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E x e c u t i v e  S u m m a r y

This dissertation w as em barked on by the researcher as a m eans o f  identifying 

m otivational structures m  A rgos stores in the RO I The author is particularly 

interested in m otivation m  the w orkforce as it is a topical area in the retail m arket 

segm entation, the author is also an em ployee o f  Argos thus realised a need for an 

introduction o f  m otivation to satisfy the w orkforce to aid a h igher standard o f  w ork 

w ithin the organisation The author com m enced his research by  review ing the 

relevant literature that was available v ia books, articles, journals and online resources 

This literature was used to form ulate a com prehensive literature review  The author 

used the appropriate research m ethods m attaining inform ation to answ er his research 

aim s and objectives This was com pleted through interview s and questionnaires as a 

m eans o f  gathered data to identify the im portance o f  m otivation in satisfying 

em ployees w ithin A rgos These w here then analyses and discussed in chapters four 

and five The researcher hopes that his recom m endation can aid A rgos w ithin the 

area o f  em ployee m otivation and satisfaction



C hapter O ne: In trod u ction
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The purpose o f  this chapter is to introduce the study that is going to be researched 

This chapter outlines the research topic and the objectives that are to be addressed as 

well as the background o f  the research, the background o f  the com pany being 

analysed, the rationale for the research, and the recipients and structure o f  the 

dissertation

1 1 Research Topic & Obiectives

1 1 1 Research Topic

“Form ulating and clarifying the research topic is the starting point o f  your research 

project” (G haun and Gronhaug, 2005)

The research aim  o f  this dissertation is to explore the m otivation and job  satisfaction 

o f  s ta ff in a subset o f  Argos stores m the R epublic o f  Ireland

1 1 2 Research Objectives

In order to understand the research aim , the reader is provided w ith a clear and 

concise understanding o f  the research objectives The objectives are as follows

• Investigate how  m anagers w ithin the chosen A rgos stores, m otivate their 

em ployees

• Identify  w hat factors (intrinsic and extrm sic) m otivate A rgos em ployees

• Investigate the rew ard system  in place at Argos and to w hat extent it m otivates 

em ployees

1 0  I n t r o d u c t i o n



• Investigate i f  m anagem ent use custom er and em ployee feedback in order to 

m otivate their em ployees

•  Are the m otivational m ethods being em ployed by  the m anagem ent group 

resulting m  high, m edium  or low levels o f  job  satisfaction

1 2 Background of the Research

In order to research the before m entioned objectives, the m eaning o f  each in the m ost 

basic form s needs to be understood

“M otivation is the internal and external factors that stim ulate desire and energy m 

people to be continually  interested in and com m itted to a jo b , role, or subject, and to 

exert persistent effort in attaining a goal” (Lynnette, 2011)

“M otivation is the set o f  forces that causes people to engage in one behavior rather 

than som e alternative behavior” (A m brose, 1999)

M otivation has gone through num erous changes and developm ents over the years 

Early in the research o f  m otivation, there was a focus on assessing how  it affects w ork 

perform ance but now  a m ore practical v iew point is being taken This involves how  

goals, incentives and attitudes affect o n e ’s m otivation

Com m itm ent o f  an em ployee com es in two distinctive m anners

1 “A ttitudinal com m itm ent -  that is, loyalty and support for the organisation, 

strength o f  identification w ith the organisation (Porter 1985), a b e lie f in its 

values and goals and a readiness to put in effort for the organisation



2 A nd “B ehavioural com m itm ent -  actually rem aining w ith the com pany and 

continuing to pursue its objectives” (T om ngton , H all & Taylor 2008, p 261)

W alton (1985) notes that com m itm ent is thought to result in better quality, low er 

turnover, a greater capacity for innovation and m ore flexible em ployees

Em ployee feedback can be defined as a response or reaction to a certain set o f  

activities or processes involved in the organization or set by  m anagem ent How 

im portant is this process for m anagers? This is one o f  the questions that w ill be tried 

to answ er through the help o f  this research dissertation

1 3 Background of Company

For the purpose o f  this research dissertation I have chosen the com pany Argos as m y 

case study and below  is a b rie f  history  o f  the com pany

R ichard Tom pkins founded A rgos m  the U K  in 1973, it is a unique catalogue retailer 

recognized for choice, value and convenience The first stores in RO I were 

established m 1996, located in Lim erick, N utgrove and D ublin city In total Argos 

have a total o f  over 690 stores in the U K  and over 35 stores in RO I It is the largest 

general goods retailer in the U K  and the R epublic o f  Ireland The com pany’s 

headquarters is based in M ilton Keynes in England and they have a num ber o f  

distribution centres across the U K  including A vebury, H eyw ood, Barton and 

B asildon A rgos prints approxim ately 35 m illion catalogues each year and has 134 

m illion  custom ers in the U K  and Ireland in total “A rgos is the second-largest



Internet retailer in the U K , w ith over 430 m illion site v isits” (H om e retail Group, 

2012) Argos em ploy’s approxim ately 22,000 people throughout their com pany and 

em ploy an extra 10,000 part-tim e s ta ff  at Christm as tim e, which is the retailers peak 

period (H om e Retail G roup, 2012) O f this total approxim ately 1,400 reside in the 

R O I  stores (Argos, 2012)

A rgos was acquired by  G us pic in A pn l 1998 but then was taken over again by  the 

Hom e Retail G roup w ho still owns it today in the year 2000 The other com panies 

which the group ow n include H om ebase, Chad Valley, A lba, and Bush The com pany 

have been on the London stock exchange since 2006 and in the sam e year w on the 

em ployer o f  the year aw ard at the people in retail awards, w hich are held in very high 

esteem  in the retail sector (H om e Retail Group, 2012)

1 4 Rationale of the Research

As a student in the N ational College o f  Ireland, it w as required to undertake a 

research dissertation m  part fulfillm ent o f  the M Sc in M anagem ent program m e The 

reason for researching the area o f  m otivation and com m itm ent in  A rgos stores was 

that the author is currently em ployed by A rgos and has a keen interest in w orking and 

m anaging in the retail sector full-tim e in the future

It is hoped that by  researching the areas m entioned above it w ill help to further a 

career m  the retail industry and to create opportunities to do so in the near future



The recipients o f  this research dissertation will be the N ational College o f  Ireland as 

part fulfillm ent o f  the M Sc in M anagem ent program m e that I have part-taken in and 

to help future students to understand the areas that w ere researched in greater detail 

A lso, the A rgos stores, as the results o f  the research m ay be o f  great benefit to the 

organization W ith these results it m ay change the w ay the m anagers o f  the different 

stores m otivate and m anage the em ployees and thus affect the perform ances o f  the 

different A rgos stores

1 6 Structure of the Dissertation

Chapter O ne -  Introduction

The aim o f  this chapter is to outline the research aim  and the objectives o f  this 

research dissertation It also outlines the background for the research, the rationale o f  

the research and the recipients o f  the research F inally  it gives a b rie f  overview  o f  the 

structure that the dissertation w ill undertake

Chapter Two -  Literature Review

Chapter tw o explains som e o f  the literature that w as accessed to help w ith  the 

research m  the areas o f  m otivation and com m itm ent and This was the first real 

research step o f  the dissertation and it involved researching through literature about 

the research areas and seeking out w hat was m ost relevant for the research study This 

chapter outlines the definition and developm ent o f  the m otivation theory, the content 

and process theories, the H ackm an and O ldham  jo b  characteristics m odel, the 

lim itations o f  the different theories, intrinsic and extrinsic m otivation and the

1 5  R e c i p i e n t s  o f  t h e  R e s e a r c h



im portance o f  m otivation in a business environm ent and the com m itm ent of  

em ployees

Chapter Three -  Research M ethodology

This chapter gives a detailed account o f  the research m ethodology that was 

undertaken in order to carry out the research for this d issertation There are two 

sources o f  data collection that will be used, first being sem i structured interview s w ith 

four m anagers from  different A rgos stores This w ill give extensive know ledge o f  the 

m otivation techniques w ithin the different stores and how  they differ from  store to 

store The second data collection m ethod that will be used are closed ended 

questionnaires w ith betw een eight to tw elve questions

Chapter Four -  A nalysis o f  Findings

The purpose o f  this chapter is to show the m am  results o f  the researchers prim ary 

research The questions that w ere put to the m anagers in the interview s cam e about by 

the au thor’s study and research o f  the literature that surrounds the areas o f  m otivation 

and job  satisfaction

Chapter Five -  D iscussion o f  Findings

In this chapter the author will discuss these findings using the authors ow n opinion 

and correlating it w ith the research objectives that have been set out and the existing 

literature on the areas o f  m otivation and job  satisfaction

Chapter Six -  Conclusions, Recommendations & Reflection
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C hapter T w o : L iterature R e v ie w

2 0 Literature Review



“A  literature review  can be defined as a system atic process with a view  to identifying 

the existing body o f  know ledge on a particular topic” (Collis & Hussey, 2009, p 91) 

