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Two video series are available for use with Management: A Real-World Approach.
Management at the Movies 

This innovative video collection includes video clips from twenty of the best Hollywood films. The Video Notes section of this Instructor’s Resource Manual (beginning on page V.1) provides Instructor’s Teaching Notes for each of the video segments, along with Student Materials keyed to chapter concepts.

Movie 12. “American Pie” (1:37) 
In this scene from “American Pie,” two students discuss career choices and their motivations.
Management Videos on DVD

Also included are twenty videos geared to individual chapter topics. The teaching notes for these videos are also included in the Video Notes section of this Instructor’s Resource Manual, beginning on page V.50.

Video 10: “Hot Topic: Motivation Is a Hot Topic” (11:01)

The CEO of Hot Topics discusses a more employee-friendly approach to managing people.  She discusses using different forms of motivation in reference to employee production. 

BRIEF CHAPTER OUTLINE AND LEARNING GOALS 

CHAPTER 10
Motivating People
I.
motivating employees
Learning objective 1
Define motivation.

II.
importance of trust in management
III.
equity approach
Learning objective 2
Discuss the equity approach to motivation.
IV.
hierarchy of needs
Learning objective 3
Explain the hierarchy of needs.
V.
achievement-power-affiliation approach
VI.
motivation-hygiene approach
Learning objective 5
Discuss the motivation-maintenance approach to motivation.
VII.
expectancy approach
Learning objective 4
Discuss the expectancy approach to motivation.
VIII.
reinforcement approach
ix.
integrating the approaches to motivation
Learning objective 6
Define job satisfaction and organizational morale.

A.
Job Satisfaction

B.
The Satisfaction-Performance Controversy
LECTURE OUTLINE AND LECTURE NOTES
The world of work 

Employee of the Month – Again! (Text pages 274-275)
Taco Barn employees are being asked to help evaluate a new “Employee of the Month” program. Because of the small number of full-time staff, there has been duplication of award winners. Tony has asked all employees to give him suggestions as to what they think would make for good rewards for a revised reward program. 

1.
Why does Tony feel that the employee of the month award isn’t working?

The award recognizes only one type of service, that of full-time employees. Tony has recognized this and understands that he can accomplish more if he has a better program that helps to motivate his employees in a constructive manner. 

2.
What’s the value in asking the Taco Barn employees for their ideas?

Incentives as used for rewards can mean different things to different people. Just as importantly, a program should be done fairly, equitably for all employees no matter their positions and hours they work. Tony will get a read as to what employees think are appropriate incentives and motivation. This can help him better understand the needs of his entire staff. 
3.
What ideas do you have for recognizing employee performance?

This is a good time to survey the class and discuss their ideas for regarding employee service. What are ways of using and implementing employee programs? Also, discuss programs that they think do work and those that are not as effective, and why certain programs do not work as well as others.

4.
Consider the organization you currently work for or one you have worked for in the past. How did that organization recognize employee performance?

This is likewise a good class discussion. What impact does the size of companies have on the employee incentives used? Also worth discussing, how different jobs might have different rewards, such as incentives for someone in sales compared to someone in the maintenance department.
	Lecture outline 




lecture notes

	
I.
Motivating employees
Learning objective 1

Define motivation. (Text pages 276-277)


A.
Early Research


 
1.
In the late 1800s, William James found that employees could keep their jobs by using just 20-30% of their ability.


 
2.
However, highly motivated employees will work at 80-90% of their ability.


B.
Motivation comes from the Latin word movere, which means ‘to move’.


 
1.
Definitions include words such as aim, impulse, objective, and purpose.


 
2.
Motivation is concerned with:


 

a.
what activates human behavior



 

b.
what directs this behavior toward a particular goal





c.
how this behavior is sustained



C.
Needs produce motives which lead to the accomplishment of goals.


 
1.
Needs are caused by deficiencies, either physical or psychological.



 
2.
A motive is a stimulus that leads to an action that satisfies the need.



 
3.
Achievement of the goal satisfies the need and reduces the motive.



 D.
The many approaches are used to study motivation will be discussed in this chapter.
	Powerpoint 10-1

Chapter Title 

(Refers to text page 274)
PowerPoint 10-2

Learning Objectives 

(Refers to text page 275)
TEXT Figure 10.1

Potential Influence of 
Motivation on Performance 
(Text page 276)
bonus internet

exercise 10-1
Best Workplaces for Women
Which are the best companies for women? See complete exercise on page 10.27 of this manual.

PowerPoint 10-3
Motivating Employees
(Refers to text pages 276-277)


	
II.
importance of trust in management


Trust in management is absolutely essential for successful motivation.
	PowerPoint 10-4
The Importance of Trust in Management
(Refers to text pages 277-278)


	
III.
equity approach
Learning objective 2
Discuss the equity approach to motivation. (Text pages 277-278)


A.
Equity theory is based on the idea that people want to be treated fairly in relationship to others.


 
1.
Inequity exists when a person perceives his or her job inputs and rewards to be less than the job inputs and outcomes of another person.


 
2.
Perception of inputs and rewards is important, not the actual inputs and rewards.


B.
Inputs and Outputs 


 
1.
Inputs are what an employee perceives are his or her contributions to the organization.


 
2.
Outcomes are the rewards received by the employee.


 
3.
The presence of inequity creates tension in a person.


 
4.
Tension motivates the person to achieve equity or reduce inequity.
Progress Check Questions (Text page 278)
1. What are the three common characteristics of management?

2. Why is trust in management so important for any motivational efforts?

3. What is equity theory?

4. Define the term inputs.
	Lecture link 10-1

Pay Transparency
At Whole Foods Market, any employee can see what any other member is paid. See complete lecture link on page 10.24 of this manual.



	CASE INCIDENT 10.1
An Informative Coffee Break (Text page 278)
George has just meet with his boss about an upcoming raise that is above average and is told is a reflection of his performance and value to the company. The following day George is on break with his co-workers and he finds out that several other workers were getting similar raises and that the across the board raise structure is in the same range of his increase. George now questions what his raise really means and needs more clarification as to how he should feel about his raise.

1.
Do you think George is right to be this upset? Why or why not.

An important element to successful incentive programs is that employees have trust in management. Feeling unsure of their intentions can remove the optimism and positive outlook upon which a good incentive program should be based. George has some informal information from other workers but does not have the entire picture about what occurred with his boss. However, he obviously needs some things cleared up in order to understand how raises are given and what they really mean in the big picture.

2.
How do you think the information George discovered during that morning coffee break will affect his performance from now on?

