _non management emplovees -- the employees who

will be studied; those working in front-line roles without

management responsibilities or training, receiving hourly

wages, usually without traditional benefits packages.

Intrinsic motivation the motivational force within an

employee that comes from doing a job that is liked and liking

the job that needs to be done.

Intrinsically motivated those employees who are driven to

do a superior job by intrinsic forces, or those coming from

inside them.

Management employees -- those who supervise the front-line,

non-management employees being studied.

Mot-ivyat innal methods or programs -- any policy, program, plan

or method, formal or informal, that companies use to entice

workers to perform.

Serfiseoriented -- One of four worker personality types

identified by the Galluo Management Consulting Group in which
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a person is driven to perform by his or her desire to serve

others.
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CHAPTER 2

To provide a foundation for the study, a comprehensive

review of the literature was performed. Topics researched

included motivation, employee motivation, employee rewards,

employee recognition, osychological motivational factors, and

general employee relations, communications and human

resources categories. The searches were conducted on

electronic databases, including the business abstracts,

psychological abstracts, theses and dissertation abstracts,

and social sciences indexes available at Rowan College of New

Jersey, Camden County Library, and Cherry Hill Library, all

of New Jersey. The literature search also included a review

of the indexes of current business magazines, management

publications and newspaper articles,

The literature review revealed that a considerable

amount of material exists on the topic of motivation and

employee incentives in books, periodicals and trade journals.

For the purpose of this study, which deals with the needs and

concerns of the front-line employee in 1996, and given that

needs of employees change with the changing times, any

material with a publication date older than five years was
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not considered for inclusion in this study.

The literature review also revealed that a considerable

amount of material exists which deals specifically with

hiring and with employee recognition. No information was

available, however, that specifically combined the hiring

practice and the communications used in motivational efforts.

Likewise, very little information existed from the

perspective of the front-line employee, regardless of topic,

and no similar studies were found to have been performed on a

similar audience of front line workers.

The literature search showed that experts' ideas

surrounding motivation and the use of incentives are divided

and subdivided between those who believe motivation should be

monetary and those who believe that it should be non-monetary

and consist largely of recognition and awards. Within that

division, experts differ as to whether they believe that

individuals should be rewarded as individuals or whether it's

more beneficial to reward people as part of a team. Smaller

debates rage as to which types of monetary or non-monetary

incentives are most effective and discussions ensue relating

to how often an incentive should be used and who should

initiate the process.

Alfie Kohn, management consultant and author, offers one

of the more contemporary -- and controversial -- views on

employee rewards and motivation in the SAall Business Forum

article, "Do Employee Rewards and Recognition Programs Work?"
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In that piece, Kohn suggests that rewards are successful only

in producing temporary compliance with rules. Therefore, says

Kohn, businesses cannot use a reward system to get them the

desired results of quality, service and dedication.12

Why? Because rewards, maintains Kohn, do not create an

enduring commitment to any value or action, but merely change

what employees do temporarily. People who expect to

receive a reward for completing a task, or for doing it well,

do not perform as well as those who do not expect to receive

anything. Kohn further asserts that "not one controlled study

[to his knowledge] has ever demonstrated that a long-term

improvement in the quality of performance ever occurs as a

result of rewards."l1

In continuing his discussion of rewards, Kohn asserts

that rewards can actually punish workers by setting them up

as winners or losers. He also contends that rewards thwart

creativity since workers are less likely to take risks or

explore possibilities if they fear the loss of a reward.

Rewards, then, says Kohn, encourage people to seek easy tasks

and take little interest in what is actually being done as

they focus more on what they will get when the task is

completed. Kohn also maintains that rewards can damage

workplace relationships, saying that "very few things are as

'2Kohn, Alfie. "Rewards Produce Temporary Compliance."
Small Business Forum, Winter 1994/1995, 67.

13 Ibid.
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dangerous to an organization as a collection of incentive

driven individuals trying to reassure and curry favor with

the incentive dispenser."14 Even if this incentive dispenser

is a peer, as Robert McGarvey suggests as an alternative to

the traditional management-down style of rewards, the danger

still exists.

To provide a foundation for his opinions, Kohn refers to

Edward Deci's studies in the early 1970's, which showed that

the more employees thought about a reward the less they

thought about their task, a condition that seems to still be

true today.'s In an interview with CFO Magazine, Konn

reiterates this finding by saying that "the more people focus

on a reward the less they focus on what they have to do to

get the reward." He then says that to be effective the

emphasis on motivation must move away from "simply motivating

people to perform" to "determining what motivates people to

perform. "is

To further clarify his position, Kohn introduces the

psychological concepts of intrinsic and extrinsic motivation

into the workplace motivational arena, noting that if

employees are best motivated by extrinsic factors, such as

money and other outside inducements, then there is little

else that will motivate them. Likewise, if the reward is the

14Ibid., 68.

15Ibid.

l6"Why Incentives Fail." CFO Masagine, Sept. 1994, 15.
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only reason the employee is performing, then intrinsic

factors, such as personal commitments to quality and concern

for the job will never be the driving factor in their

performance. In a final statement Kohn says that

"manipulating behavior by offering reinforcements can never

bring quality to the workplace."17

The theories put forth by Kohn are relevant to this

study on front-line employee motivation because finding out

what makes employees perform as though they owned the company

is one goal of this particular study. Knowledge and

understanding of Kohn's concepts of intrinsic and extrinsic

motivation become important in the study for interpreting the

data and determining what best motivates which type of worker

in which type of situation, and then later, when using this

information, to recommend which types of workers to place in

which types of positions.

Peter Scholtes offers an opinion similar to Kohn's. His

contention is that "the greatest management conceit is that

we can motivate people. Motivation is inside people -- or it

isn't and the only thing that motivational efforts can do

is demotivate."18 For example, Scholtes points to commonly

used merit and reward systems that create winners, losers and

cynics. According to Scholtes, many employees feel that the

l7Kohn, Small BusineSs Forum, 69,

'IScholtes, Peter R. "Reward and Incentive Programs are
Ineffective Even Harmful." Small Business_ Forum, winter
1994/1995, 71,
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one day of recognition is merely lip service since it is not

consistent with the treatment they receive on a daily basis.