The aim o f  this literature review  is to investigate, evaluate and c lan fy  the literature 

that is available on the research areas o f  m otivation, com m itm ent and job  satisfaction

The literature review  chapter w ill outline the different thoughts and opinions on the 

areas above from  various sources and outline the different theories in each o f  the 

research areas, as w ell as the au thor’s ow n critique o f  the d ifferent literature This 

section will em phasize the role m otivation plays w ithm  the w orkplace and also how 

the theones o f  m otivation have evolved over tim e w ith particular attention draw n to a 

num ber o f  theones

The first section o f  this chapter defines w hat m otivation is and accounts for the 

different thoughts and opinions on m otivation Then the developm ent o f  the theory o f  

m otivation will be discussed The third aim  o f  this chapter is to discuss in detail the 

content and process theories o f  m otivation, w hich w ill include various exam ples o f  

each The fourth objective o f  the literature review  is to review  the H ackm an and 

O ldham  job  charactenstics m odel N ext is another one o f  the m ain research areas, 

w hich is the relationship betw een job  satisfaction and perform ance The lim itations o f  

the content and process theones along with intrinsic and extrinsic m otivation w ill then 

be discussed Finally, the im portance o f  m otivation in the business environm ent and 

the organizational com m itm ent o f  em ployees w ill be assessed

2 1 Defining Motivation



The w ord "m otivation” w as originally derived from  the Latin w ord  "m overe" w hich 

m eans to m ove and therefore the study o f m otivation is the study o f  action (Eccles & 

W igfield, 2002)

“M otivation can be thought o f  as a set o f  forces that energize, direct, and sustain 

behavior” (Hitt, Black & Porter, 2009, p 297)

“W hen discussing m otivation we often m ean ‘w hy do people act in particular w ays9’ 

and ‘how  can we get them  to act in certain w ays?’ M otivation actually refers to a 

psychological concept concerned w ith increasing the direction, strength and duration 

o f  peop le’s w ork related behaviors to influence the quality and quantity  o f  peop le’s 

perform ance output” (H annagan, 2008, p 382)

Eccles and W igfield (2002) state that the m odem  theones o f  m otivation focus m ore 

on the alliance o f  goals, beliefs and values w ith actions The theones o f  m otivation 

have changed a lot over tim e and the m ore m odem  ones are better related to the w ork 

environm ent

D ickson and W endorf (1999) argue that the reason behind m otivational studies has 

been to see w hat the best m otivational technique to use is or w hat grouping o f  factors 

generates m otivation to produce the highest perform ance

The author agrees w ith Eccles and W igfield ’s view  that the m ore m odem  theones o f  

m otivation, w hich are focused on goals and values, are m ore applicable in today’s 

w orld, particularly  in a w orkplace environm ent



2 2 Development of Motivation Theory

The theory o f  m otivation has developed im m ensely over the years, ever since studies 

started m  the 1940’s there has been num erous theorists w ho have had a different view  

and take on w hat m otivation is really about or w hat it m eans There have been three 

different approaches taken to the area o f  m otivation, these being the traditional 

approach, the hum an relations approach and the hum an resource approach

The traditional approach is synonym ous w ith Frederick Taylor who brought about the 

idea o f  scientific m anagem ent in the early 20th century Taylor proposed that 

em ployees w ere generally econom ically  m otivated and w orked only  to earn m oney 

(M oorhead et al 2012) Taylor stated, "It is im possible to get a w orkm an to w ork 

m uch harder than the average m en around them  unless they assured a large and 

perm anent increase m  then* pay" (Taylor, 1911)

M oorhead et al (2012) argue that the traditional approach took too narrow  a view  on 

m onetary aw ards and that it d idn ’t take into account o ther m otivational factors 

How ever, H odgetts and G reenw ood (1995) claim s that T aylor’s m odel can still be 

used in today’s society and that there are signs o f  use in the 21st century, especially 

where total quality m anagem ent system s are in place

The hum an relations approach cam e to fruition in the 1930’s It was seen as an 

opposing view  to T aylor’s approach and follow ers o f  this v iew  believed that 

em ployees w ere not m otivated by  m oney but that they w anted “to feel useful and 

im portant, that em ployees have strong social needs” (M oorhead et al 2012, p 94)



The last approach is the hum an resource approach, w hich w as form ed in the 1950’s 

This view  “assum es that people w ant to contribute and are able to m ake genuine 

contributions” (M oorhead et al 2012, p 94) in the w orkplace

In the au thor’s opinion, depending on the type o f  w orkplace and the type o f  

individual, the approach one should use will differ For exam ple, in the technology 

and innovation sector the hum an resource approach w ill figure m ore predom inantly  as 

individuals take m ore interest in their w ork W hereas, in the private sector individuals 

are m ore akin to the traditional approach as they w ork harder because o f  the m onetary 

rew ards on offer

M otivation theories can be split up into two schools o f  thought, need-based 

perspectives or content theories and process-based perspectives or process theones 

Theses tw o perspectives are discussed in m ore detail below

2 3 Content Theones

There are four m am  m otivational theones that are associated w ith the content theory 

school o f  thought These theones concerns them selves w ith the needs that one should 

try to satisfy and the different factors that influence the possession o f  those needs In 

1943 A braham  M aslow  produced the first m am  theory o f  m otivation and it has been 

the m ost talked about and researched over the years He proposed that people go 

through vanous ‘stages’ and that they have certain needs throughout their lives N ext 

cam e C lay A lderfer, who in 1972 m odified M aslow ’s theory and took a different v iew  

on the ‘stages’ that he had proposed people w ent through



D avid M e C lelland was the next significant theorist to tackle the subject o f  

m otivation. This theory also revolved around peop le’s needs and the tendencies o f  

individuals. Frederick H erzberg brought about the idea o f  the ‘tw o-factor theory’ in 

the early 1960’s. He suggested that peop le’s needs can be separated into two 

categories, m otivators and hygiene factors.

2.3.1. M aslow’s Hierarchy o f  Needs

/  Belong ng \
(Lowe, affection, being a part of gnsups)

Safety
(Shelter, removal from danger)

Physioloipcal
(Health, food, sleep)

Setf-abtusiisali on
(Achieving individual potential)

Esteem
(self-esteem and esteem frbm others)

Figure 1: Maslow's Hierarchy of Needs

In the early 1940’s A braham  M aslow  developed the so-called ‘hierarchy o f  needs’ 

theory o f  m otivation. The hierarchy incorporated that people go through five stages 

o f  needs throughout their lifetim e. These stages are:

•  Physiological needs -  these include food, water, sleep, air, shelter. They 

represent individual’s basic needs in order to survive and they are seen as 

expected or are taken for granted by people.

•  Safety needs -  these involve feeling secure both physically  and em otionally. In 

a w ork environm ent, safety needs are m et by having job  security, health 

insurance, perform ance benefits etc.



• B elonging needs -  the types o f  needs involved in this tier include interaction, 

love and affection both  in an individual’s personal life and in their w ork 

environm ent Em ployees need to have relationships in the w orkplace and need 

to feel accepted in order to increase their productiv ity  B eing part o f  a team  can 

enhance this sense o f  belonging

•  Esteem  needs -  these include internal feelings, such as self-respect and 

autonom y Esteem  needs also include external factors like job  recognition and 

attention

• Self-actualisation needs -  this is the final tier o f  the hierarchy and thus the 

hardest to satisfy It requires the need for self-fulfillm ent and know ing on e’s full 

potential and growth

The hierarchy w orks on the prem ise that w hen one has satisfied a tier o f  the so called 

‘pyram id’, then that need no longer satisfies them  enough and they need to m ove onto 

the next tier M aslow  (1970) stated that as a need is satisfied it decreases in strength 

and ceases to dom inate the ind iv idual’s behavior The next h igher level need in the 

hierarchy becom es the focus for the individual and increases in strength and assum es 

the control o f  behavior

Sadri and Bow en (2011, p 48) state “M aslow ’s h ierarchy o f  needs assists com panies 

in ensuring that they offer benefits that help satisfy needs at all five levels o f  the 

h ierarchy ” A lso that “M anagers and organizations can use the theory o f  M aslow ’s 

h ierarchy o f  needs as a fram ew ork to develop benefit packages that are m eaningful to 

and resonate w ith their em ployees, thus increasing m otivation, productivity  and 

overall com pany revenues ”



H ow ever, there is a debate that this theory does not fit into a w orkplace setting, as 

there are num erous factors that cannot be controlled but can affect the process o f  the 

stages “M aslow  provided no em pirical substantiation, and several studies that sought 

to validate the theory found no support for it” (K aila 2006, p 71) G riffin (2002) also 

argues that M aslow ’s theory does no t take m to account d ifferent cultures and that 

different cultures w ill naturally have different need hierarchies In the authors opinion 

Griffin m akes a valid point since we are m a global environm ent and that there are 

different cultures w ithin any given w orkplace

“M aslow ’s need h ierarchy theory has received little clear or consistent support from 

the available research findings M any o f  M aslow ’s propositions are to tally  rejected, 

while others receive m ixed and questionable support at best The descnptive validity  

o f  M aslow ’s needs classification schem e is not established, although there are som e 

indicators that low order and high order needs m ay form  some kind o f  hierarchy 

How ever, this two level hierarchy is not alw ays operative, nor is it based upon the 

dom ination or gratification concepts” (W ahba and B ndw ell 1979, p 52)

H ow ever useful M aslow ’s H ierarchy o f  N eed ’s is m  m otivation, the author found that 

w ithm  a w orkplace setting there are num erous w eaknesses to using  it as a  m otivating 

fram ew ork For exam ple, individuals m ay have several active needs that need to be 

m et at the sam e tim e Also, the author is o f  the opinion that all the needs that are 

m entioned in M aslow ’s theory should not ju s t be m et at certain tim es but that they 

should be satisfied on a constant basis and not w hen one need is m et then m ove onto 

the next
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2 . 3 . 2 .  A l d e r f e r ’s  E R G  T h e o r y

Figure 2: Alderfer's ERG Theory

In 1972 C lay A lderfer developed upon M aslow ’s original hierarchy o f  needs and 

scaled down his five stages to ju s t three, these being:

•  Existence needs -  these are the need for basic m aterial and physiological 

requirem ents such as food, water, shelter and in a w orkplace w orking 

conditions and sufficient pay.