Remember that maintenance factors such as interpersonal relationship with supervisors, company policy and administration, job security, and salary do not produce motivation but can prevent motivation from happening. George is now experiencing a negative maintenance factor to his job (motivation-hygiene approach).
Viewed from the perspective of equity theory, George now feels that the input/output equation is off balance. His inputs receive the same rewards as everyone else’s do. He will have to restore the balance, either by changing his inputs or seeking greater rewards.
3.
How would you react if you were George? Why? 

George does not have all the information about how his boss handled the raise situation and what this means in the context of the entire company. Sometimes employees see a smaller portion of the bigger picture and react accordingly. A meeting with his boss would help to clarify the situation and help George understand how the company is viewing the value of their employees. 
4.
What can Tom Weeks do to regain George’s trust?

Tom has to understand that an employee’s basic job satisfaction comes from the employee’s general attitude toward (1) work groups, (2) general working conditions, (3) attitude toward the company, (4) monetary benefits, and (5) attitude toward supervision. Tom should meet with George and honestly discuss the company’s compensation program and the basis for George’s salary increase. In this process, Tom needs to regain George’s trust if he is to keep George motivated after the situation that just occurred.

	
IV.
hierarchy of needs
Learning objective 3
Explain the hierarchy of needs. (Text pages 279-281)


A.
The hierarchy of needs has five levels and is based on the assumption that individuals are motivated to satisfy a number of needs and that money can directly or indirectly satisfy some of these needs.


 
1.
This theory is based on the work of Abraham Maslow.



2.
According to Maslow, people have to satisfy “basic” needs before they can be motivated by higher needs.



B.
The hierarchy of needs consists of five levels.


 
1.
The physiological needs are the needs of the human body that must be satisfied in order to sustain life (food, water, shelter.)


 
2.
Safety needs are concerned with protection against danger, threat, or deprivation (both physical and job-related.)


 
3.
Social needs are categorized as needs for love, affection, belonging – all are concerned with establishing one’s position relative to others. 


 
4.
The esteem needs influence the development of various kinds of relationships based on adequacy, independence, and the giving and receiving of indications of esteem and acceptance.



5.
Self-actualization (or self-fulfillment), the highest-order need, is concerned with the need of people to reach their full potential in applying their abilities and interests to their environment. 


 

a.
The need for self-actualization is never completely satisfied.


C.
Qualifications and Limitations 


 
1.
Differences can occur in the sequence of needs.


 
2.
The strength of a person’s needs may shift back and forth under different situations.


 
3.
Cultural and societal factors control the ways needs can be.


 
4.
Different methods can be used by different people to satisfy the same need.


D.
The basic principle of the hierarchy of needs is that the lowest-level unsatisfied need causes behavior.


 
1.
A manager must determine the employee’s level of need and then provide the means to satisfy the need.


 
2.
All people do not operate at the same level of the hierarchy. 


E.
The validity of the hierarchy of needs theory has not been fully established.
	PowerPoint 10-5
Hierarchy of Needs
(Refers to text pages 279-281)
lecture link 10-2
Recognition: Making 
Heroes

Companies often make the mistake of equating pay with rewards. The reward for outstanding performance should be a special gain for special achievement. See complete lecture link on page 10.24 of this manual.
critical thinking 

exercise 10-1

Testing Maslow’s 
Hierarchy of Needs

This exercise asks each student to evaluate his or her needs. See complete exercise on page 10.28 of this manual.

TEXT Figure 10.2

Hierarchy of Needs 
(Text page 279)
TEXT REFERENCE

Career Management Box: Make an Impression that Counts! 

A first impression is important. (Box in text on page 281.) An additional exercise and discussion is available in this chapter on page 10.22

 REF CareerDev \h 
 \* MERGEFORMAT 

 REF CareerDev \h 
 \* MERGEFORMAT .


	
V.
achievement-power-affiliation approach


A.
David C. McClellan developed the achievement-power-affiliation approach to motivation.


 
1.
The need for achievement is a desire to do something better or more efficiently than it has been done before – to achieve.


 
2.
The need for power is a concern for influencing people – to be strong and influential.


 
3.
The need for affiliation is a need to be liked – to establish or maintain friendly relations.


B.
Although all people have these three needs, the level of intensity varies.


C.
According to this approach, a need motivates behaviors.
	TEXT Figure 10.3

Achievement-Power-Affiliation Needs (Text page 282)
PowerPoint 10-6
Achievement-Power-Affiliation Approach
(Refers to text pages 281-282)
Bonus Case 10-1
When Failure Is the Norm
How do you motivate employees when 96% of their projects fail? See complete case, discussion questions, and suggested answers on page 10.32 of this manual.



	
VI.
motivation-hygiene approach
Learning objective 5
Discuss the motivation-maintenance approach to motivation. (Text pages 282-284)


A.
Another approach was developed by Frederick Herzberg.



 
1.
The motivation-hygiene approach is also known as the two-factor or motivation-maintenance approach.



 
2.
Herzberg interviewed engineers and accountants using the critical incident method.



 
3.
They were asked to recall work situations in which they had high or low motivation.



B.
Analysis revealed factors that fell into two major categories.


 
1.
Factors associated with a favorable incident concerned the work itself.


 
2.
Negative factors were often associated with the work environment.


 
3.
Hygiene or maintenance factors are associated with the work environment.


 

a.
These include status, job security, working conditions, and salary.



 

b.
They do not produce motivation but can prevent motivation from occurring.



 
4.
Motivators are factors in the work itself.


 
5.
The motivation-hygiene approach contends that motivation comes from the individual, not the manager.


C.
Job enrichment programs use the motivation-maintenance theory to solve motivation problems.


 
1.
Job enlargement involves giving an employee more of a similar type of operation to perform.


 
2.
Job rotation is the process in which the trainee goes from one job to another within the organization, generally remaining in each job from six months to a year.


 
3.
In contrast, job enrichment involves upgrading the job by adding motivator factors.


D.
This approach is closely related to the hierarchy of needs approach.
Progress Check Questions (Text page 284)
5. Why is self-actualization or self-fulfillment at the top of Maslow’s hierarchy of needs?

6. How does McClelland’s achievement-power-affiliation approach to motivation differ from Maslow’s hierarchy of needs approach?

7. Explain the statement: “Proper attention to maintenance factors keeps an individual from being highly dissatisfied but does not make that individual motivated.”

8. Explain the terms job enlargement, job rotation, and job enrichment.
	critical thinking 

exercise 10-2
Motivation Survey

This exercise gives the result of a motivation survey for two supervisors and asks students to interpret the results. See complete exercise on page 10.30 of this manual.