Similarly, if one employee wins and many employees lose in

employee-of-the-month type endeavors, then those who do not

win also lose their desire to try, Scholtes' solution to the

problem is for managers to: resist the urge to bribe

employees; remove demotivators; and focus on improving the

motivational process. Lastly, Scholtes says that it managers

want quality and customer service to be the end results of

their motivational efforts, for instance, then they musi

focus on hiring employees who see quality and customer

service as the focus of their job and move the emphasis away

from the reward. ̂

Robert McGarvey's opinion that employee of the month

programs do more harm than good are also in line with Kohn's

and Scholtes' assertions. McGarvey contends that breeding

unhealthy internal competition through contests is not

advisable.20 McGarvey also asserts that while team rewards

might help eliminate the unhealthy aspect of the competition,

they are not a sure fire solution because contests soon

become heavily entangled with rules. Limiting the number of

winners or the number of times a person can win, for

instance, changes a reward into a game where there is no

relationship between performance and winning, and therefore

Igsbid., 73.

20McGarvey, 77.
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renders the contest useless as a motivator.i2

Bob Nelson contradicts both Kohn and Scholtes when he

asserts that 'incentive programs can work" in his article by

the same title from Small Business Forum's Winter 1994/1995

edition. Nelson, Vice President for a San Diego-based

management training and consulting firm, contends that Kohn's

theories are laced with myth and fiction. Nelson's first

disagreement with Kohn is over Kohn's statement that

extrinsic motivation is bad for quality. Nelson's first

argument with Scholtes comes from the fact that Nelson

believes that motivation is possible, and also desirable.22

Says Nelson, "Intrinsic motivation is best. But few jobs

are intrinsically motivating, so extrinsic motivation is

sometimes the only way to motivate." This is particularly

true of front-line positions. Nelson then contends that

managers must work with employees to meet their individual

needs, an idea that relates to this study because it supports

what the study is suggesting that managers do.23 These ideas

can be seen as related to Kohn in one way, however. Kohn

recommends that businesses pay workers a fair wage as a way

of moving them away from thinking about money and extrinsic

forces. Nelson's recommendations are similar in that he is

asking managers to meet employees on their level, which on

2lIbid.

22Nelson, Small Business Forum, Winter 1994/1995, 71-72.

2sIbid., 70
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the front line may indeed begin with the perceived adequacy

and fairness of the wage.

Nelson again contradicts Kohn when he says that rewards

do not punish, and that competition and controlling behavior

are not bad. Nelson says instead that if employees are a part

of creating the reward system, then they will feel less

manipulated by it. He also notes that while excessive

competition can create problems, some competition is healthy

if it can be used to boost creativity and help people strive

to achieve, particularly if workers are such types as to

respond to these techniques. These ideas become important to

the study because they again reinforce the idea that

management must know what types of workers it is dealing with

before putting motivational tactics into effect. Examining

the effectiveness of everyday communication techniques is one

way to achieve this.24

Frank C. Hudetz, a chairman and CEO for an Illinois

based business, says that self-esteem and self-actualization

are the highest order of incentives and should be at the base

of every effort. He says on one hand, like Kohn does, that

short term incentives, such as cash, coupons and vacations

are short-term rewards and therefore make short-lived

incentives because they respond to lower level, more basic

needs. Hudetz contends that to get quality results and long

24Ibid.
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term commitment to their jobs, companies should aim to

satisfy employees on higher levels, such as their self-esteem

and selt-actualization needs. Hudetz' theories assume that

all employees are ready to have their needs met at these

levels, something that would be applicable it every employee

felt that the more basic needs were being met, 25

A study conducted by two integrated marketing students

at Northwestern University significantly contributed to the

development of this thesis because it proposes that the type

of worker should be matched to the type of motivation, The

study, titled, "Development of a Long-Term Measurement

Instrument to Evaluate Incentive Programs," by Jolene Eckert

and Cathy Hartman, suggested that incentive programs be

evaluated in terms of the kinds of workers on hand to "use

them." The study also stated that this was feasible because

many companies had this information on hand. Four sales

worker types were identified that could be applied to other

industries as well. Those were: the achiever, the competitor,

the ego-driven and the customer-driven. According to the

study, all of these types of workers have different "hot

buttons" that motivate them. The key, said the researchers,

was to identify what types of workers existed in each

position and then tailor make each motivational effort to

25Hudetz, Frank C. "Self Actualization and Self Esteem
are the Highest Order of Incentives." Small Business Forun,
Winter 1994/1995, 71.
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respond to those workers' needs.26

The Incentive Magazine article, "Hiring the Eagles,"

also suggested that it is the kind of worker who makes the

difference in the quality of work performed, not the type of

reward offered to that worker. Says author Tom Melohn,

'without good people even the best [sales] plans will be

marginal." The same can hold true for motivational efforts.

The secret is not in the effort, it's in the people who will

be responding to it. Melohn says that managers must reexamine

the hiring process and get more detailed infoDnation about

the people they will be hiring. Then, like other experts have

suggested, once this information has been gathered during

hiring, management can put it to work when designing the

motivational means and gain a better chance of getting the

desired results. 27

Virginia M. Gibson, writing in Management Review, says

that employee compensation is linked to the ocganization's

success since employer-employee relationships are changing.

Companies want high quality work, loyalty, commitment, and

service. Employees want much more subjective things,

including having their compensation linked to their

contribution. They also want challenging work, opportunities

for training, and flexibility in their schedules. Linking

this to the Hudetz' findings and Kohn's notion of the

26Eisman, 11.

27Melhon, 50.
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importance of adequate pay, it is only when employees are

able to move up the hierarchy of needs -- beyond safety and

security -- that they are able to respond to incentives

offered at higher levels.

In a roundtable discussion six executives from companies

around the United States discussed how they are beginning to

change their compensation practices to make them more closely

related to employees' contributions. These changes came about

as a result of employees' changing ideas about work and the

workplace. Writing in Inc(;nt-t Magazine, Judy Quinn also

suggests that organizations reengineer the way that rewards

and recognition are handled the same way and at the same time

they consider other changes in their organization.

Reengineering guru James Champy, in the book, Reenaineerinp

.th.eC.rporation, devotes an entire section to this notion

claiming that the "traditional means of motivation are

changing as are the employees that managers must motivate."u2

Malia Boyd takes on the issue of incentives from the

financial perspective and says that motivation can be done

and often quite inexpensively. This agrees with the shared

opinion of some ot the other experts which says that

sometimes it is the inexpensive type of reward that makes the

most impression, such as the praise mentioned by Manfazeu s

Lecal Bulletin writers or the trust and confidence touted by

2sQuinn, Judy. "Mr. Fix It." Incentive Magazine, Feb.
1995, 18
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Robert Rogers. Other non-financial rewards seem to work, too,

although assertions by Kohn about adequate pay would seem to

override the effectiveness of such rewards. In short, an

employee who cannot make ends meet on a particular wage

simply will not be motivated to work harder to earn a

certificate, but that same employee might be persuaded to

work harder if the reward helped to meet his individual

needs, even it those needs are extrinsic and monetary given

his position on the hierarchy of needs.