•  R elatedness needs -  this need relates to the relationships individuals need to 

have w ith their fam ily, friends and w ork colleagues.

•  Grow th needs - this tier involves the need to develop ones abilities and 

capabilities that are m ost im portant to them.

(Alderfer, 1972)

A lderfer’s theory is not ju s t a sim plified version; in fact it differs in a num ber o f  

ways. W hereas M aslow  was o f  the b e lie f that you could only m eet one need at a tim e, 

A lderfer argued that one can m eet m ore than ju st one at the sam e tim e. Also,



A lderfer’s m odel suggests that one can go back to satisfying a need even i f  they have 

done so already whereas M aslow ’s theory stated that once you have one need satisfied 

you m ove onto the next and never go back. Robins and Judge (2009, p .2 1 1) support 

this statem ent by stating, “Unlike M aslow, A lderfer d idn ’t assum e that these needs 

existed in a rigid hierarchy. A n individual could be focusing on all three need 

categories sim ultaneously.”

A lderfer’s theory is sim ilar in regards the needs elem ent o f  M aslow ’s theory and due 

to this it has com e under scrutiny as well by different writers in this area o f  research. 

R obbin’s (2009, p. 145) contends, “em pirical research hasn ’t been any m ore 

supportive o f  ERG theory than o f  the need hierarchy.”

2.3.3. Me Clelland’s Learned Needs Theory

David M e C lelland proposed the acquired needs theory o f  m otivation in 1961. The 

reason for this theory was that Me C lelland thought that the earlier form s o f  

m otivational theories had not addressed the area o f  peop le’s difference. He 

m aintained that individuals needs change and are obtained over a period o f  tim e due



to different life experiences (W ood, W allace, Zeffane, Chapm an, From holtz & 

M om son  2004)

M e C lelland included three types o f  needs w ithin his theory

• N eed for pow er (nPow) -  is the need to m ake others behave in a w ay that you

w ant them  to or in a w ay they otherwise w ould not have

•  N eed for achievem ent (nA ch) -  is the need to excel or strive to exceed

expectations

• N eed for affiliation (nAff) -  is the need for interpersonal relationships or a need

to feel w anted 

(Robbins et al 2009, p 214)

The m am  strength o f the Learned N eeds Theory from  the au thor’s point o f  view  is 

that it helps m anagers to categorise their em ployees and thus they are able to put the 

right people into the best job  that suits their characteristics H ow ever, there is a 

dow nside to the theory in that “m easuring the needs o f  em ployees is tim e-consum ing 

and expensive, few organisations have been w illing to invest tim e and resources in 

m easuring M e C lelland’s theory” (Robbins et al 2009, p 215)

2 3 4 Herzberg’s Motivator Hygiene Theory

In the early 1960’s F redenck  H erzberg proposed his theory o f  m otivation, the 

m otivator hygiene theory or som etim es called the tw o-factor theory The theory 

focused on tw o distinct categories, first the ‘m otivators’, these being the factors that 

can increase jo b  satisfaction The second category, called the ‘hygiene fac to rs’, were 

the factors that could prevent d issatisfaction in a person



In each category there are five needs that need to be m et for an em ployee to be 

m otivated, these are

M otivators Hygiene Factors

Recognition Supervision

Grow th Benefits

N ature o f  the W ork Relations w ith Co-w orkers

Responsibility W orking Conditions

A chievem ent C om pensation

A lthough it is very  appealing to m anagers, as it is easy to understand and to 

im plem ent, scholars argue that it m ight be too sim plistic V room  claim s that the tw o- 

factor theory was only one o f  the m any outcom es that could have been draw n from 

the research that was conducted by  H erzberg (M ullins, 1999)

How ever, Porter and Law ler (1968) supported aspects o f  the theory and they believed 

that the h igher paid em ployees are m ore likely to be content w ith their rew ards than 

low er paid ones but that satisfaction from  an increase in pay w ould  be short lived

The author agrees w ith Porter and L aw ler’s view  that the satisfaction gam ed from 

sharp increases m pay are short lived, and that a continuous process o f  sm aller 

rew ards w ould be o f  greater benefit to the em ployee as a whole



2 4 Process Theories

A s with the content theories o f  m otivation, there are four m ain theories w ithin the 

thought o f  process theories as well These theories concern them selves with the 

variables that can affect the am ount o f  effort an em ployee puts into their w ork In 

1964 V ictor V room  form ulated the expectancy theory and he suggested that the 

am ount o f  achievem ent that one can expect drives their levels o f  m otivation The next 

process theory was proposed by  A lbert B andura and is closely linked to  the 

expectancy theory Its m am  com ponent is self-efficacy, w hich involves how  one 

believes in him /her s e lf  s ability to do a given task

The third theory is labeled the goal setting theory, w hich w as proposed by  Ed Locke 

in 1968 It concludes that the setting o f  specific goals or targets causes m otivation in 

the w orkplace The last theory to be discussed is Stacy A dam s’ equity theory This 

theory focuses on how  an em ployee values the outcom es they receive in accordance 

w ith am ount o f  effort and skills that are put in

2 4 1 Vroom’s Expectancy Theory

In 1964 V ictor V room  offered a theory on m otivation, w hich is called expectancy 

theory Eccles and W igfield (2002) denote that expectancies refer to the beliefs about 

how  an individual w ill accom plish different activities and tasks, and values to the 

incentives or reasons for doing the activity  He based his theory on the follow ing 

form ula m otivation = expectancy x value In sim ple term s, i f  a potential outcom e has 

good rew ards and is highly achievable then this w ill increase the am ount o f  effort 

exerted by the em ployee This theory o f  w ork m otivation was based on three 

significant variables, these being



•  V alence -  this is the attractiveness of, or the preference for a particular outcom e

to the individual. V alence is anticipated satisfaction from  an outcom e

• Instrum entality -  this is concerned with the ind iv idual’s perceived likelihood

that exem plary perform ance w ill lead to valued rew ards. Instrum entality can 

be m easured on a scale from  zero (no chance) to one (certainty)

•  Expectance - it is concerned w ith the ind iv idual’s perceived likelihood that

effort will result in good perform ance, like instrum entality  expectancy can be 

m easured on a scale from  zero (no chance) to one (certainty)

(M ullins, 1999).

Figure 4: Vroom's Expectancy Theory

R obbin’s et al (2009) m aintain that w hile the theory does have som e critics, it is 

how ever supported by a lot o f  evidence that says that it is an adequate fram ew ork for 

the area o f  w ork m otivation.