TEXT Figure 10.4

Motivation-Hygiene 
Factors (Text page 283)
PowerPoint 10-7
Motivation-Hygiene 

Approach (Refers to text pages 282-284)
TEXT Figure 10.5

Comparison of the 
Hierarchy of Needs with the Motivation Hygiene Approach (Text page 284)


	
VII.
expectancy approach

Learning objective 4

Discuss the expectancy approach to motivation. (Text pages 284-287)


A.
The expectancy approach is based on the idea that employees’ beliefs about the relationship among effort, performance, and outcomes as a result of performance and the value employees place on the outcomes determine their level of motivation. 


 
1.
Expectancy theory was developed by Victor Vroom.



 
2.
Employees place a value on their level of motivation.


B.
An employee’s level of motivation depends on three basic beliefs:



 
1.
Expectancy is the employee’s belief that his or her effort will lead to the desired level of performance.



 
2.
Instrumentality refers to the employee’s belief that attaining the desired level of performance will lead to certain rewards.



 
3.
Valence is the employee’s belief about the value of the rewards.



C.
Each component is affected by the organization’s management.



 
1.
The expectancy that increased effort will lead to increased performance is affected by training and clear direction.



 
2.
The expectancy that increased performance will lead to desired rewards is controlled by management.



 
3.
However, the assumption that employees prefer the rewards being offered may or may not be valid.


 
4.
Some rewards, such as a promotion, may be unwanted.
	TEXT Figure 10.6

Expectancy Approach 
(Text page 285)
PowerPoint 10-8
Expectancy Approach
(Refers to text pages 284-286)


	
VIII.
reinforcement approach



A.
According to the reinforcement approach, developed by B. F. Skinner, the consequences of a person’s present behavior influences his or her future behavior.



B.
The consequences of an individual’s behavior are called reinforcement.


 
1.
Reinforcement approaches used to increase the frequency of desired behavior:



 

a.
Positive reinforcement involves providing a positive consequence as a result of desired behavior.



 

b.
Avoidance (negative reinforcement) involves giving a person the opportunity to avoid a negative consequence by exhibiting a desirable behavior.


 
2.
Reinforcement approaches used to decrease the frequency of undesired behavior:


 

a.
Extinction is providing no positive consequences or removing positive consequences as a result of undesirable behavior.


 

b.
Punishment involves providing a negative consequence as a result of undesired behavior.


C.
Steps in Positive Reinforcement



 
1.
Select reinforcers that are strong and durable.


 
2.
Design the work environment to reinforce desired behavior.


 
3.
Design the work environment to demonstrate the desired behavior.


D.
For positive reinforcement to work, the rewards must result from performance.



E.
Positive reinforcement is usually more effective than negative reinforcement.

Progress Check Questions (Text page 287)
9. What is the expectancy approach to motivation?

10. Explain the terms instrumentality and valence.

11. Explain the difference between positive reinforcement and avoidance.

12. What are the six key points to remember in the effective use of reinforcement? 
	TEXT Figure 10.7

Types of Reinforcement 
(Text page 286)
PowerPoint 10-9
Reinforcement Approach
(Refers to text pages 286-287)
TEXT REFERENCE

Study Skills Box: Importance of Study Partners

Advantage and disadvantages of study partners. (Box in text on page 287.) An additional exercise and discussion is available in this chapter on page 10.23 REF CareerDev \h 
 \* MERGEFORMAT 

 REF CareerDev \h 
 \* MERGEFORMAT .


	CASE INCIDENT 10.2 

The Long-Term Employee  (Text page 288)
Bill is a senior employee at his company and is good at his job as a machine operator. However, Bill likes to talk to other employees so that that his work and the work of other employees suffer in the process. His supervisor has to find a way to correct this problem considering how hard he would be to replace and the affect his talking has on his productivity and that of his fellow employees.

1.
What approach to motivation would you use to try to motivate Bill? Explain in detail what you would do.
Positive reinforcement could be a good method to improve Bill’s productivity for the company, but in another way. Alice might want Bill to write a company newsletter and allow him time to talk to employees but to use the time and energy in producing something positive for the company as a whole.

2.
Suppose Alice could transfer Bill. Would you recommend that she do it?

This could be one possible way to show Bill how his talking is a disruption to the operation, but this should only be considered this if other options do not work out. The situation might improve in her department, but Bill will still like to visit with employees, whether it is in this department or another.

3.
How do you think the other employees would respond if Alice fired Bill?

Not favorably. Employees always look termination as something negative and usually reflect inwardly on their own actions and work effort. Also, employees can use this as justification for not being more dedicated and loyal to the company’s management, which would impact the overall productivity of the company.

4.
If Bill’s behavior doesn’t change, what are Alice’s options?

If the positive reinforcement measures by Alice do not work, she may have to look at possible negative reinforcement actions such as avoidance (giving the person the opportunity to avoid a negative consequence), extinction (providing no positive consequences as the result of undesirable behavior), or punishment (providing a negative consequence as a result of undesired behavior). These options involve removing positive reactions to Bills behavior and may create a negative situation. However, it may be necessary to turn his behavior in a positive direction.


	
IX.
Integrating the Approaches to Motivation



A.
Each approach emphasizes different contributors to motivation.


B.
Job Satisfaction
Learning objective 6
Define job satisfaction and organizational morale. (Text pages 288-291)


 
1.
Job satisfaction is an individual’s general attitude about his or her job.


 
2.
Five components of job satisfaction:


 

a.
attitude toward work group



 

b.
general working conditions



 

c.
attitude toward company



 

d.
monetary benefits



 

e.
attitude toward supervision



 
3.
The individual’s attitudes toward the work itself and toward life in general also affect job satisfaction.


 
4.
Job satisfaction is the individual’s mind-set about the job, which can be both positive and negative.


 
5.
Organizational morale refers to an individual’s feelings of being accepted by and belonging to a group of employees through:


 

a.
common goals



 

b.
confidence in the desirability of those goals



 

c.
progress toward these goals.



 
6.
Morale is related to group attitudes, whereas job satisfaction is more of an individual attitude.
	PowerPoint 10-10
Integrating the Approaches to Motivation (Refers to text pages 288-290)
Bonus Case 10-2
Using Compensation to Motivate
This case presents one manager’s motivation incentive: a quarterly bonus for employees if labor costs are kept below 11% of company sales. See complete case, discussion questions, and suggested answers on page 10.34 of this manual.

lecture link 10-3
The L Factor

According to one author, likeability, not intimidation, is the real key to conquering the workplace. See complete lecture link on page 10.24 of this manual.
TEXT Figure 10.8

The Relationship Between Different Motivation 
Approaches (Text page 289)
lecture link 10-4
Smucker’s: Jams and Thank-Yous

A key motivation philosophy at J. M. Smucker is to say “thank you” for a job well done. See complete lecture link on page 10.26 of this manual.