Relationship of the study to the field

While the study is unique in its content and its

participants, its origin can be traced to the literature.

Kohn suggested that motivation be characterized as intrinsic

or extrinsic, and that organizations evaluate their workers

in a similar way and determine whether their motivational

efforts are responding appropriately to these workers'

styles. This study takes that notion one step further and

characterizes the communication used in more specific terms.

Then this study links the employees' chosen responses to a

specific type of worker so that a profile might be created.

Additional support for this study came from the article

in the February 1995 issue of Tncentive Manazi:ne that

suggested a link between the type of worker hired and the

type of incentive that is effective. The 1995 study suggested

that companies use information gathered from psychological
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tests administered during the hiring process to help them

form incentive programs that respond to employees' needs and

"hot buttons." This study does just that by using general

scenarios in each of five key areas and asking employees to

tell which phrase would be most effective in each situation.

Concepts cited in the same 1995 Northwestern University

study noted four sales worker types that had been identified

by the Gallup Management Consulting Group: the achiever, the

competitor, the ego-driven worker, and the service-oriented

worker. The authors asserted that different incentives would

be necessary to motivate these different types of workers to

perform optimally. The article suggested that it was not so

important to design the perfect incentive program, but to

identify what employees would consider the perfect incentive,

and then deliver that tailor-made method to each employee.

This information will become helpful when interpreting the

data and creating a hiring profile. This study will break new

ground because it focuses entirely on the needs and ideas of

front-line, non-management employees, and uses phrases and

situations common to all industries that are specific enough

for basic understanding.

The existing research, while voluminous and varied,

lacks significant data gleaned from the perspective of the

front-line employee. The existing research, however, does

provide the support necessary for the new study, as is

evidenced by the way that this new study has made new use of
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what had been already researched and by the way that existing

research will be used to interpret data and enhance the

recommendations.
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CHAPTER 3

The data needed for the study were divided into two

areas: demographics and effective motivational responses in

given situations.

A survey was compiled asking respondents to provide

demographics about themselves and their present job, and also

to tell which of six phrases would be most effective in

motivating them to do an "owner-like" job in each of five

different areas of their job responsibility. Employers and

managers and performance reviews provided the basis for the

five areas and six phrases which were then created by the

researcher. The five areas and six phrases were not

identified as such on the survey but were created to be

distinct, clearly recognizable and easily classified.

Random employer selected employees provided the

remainder of the data necessary for the study and were chosen

in the following manrer: The employees were chosen randomly

by managers from the pool of eligible employees considered to

be the best performers at each workplace. Surveys were

distributed in person and collected in person by the
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researcher immediately upon completion. To be considered

eligible, employees must have been:

. presently working on the front line in a non-

management position for an organization in Southern New

Jersey and

* must never have been in a management role in their

present or a similar organization.

In the surveys, respondents were asked to:

* Provide basic demographic information concerning their

present position, length at present position, age, highest

grade level of education completed, what level of interaction

their job required with the public and with co-workers, and

how often their job required them to work independently, and

* Tell which of six phrases created by the researcher

after interviewing managers and owners would best motivate

them to perform in each of five different situations deemed

by managers and owners to be the most important areas of non-

management employees' jobs (quality, teamwork, personal

responsibility to organizational policy and procedure,

initiative, and customer service).

Surveys were distributed during the month of March 1996

to participants.

The data from the study were analyzed by the author

using comparisons and matrices. Data were analyzed

individually in a straight reporting of the findings. Then

data were compared according to the demographics of sex and
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type of organization worked for. Cross-comparisons were

reuorted by question type (scenario) and rasponse type

(motivator). Row and column percents were provided for all

rslevanu data along with freauencies.



31

CHAPTER 4

Some 109 completed surveys contained the results of the

study. Demographics for the survey showed that 40 of the

respondents were male and 69 were female; 78 worked in the

for-profit setting and 31 in the non profit setting. The ages

of the respondents ranged from 17 years to 51 years with most

respondents having an average age of 21. Respondents'

educational levels also varied, with the majority at

respondents having attended high school and some college,

with some also having graduated from college.

In response to Question 1, which described a quality

scenario and offered six types of motivational phrases and

asked which phrase would best motivate them to perform,

respondents answered in the following way: 22% said that

perceived job responsibility would motivate them, 8.3% said

that team pressure would motivate them, 3.7% said that the

prospect of praise would motivate them, 2.7% said that a non-

monetary reward would motivate them, 63.3% said that it was

their personal standard that would motivate them, and none of

the respondents said that a threat would motivate them to
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perform.

TABLE I -- Question 1: Quality Scenario

Question 1 The company you work for has built a reputationr for
doirg quality work at all levels. This means a 24 hour turnaround and a
100% accuracy rating on all orders processed and shipped. What motivates

you to maintain these standards?

ReS.poaue Frnquany Row percent/
N= 109 C!oldnP percent

A -- Threat: The fact

that anyone who does rot 0 D/O
maintain these standards

will be disciplined and
later fired.

B -- Perceived Job

Responsibility: It is a 24 17 2/22

condition of the job that

all workers maintain

these quality standards.

C -- tean Pressure: My

team gets a grou-p reward S 5/8.3

for maintaining quaiity

standards and they are
depending on Me to do my
part.

D -- rzaise; I will be

told that I do a quali.y 4 1/3 7
job by my peers, boss and

customers.

E -- Ion-monetary
Reward: I will receive a 12.5/2.7

monthly award

(certificate) for every
perfect performance.



33

In response to Question 2, which described a teamwork

scenario and offered six types of motivational phrase and

asked which type of phrase would motivate them to participate

in the team's activity, respondents answered in the following

way: 1.8% said that a threat would motivate them, 16.5% said

that perceived job responsibility would motivate them, 26.6%

said that team pressure would motivate them, 2.7% said that

the prospect of praise would motivate them, 3,7% said that a

non-monetary reward would motivate them, and 48.6% said that

it was their personal standard that would motivate them to

participate.

F -- Personal

Standard: It is my 69 25.7/63.3

personal Standard to
perform this way; I would

do so even it the comnany
did not require it of me.



34

TABLE 2 -- Question 2: Teamwork Scenario

Question 2 - A special project needs to be comroleted by 4:00 p.m.
and at 3:00 p.m. several parts of the project are still undone. You
normally leave at 4.00 p.m., but if you stay and help, the project will

get done. what motivates you to stay until things are done?