H eckhausen, Schm alt and Schneider (1985) have refined V room ’s original theory by 

splitting it into two categories based around the role o f  expectancy:

•  The perceived probability  o f  achieving the expected outcom e



•  The perceived probability  o f  actually being rew arded for achieving the expected 

outcom e

2 4 2 Social Cognitive Theory

A lbert Bandura proposed the social cognitive theory o f  m otivation This theory is 

linked very closely w ith the expectancy theory m entioned before The key elem ent o f  

the theory is the term  self-efficacy, w hich m eans “the extent to w hich a person 

believes he or she can accom plish a given task in a specific situation” (H itt et al, 

2009, p 309)

This theory holds the prem ise that w hen one has high self-efficacy then one has m ore 

confidence in their ability to do their job  and to succeed and vice-versa The same 

idea is seen w hen em ployees receive negative feedback, an individual w ith high self- 

efficacy will respond better and try harder to rectify the problem  than one w ho has a 

low level o f  self-efficacy “Research to date appears to show conclusively that when 

individuals have high self-efficacy beliefs, their w ork-related perform ance is better” 

(H itt et al, 2009, p 309)

Bandura argues that there are four w ays in w hich self-efficacy can be increased

1 Enactive m astery -  gaining relevant experience at the task/job

2 V icarious m odeling -  becom ing m ore confident w hen you observe som eone

else doing the task/job

3 Verbal persuasion -  becom ing m ore confident w hen som eone tells you that you

have the required skills to do the task/job

4 A rousal -  this w ill drive you to do the task /dnve



(Bandura, 1997)

R obbin’s et al (2009, p 225) argues “that self-efficacy m ay sim ply be a by-product in 

a sm art person w ith a confident personality, and the term  self-efficacy is superfluous 

and unnecessary ” Bandura disagrees w ith this argum ent, bu t in  the author concludes 

that this type o f  m otivation fram ew ork needs m ore research

2 4 3 Goal Setting Theory

In 1968, Edw ard Locke denoted the goal setting theory o f  m otivation The m am  

prem ise o f  this theory is that em ployee’s perform ance in the w orkplace is dependent 

upon certain targets or goals The theory separates the goals into four distinct 

categories, these being

•  Challenging goals -  “A  goal that is too easily attained will no t bring about the

desired increm ents in perform ance The key pom t is that a goal m ust be 

difficult as well as specific for it to raise perform ance” (Lunenberg, 2011)

•  Specific goals -  setting specific goals generally  leads to increased levels o f

perform ance It is clearer for individuals to know  w hat exactly  is expected o f  

them  and it also avoids confusion

• Participation in goal setting -  w hen em ployees feel that they have a vested

interest in a goal then this w ill enhance their perform ance

•  K now ledge o f  results -  “People do better w hen they get feedback on how  well

they are progressing tow ard their goals because feedback helps to identify 

discrepancies betw een w hat they have done and w hat they w ant to do, that is, 

feedback acts to guide behaviour” (Robbins et al 2009, p 220)



Latham  and Yukl (1974) argue that “goal setting is m ore appropriately view ed as a 

m otivational technique rather than a form al theory ” H ow ever, H uczynski and 

Buchanan (2001) argue that this m ethod relies on a series o f  propositions, which 

perm its individuals to explain and to predict w ork behavior, it is entitled to the 

classification o f  theory

In the author’s opinion, although L ocke’s theory is generally  regarded as not being a 

proper m otivating theory in itself, goal setting is very im portant in the w orkplace and 

w ithout goals em ployees will not w ork  to the best o f  their ability W hen there are set 

goals and targets then em ployees will strive to reach them

2 4 4 Adam’s Equity Theory

In the early 1960’s, Stacy A dam  proposed the equity theory o f  m otivation This 

theory states that individuals are m otivated and put m ore effort in i f  they receive a fair 

outcom e like a fair salary, chance o f  prom otion, benefits etc The individuals will also 

com pare them selves to their colleagues in order to gauge w hat is deem ed ‘fa ir’ and 

are they receiving enough ‘outcom es’ in relation to the am ount o f  skill and effort they 

put in

Throughout an em ployees w orking life their expectations change depending the link 

betw een their inputs and outputs The differences betw een an individuals ratios and 

another em ployees is called inequity, and thus the individual tries to restore the 

balance betw een their inputs and their outputs This inequity  m otivates the em ployee 

to try  and reduce the im balance and at this stage a m em ber o f  m anagem ent m ay have 

to step in by  changing the perceived outcom es (M ullins, 1999)



A dam s (1963) proclaim s that em ployees are m otivated by  a sense o f  distributive 

injustice, in other words, people are m otivated w hen there is an equal package on 

offer to all em ployees. Jaques (1961) conveys that pay m ust pass the “ felt fair” 

principle. This is w hen an individual evaluates his or her pay against that o f  another 

colleague that colleagues pay m ust be in line with w hat is thought to be fair rate 

related to the job  description.

H ow ever, A rm strong (1996) states that w hat is fair in one organization can differ in 

other organizations as it can depend on the size o f  the com pany, their geographic 

location and w hether they are m ultinational or not.

2.5. Hackman & Oldham Job Characteristics Model

Core Job Characteristics Critical Psychological States Outcomes

Skill Variety 

Task Identity 

Task significance

Autonomy

Feedback from the job

Experienced Meaningfulness 
>  of Work

High Internal Work 
Motivation

-► Experienced Responsibility for the
Outcomes of the work

Knowledge of Actual Results 
of Work Activities J

High Quality Work 
Performance

High Satisfaction with 
Work

L Moderators

Employee s Growth 
Need Strength (GNS)

J
Figure 5: Job Characteristic Model



In 1975, R ichard H ackm an and Greg O ldham  developed upon the earlier theories o f  

job  design and came up w ith the job  characteristics m odel The job  characteristic 

m odel follows on from  the previous expectancy theories and has generally  been seen 

as replacing H erzberg’s m odel o f  m otivation

H ackm an and O ldham  (1992) affirm ed that w hen people are well m atched to their 

jobs, it is rarely necessary to force, coerce, bribe or tn ck  them  into w orking hard  and 

perform ing w ell Instead they try  to do w ell because it is rew arding and satisfying to 

do so This theory has three m ain com ponents

•  Core job  characteristics

•  Critical psychological states

•  Expected outcom es

The core job  charactensties has five elem ents w ithin it, these being

•  Skill variety -  this is the use o f  different skills and talents in order to com plete

vanous activities

•  Task identity -  is the degree to w hich a job  requires com pletion o f  a w hole and

identifiable piece o f  w ork

•  T ask significance -  is the degree to w hich a job  has a substantial im pact on the

lives or w ork o f  o ther people

•  A utonom y -  is the degree to w hich a job  provides substantial freedom ,

independence and discretion in carrying out their w ork

•  Feedback -  is the degree to w hich carrying out the w ork activities required by a

jo b  results in the individual obtaining direct and clear inform ation about the 

effectiveness o f  their perform ance



(Robbins et al 2009, pp 249-250)

Hackm an and Oldham  “suggest that the critical psychological states o f  experienced 

m eam ngfulness o f  work, experienced responsibility  for outcom es o f  w ork and 

know ledge o f  the actual outcom es o f  w ork strongly influence m otivation, job  

satisfaction and perform ance” (A rm strong, 2007, p 330)

Robertson, Sm ith and Cooper (1992) state that the elem ent o f  the m odel is based on 

the notion o f  personal rew ard and reinforcem ent R einforcem ent is obtained w hen a 

person becom es aware that he or she has been responsible for and good perform ance 

on a task that he or she cares about

“M uch research has been devoted to this approach to job  design This research has 

generally supported the theory, although perform ance has seldom  been found to 

correlate w ith job  characteristics” (M oorhead et al 2012, p 133) The critical 

psychological states have not been confirm ed according to Johns, X iet and Fang 

(1992) and the job  characteristics have not alw ays been found to be separable aspects 

o f  jobs (C ordery & Sevastos, 1993)

2 6 The Link Between Job Satisfaction & Performance

“The term  job  satisfaction refers to the attitudes and feelings people have about their 

w ork ” (A rm strong, 2007, p 264) Job satisfaction and m orale are seen to go hand in 

hand with each other G uion (1958) defines m orale as the extent to w hich an 

individual’s needs are satisfied and the extent to w hich the individual perceives that 

satisfaction as stem m ing from  his total w ork situation



“A satisfied em ployee tends to be absent less often, to m ake positive contributions, 

and to stay with the organization” (G rant 1998, p 81) It is com m only thought that in 

high cases o f  job  satisfaction, there are high perform ance levels H ow ever, research 

has not established any strongly positive connection betw een satisfaction and 

perform ance “C ontrary to w hat m any m anagers believe, how ever, high levels o f  job  

satisfaction do not necessarily lead to h igher levels o f  productiv ity” (Judge, Thoresen, 

Bono & Patton, 2001)

Brayfield and Crockett (1955) backed up by  m ore recent research by  V room  state that 

“Productivity is seldom  a goal in itse lf but a m eans to goal attainm ent Therefore we 

m ight expect high satisfaction and high productiv ity  to occur together w hen 

productivity is perceived as a path to certain goals and w hen these goals are achieved 

U nder such conditions, satisfaction and productivity  m ight be unrelated or even 

negatively related ”

“ It can be argued that it is not job  satisfaction that produces high perform ance but 

high perform ance that produces job  satisfaction, and that a satisfied w orker is not 

necessarily a productive w orker and a high produce is not necessarily  a satisfied 

w orker” (A rm strong, 2007, p 265)

2 7 Limitations of Content & Process Theories

The content and process theories o f  m otivation help m anagem ent and organizations in 

how  they go about m otivating their personnel The content theory concerns itse lf w ith 

individual’s needs and how  they satisfy them  w hile the process theones deal w ith jo b  

satisfaction and jo b  design



How ever, there are certain lim itations regarding the two schools o f  thought M aslow ’s 

h ierarchy o f  needs in content theory has been w idely  criticized by  scholars for being 

too rigid The fact is that individuals all have different needs and they don’t occur in 

the stages that are outlined in the theory “M aslow  h im self expressed doubts about the 

validity  o f  a strictly ordered hierarchy “ (A rm strong, 2007, p 258)