	ETHICAL MANAGEMENT (Text page 289)
Jon Bennett has convinced his employer, ABC Industries, to create an incentive program, tying employee bonuses to specific cost and revenue targets. The employees have responded with many cost-saving measures. However, due to price cutting by competitors, revenue targets have not been reached. The owners have cancelled the bonus program and the holiday party.

1.
Do you agree with the owners’ decision not to pay out the bonuses? Why or why not?
The owners have reneged on their implied promise of bonuses for increased performance. Now employees have no reason to believe that their good performance will lead to positive outcomes. The actions of competitors are beyond the control of individual employees. They have accomplished the goals set for them and deserve rewards of some sort. Financial performance is only one measure of success. The program achieved its goals of reducing employee turnover and increased productivity. Cancelling the bonuses is a very bad idea.

2.
How do you think the employees will react?
The next time management asks for increased performance, employees will be less likely to give it. If they do not trust that their efforts will lead to positive rewards, they will not be motivated to achieve organizational goals.

3.
What could the owners have done to salvage the situation and maintain the increased levels of productivity and creativity at ABC Industries?
The company grew eight percent due to employee efforts. Admittedly not the 15% that had been projected, but an increase nonetheless. A scaled-back bonus program would be better than no bonus at all. And revive the holiday party – the employees need to have some fun.

	

C.
The Satisfaction-Performance Controversy



 
1.
Most managers believe that a satisfied worker will automatically be a good worker.



 
2.
Some research questions whether employee satisfaction leads to improved performance.



 
3.
The satisfaction-performance relationship is more complex.



 

a.
Job satisfaction has a positive impact on turnover and absenteeism.



 

b.
But a satisfied employee is not necessarily a high performer.



 
4.
Both internal and external factors affect an individual’s level of satisfaction.



 
5.
Satisfaction and motivation are not the same thing.



 

a.
Satisfaction is determined by the comfort of the environment.



 

b.
Motivation is related to the value of the rewards.

Progress Check Questions (Text page 291)
13. What are the five major components of job satisfaction?

14. Define the term organizational morale.

15. Consider the organization you currently work for or one you have worked for in the past. How would you describe the morale of that organization? Explain.

16. Explain the difference between satisfaction and motivation.
	Bonus Case 10-3
Managing Volunteers

How does motivating volunteers differ from managing employees? See complete case, discussion questions, and suggested answers on page 10.36 of this manual.
TEXT Figure 10.9

Determinants of Satisfaction and Dissatisfaction 
(Text page 291)
PowerPoint 10-11
The Satisfaction-Performance Controversy
(Refers to text page 291)



THE WORLD OF WORK
You Can’t Please Everyone (Text page 292)
Tony has reviewed the employee suggestions for employee rewards program and found a wide range of ideas as to what his staff would like as rewards. Tony is a bit concerned that he has too many ideas and is not sure how to merge all these ideas into one employee of the month program that works for everyone.

1.
Were the suggestions that Tony received really that surprising? Why or why not?

The suggestions reflect how individuals assess their own needs. What Tony can learn from this is an understanding that what management might view as a good employee reward program is not necessarily the same as what employees view. Employees are thinking more individually, whereas Tony is thinking as the manager. He is looking for something that can work for the majority of employees, and now has a lot to consider as he puts together the new employee of the month program. 

2.
How do these suggestions relate to Abraham Maslow’s hierarchy of needs?

Maslow’s theory of the hierarchy of needs states that individuals are motivated to satisfy a number of needs, from psychological, safety, social, esteem, and finally self-actualization, with the very basic needs as the first priority. The next unfilled need in ascending is what motivates individuals. The employees of Taco Barn reflect this. Employees with young children will be motivated by basic hygiene needs. Other workers are more motivated by belonging or social needs. The two-income workers are less likely to be motivated by money. To motivate them, the reward will have to be based on esteem or self-actualization needs.
3.
Was it a good idea to create the expectation that the employees could pick their own award? Why or why not?

One of the keys to successful positive reinforcement is that all people should not be rewarded the same way, but rather based on their overall performance. If Tony can develop an employee reward program that truly recognizes the employees’ hard work, this approach could be successful.

4.
What should Tony do now?

Tony needs to look at his own store’s goals and put a plan together that works in conjunction with the expected outcome he is seeking. He can tailor employee rewards to specific areas that need excellent employee effort and attention, such as customer service, store cleanliness, cost savings where possible, outside store appearance, employee appearance, store organization, scheduling, attendance, inventory and ordering, and store sales.
Notes for END-OF-CHAPTER MATERIAL
REVIEW QUESTIONS

1.
Explain the motivation sequence.

Needs produce motives, which lead to the accomplishment of goals. Needs are caused by deficiencies, which can be either physical or psychological. A motive is a stimulus that leads to an action that satisfies the need. Achievement of the goal satisfies the need and reduces the motive.
2.
What is job satisfaction?
Job satisfaction is an individual’s general attitude about his or her job. Five major components of job satisfaction: attitude toward work group, general working conditions, attitude toward company, monetary benefits, and attitude toward supervision.
3.
Discuss the satisfaction-performance controversy.
Most managers believe that a satisfied worker will automatically be a good worker. Some research questions whether employee satisfaction leads to improved performance. The satisfaction-performance relationship is more complex. Job satisfaction has a positive impact on turnover and absenteeism. But a satisfied employee is not necessarily a high performer.
4.
From a managerial standpoint, what are the real benefits of having satisfied employees?
Job satisfaction has a positive impact on turnover, absenteeism, tardiness, accidents, grievances, and strikes.
discussion exercise 10.1

Seagate’s Morale-athon
Seagate, a billion dollar company that provides computer storage hardware, spends $9,000 per selected employee to attend the company’s annual Eco Seagate week-long team building experience. The week is capped off by a final day of kayaking, hiking, swimming, biking, and rappelling that brings out the fun of this exhausting and motivating company event.

1.
Two hundred staffers at $9,000 per head is an expensive tab for a motivation event. What does Seagate hope to get for its investment?

Good companies recognize that one of the most important investments they can make is in their employees. In the work environment it is difficult to spend quality time with workers. Employee outings can provide motivation and foster relationships that give companies a great return on their investment. 

2.
Twelve hundred employees applied to be one of the two hundred. What does that say about the culture of Seagate?

Employees eagerly look forward to this event, which combines physical work and pleasure in this week long adventure. The application numbers tell you just what employees think of this event and how much they would like to participate.

3.
Seagate spends over $40 million each year on training and development. Is that a worthwhile investment of funds? Why or why not?