RespOnse Frequency Row percent/
W- 109 Column paraent

A -- Threat: The

knowledge that anyone who 2 B.3/1.B

doesn't pitch in at crunch

times doesn't get to share
in the sales leads the

projects generate.

B -- Perceived Job

Responsibility: It is 18 12.9/16.5

part of the job that
everyone help during times
when the office is busiest.

C -- Teea Pre-Yurte:

Everybody else is doing 29 48.3/26.6

their part and they need my
help so we can be
successful

D -- Praise: I will be
commended for going the 3 10/2.7

extra mile.

E -- Nan-muoetatry
Reward: I might get some 4 16.6/3.7

sort of reward for goirg
the extra mile.

F -- Pernonal Standard:

It is my personal standard 53 19.7/48.6

to stay involved with
projects until tney are

done no matter what.
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In response to Question 3, which described a personal

responsibility to policy/procedure scenario and offered six

types of motivational phrase and asked which type of phrase

would motivate them to follow the policy, respondents

answered in the following way: 14.7% said a threat would

motivate them, 24.8% said that perceived job responsibility

would motivate them, less than 1% said that team pressure

would motivate them, 1.8% said that the prospect of praise

would motivate them, less than 1% said that a non-monetary

reward would motivate them, and 56.9% said that it was their

personal standard that would motivate them to perform.



36

TABLE 3 -- Question 3: Personal Responsibility to Policy/

Procedure Scenario

Question 3 -- Your organization's staff meetings are always held
after hours ard sometimes on your day off, yet evezyrne is exected to

attend the ieetingS. That make you attend these meetings regardless of

the day and time scheduled?

Re Sp oUa Frequiency Row percent/

N= 109 column percent

A -- Threat' The

knowledge that meetings are 15 66.6/14.7

mardatory and those who

don't attend will get put
on warning.

B -- Perceivnd Job

Responsibility: It is a 27 19 4/24.8

jot requirement that staff

stay updated through
monthly meetings.

C -- Team PreadrO;i The
shift (team) gets rated on 1 1 5/ 9

attendance and they are

depending on me to do my
part.

D -- p-aisEe Those who

attend meetings always get 2 5.6/1.8

praisec at the end of the

meeting

E -- mon-monetary

Reward: All those in 4.1/.9

atcendance at meetings get
a certificate for

attendance and perfect

attendance is rewarded at

the end of the year.
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In response to Question 4, which described an initiative

scenario and offered six types of motivational phrase and

asked which type of phrase would motivate them to perform at

top level, respondents answered in the following way: 2.7%

said a threat would motivate them, 31.2% said that perceived

job responsibility would motivate them, 17.4% said that team

pressure would motivate them, 5.5% said that the prospect of

praise would motivate them, 43.1% said that it was their

personal standard that would motivate them to perform, and

none said that a non-monetary reward would motivate them.

F -- Personal Standard:
I feel personally 62 23.1/56.9
responsjibl to tay updated
on industry/ company
information



TABLE 4 Question 4: Initiative

Question 4 -- Certain jobs always need to be done every day in your

workplace though they are not assigner to any one particular person as

part of his/her job duties. What makes you decide to do the jobs when

you see that they aren't being done? (Example of a job -- washing out

the coffee pot or taking the mail to the mail room.)

Response rFrequency Row peroent/
N= 109 Conlum puercut

A -- Threat: _f nobody

0oes the job volurtarily we 3 12.5/2.7

will all be put on a rigi±
schedule for the tasks.

B -- re:ceived ob
Responsibility: It is 34 24.4/31.2

part of the job that I
sometimes must do extra
duties to make the office a

better place to work.

C -- Team Pressure:

everybody else is doing 19 31-6/17.&

their pari and I must do
mine.

D -- PraiSu: People
rraise/thank me for doing 6 20/5.5

these jobs voluntarily.

E -- mon-munetary
Reward: I may be the next 0 0/U

recipient of the employee-
of the munth award if I
continue to do the little

things

F -- Personal Standard:

It is my personal standard 47 17.5/43.1

to see that things that
need to be done are done.

38
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In respOnse to Question 5, which described a customer

service scenario and offered six types of motivational phrase

and asked which type of phrase would best motivate them to

perform at top level, respondents answered in the following

way: 2.7% said that a threat would motivate them, 33% said

that perceived job responsibility would motivate them, 1.8%

said that team pressure would motivate them, 33.8% said that

the prospect of praise would motivate them, 14.7% said that a

non-monetary reward would motivate them, 34% said that it was

their personal standard that would motivate them to perform.
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TABLE 5 Question 5: Customer Service

Question 5 - A cuStomer at the store where you work has been shorted

an item in their order [sic]. They call from home to tell you of the

error but they can't core back to get the missing item. What makes you

decide to drop it off at their house on your way home?

Response Frequency Raw etrCent/

I= 109 Column percent

A -- threat: It was my

fault and I could get put 3 12.5/2.7

on warning for the mistake.

B Perceived Job

Responsibility: It'3 my 24 25.8/36
4 ob to make sure that

customers are happy.

C -- Team Preoure e Our

shift will get a bad rating 2 3.3/1.8

for my mistake and the

whole team will suffer.

D -- Praise: I will be

praised/thanked by my boss 15 50/13.8

and/or the custuner.

S -- Non-monetary
Reward: Next time I ask 1 66.6/14.

for a day off/special
favor, T might get special

consideration for my
dedication.

F -- personal Stanadard:
It is my personal stadard 37 13.8/34

to perform this way on the

job.
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Respondents were also asked to tell how much they

interacted on their present job with the public and with co-

workers and how often their jobs required that they work

independently, using the ratings often, sometimes, seldom,

and never for each. The responses were:

Interact with the public -- 71,5% often, 22% sometimes,

5.5% seldom, less than one percent never;

Interact with co workers -- 77.1% often, 20.2t

sometimes, 2.7% seldom, no percent never;

Work independently -- 74% often. 19.3% sometimes, 5.5%

seldom, and no percent never.
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In reviewing the responses, the total number of each

type of response is shown in Table 6.

TABLE 6 -- Total Response Types

Responso Total Responses Colunn Percent of

Type N = 545 Total 545

A -- Threat 2 .4

-- Perceived Job

REsaposibility 139 25.5

C Tan Prressure 60 11

b -- Praise 30 . 5

E -- Non $$ Reward 24 4.4

F -- Peruonal 255 49.1
Standard

This table shows how often each answer was chosen
collectively out of a total 545 possible responses (109

questionnaires with five questions each).