The m am  lim itation w ithm  process theories is the com plexity  o f  their nature It is 

harder for m anagers and organisations to understand process theories than it is to 

understand the content theories o f  m otivation

Salancik and Pfeffer (1977) state that both  content and process theories are helpful in 

gaining a better understanding o f  how  individuals can be m otivated H ow ever, they 

caution that there are lim itations to the extent that they can be applied

2 8 Intrinsic & Extrinsic Motivation

Intrinsic m otivation are factors that individuals generate for them selves, such as 

responsibilities and autonom y, and these factors are norm ally longer lasting as they 

are internal feelings tow ards ones w ork

Extrinsic m otivation refers to the external factors that are provided for individuals by 

m anagem ent or the organization, such as rew ards, prom otions or punishm ent These 

factors are m ore im m ediate than intrinsic factors and m ay not last as long



Ryan & Deci (2000, p 55) argue that “extrinsic m otivation has typically  been 

charactenzed  as a pale and im poverished (even i f  pow erful) form  o f  m otivation that 

contrasts with intrinsic m otivation ”

“A substantial body o f  experim ental and field evidence m dicates that extrinsic 

m otivation (contingent rew ards) can som etim es conflict w ith intrinsic m otivation (the 

individual’s desire to perform  the task for its ow n sake)” (Benabou & Tirole 2003, 

p 490)

2 9 The Importance of Motivation in the Business Environment

Em ployees are the core o f  the organization and w ithout them  it w ouldn’t function 

sufficiently T hat’s w hy it is so im portant to keep em ployees m otivated so that they 

can deliver the results that the organization expects In order to do this m anagem ent 

needs to be constantly looking for feedback on ways that m otivation and job  

satisfaction can be increased All these factors have an effect on how  an individual 

applies them selves to their w ork I f  there is a lack o f  m otivation or job  satisfaction 

then that will effect the w ay em ployees do their job  and how  m uch effort they will 

exhum e in doing so This will have a m ajor effect on the quality  and quantity  o f  w ork 

that is being earned  out
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3.1. Introduction

This chapter will outline and explain the research m ethodology and the sources used 

in order to answ er the research aim  and objectives. This chapter will dem onstrate to 

the reader the research process and the sources o f  inform ation being used.

Research can be defined as “the system atic collection and interpretation o f  

inform ation with a clear purpose, to find things out” (Saunders, Lewis & Thornhill, 

2007, p.610).

M ethodology is defined as “the theory o f  how  research should be undertaken, 

including the theoretical and philosophical assum ptions upon w hich research is based 

and the im plications o f  these for the m ethod or m ethods adopted” (Saunders et. al, 

2007, p.602).

3.2. Research Topic

The research topic o f  this dissertation is to explore the m otivation and job  satisfaction 

o f  sta ff in a subset o f  Argos stores in the Republic o f  Ireland.

3.3. Research Objectives

The m ain research objectives in conjunction w ith the research aim  are as follows:

• Investigate how  m anagers w ithin the chosen Argos stores, m otivate their 

em ployees

• Identify w hat factors (intrinsic and extrinsic) m otivate Argos em ployees.



• Investigate the rew ard system  in place at Argos and to w hat extent it m otivates 

employees.

• Investigate i f  m anagem ent use custom er and em ployee feedback in order to 

m otivate their em ployees

•  Are the m otivational m ethods being em ployed by the m anagem ent group 

resulting in high, m edium  or low  levels o f  job  satisfaction

The figure below  called the ‘research on ion’ illustrates the different research 

m ethodology stages that are involved and this will help as a guide in doing so.

Research
Philosophy

Research
Approaches

Research
Strategies

Time
Horizons

Data Collection 
Methods

SeooMUry OcU
Obierr*t«Ofi
tfttorvwws

O nt% liom v«r«

Lavarti

Figure 6: Research Onion (Saunders et. al 2009)



The research philosophy is a fram ew ork that show s how  one should conduct the 

research

Philosophy is defined as “the use o f  reason and argum ent in seeking truth and 

know ledge” (O xford D ictionary and Thesaurus, 1997, p 557)

Saunders et al (2007, p 108) states that “the research philosophy you adopt contam s 

im portant assum ptions about the w ay in w hich you view  the w orld These 

assum ptions will underpin your research strategy and the m ethods you choose as part 

o f  that strategy ”

Research philosophy is broken into three different segm ents, epistem ology, ontology 

and axiology, w hich all determ ine the w ay m  w hich the researcher conducts their 

research The researcher will choose the research philosophy, w hich is m ost suited to 

their area o f  research

3 4 1 Ontology

“O ntology is concerned with the nature o f  reality” (Saunders et al 2009, p 110) It 

exam ines the w ay researchers think about how  the w orld operates and w hat 

assum ptions they m ake based on their ow n view  Brym an and Bell (2007, p 22) state 

“the central point o f  orientation here is the question o f  w hether social entities can and 

should be considered objective entities that have a reality  external to social actors or 

w hether they can and should be considered social constructions built up from  the 

perceptions and actions o f  social actors ”

3  4  R e s e a r c h  P h i l o s o p h y



There are two aspects w ithin this type o f  philosophy, these being  objectivism  and 

subjectivism  O bjectivism  “portrays the position that social entities exist in reality 

external to social actors concerned with their existence” (Saunders et al 2009, p 110) 

B rym an et al (2007, p 22) m aintain “objectivism  im plies that w hen social phenom ena 

confront us as external facts, w hich are beyond our reach or influence ”

W hereas, subjectivism  “holds that social phenom ena are created from  the perceptions 

and consequent actions o f  social actors” (Saunders et al 2009, p 110) it also holds 

that as this is an ongoing process, these perceptions change and are constantly altered

3 4 2 Axiology

“A xiology is a branch o f  philosophy that studies judgem ents about value” (Saunders 

et al 2009, p 116) W ithin  axiology the researchers ow n values p lay  a pivotal role in 

w hat type o f  research process is chosen if  they w ish to have credible results Heron 

(1996) argues that “our ow n values are the guiding reason o f  all hum an action ”

3 4 3 Epistemology

Saunders et al (2007) proposes that “epistem ology concerns w hat constitutes 

acceptable know ledge in a field o f  study ” It endeavors to distinguish betw een w hat is 

‘true ’ know ledge and w hat is ‘fa lse’ know ledge and “the data collected are far less 

open to bias and therefore m ore objective” (Saunders et al 2007, p 103) 

“E pistem ology concerns the question o f  w hat is regarded as acceptable know ledge in 

a d iscipline” (Brym an and Bell 2007, p 16)



Epistem ology incorporates three principles o f  research philosophy, m terpretivism , 

positivism  and realism

Interpretivism

For the purpose o f  this research dissertation and the case analysis an in terpretivist 

view  is the m ost suited Rem enyi, W illiam s, M oney and Sw art (1998, p 35) describe 

interpretivism  as “the details o f  the situation to understand the reality or perhaps a 

reality w orking behind them  ”

Interpretivism  “advocates that it is necessary to understand differences betw een 

hum ans m their role as social actors” (Saunders et al 2009, p 53) The interpreti vist 

view  is the m ost appropriate one to use for this research dissertation in the authors 

opinion as it is “highly appropriate in the case o f  business and m anagem ent research, 

particularly in such fields as organizational behavior, m arketing and hum an resource 

m anagem ent” (Saunders et al 2007, p 107)

Positivism

Rem enyi et al (1998, p 32) states that positiv ism  m eans “w orking w ith  an observable 

social reality and that the end product o f  such research can be law -like generalisations 

sim ilar to those produced by  the physical and natural scientists ”

Realism

Saunders et al (2009, p 599) proposes that realism  is the epistem ological position  

“that objects exist independently o f  our know ledge o f  their existence ” It also puts an 

em phasis on the collection o f  the data in the research process



The research approach is a general term  for the inductive and deductive approaches to 

research Inductive research refers to “studying m any individual instances or cases in 

order to form ulate a generalized conclusion ” (Sekaran, 2003, p 176) This process is 

also know n as a ‘bo ttom -up’ approach The deductive approach is described as 

“interpreting the m eaning o f  results o f  the data analysis” (Sekaran, 2003, p 176) This 

can also be called a ‘top dow n’ approach

Collis & H ussey (2003) state that deduction is the dom inant research approach in the 

natural sciences, w here laws present the basis o f  explanation, allow  the anticipation o f  

phenom ena, predict their occurrence and therefore perm it them  to be controlled 

R obson (2002) lists five stages w hich deductive research goes through

1 D educing a hypothesis

2 Expressing the hypothesis in operational term s

3 Testing this operational hypothesis

4 Exam ining the specific outcom e o f  the inquiry

5 I f  necessary, m odifying the theory in the light o f  the findings

Through the approach o f  inductive research ‘data is collected and a theory developed 

as a result o f  the data analysis’ (Saunders et al 2009, p 129) For this approach 

qualitative data is collected in a variety  o f  form s, m ostly  through questionnaires or 

interview s and focus groups The data that is collected m ust be analysed in order to 

get a better understanding o f  the nature o f  the problem /issue

3  5  R e s e a r c h  A p p r o a c h



For the purpose o f  this d issertation the em phasis will be on inductive research This 

m ethod is m ost relevant to the topic o f  this thesis as it is im portant to get the 

em ployee and em ployer’s points o f  view  regarding m otivation U sing 

induction as an approach as opposed to using deduction w ill help gam  an 

understanding o f  the m eanings hum ans attach to even t’s (Saunders et al 2009, p 127)