Investment in employees is usually worth the investment no matter how much is spent. Incentives and programs such as this encourage teamwork and bonding. Companies need to make investments and stay committed to adding value to their employees’ experiences in the company.

4.
Would you apply to take part in Eco Seagate? Why or why not?

This is a good time to get students’ comments on how they feel about this extravagant, well-planned event that asks employees to come ready and willing to participate. Also, find out from students the kinds of employee events they may have participated in and what value they got from the experience.
discussion exercise 10.2

Becoming a Chief Inspiration Officer
Wayne Leonard, CEO of Entergy (America’s third largest electricity-utility company) has to deliver a product even in adverse work environments like Hurricane Katrina. It demands that employees work unselfishly, knowing they are making a difference in people’s lives. Leonard understands their hard work and spends considerable time showing his appreciation, as he did via e-mails following their endless hours of work during Hurricane Katrina. Leonard is proud of how his company responds to their difficult work and tells other leaders they should inspire their own employees to make a difference in their jobs as well.

1.
What is Entergy’s mission?

One interpretation: “To make a difference in peoples lives.” Entergy’s employees are responsible for providing the power that helps families cook, read, keep cool, and basically function better. This is a critical utility, and any disruption can have a significant impact on people’s lives.
2. 
“People want more than a paycheck.” Explain this statement.

Employees want to know that they make a difference and are appreciated for their efforts. Leonard understands that this is the single most important element for getting his employees to work at their highest level. He uses this as the main focus for how he develops the CEO-to-employee relationship.

3.
CEO Wayne Leonard “believes the best motivation is appreciation.” How does Entergy’s approach to motivation reflect that statement? 

While some leaders are motivated by greed and fear, Leonard believes the best motivation is appreciation. Leonard not only believes this to be true but has conveyed this message to his employees in numerous ways including a series of emotional e-mails following the disasters by Katrina and Rita, in which he talks about defining moments in people’s lives and how this was exhibited by his dedicated, hard working employees.

4.
Think of the organization you currently work for (or one you have worked for in the past). Does the organization’s mission inspire you? Why or why not?

Ask how many students are aware of their company’s mission statements and what they think they say. Is there any inspirational wording as to how they want to deliver their products and services in the business environment?
CAREER MANAGEMENT NOTES
Make an Impression That Counts
Instructor’s Notes for Text Box Ten: Objectives to consider and implement to increase students knowledge, usage and understanding of the concepts.

Student Exercises:

Have students practice the basics of entering a room or class and meeting their instructor, classmates or other college personnel. Make sure you have a form or evaluation of what were the positives and negatives. Practice this exercise until students are comfortable with clear “impression” objectives and a sense of confidence that they can make that first good impression on a regular basis.

Study Skills Notes

Importance of Study Partners
Instructor’s Notes for Text Box Ten: Objectives to consider and implement to increase students knowledge, usage and understanding of the concepts.

What has been your experience with a study partner? There are many benefits that a study partner can bring to your educational experience that can help you outside the classroom. A good study partner can fill in the gaps of areas that you lack a clear understanding of any given subject, engage in conversations that help you reinforce what you have a grasp on and usually can inspire you to explain what you have learned to your study partner. 

The advantages of study partners is that they help you schedule and participate in study time, keep focused on the right amount of study time and frequency required to adequately cover all the course materials, and they allow you the security of helping learn difficult subject areas. The disadvantages occur when study partners become less interested in maintaining a study schedule or when they have issues with the instructor or other students in the class and spend more time discussing non study materials that lead to high levels of unproductivity. 

All things considered, study partners have greater value towards your educational needs than not and are worth the investment in most cases. Just beware of the pitfalls that come – sometimes unexpectedly – and learn how to take the lead when it appears your study partner is getting off course. 
Student Exercises:

Put students in groups of two, creating a study partner scenario. Put a series of words on the board and let each group discuss and write down what they think are definitions of each word. Give each group five minutes. Have each group exchange papers and grade them by reading correct answers. Afterwards, have the students notice how much more fun and helpful it was to have a partner with whom to share ideas and potential answers. Also mention how easy it is to use a study partner’s work. Allow for discussions on the benefits and potential problems of working together.

Sample words for this exercise:

· Adroit

· Concourse

· Extricate

· Brine

· Emulate

· Effigy

· Animate

· Saturated

· Convergence

· Colossal

· Manifest

· Liquidate

lecture links

lecture link 10-1

Pay Transparency
John Mackey, chairman and CEO of Whole Foods Market, has heard wild rumors about how much money he makes. He has a sure fire answer for critics: at Whole Foods Market all team members can look up what anyone in the company is getting paid, one of the more unusual management practices. “I have a fundamental belief in transparency,” says Mackey. “Information is power, and if you try to monopolize the information, you're basically saying you don't trust people by keeping secrets from them.” 

Most companies keep wages a secret because there are significant injustices, and they'd prefer people not know about them. But when wages are a secret, Mackey believes, people tend to think other employees are getting paid more than they really are. So at Whole Foods they make they pay system very transparent; people can see what everyone else is making, so they can see that the system is fundamentally fair. When there are injustices, they are clearly seen and can be corrected. 

Anyone can ask, "How come Tom is making $3 an hour more than me?" At Whole Foods, team leaders can say, "If you did what Tom did and had that level of responsibility, I'd pay you that same amount." And if, in fact, Tom has too good a deal, the transparency brings that injustice into the light of day so that it can be corrected over time. If someone gets a pay increase, it’s not being done secretly –team leaders know that everyone is going to find out about it, so they have to be prepared to defend their pay decisions. 

“Envy is always going to be there in any compensation system. The advantage in a transparent system is the envy can come out into the open and be dealt with,” explains Mackey.

lecture link 10-2

Recognition: Making Heroes
Rosabeth Moss Kanter, author of the book The Change Masters, concluded that companies often make the mistake of equating pay with rewards. Pay is not a reward for outstanding performance; it is compensation for doing the job in the first place. A reward should be a special gain for special achievements. Compensation is a right; recognition is a gift. 

Recognition – saying “thank you” in public and perhaps giving a tangible gift along with the words – has multiple functions beyond simple courtesy. To the employee, recognition signifies that someone noticed and someone cares. To the rest of the organization, recognition creates role models – heroes –and communicates the standards: these are the kinds of things that constitute great performance. Kanter’s management consulting firm also found a remarkable correlation between recognition and innovation. 

Some basic rules should be followed in handing out praise and recognition: 

(1) Deliver recognition and reward in an open and publicized way. If not made public, recognition loses much of its impact and defeats much of the purpose for which it is provided.

(2) Timing is crucial. Recognize contribution throughout a project. Reward contribution close to the time an achievement is realized. Time delays weaken the impact of most rewards.