As evidenced by the above Table, personal standard was

by far the most popular chosen answer when looked at overall.

Almost half of the answers given, regardless of scenario,

received a personal standard response. For a further

breakdown of how the individual questions matched up with

each scenario, see Table 7.



TABLE 7 -- Which scenario ranked highest with each type of

motivator.

This table shows which scenario was the most popular
application of each motivator. The focus of each scenario is
also provided.

These data indicate that threats do motivate more in

policy/procedure situations more than any other type of

motivator, that team pressure is more effective in teamwork

situations, and that personal standard is most important in

quality situations. Perceived job responsibility, praise and

non-monetary rewards received their highest response rates in

reference to the customer service situation, showing that

customer service is an area where multiple factors csn

motivate. The one scenario that did not have a specific

Responle/ Row oaCls of scenario
Motivator Percent (QuBetion number)

A {Threat) 66.6 Policy/Procedure (3)

B (Jrob ReDp) 5 8S Customer Service (5)

C (Team pressure) 4.3% Teamwork [2)

D (Praise) 50% Customer Se:vice (5)

E (Noni $$ Reward) 66% Cu.toIenr Servicu (5)

F (Pere, Standard) 25.7% Quality (1)
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motivator appear as most commonly chosen was the scenario

concerning initiative.

When cross-tabulated by gender, the data showed the

following:

ThItbe R Motivation Response Types by Gender

Leaend
Frequency (N -
Column Percent
Row Percent

200 male; 345 female)

This table shows the breakdown of responses by gender. Men

were less likely than women to respond to teamwork motivators

or threats.

Resp. Resp. R.Sp . oResp Aerp
Type A Type 3 Type C Type D Type E Typ3 F

tMale 55 212 a 93

25% 39.5% 43 .3 40% 33.3% 34.7%

3% 27.5% 13% 6% 4% 46.5%

Female 18 84 34 18 16 175

75% 60.4% 56.6% 60% 66 7% 65.3%

5.32 24.3% .9.8% 5.2% 4.6% 50.7%



TABLE 9 Response Type A -- Threat

Ques. 1 Ques. 2 Ques. 3 Ques. 4 Ques. 5
Quality Teamwork Policy/ Tnitia- Cst .

Proced. tive service

Hale 0 2 3 0 1

1.S% 2.7% .9%

1% 1.5% .5%

pemale 0 0 13 3 2
I2 -9% 2.75% 1.3%

3.7% .9% .6%

Leaend
Frequency (N = 24)
Column Percent
Row Percent

Men were rarely motivated by threats in any situation.

TABLE 10 Response Type B -- Perceived Job Responsibility

Ques. i QUes. 2 Oues. 3 Ques. 4 Ques. 5
Quality Teamwork Policy/ Initia- Cu-t.

Proced. tire Service

Hale 9 9 8 12 17

8.2% 8 2% 7.3% !1% 15.6%

4.5% 4.5% 4% 6% B.5%

Pemals 15 9 19 22 19

13.7% S.2% 17.4* 20.1% 17.4%

4.3% 2.6% S 5s 6.4% 5.5%

Legend
Frequency (N -
Column Percent
Row Percent

Men and women fared similarly in this response category.

139)



TABLE 11 Response TYo C -- Team Pressure

QuaS. I Ques. 2 Ouns- 3 QueR. 4 Ques. 5
Quality Teamwork Policy/ Initia- Cust,

Proced. tire Service

Hale 5 6 1 12 2

4.5% 5.5% .9% 1% 1.8%
2 5% 3% .5 6% 1%

Female 4 23 0 7 0

3.6% 21.1% 6.4%

1.2% 6.6% 2%

Lfcend
Frequency (N = 60)
Column Percent
Row Percent

Team pressure was significantly higher among ,woemen than among
mer.

TABLE 12 Response Type D -- Praise

Ques. I Ques. 2 Que. 3 Oue - 4 Ques. 5
Qua-ity Teamwork Policy/ Initia- CUrst.

Proced. tire Service

Nale 1 2 2 6 1

.9% 1 8% 1.8% .5% .9

.5% 1% 1% 3% .5%

Female 3 DO 0 14

2.7% .9% 12.8%
.9 .3% 4 1%

Legend

Frequency (N -
Column Percent
Row Percent

Men were considerably more responsive to praise than women,

30)
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particularly in the initiative scenario.



TABLE 13 Response Type E Non monetary reward

QueS. t Qnes. 2 Ques. 3 Ques. 4 QuUs. S
Quality Teamwork Policyl Tnitia- Cust.

Proced. tire service

Male 1 1 1 0 5

.9% .99 .9% 4.6%

.5% .5% .5% 2.5%

Femal1 2 3 0 0 11

1.8% 2.7% 10.1%

.6R; .9% 3.2%

Lerend
Frequelcy (N - 24)
Column Percent

Row Percent

TABLE 14 Response Typs F Personal Standard

OQs. 1 Ques. 2 QuES. 3 QUe. 4 Qs.

Quality Teamwork Policy/ Initia Cust.
Proced. tive Service

Male 24 20 23 ID 15
22% 18.3% 22.9% 9 2% 13.8%

12% 10% 12.5% 5% 7.5%

Female 45 33 3 37 15

41.3% 30.1% 34.9% 34% 3.%

13% 9.6% 11% 10.7% 7.5%

Leaend
Frequency (N = 268)
Column Percent
Row Percent

This gender breakdown showed that personal standard was

48
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a key motivator among men and women rather consistently. The

findings revealed that proportionally women were more likely

to Choose a threat motivator than men were (Table IX) and

women were also more likely to be motivated in certain

situations by team pressure (Table XI). Similarly, women were

also more likely to choose a non monetary reward in

situations where men were proportionally more likely to

choose a perceived job responsibility response as motivator

(Tables X and XIV).

A cross-tabulation by organization type, profit vs. non-

profit, did not show any significant trends; nor did a cross-

tabulation by total number of years worked. Consistently the

most common answer for each question type was personal

standard, as indicated in Table 15.



Table 15 Most popular response type for each question.

This table shows which motivator
each question, regardless of the

type was mOSt chosen for

question's focus.

This information shows that for each question personal

standard was the most common motivator.

50

Question number & Most commo=ly FOCUS of responso

Focus of question chosen reBspose
(Aow percent)

1 Quality F -- 63.3 Personal Standard

2 -- Teamwork -- 48.S% Personal Standard

3 -- Policy/Proced. F 56.9% Personal Stardard

4 -- Initiative F 43.1% Personal Standard

5 Custoe.r SvC. F -- 34% ?erasor l Stndard
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CHAPTER 5

The study revealed that across the board, personal

standards are the greatest motivating force among those

front-line employees studied. This major finding presents a

challenge to managers and owners as it implies that while

external motivators, such as threats and non-rnonLeary rewards

are somewhat effective in some settings, no one effort can be

as effective in motivating employees to go above and beyond

as an employee's own will and determination.