3 6 Research Strategy

The research strategy is a “general p lan  o f  how  the researcher w ill go about answ ering 

the research questions” (Saunders et al, 2007, p 610)

D escriptive and explanatory researches are the types o f  study that the au thor will 

engage in for the purpose o f  this dissertation D escnptive research is “research for 

w hich the purpose is to produce an accurate representation o f  persons, events or 

situations” (Saunders et al, 2007, p 596) This form  o f  research is best suited to the 

use o f  quantitative analysis Explanatory research is “research that focuses on 

studying a situation or a problem  in order to explain the relationship betw een 

variables” (Saunders et al, 2007, p 598) This type o f  research is best suited for the 

qualitative research and analysis o f  the case study

The author earned  out both  sem i-structured interview s and surveys in the form  o f  

questionnaires and used the retail store A rgos as the case study to do the research on 

The researcher used  tnangulation  in their study and it w as used so as to avoid 

m isinterpretation due to the different data collection m ethods that w ere used



T nangulation  is “the use o f  two or m ore independent sources o f  data or data 

collection m ethods w ithin one study in order to help ensure that the data are telling 

you w hat you think they are telling you” (Saunders et al 2009, p 602) The researcher 

believes that using these different m ethods w ould give a m ore in-depth analysis into 

the area o f  m otivation and job  satisfaction

O w ing to the tim e constraints and the available resources o f  only doing a one-year 

m aster’s program m e, the researcher thought it best to use the m ethods m entioned 

above I f  it had been a tw o-year program m e then  a longitudinal study w ould  have 

enriched the research and give a deeper insight into m otivation in these particular 

stores a long with giving the researcher a deeper know ledge o f  m otivation in the 

w orkplace

3 7 Qualitative & Quantitative Research

Q ualitative research is defined as the collection o f  “non-num encal data or data that 

has not been quantified” (Saunders e t al, 2007, p 608)

Q uantitative research is defined as “num erical data or data that has been quantified” 

(Saunders et al, 2007, p 608)

The use o f  qualitative research w as conducted using sem i-structured interview s with 

m anagers o f  two Argos stores w ithin RO I The reason for this m ethod w as to engage 

m ore w ith  the study and to get first hand view s and thoughts on the research areas 

The researcher analysed the data collected by  using a them atic analysis This m eans



trying to find them es throughout the data as this can give a good insight into this 

particular area

This type o f  research let the researcher gam  know ledge o f  the in terv iew ee’s view s and 

let them  express their feelings on the areas o f  m otivation and job  satisfaction It also 

allow ed the researcher to com pare and contrast the different ideals each m anager had 

about the topic area

Closed ended questionnaires w ere used for the quantitative research approach These 

w ere given to tw enty-five A rgos em ployees m  the different stores, w hich required 

them  to answ er 23 questions m  relation to the research areas The researcher was 

aware that “there is a lim it to the num ber o f  questions that any questionnaire can 

contain i f  the goodw ill o f  the respondent is not to be presum ed on too m uch” 

(Saunders et al 2009, pp 144-145) A  questionnaire can cover a w ide population and 

allow s for easy com parisons This gave an insight into how  satisfied and m otivated 

the em ployees are and w hat the reasons are for this

3 8 Research Procedure 

3 8 1 Population and Sampling

Population can be defined as “every possible person that could be used m  research” 

(Sutton 2004, p 3475) Sharpe, Peters & H ow ard (2002) state “the first thing in 

choosing a sam ple is to choose a target population to be sam pled that perm its 

interesting conclusions to be draw n and to select a sam ple in such a w ay that the 

conclusions are valid  ”



For the questionnaires the researcher chose a population o f  em ployees from  the four 

A rgos stores where the m anagers w ere being interview ed This population answ ered 

questions about m otivation w ithin the stores and their general job  satisfaction The 

population for the interview s o f  the stores and store m anagers w ere picked on the 

basis o f location and convenience out o f  the total o f  35 stores in RO I A lso the 

am ount o f  em ployees w ithin the stores exceeded the am ount o f  questionnaires m ade 

available so there w as a cross sam ple done

For the questionnaires the researcher used probability  sam pling, w hich m eans that 

“the chance, or probability, o f  each case being selected from  the population is know n 

and is usual equal for all cases” (Saunders et al 2009, p 213) H ow ever, non- 

probability sam pling was used for the interview s, w hich m eans the “ selection o f  

sam pling techniques in w hich the chance o f  probability  o f  each case being selected is 

not know n” (Saunders et al 2009, p 596)

3 8 2 Data Collection, Editing & Coding

There are five data collection m ethods that the researcher could have chosen, these 

are observations, unobtrusive m easures, surveys, focus groups and interview s Picking 

the right m ethod is pivotal to getting the right inform ation that can be used  to answ er 

the objectives that the researcher set out to achieve There is a five-step process that 

helps the researcher chose w hat data collection m ethod to use

1 D eterm ine the approach to be used

2 A nnounce project

3 Prepare for data collection



4 Collect data

5 Do data analysis

For the purpose o f  this d issertation the researcher chose to do both qualitative and 

quantitative techniques in researching the areas o f  m otivation a job  satisfaction, these 

being interview s and questionnaires respectively Follow ing the data collection from 

the interview  segm ent o f  the research, the researcher chose to use  them atic analysis as 

it helped them  see i f  there was a them e running through all the interviews

3 8 3 Interviews

The researcher contacted one o f  the store m anagers by  telephone as they knew  them  

on a personal basis and through them  contacted the other store m anager that w as to be 

interview ed The researcher inform ed them  o f  the nature o f  the research that was 

being undertaken and if  they w ould  participate in an interview  All o f  the m anagers 

agreed to being interview ed and w ere very pleased to have been asked to participate

Before conducting the interview s, the researcher held a p ilot testing w ith a friend to 

estim ate the approxim ate length o f  tim e the interview  w ould take, any possible 

problem s that could anse  and m general to practice their interview ing technique The 

pilot show ed that a quiet, secluded area w ould  be best to avoid d isruption and that the 

questions should be asked clearly and for the participants to be encouraged to speak 

their m ind in order to get the full benefits o f  the exercise

The researcher studied m any interview  technique guides and books so as to be 

prepared for any irregularities and so as to carry out the process in a professional



m anager For all intensive purposes the interview s w ere a success and the participants 

w ere very  helpful and gave lots o f  good inform ation to  be used  for the case study 

E ven though the sam e questions were asked to each participant, there w ere varying 

answ ers from  both o f  them , w hich w ill m ake for som e interesting reading The results 

o f  the interview s will follow  in the analysis section o f  the dissertation

3 8 4 Questionnaires

“A questionnaire is an extrem ely structured data collection m ethod w hereby all 

respondents are asked identical questions” (M e Coll, 1993)

The researcher used a question so as to target a large population o f  em ployees m  a 

relatively quick and easy m anner It is also very easy to com pare the data and to  show 

its results m  a sim ple and effective m aim er how ever analyzing the data thoroughly 

w as a tim e consum ing exercise

W hen the researcher w ent to interview  the m anagers o f  each store, they left 25 

questionnaires to be filled out by  the stores em ployees anonym ously They w ere then 

collected a w eek later so as to give sufficient tim e for all o f  them  to have been 

com pleted The questionnaire consisted o f  23 questions, all but one o f  the questions 

w ere closed ended and only needed to tick  a box, w hich m ade it quick enough so that 

the em ployees w ere w illing to fill them  out but still able to record im portant 

inform ation



Saunders et al (2009, p 600) define secondary data as “ data used for a research 

project that w ere originally collected for some other purpose ” W ithm  the literature 

review  there w ere m ultitudes o f  books, journals, online resources, articles that were 

used in order to gain further insight into the areas o f  m otivation and job satisfaction 

As the literature review  is the m ainstay o f  the dissertation, this secondary data is a 

vital cog in the successful com pletion o f  this research dissertation

3 9 Ethical Considerations

The author o f  this dissertation is aware o f  the im portance o f  ethical consideration 

when conducting research “Ethics refers to the appropriateness o f  your behaviour in 

relation to the rights o f  those w ho becom e the subject o f  your work, or are affected by 

it” (Saunders et al, 2009, p 181) Equality  for all the respondents involved was 

assured during the data collection process The population sam ple w ere all o f  eighteen 

years and older and each o f  the participants w ill sign a consent form  thus leaving all 

legal responsibility on the participant The researcher portrayed the data collected in a 

m anner that protected the individuals and not disclosing their inform ation in a form at 

that w ould be harm ful to the organisation and the individual involved I f  at any tim e 

in the interview  or questionnaire the participant felt uncom fortable to continue then 

they could term inate their involvem ent im m ediately w ith  no hesitation It is the 

researcher’s obligation to assure ethical consideration such as the rights and safety o f  

the participant (Paradoo, 1997)