(3) Tailor recognition and reward to the unique needs of the people involved. Have several recognition and reward options to let managers acknowledge accomplishment in ways appropriate to the particulars of a given situation.

(4) Deliver recognition in a personal and honest manner. Avoid providing recognition that is too “slick” or overproduced. 

(5) Strive for clear, unambiguous, and well‑communicated connection between accomplishments and rewards. Be sure people understand why they receive awards and the criteria used to determine rewards.

(6) Recognize recognition. That is, recognize people who recognize others for doing what is best for the company. 

Celebrating and publicizing employee achievements need not be expensive. Kanter’s research suggests some simple, low‑cost ways to make employees “heroes,” such as having coffee with an employee or group of employees that you do not normally see, or letting employees attend important meetings in your place when you’re not available. 

Others: 

(1) Send a letter to every team member at the conclusion of their work, thanking them for their contribution. 

(2) Mention an employee’s outstanding work or ideas during your staff meetings or at meetings with your peers and management. 

(3) Create a “Best Accomplishments of the Year” booklet, and include everyone’s picture, name, and statement of their best achievement. 

(4) Show a personal interest in employees’ development and career after a special achievement, asking them how you can help them take the next step.

(5) Invite employees to your home for special celebrations, and recognize them in front of their colleagues and spouses.
lecture link 10-3
The L Factor
According to Tim Sanders, a Yahoo executive and author of The Likeability Factor, likeability, not intimidation, is the real key to conquering the workplace. Sanders sets forth a how-to plan for an employee trying to get ahead. His philosophy builds on the Dale Carnegie approach, outlined in his 1936 classic How to Win Friends and Influence People. “Men are the worst at this,” Sanders reports. “They won’t smile.”

In business, likeability matters. A person who gives others “a sense of joy, happiness, relaxation, or rejuvenation,” says Sanders, is more likely to be hired and promoted. He believes that likeable bosses, rather than feared bosses, get the best work out of employees. Nastiness translates into less productivity, higher turnover, and a culture of unhappiness.

Sanders calls this element the “L-Factor.” Raising your L-Factor is like improving your physical fitness. The L-Factor involves four qualities that aspiring managers need to practice. 

(1) The first is friendliness. “If you are not friendly, you will have to work exponentially harder to be likeable.”
(2) Relevance. A person who has a skill that will help someone else complete a task is relevant.

(3) Empathy. “Walk a mile in your colleagues’ wingtips.”

(4) Keep it real. Colleagues can spot a phony.

Sanders uses the chairman of Sony, Howard Stringer, as a prime example of the success of likeability. Stringer, an American, is funny, irreverent, and playful. His positive attitude won over Sony’s Japanese executives. That’s why they gave him the top leadership at Sony, much to the surprise of the world.

Sanders realizes that many people will have difficulty with implementing the likeability principles. For them, Sanders has some basic advice. Strive to be polite, at the very least. No screaming, hanging up phones, slamming doors, and expressing biting sarcasm. The bottom line: “Just be quiet and stop being so unfriendly.”

lecture link 10-4
Smucker’s: Jams and Thank-Yous
Each year Fortune magazine publishes a listing of the best places to work. 
J. M. Smucker, located in Orrville, Ohio, was named by the magazine as America’s best place to work in 2004. Employees don’t get any fancy perks – no pet insurance, no sushi bars, none of that. It’s a 107-year-old, family-controlled business that is run by two brothers who tend to quote the New Testament and Ben Franklin. J. M. Smucker is a throwback to a simpler time. 

Smucker’s gimmick-free management starts with the co-CEOs, Tim and Richard Smucker, who took the reins in 2001. Tim and Richard are popular with their 2,930 employees; they’re affectionately known as the “boys.” The boys have made sure Smucker adheres to an extremely simple code of conduct set forth by their father and CEO No. 3, Paul Smucker: Listen with your full attention, look for the good in others, have a sense of humor, and say thank you for a job well done. 

If nothing else, Smucker management takes that last directive seriously. Plant supervisors have been known to serve celebratory barbecues after hitting new records; managers routinely thank teams with lunches and gift certificates. There’s also the annual commemorative Christmas plate, holiday turkeys, and screenings of films in which Smucker’s has a tie-in, like The Cat in the Hat. Tonie Williams, director of marketing for peanut butter, says she’s been thanked more in her two years at Smucker than she was in her nine years at Nestle, Kraft, and P&G combined. 

Plus, not every company has Smucker’s ace in the hole for employee morale: the smell. On a windy day you can smell what’s cooking at Smucker’s throughout Orrville – jams, chocolate fillings, the works.
 
Bonus Internet exercise

Bonus Internet Exercise 10-1

Best Workplaces for Women
Each year Working Mother magazine ranks the 100 best companies for working mothers. Go to the magazine’s website (www.workingmother.com) and research the current years’ rankings.
1.
List the top ten companies.

2.
Choose one company from the list and use an Internet search engine (such as www.google.com or www.yahoo.com) to research the company. Summarize the company’s background and mission.

3.
Follow the links to the magazine’s listing for the previous year. Are there any companies in common for the two years?

Critical thinking exercises
critical thinking exercise 10-1

Testing Maslow’s Hierarchy of Needs
According to Abraham Maslow, we all have certain needs, ranging from physical needs to self-actualization. Maslow believed that when needs are unmet, they motivate us to behave a certain way. When the needs are met, they no longer motivate us. He also said that when lower-order needs remain unmet, we give them our attention and don’t attend to the higher needs. 

Let’s test Maslow’s theory to see if it holds true. Which needs are you are giving your attention to right now (not for the day, not for the future, but for this minute)? Mark the need getting the most attention right now with a “0”. Look at each of the other needs; place a check mark next to those that have been met. Each person should do this in private; no need for names on papers. 

________
Self‑actualization needs (accomplish goals and develop to potential)


________
Esteem (or ego) needs (recognition, acknowledgment, and status)



________
Social needs (feeling loved and part of the group)




________
Safety needs (security at work and at home)





________
Physiological needs (food, drink, warmth, etc.)

notes for critical thinking exercise 10-1

Tally the results on the blackboard. How many class members are focusing on each need? Have all the lower-level needs for each person been met (checked off)? 

What does this information tell you? Are some classmates hungry and concentrating on physical needs? Others may be threatened by this exercise and may be sitting quietly, tending to their safety needs. Others may be quite loud and eagerly participating, meeting their social needs. Others are claiming that their ideas are best, searching for recognition. Still others are calmly going about their business, knowing that they are doing all they can do and are happy with themselves.