Public Relations Implications

This finding has important implications for all

industries employing front-line workers, which would

translate to just about every industry in the American

system: Hiring practices once reserved for upper level

employees must be adjusted to include those on the front

line. Psychological tests and personality questionnaires,

such as those in the text, New Per inalitv Self-Portrait! Why

You Think, Work, Lov and Act the Way You Do by John M.

Oldham, M.D., and Lois B. Morris (Bantam, 1995), to determine

which types of workers are being hired are not a wasted
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effort on the front line. They are, in fact, assets, as they

may help managers identify potential organizational stars --

and problems -- early on, before a lot of time and money are

invested. The finding suggests that it is the people who make

the difference and therefore the shift must be made toward

finding people capable of giving the desired results rather

than trying to get impossible results from employees who are

simply unable to perform.

Further analysis of the data showed that some situations

could call for special types of motivation, such as in

situations where teamwork was required or commitment to

organizational policies and procedures was required. This

finding places another challenge before management:

Tailor-make motivational strategies to fit not only the

properly hired employee but also the situation. This will

require careful planning by managers who must be acutely

aware of their employees' hot buttons and how those hot

buttons intermix with required duties and daily work

situations. This careful planning will also require a

targeted rifle-like approach to motivation from many managers

still accustomed to using more generic, shotgun tactics to

motivate several employees at once. This finding calls for a

change in the way motivation is approached and ultimately

implemented. At first the work might seem like a great deal

of fuss and research, but the findings of this study suggest

that the work will pay off. Front line employee files should
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not simply contain the job application and copies of Social

Security cards needed for the personnel department, but also

carefully detailed observations of how that employee responds

to certain situations and personal testimonies of what is

important to that employee, gathered from manager interviews.

The personnel file should become a personal file as well.

Recommendations for further study

This study sets the stage for further studies in the

area of motivational communication. One area that should be

investigated is the psychological classification of employee

types. A study which cross-references employee types with the

responses to motivational phrases could prove invaluable to

managers trying to learn to say the right thing at the right

time to the right employee.

Additional research should investigate the particular

job duties and responsibilities hinted at by questions 10-12

of this survey which asked for interaction levels and

independent work requirements. A closer look at the possible

link between years on the job and/or education levels might

also indicate a valuable trend, especially as more and more

people are reduced to holding front line positions for which

they are overqualified as a result of downsizing or the

shortage of professional jobs. Such studies might lead to

others that could elevate the status of the front line and
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ultimately improve the quality of work done at that level.

Lastly, additional research should look at what types of

motivators are most effective with those who come to the

position with the high personal standard. It can be assumed

that these workers will motivate themselves, but it is also

necessary for managers to know what "little things" they can

do to supplement this self motivation. The study could focus

on which types of specific benefits or responsibilities such

employees value and lead to recommendations on how to keep

such employees on board once managers have found them.

Retention of good workers would be a natural follow-up to

this study which calls for the location of such workers.
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Appendix A -- Survey Form

Surveyry

Read each scenario and choose one answer oreach
(Aussni in earh situhlion t xt yaur pay is fainticory ared wiif rn be affrct d b your pfrrmlnnce.)

1. The company youworkfor has built a reputaton for doing uality work at all levels. This means a 24-hou
hunaround and a 100% accuracy rating on all orders ptcessed and shipped. What m tivates you to maintain
thee standazds? Please cwase ane.

a. The fact that anyone who does notmaintain these standards will be discplined and fired after the
second offense.

b. It is a condiion of the jb that al woilter naintau these quality standards.

c. My team gets a group reward formaininining quality standards and they are depending on me to
do my part.

d. I will be told hat I do a quality job by my pees, boss and customers.

e. I will receive a monthly award (caeificat) for every peicit petrfbnnance

f It is my personal standard to perfonr this way; I wuld d o even if the company did not require
it of me.

2. A special project needs to be completed by 400 PM and at 3:00 PM several pats of the poject are sti
undone. You normallyleave at 4 00M, but f you stay to help, the project will get done. What motivates you
to stay until things ate done 7 Pase chwse one

a The knowledge that aayone who doesn't pitch in atcnurch times dben't getto shae in the sales
leads the projects generate.

b. It is part of the job that everyone help dunng times when the office is the busiest

c. Everybody els is doing their partand they need my help so we can be successful.

d. I will be commended for going the extra mile

e. I might gt some sort of reward for going the extra mile.

f. It is my personal standard to stay nvolved with proects until they are done no matter what

3. Your organizaton's stff meetings are alwaysheld after hours and sometbmes on ynur day off, yet everyone
is epected to attend the meetings. What makes you attend these meetings regardless of the day and time
scheduled? Please clwose ont

a. The knowledge that meetings are mandatory and those who don't attend will get put on warung.

b. It is a job requirement that staff stay updated through monthly meetings

._ c The shift (team) gets rated on attendance and they are depending on me to domypart.

d. Those who attend the meetings ahways get praised at the end of the meeting.

e. All those in attndance at meetngs get a certificate for attendance and perfect attendance is
rewarded at the end of the year.

_ f. I ted peronally responsible to stay updated on industry/company irnforimatio



4. Certain jobs always need to be done every dayn your workplace even thDoLght they are not assigned to any
one partcular person as part of his/hr ob dutes. What makes you decde te o tho e jobs whenyou ee that
they aren't done? (Example of job might be washing out the ooffee pot or takdg the mil to the mail room).

___ a. If nobody does the job voluntarily we will allbeput n a rigid schedule for the tasks

_____ b. It is part of the job that I sometimes must do extta duties to make the office a betler place to work.

____ c, Everybody else is doing their part and I must do mirae

___ d. People praise/thank me fordoing these jobsvoluntarily.

___ e. I maybe the next recipient of the employee of the month award i I continue to do thelittlethings.

f. It is my personal standard to see that things that need to be done ar done.

5. A customer at the store where you work has been shorted .. item in their order They cal trm home to tell
you of the error but they can't comeback to get the missing item. What makes you decide to drop it off to their
house onyour way boie 7 Pfleser chaosr ne:

___ a. It was my fault and I could be put on warning for the mistake if the customer decdes notto shop
here anymore.

b. It's my job to make sure that customers are happy

c Our shift will get a bad rating for my mistake and the whole team will suffer.