3 8 5 Secondary Data



As w ith  everything in life there are som e lim itations or constraints, as was with the 

research in this dissertation, the m ain ones being

•  Tim e constraints -  it was very  difficult to com pile a thorough research into 

such a vast area such as m otivation and job  satisfaction in the space o f  nine 

m onths, including attending lectures, perhaps w ith m ore tim e a m ore in-depth 

analysis o f  the subject could have been undertaken

•  Interview  constraints -  due to certain circum stances the author had planned to 

interview  two m ore participants but was unable to do so

•  A larger sam ple size w ould have provided better results but due to certain 

lim itations, this was unachieved

3  1 0  L i m i t a t i o n s  o f  t h e  R e s e a r c h
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The purpose o f  this chapter is to show the m ain results o f  the researchers prim ary 

research The questions that w ere pu t to the m anagers in the interview s cam e about by 

the au thor’s study and research o f  the literature that surrounds the areas o f  m otivation 

and job satisfaction The questions w ere directed at four store m anagers o f A rgos in 

R O l The interview s answ ers have been split into tw o categories as follows

1 M otivation w ithin Argos

2 Job Satisfaction W ithm  Argos

4 2 Motivation Within Argos

In the case o f  confusion, the different m anagers w ill be labeled A rgos 1 and Argos 2 

The first question that w as asked in the interview  was how  long have they been a 

store m anager^ Argos 1 answ ered 4 years and A rgos 2 has been a store m anager for 

the shortest period o f  2 years The next question asked them  about w hat did the term 

m otivation m ean to them  A rgos 1 answ ered, “it m eans to try and have a positive 

effect on a persons ability to do their w ork” and A rgos 2 stated that “I learned a lot 

about m otivation theories in college, it is w here you affect an individuals behavior to 

get the quality  o f  their perform ance up ”

The third question was related to the im portance they placed on their em ployees 

feeling m otivated A rgos 1 answ ered “I d o n ’t th ink m otivation is very  im portant for 

m y team , at the end o f  the day the ju st com e here to get their pay slip at the end o f  the 

w eek”, w hich directly  contrasts w ith Argos 2 ’s answ er o f  “m otivation is vital for an 

em ployee, w ithout it they will lose interest in their jobs ” The next question dealt w ith 

w hat incentives do the com pany offer their em ployees, they both  outlined that the

4  1 I n t r o d u c t i o n



com pany has a sm iles schem e w here s ta ff are rew arded for providing great custom er 

service w ith one sm ile w hich you can redeem  for store credit and that w hen the store 

itse lf scores over 90%  in their m ystery shopper then there is a bonus in their wage 

packet at the end o f  the year

The m anagers w ent onto say that they have no  control over w hat incentives are in 

place and that they only have control over who gets a sm iles rew ard They both 

agreed that the incentives in place w ere not good enough for som e o f  the effort put in 

by  their em ployees, A rgos 1 said “they are effective to a degree but I think em ployees 

w ant a b it m ore than a Euro o ff  an item  w hen you get rew arded ”

W hen asked about i f  there style o f  m otivation has changed since the econom ic 

dow nturn, Argos 1 answ ered “m y m otivation technique has not changed because I ’m 

o f  the opinion that the em ployees feel they are still lucky to have a job  w ith a lot o f  

their friends losing theirs” and A rgos had not m anaged before the dow nturn so he 

h asn ’t had to change his style

They both agreed on the next question that they have not received any training from 

the com pany on how  to m otivate their em ployees w ith Argos 2 stating “ I haven’t 

received any training since I becam e a store m anager, I d o n ’t know  about before that 

” w hen asked about w hether they feel their em ployees are m otivated by  m onetary or 

non-m onetary rew ards, Argos 1 answ ered “ I th ink its different for each individual, 

som e w ant one m ore than the other” and A rgos 2 replied “ I feel the vast m ajority  o f  

the team  are m otivated by  m oney bu t I th ink in this type o f  sector that is all that 

m atters to em ployees ”



4 3 Job Satisfaction Within Argos

W hen asked do you believe em ployees are given enough responsibility  to m ake 

decisions by them selves, A rgos 1 answ ered “to be honest, I d o n ’t th ink m ost o f  the 

workers w ant m uch responsibility, the m ajority  are only here a couple o f  days a w eek 

and they d o n ’t feel the need for having responsibilities put on them ” w hereas Argos 2 

said “I put a great deal o f  trust in  m y team  and give them  responsibilities i f  I think 

they can handle it ”

W hen asked w hether they thought their em ployees w ere flexible in w orking in 

different aspects o f  the stores functions, A rgos 1 replied “I th ink em ployees w ork best 

w hen they stay w here they feel m ost com fortable” but Argos 2 answ ered “ I like to 

change it up every now  and again so that they stay flexible so I believe yes they are 

very flexible in their w ork environm ents ”

Finally, when asked did they th ink custom er and em ployee feedback is im portant, 

Argos 1 answ ered “ I d o n ’t pay too m uch attention to custom er feedback unless i t ’s 

the m ystery shopper result and I d o n ’t see em ployee feedback as an im portant issue in 

the running o f  the store ” A rgos 2 answ ered “custom er feedback is very  im portant to 

me, w ithout custom ers w here w ould  we b e9 Em ployee feedback is also essential, you 

need to know  w hat your em ployees are thinking and i f  they are happy in their job  ”
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5  1 I n t r o d u c t i o n

In the previous chapter o f  this research dissertation presented the findings o f  the 

prim ary research using interview s In this chapter the author w ill discuss these 

findings using the authors ow n opinion and correlating it w ith the research objectives 

that have been set out and the existing literature on the areas o f  m otivation and job  

satisfaction This chapter is again split into two categories, one being m otivation 

w ithin Argos and the other being jo b  satisfaction w ithin Argos

5 2 Motivation Within Argos

It is clear to see from  the answ ers given by each o f  the m anagers that they have two 

contrasting view s on m otivation A lthough they both  know  w hat it m eans in academ ic 

term s, one invests heavily m  the theory o f  m otivation w ithin the workplace, whereas 

the other one does not Perhaps the difference is that A rgos know s m ore about what 

m otivation can do for em ployees since he studied the area in college, w hereas Argos 

m ay not have

A rgos 1 doesn’t th ink that m otivation has any part to play in an em ployee being able 

to do their job  and that they are ju st ‘in it for the m oney 5 They have very  contrasting 

view s on how  they think em ployees feel about m otivation, although one can not know 

how  an individual feels about som ething, are we not all m otivated at som e point9 

A rgos 1 seem s to disregard the idea o f  m otivation w ithin the w orkplace altogether 

The author agrees w ith both  m anagers in that the incentives on offer w ill not m otivate 

em ployees sufficiently  to get the best perform ance out o f  them  I propose that Argos



look at their incentive schem e and perhaps listen to the store m anagers who are at the 

ground level. Instead o f  a sm iles rew ard, it w ould feasible to rew ard em ployees good 

service w ith different valued gift cards for purchasing items in-store. The author also 

proposes that the store m anagers have m ore control over w hat type o f  incentives they 

can give to their em ployees, depending o f  course on w hat they have done to earn 

them.

The findings from  the interview  also show  m oney was highly ranked by both 

m anagers in w hat they think m otivates their em ployees the m ost. The author agrees 

that m oney is one o f  the m ost, i f  not the m ost contributing factor to the m otivation o f  

an em ployee but that this factor can w ork in conjunction w ith other possible 

m otivators like feeling valued and receiving praise w hen it is w arranted from  a 

m em ber o f  the m anagem ent team. A rgos 1 com es across as a distant m anagem ent 

m em ber and is not very hands on unlike Argos 2 w ho seem s to interact m ore w ith 

their team  and know how  they are feeling and w hat they are thinking.

5.3. Job Satisfaction Within Argos

The two m anagers again have two contrasting view s on the responsibility  placed upon 

em ployees by m anagem ent. Argos 1 assum es the position that the em ployees don ’t 

w ant responsibilities w hereas Argos 2 evaluates w hich em ployee could take on m ore 

responsibility can gives it to them . The au thor’s opinion is that every em ployee 

should have som e degree o f  responsibility, depending on their ability to handle them. 