The point is that different things motivate different individuals. In order to effectively motivate their employees, managers must listen to their employees, learn what their needs are, and design motivators to meet those needs. For example, if employees are physically uncomfortable or feel unsafe at work, they will pay little attention to meeting company goals unless they perceive that meeting those goals will make them feel comfortable or safe.

critical thinking exercise 10-2
Motivation Survey

Recently Jacobs Construction Company conducted a survey of its supervisors, asking them to complete the following form. They were asked to rank each factor from 1 (low) to 10 (high) as to how important each would be in increasing their motivation. The survey results for two of the supervisors are given below.

	Factors
	Hal Barrington
	Frank Ramone
	You

	Higher wages
	2
	6
	

	Better job security
	1
	8
	

	Improved benefits
	3
	9
	

	Better chance for advancement
	8
	4
	

	More challenging work
	10
	3
	

	Better supervision
	5
	1
	

	More pleasant physical surroundings
	6
	10
	

	Better chance to grow and develop job skills
	4
	5
	

	More responsibility
	9
	2
	

	Better interpersonal relationships
	7
	7
	


1.
Which factors are hygiene factors and which are motivating factors?

2.
Using Maslow’s needs hierarchy theory, explain how you would use this information to motivate Hal Barrington.

3.
Using Maslow’s needs hierarchy theory, explain how you would use this information to motivate Frank Ramone.

4.
In the final column, rank each factor as to how it would motivate you. 

notes for critical thinking exercise 10-2

1.
Which factors are hygiene factors and which are motivating factors?

Motivating factors here are better chance for advancement, work that is more challenging, better chance to grow and develop job skills, and more responsibility. These factors cause employees to be productive; they are related to job content. The other factors are hygiene factors – those that have to do with job environment. These factors can cause dissatisfaction if missing, but do not necessarily motivate if increased.

2.
Using Maslow’s needs hierarchy theory, explain how you would use this information to motivate Hal Barrington.

Barrington is probably trying to satisfy higher-level needs such as esteem and self-actualization. The factor rated highest is more challenging work. “Higher wages” only ranks 2. Money would be an ineffective motivator. Instead, the manager should offer the challenge Barrington desires – maybe give him responsibility for a key new project or for developing a new product.

3.
Using Maslow’s needs hierarchy theory, explain how you would use this information to motivate Frank Ramone.

Ramone probably still has some lower level unmet needs. His highest ranking is for more pleasant physical surroundings and improved benefits – a need for security. He also ranks “better personal relationships” high on the survey – a need for belonging. To motivate Ramone, these lower level needs must be met. Only then can the manager use motivating factors, like more responsibility and challenging work, to improve his productivity.

4.
In the final column, rank each factor as to how it would motivate you. 


Probably most students will rank higher wages near the top. (There are always student loans to be repaid.) Probably job security and benefits will also be ranked high. 

Bonus cases
Bonus case 10-1 

When Failure Is the Norm
Few companies would accept a 96% failure rate. But in the pharmaceutical industry, a one-digit success rate is the norm. One such company is Pfizer Inc. To find the next big drug, Pfizer spends $152 million a week funding over 400 early-stage drug development projects. Ninety-six percent of those efforts will ultimately bomb. Most compounds prove to be unstable, unsafe, or unsuitable for human use.

Pfizer may have the biggest R&D operation of any company in the world. An army of 13,000 research scientists works out of sixteen facilities from California to France to Japan. Pfizer’s research budget of $7.9 billion is nearly five times that of the world’s largest consumer-products company, Procter & Gamble.

Nancy Hutson is senior vice president of worldwide R&D at Pfizer and the director of Groton Labs, the largest drug-discovery facility on earth. Hutson joined Pfizer as a research scientist in 1981. She spent the next fifteen years in drug discovery at Groton Laboratories, spending billions of dollars putting 35 medicines into development. Despite all the time and money, not one of Hutson’s drug projects ever made it to market. 

How does she manage a workforce that routinely fails? Instead of focusing on the big successes, she encourages the scientists to live for small victories, the small steps that may provide the foundations for an ultimate star drug. When a researcher publishes a paper, or when a lab gets some positive results on a new therapy, it is trumpeted throughout the organization. “Science folks don’t live for the big day when a drug makes it to market,” she says. “They live for the small moments when you see exciting results in the journals. Small victories help them to deal with the reality that, in all likelihood, there will be no big victory.”

In 2000, Pfizer top management launched an effort to reduce the alarming number of failed R&D projects. The company dispatched 600 of its top scientists to find out why so many compounds flunked in clinical trials. The Attrition Task Force visited all Pfizer’s worldwide labs, interviewing researchers and compiling a database of doomed projects. The task force eventually helped R&D managers rebalance the company’s research projects between high-risk efforts and safer bets. The goal is to cut the research labs’ failure rate to 92%. While still a stunning failure rate, this would actually double Pfizer’s R&D current success rate, from 4% to 8%.

discussion questions for BONUS case 10-1
1. Does the four percent success rate appear to be a good return on the company’s investment? What additional information might you need to better answer this question?

2. With such a high failure in the idea-to-market environment, how is the culture of the company affected? Could you work in such an environment? 

3. From you own perspective, how has the drug industry changed in types of products they offer? How has this affected its advertising?

4. Would Pfizer be a good investment? Why or why not?

answers to discussion questions for BONUS case 10-1
1.
Does the four percent success rate appear to be a good return on the company’s investment? What additional information might you need to better answer this question?

Four percent success rate is considerably higher than the industry norm and appears to be a very good return for the money spent. However, if we looked at the amount spent ($7.9 billion) as a percentage to sales, this would be a better gauge as to how Pfizer compares to other drug companies. 
2.
With such a high failure in the idea-to-market environment, how is the culture of the company affected? Could you work in such an environment? 

The high failure rate is a by-product of the industry approval process and is an example of the risk-reward system that is not seen by many companies. Without question, research is very exhausting and many individuals are not compatible to this process. Perseverance and self confidence are needed to work successfully in this industry.
3.
From your own perspective, how has the drug industry changed in types of products they offer? How has this affected its advertising?

The drug industry has evolved over the years and has created many more options for consumers – for both serious and not so serious illnesses and conditions. Marketing dollars spent by drug companies have steadily risen. The return on this investment appears to be very favorable as more consumers are exposed to drug availability. (This would be a good time for students to name the top two or three drugs that they can easily remember seeing advertised.)
4.
Would Pfizer be a good investment? Why or why not?

Pfizer is working to improve its product success rate. While all investments are subject to company performances in the competitive marketplace, it does appear that Pfizer has leadership qualities and market success to be considered a good company to look at for investment purposes. 