'. Iwill be praised/thanked by the customer and/0o miy boss.

. Next time I ask for a day off/special favor, I might get specialcorsideraton for my dedatihon.

. It is my personalstandard to peormun thi way O the job

6. Male Female

7, Age

8. Highest grade comppleted in school' __

9 Present job is: _ For-profit (food service. tfetil etc)

___ Non-profit (goveement. school)

10, How often do you interact with the public as partofyour job? (please circle)

Often SomeHies Seldom Nover

11 How much does your pob requre thatyou interactwith o-workers in order to do your job?

Often Sometimne Seldom Never

12. How often does yourjob teqite you towork indepemdently to get things done?

Often Scmetimes Seldom Never

13. rme inpresent job: (years/mnoths)

14. Number of years workng (total):

2 1 18 t 7 6 1 4 , 2 11
20 I? 1$ JV16* 15 14 It 12 11
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Quuestion 1 Question 2 Ques tio n 3 Quution 4 Quein Question
F IF B B F FEMALE
F !F :F B F FEMALE
F IF B F F |FEMALE
F 'C F B F FEMALE
__F B F F FEMALE
F F F
F F F
B C B
F F F
F C
F R
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D
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F ___
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F
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F
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F
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44 F
45 F
46 F
47 F
48 C
49 F
50 F
51 F
52 D
53 F
64 C
55 D
56 :B
67 F
58 :F
59 iF
60 B_

62 |B
63 IF
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70 F_
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F
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C
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C
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F
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Question 7
51
34
43
42
38
23
22
23
23
26
21
33
20
18

N/A
51
21
46
23
26
26
21
32
20
21
27

N/A
29
25
21

Question 8
COLLGRAD
2YRSCOLL
3 YRS COLL
COLLGRA

12
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2YRS COLL
2.5 OOLL
SOMECOLL
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N/A
COLLGRAD+
RN

15
COLL GRAD+
JR OOLL
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8
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1 0
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33
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4 5 43 14 NONPROFIT SOMETIMES OFTEN
4 6 43 12 NON-PROFIT OFTEN SOMETIMES
4 7 45 COLLEGE NON PROFIT OFTEN OFTEN
4 8 50" GHD NON-PROFIT OFTEN OFTEN
4 9 25 12 FORPROFrT SOMETIMES SOMETIMES
5 0 46 17 NON PROFIT OFTEN OFTEN
5 1 30 COLLGRAD FOR PROFI OFIEN OFTEN
5 _21 25 16 FOR PROFIT OFTEN OFTEN
5 3 25 17 FOR PROFIT OFTEN OFTEN

5 4 47 14 FOR PRT OFTFN OFTEN O
55 23; 15 FORPROFIT OFTEN OFTEN
6 6 24 COLLGRAD FOR PROFT OFTEN OFTEN
5 7 27 15 FOR PROFIT SOMETIMES OFTEN
5 8 47 13 FOR PROFIT SELDOM SOMETIMES
6 9 227 GRAD LEVEL IFOR PROFIT OFTEN _ S.. OMETIMES
60O 26 COLLGRAD FOR PROFIT OFTrBN ,OFTEN

6 1 24 14 FOR PROFIT OFTEN SOMETIMES:
6 2_
6 .3 23 2.5 COLL FOR PROFIT OFIEN OFEJ
6 4 23 SOME OUL FOR PROFIT OFTEN OFTEN
6 5 26 ASSCDB3 FOR PROFIT OFTEN "'OFTEN
6 f i 21 15 YRSCOI FOR PROFIT OFTEN OFTEN
6 7 33 OOLLGRAD FOR PROFIT OFTEN. SOMEIMES
6 8 20 15 FOR PROFIT OFTEN OFTEN
6 9 8 N/A FOR PROFIT OFTEN OFTEN

7 0 N/A OOLLGRAD+ NON OFTEN OFTEN
7 1 51 RN NN _ OFTEN OFTEN

72 21 15 FOR PROFIT OFTEN SOMETIMES
7 3 46 COLL GRAD+ FOR PFROFIT OFTEN SOMETIMES

7 4 23 JR COLL FOR PROFIT OFTEN OFTEN
7 5 26 15 FOR PROFIT O'EN OFTEN
7 6 26 14 FOR PROFIT SOMETIMES SOMETIMES
7 7 25 16 FOR PROFIT SOMETIMES OFTEN
7 8 23 N/A FOR PROFIT OFTEN OFTEN
7 S 42: 15 FOR PROFIT SOMETIMES OFTEN
8 0 40 GRADLEV NON OFTEN O;-TEN

8 1 21 16 jFORPROFIT OFTDI OFTEN
8 2 24 1.5 FOR PROFIT SOMETMES !r OFEN
8a3 22 FOR PROFIT SOMETIMES OFTEN
8 4 43 14 NONPROFIT SOMETIMES OFTEN
8 5 43 12 NON-PROFIT OFTEN SOMETIMES
8 f 45 COLLEGE NON PROFIT OFTEN OFTEN
8 7 50 GRAD NON PROFIT OFTEN OFTEN
8 g 23 2.5 COLL FOR PROFIT OFTEN OFTEN



8 9 23 SOME CLL FOR PROFIT OFTEN OFTEN
9 0 26 ASSOCDEG FOR PROFIT OFTEN OFTEN
9 21 1.5 YRS COL FORPROFIT OFTEN OFTEN
9 2 33 COLLGRAD FORPROFIT OFTEN SOMETIMES
9 3 g20 15 FOR PROFIT OFTEN OFTEN
S 4 _ 18 N/A FOCRPFORT OFTEN OFCtN
9 5 N/A COLLGRAD+ N.I N OFTEN OFTEN
96 51 RN NON____OFTEN OFTEN
9 7 21 15 FOR PROFIT OFTEN SOMETIMES
9 8 46 COLLGRAD+ FOR PROFIT OFTEN SOMETIMES
9 9 21 17 NON SELDOM SLDOM

1 o 24 s1 FOR PROFIT SOMETIMES OFTEN
101 47 14 FOR PROFIT OFTEN OFTEN

0 2 31 12 FOR PROFIT OFTEN OFTEN
1 0 3N/A N/A NCN OFTEN OFTEN
104 42 15 FOR PROFIT OFTEN OFTEN
105 31 14 FORPROFIT SOMETIMES OFTEN
1 06 25 16 FOR PROFIT SOMETIMES OFTEN
10 7 23 N/IA FOR PROFIT OFTEN OFTEN
108 21 15 N/A __