L ocke’s goal setting com es to m ind w hen talking about responsibility, i f  goals w ere to 

be set for every em ployee each w eek by m anagem ent to challenge them  and to put



m ore responsibility on their shoulders then they w ould take m ore o f  an interest in 

w hat they are doing due to having m ore control

The author also agrees w ith  A rgos 2 ’s view  that em ployees should be flexible and be 

able to do num erous different jobs, this w ill help em ployees increase their skill level 

and thus increase m otivation and job  satisfaction

5 4 Suggestions for Future Research

The author believes that in order to gam  m ore m -depth know ledge o f  m otivation at a 

retail level, that he needs to interview  m ore m anagers and get a w ider range o f  view s 

and also get the poin t o f  view  o f  the em ployees as well to hear w hat they th ink o f  

their m anagers m otivation techniques or lack o f  them  in the case o f  Argos 1 and 

w hether or not they are satisfied m their job  A lso w hat really m otivates them  to do 

their work, is it all for m onetary rew ards like the m anagers alluded to or is it 

som ething m ore than ju st m oney

A nother suggestion w ould  be to cross over to the U K  and see are their m anagers o f  

the same opinion or is it ju s t an Irish culture that we have about m otivation The 

author also suggests that m ore w ork needs to be done around the theories o f  

m otivation as there is no one true unified correct theory at present
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6  1 In t r o d u c t io n

The aim  o f  this chapter is to draw  conclusions, recom m endations and reflect on the 

au thor’s research dissertation D ickson & W endorf (1999) state that the purpose o f  

m any m otivational studies is to determ ine w hat m otivational technique is m ost 

effective or to discover w hat com bination o f  factors interact to produce the 

psychological process called m otivation and thus perform ance
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Participant Inform ation Sheet 

N am e o f  Researcher: Sheam us Lynch 

Thesis Supervisor: Ms. Bronw yn M cFarlane

Title o f  Study: An A ssessm ent o f  Em ployee M otivation & Com m itm ent W ithin A 

Subset o f  Argos Stores in the Republic o f  Ireland

Research Objectives:

• Investigate how  m anagers w ithin the chosen A rgos stores, m otivate their 

em ployees

• Identify w hat factors (intrinsic and extrinsic) m otivate A rgos em ployees.

• Investigate the rew ard system  in place at Argos and to w hat extent it m otivates 

em ployees.

• Investigate i f  m anagem ent use custom er and em ployee feedback in order to 

m otivate their em ployees

•  Are the m otivational m ethods being em ployed by the m anagem ent group 

resulting in high, m edium  or low levels o f  job  satisfaction

Background:

I w ish to conduct m y dissertation on the area o f  m otivation w ithin Argos stores in the 

Republic o f  Ireland. I hope to com pare and contrast the different m anagem ent styles 

w ithin each store that I research and how  they m otivate their em ployees. A rgos have a 

strong presence in the Irish retail industry, and it w ould interest m e a great deal to see 

how  such a big  com pany deals in m otivating their em ployees. Therefore access to the 

com pany w ould be o f  great benefit and assistance to m e for m y research dissertation.
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I hope that the results o f  the research that is being undertaken will be o f  great benefit 

to Argos, as it w ill give an in-depth know ledge on how  m anagers and the com pany 

itse lf can im prove the m otivation o f  their em ployees.

Participant’s role:

In order to achieve the research objectives o f  this dissertation, I w ill need to interview  

the store m anager, which should take approxim ately 45 m inutes depending on the 

am ount o f  feedback from  the questions.

There are 16 questions in total, w hich covers areas like types o f  m otivation techniques 

used, incentive schem es, feedback etc. w ith your perm ission, the interview  will be 

recorded and transcribed w ord-for-w ord. A  copy o f  the transcript cant be sent to you 

if  you require or request one and further com m ents can be m ade if  you feel are o f  

relevance.

I f  you do feel the need to contact m e, then I am available by  telephone on 086 

8767471 or by e-m ail at sheam us.lvnch@ student.ncirl.ie.

All inform ation given w ill o f  course be dealt w ith in the strictest confidence, and if  

you wish, you will be given a pseudonym  to protect your privacy.

mailto:sheamus.lvnch@student.ncirl.ie


Interview  Questions

1 H ow  long have you been a store m anager9

2 W hat does the term  ‘m otivation’ m ean to you9

3 Do you th ink it is im portant for your em ployees to feel m otivated9

4 W hat incentives do the com pany use to m otivate staff?

5 Do you, as a m anager, have any control over w hat these incentives are9

6 H ow  effective do you th ink these incentives are9

7 Has your style o f  m otivation changed due to the dow nturn in the econom y since 

20089

8 H ave you received any training from  the com pany on how  to m otivate 

individuals m the w orkplace9

9 Do you feel em ployees are m ore m otivated by  m onetary or non-m onetary 

rew ards9

10 Do you believe em ployees are g iven enough responsibility  to m ake decisions 

by them selves9

11 Are your em ployees flexible m relation to w orking m  all aspects o f  the stores 

functions9

12 Do you feel your em ployees are m otivated m ore by  perform ing different tasks 

or the same tasks on a daily  basis9

13 H ow  im portant do you th ink custom er and em ployee feedback is in enhancing 

m otivation9

14 Do you feel that you m otivate your em ployees sufficiently  and that they are 

satisfied w ithin their jo b s9
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Q uestionnaire 

D ear Participant,

Thank you for agreeing to take part in m y research This Q uestionnaire is for m y 

D issertation, as part o f  m y M Sc m  M anagem ent at N ational College o f  Ireland As 

this is for academ ic purposes all inform ation shared by  participants will be strictly 

confidential Please tick the relevant boxes on all questions 

Thank you in advance for your time

A p p e n d ix  3

Section 1 M otivation

Q1 H ow  w ould you descnbe your current level o f  job  satisfaction9

Low M edium High

Q2 How would you descnbe your current level o f  m otivation w ithin your j ob/role9

V ery High High Low Very Low

Q3 Can incentives influence your m otivation and perform ance levels at w ork9

Strongly A gree Agree Disagree Strongly A gree



Q4 W hat types o f  incentives do you believe m otivate you the m ost9 

Financial Incentives n N o n  Financial Incentives □

B oth Financial and N on Financial Incentives □

Q5 W hen your organisation offers incentive schem es how  do you feel you personally  

respond to them  as a m otivator9

V ery Strongly Strongly Poorly V ery Poorly

Q6 Please Rank the follow ing Factors o f  M otivation m order o f  Im portance to you 

(Please start w ith 1 being m ost im portant and 6 being the least im portant)

Salary

Increases

Status Prom otion Recognition Job Secunty Holiday

Benefits

Q7 Do you believe y o u ’re rew arded fairly  for the am ount o f  effort you put into your 

jo b 9

Strongly Agree A gree D isagree Strongly D isagree

Q8 H ow  secure do you feel in your present jo b 9

Very Secure Fairly  Secure Fairly  Insecure V ery Insecure

Q9 W ould you consider leaving your job  for another i f  you w ere unhappy9



Yes □ No □

Q10 In the past 12 months how often have you

Often Som etim es Rarely N ever

Considered leaving your job

Looked for new  jobs

Q 1 1 H ow  likely do you th ink it is that you will still be em ployed w ith A rgos in the 

next 12m onths9

V ery Likely Likely U nlikely V ery U nlikely

Section 2 The Psychological C ontract

The psychological contract is the unw ritten expectations/prom ises that exist betw een 

you and your em ployer -  the term s o f  exchange betw een you and your em ployer

Q12 To w hat extent do you feel that the expectations you had at the beginning o f  

your em ploym ent have been fulfilled9

All o f  Them To Som e Extent N ot A t All

Q13 Has A rgos kept the prom ises they m ade to you at the beginning o f  your 

em ploym ent7
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A lways Som etim es N o,N ever

Q14 How often do you feel the organisation keeps to their prom ises9

Often Som etim es R arely N ever

Q15 W hen/if the organisation doesn’t deliver on their prom ises how  do you feel9

Annoyed A ngry Betrayed U nderstanding

Q16 How often have you

O ften Som etim es R arely N ever

Criticised the com pany to 

people outside w ork

Taken a day o ff  w ork sick 

when you w here actually able 

to w ork

Done the m inim um  am ount o f  

w ork possible that you th ink 

you could get aw ay with



Q17 H ow  w ould you rate your perform ance in w ork com pared to last year’s 

perform ance9

M uch B etter B etter The Same Poorer M uch Poorer

Q18 To w hat extent do you w ork to fulfill the expectations that Argos has o f  you9

High M edium Low

Q19 How w ould you describe your current level o f  loyalty tow ards A rgos9

High M edium Low

Q20 W ould you defend the organisation i f  anyone criticised it9

Yes M aybe N o

Section 3 Personal Inform ation

This section does not require you to give any specific personal inform ation as the



questionnaire is anonymous and will not reflect your job in any way

Q21 W hat age bracket do you fall under please tick  the relevant box7 

18-19 □ 20-24 □ 25-29 □ 30-34 □

35-40 □ 40-50 □ 50-60 □ 60+ □

Q22 H ow  long have you been em ployed with A rgos7 

< lyear □ 1-2 years □ 3-4 years □

5-6 years □ 7-8 years □ 9-10 years

10-15 years □ 15 years +  □

Q23 W hat is the average am ount o f  hours you w ork per w eek7 

1-10 hours □ 10-15 hours □ 15-20 hours □

20-25 hours □ 25-30 hours □ 30-35 hours □

35-40 hours □ 40 hours +  □

T h a n k  Y o u  f o r  Y o u r  T i m e
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