Bonus case 10-2 

Using Compensation to Motivate
Jon Wehrenberg is a businessperson always up to a challenge. Three years ago, a friend called and told Jon he knew of a large building‑products company that was looking for a domestic supplier of plumbing assemblies. The firm was currently importing products from Korea and was hoping to improve its turnaround time and quality. The deal was worth about $1 million a year to Jon’s firm, Jamestown Advanced Products, if he could commit to producing and delivering the specified quantity of custom‑order metal products every week. There was also one other stipulation: Jon’s company would have to do the work at the same price the Korean supplier was currently charging. 

The challenge inspired Jon, and he carefully compiled the important financial information that was needed. He discovered that a pretax profit margin of 12% was possible, but only if he could keep direct labor expenses down to 11% of company sales. The problem he faced was obvious. The output per worker estimated was realistic, but only if he had a work force that wanted to meet and sustain a high level of quality and productivity. The problem was many workers tend to be cynical about management and often lose their motivation if they see productivity increasing but don’t see any benefit to the gain. He decided the solution was logical and simple. In addition to a competitive base wage, he would pay the workers a quarterly bonus if workers could get the labor costs of the firm under 11%. 

Wehrenberg also agreed that at the end of each week he would provide information concerning sales totals, gross payroll numbers, or any other information workers needed to verify the efficiency of the system. He believed that it was possible over a period of time to get labor costs down to 9%, which would mean a quarterly bonus of $1,500 to each worker. 

Workers liked the idea and accepted the challenge. Jamestown Advanced Products agreed to a three‑year contract to supply the building‑products company. 

discussion questions for BONUS case 10-2
1.
What does Jamestown Advanced Products do to motivate people using money that other firms do not do? Can you see how money can be a motivator? 

2.
Do you think Wehrenberg actually wanted the workers to get the labor costs under 11%? 

3.
What kind of workers would enjoy working at Jamestown Advanced Products, and what kind would not? Can you see how productivity at Jamestown would increase as certain kinds of employees would self‑select themselves out of the company and others would come who fit the system better? 

4.
Would such a revenue‑sharing system work at most companies? For what kinds of companies would it work best?
answers to discussion questions for BONUS case 10-2
1.
What does Jamestown Advanced Products do to motivate people using money that other firms do not do? Can you see how money can be a motivator? 
It sounds as if money is the motivator, but it may not be the true motivator. Workers like to feel part of a team (you learned that from the Hawthorne studies). Sharing the goals of the firm with workers and then letting them share in any profits motivates them to work harder. That is what MBO is all about. The fact that the workers make more money as well is just icing on the cake.

2.
Do you think Wehrenberg actually wanted the workers to get the labor costs under 11%? 
Absolutely. The best work arrangement is win-win. The company wins when workers keep costs down, and workers win by getting bonuses. The only concern of workers is that the game is not rigged. Giving them appropriate information makes employees surer of the honesty of the program.

3.
What kind of workers would enjoy working at Jamestown Advanced Products, and what kind would not? Can you see how productivity at Jamestown would increase as certain kinds of employees would self‑select themselves out of the company and others would come who fit the system better? 
Workers who like a challenge would prosper, as would workers who like to make decisions for themselves. Workers who are relatively lazy and like to have others make all the decisions are not likely to do well in this situation. As the lazier workers leave, the rest of the workers could form a self‑motivated team that is likely to be very productive.

4.
Would such a revenue‑sharing system work at most companies? For what kinds of companies would it work best? 
It would work at many companies. In some companies, employees are too far from customers to be paid on the basis of sales. This may be the case in large companies in general. For example, such a system would not work at most colleges. But companies that repair things and service companies in general – such as airlines, auto repair places, and painters – would prosper under such a system.

Bonus case 10-3 

Managing Volunteers
The executive director of the Oakview Humane Society, Jordan Webster, sometimes wishes he could fire his volunteers. The Society has few paid workers and depends on volunteers to handle the day-to-day activities of the shelter.

Lucy is a full-time mother of two toddlers who does volunteer work for the Society. She is organized and energetic. Her people skills help maintain positive relationships with local veterinary clinics, which treat the Society’s resident animals. Lucy spends much of her day running Society errands, answering phone calls, and arranging foster homes for animals in need, all while refereeing her two children.

Alice is a thirty-something entrepreneur who owns and manages a dinner theater with her husband. She has no children, just three dogs. The theater is open on Thursday, Friday, and Saturday nights. Because of this schedule, she has considerable flexibility and uses her free time to care for animals at the shelter. Alice is also the Society adoption coordinator, doing an excellent job of matching pets with prospective adopters. Her manner is a little blunt, and people frequently complain that she is “bossy.” Her e-mails to Society officers and volunteers are frequently one-line commands to do something.

The two women are jokingly referred to as the “alpha females,” because each is strong-willed and outspoken. Unfortunately, they frequently clash over issues, resulting in daily phone calls and e-mails to the director and other Society officers. Alice complains that Lucy does not spend enough time at the shelter doing the “dirty work,” cleaning pens and changing water. Alice has frequently commented on Lucy’s carefree life without a job. Lucy complains that Alice is rude and insensitive and observes that Alice has an easy life with lots of money and free time. 

Today Webster ran into Alice at the restaurant. She was furious because Lucy had accepted a stray dog to the Society when the pens were already full. “Lucy doesn’t help take care of the animals she accepts. She doesn’t understand our limitations.” Alice has offered to resign for the good of the Society.

Webster just got off the phone with Lucy who is threatening to quit because she feels Alice insulted her in an e-mail. 

discussion questions for BONUS case 10-3
1. How does managing volunteers differ from managing paid employees?

2. What incentives can Webster use to motivate volunteers? 

3. What should the director do next, if anything? 

answers to discussion questions for BONUS case 10-3
1.
How does managing volunteers differ from managing paid employees?

Volunteers cannot be motivated by money because they don’t earn any. They can’t be bossed around because they can easily quit. In short, volunteers are a real challenge to managers. Conflicts such as those presented in the case are not infrequent. The class may want to introduce some personal experiences or make some up. The idea is to think about management in a nonprofit setting. 


2.
What incentives can Webster use to motivate volunteers? 

The highest level motivational tool is the job itself. People volunteer at animal shelters and the like because they love being around animals. The second highest motivational tool is recognition for a job well done. This case also brings out “hygiene factors” that cause dissatisfaction if not present, but not motivation if done right. That includes supervision and working conditions and interpersonal relations. For example, a new and nicer boss wouldn’t do anything to relieve the problem. Neither would better working conditions.

3.
What should the director do next, if anything? 

Interpersonal relations are often the most difficult things to manage. The class may enjoy talking about their experiences and what they might do to solve the problem. Would someone have to be “let go?” 
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