I 09 42 15 FOR PROFIT SOMETIMES OFTEN
1 1 0 40 GRADLEV NCN OFTEN OFTEN
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Question 12 Question 13 Question 14 Oleo
SOMETIMES 2 YRS 10YRS 13
OFTEN 3 MONTHS 3 MONTHS 7
OFTEN 1 YEAR 25 YEARS 7
OFTEN 12 YEARS 20 YEARS 7
OFTEN 1 YEAR N/A 7
OFTEN 5 YEARS 9 YEARS 11
OFTEN 18 MONTHS 9YEARS 11
SOMETIMES 6.5 YEARS10 YEARS 11
SOMETIMES 35 YEARS 8 YEARS 11
SOMETIMES 6 MONTHS 10 YEARS 2
OFTEN 3 YRS 1 MO YEARS 2,
OFTEN 1 MONTH 7 YEARS__ 2
OFTEN 4 MONTHS 4YEARS 2
OFTEN 9 MONTHS 3 YEARS 2
OFTEN ,4.5 YEARS 38 YEARS 13
OFTEN 7 YEARS 7 YEARS 13
SOMETIMES 4YEARS 5 YEARS 8
OFTEN 17 YEARS 2 YEARS 19
SELDOM 8 YRS 6 MO 10 YEARS 8
OFTEN 1 YR4MO 10YEARS 8
OFTEN 4 YRS 6 MO10 YEARS 8

OFTEN 1 YEAR 4 YEARS 8
OFTEN 5 YEARS 12YEARS 18
OFTEN N/A 5 YEARS 8
OFTEN 2YEARS 7 YEARS 8
OFTEN 2 YEARS 6YEARS 19
SOMETIMES N/A N/A 8
SOMETIMES 2. YEARS 5 YEARS 19
OFTEN 5 YEARS 11 YEARS 8
OFTEN SEM SAME 20
OFTEN 2.5 YEARS10 YEARS 8
OFTEN 26 YEARS 28 YEARS 17
OFTEN 8 YEARS N/A 8
OFTEN 5 YEARS 16 YEARS 18
OFTEN 10 YEARS 23 YEARS 17
OFTEN 7 YRS 3 MO 14 YEARS B
OFTEN 5 YEARS N/A 8
SOMETIMES
OFTEN
OFTEN
SELDOM
OFTEN
OFTEN

I YEAR 9 YEARS 8
4YEARS 124 YEARS 17 '
25 YEARS 27 YEARS 18
6YEARS 9YEARS 8
2MONTHS8 YEARS 12
4 YEARS I YEARS 12

1
2
3
4.
5
6
7
B
9

1 0
11
12
1 3
14
1 5
16

1

1 9
20
21
22
23
24
25
26
27
2B
29
30
31
32
33
34
35
36
37
38
39
40
41
42
43
4 4 I - - -



Appendix B -- Survey Data

OFTEN 4YRS 5 MO 20 YEARS 12
OFTEN 24 YEARS 3 YEARS 12
OFTEN 6 MONTHS 25 YEARS 13
OFTEN 2YRS 10 M 12 YEARS 13
SOMETIMES 10
OFTEN 3 YEARS 14YEARS 10
OFEN 8 YRS5 MO 8YRS5 MO 10
OFTEN 2YRS9 MO 8YEARS 10
OFTEN 3 MONTHS9 YEARS 10
O tFEN SYEARS 13 YEARS 9
SOMETIMES 5 MONTHS 7YEARS 9
OFTEN 5 YEARS 8 YEARS 9
OTEN 1 YR 6 MO 10YEARS 9
OFTEN 2 MONTHS 27 YEARS 9
SELDOM 8 YEARS 12 YEARS 6
SOMETIMES 1 YEAR 12 YEARS 1
SELDOM 5 YEARS 7 YEARS . 3

SOMETIMES 6.5YEARS 10YEARS1YE 11
SOMETIMES .5 YEARS8 YEARS _11_ _
SOMETIMES 6 MONTHS 10 YEARS 2
OFFEN 3 YRS 1 MO 5YEARS 2
OFTEN 1 MONTH 7YEARS 2
OFTEN 4 MONTHS 4YEARS____ 2
OFTEN 9 MONTHS 3YEARS 2
OFTEN 4.5 YEARS 38 YEARS _ 13
OFTEN 7YEARS 7 YEARS 13
SOMETIMES 4YEARS 5 YEARS 8
OFTEN 17 YEARS 25YEARS _ 19
SELDOM 8YRS6 MO 10YEARS 8
OFTEN 1 YR 4 MO 10 YEARS 8
OFTEN 4YHS6MO 10YEARS 8_
OFITN 5 YEARS N/A __

SOMETIMES 1YEAR 9 YEARS
OFTEN 4YEARS 24 YEARS 17
OFTEN 25 YEARS 27 YEARS 18
SELDOM 6 YEARS 9 YEARS 8

12
12
12
12
13
13

6.5 YEARS 10 YEARS

45
46
4 7
4
49
5 0
51
52
53
5 4
55
5 6
5 7
5
59
60
61
62
63
64
65
66
67
68
69
7 0
71
72
73
74
75
76
77
78
79
80
81
82
83
84
85
87
a 7

OFTEN 2 MONTHS 8 YEARS
OFHEN 4YEARS 6YEARS
OFTEN 4YRS5 MO 20YEARS
OFTEN 24 YEARS 33 YEARS
OFTEN _6 MONTHS 25 YEARS

OFTN .2 YRS 10 MCO 12 YEARS

---- - I

I1 ISOMETIMES88E
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SOMETIMES 3.5 YEARS 8YEARS
SOMETIMES 6 MONTHS 10 YEARS
OFTBI 3 YRS1 MO 5YEARS
OFTEN 1 MONTH 7 YEARS
OFTE _.4 MONTHS 4YEARS
OFTN i9 MONTHS 3 YEARS
OFTEN 4.5 YEARS 38 YEARS
OFTEN 7 YEARS 7 YEARS
SOMETIMES 4 YEARS 5 YEARS
OFTI 17 YEARS 25 YEARS
OFTEN SEM SAME
OFTEN 2.5 YEARS 10 YEARS
OFTBS 28 YEARS 28 YEARS
OFTEN 8 YEARS N/A
OFTEN 5 YEARS 16 YEARS
OFTB' 10 YEARS 23 YEARS
OFTEN 7 YRS MO 14 YEARS
OFTEN 5 YEARS N/A
SOMETIMES I1 YEAR 9YEARS

OFTEN 4 YEARS 24 YEARS
OFTEN 25 YEARS 27 YEARS
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9 1
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