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A case study on AIESEC Tampere, Finland

This study was commissioned by AIESEC Tampere, one of the most suc-
cessful AIESEC committees in Finland. AIESEC is a worldwide non-
profit organization run by young people to serve young people. AIESEC
comprises an interesting group of young people and operates on their vo-
luntary contributions and performances without providing any extrinsic or
monetary benefits. This group of young people is a particularly interesting
subject for motivation research. Besides, AIESEC Tampere has paid sig-
nificant attention regarding how to retain its members as well as motivate
them effectively. This study aims to evaluate the motivation level of
AIESEC Tampere’ members and also examine the motivating effect of the
job content and personal growth needs on young people nowadays.

The empirical motivation situation of AIESEC Tampere was investigated
in the light of Herzberg’s Hygiene and Motivators. The investigation me-
thod used was in the form of a survey conducted with the members of
AIESEC Tampere. Based on the survey, the validity of Herzberg’s propo-
sition regarding the motivating effect of job content applied on young
people in modern organization context was once again reassured. The
most interesting finding was that AISEC Tampere members in particular,
and young and highly educated people nowadays in general can be more
motivated as well as more satisfied on their job by the intrinsic factors in-
herent in the job itself rather than other organizational factors or extrinsic
benefits.

However the motivation level of AIESEC Tampere’s members according
to the survey result was lower than the desired level. Therefore, the moti-
vation plan was suggested by applying job enrichment. AIESEC was rec-
ommended to enrich the depth of AIESEC tasks by maximizing the oppor-
tunity for learning and growing in order to improve the quality of mem-
bers’ experiences on AIESEC activities.

motivating young people, AIESEC Tampere, Herzberg, job enrichment,
growth need
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Motivating young people — A case study on AIESEC Tampere

1

INTRODUCTION

1.1 The importance of job content in motivating young people

After industrial revolution, work motivation has become one of the most
fascinating areas of organizational behavior science. During the past 50
years, there have been a significant amount of researchers working on this
specific subject hence numerous motivation studies and theories were also
introduced. Nowadays, the issue of work motivation plays a crucial role in
many aspects of organizational operation and also attracts many academic
researches due to some reasons. Firstly, the intense competitive business
environment along with globalization gives reason for organization to im-
prove its effectiveness and efficiency in order to immediately react to cus-
tomers’ needs. For that reason the organization nowadays has become flat-
ter in structure and more decentralized. Employees therefore have become
the strategic determinants for the organizational success. Maximizing em-
ployees’ engagement and loyalty to the organization helps ensuring high
performance for organizations. Secondly, the increasing application of ad-
vanced technology into modern organizations requires creative, skillful
and highly educated staffs that are highly demanded in the market. Hence,
motivation issue has become more complicated lately as money is not the
most effective motivator anymore. Last but not least, the confusing and
pervasive nature of the motivation concept itself also fascinates many re-
searchers to look deeper into this complex issue to figure out the role that
work motivation plays in organization’s success. Motivation affected and
was affected by many other factors in the modern organization context
which is the reason why a fully understanding of motivation will help to
understand other variables of organizational behaviors as well as business
management. (Colman McMahon 2011, 3-6; Kenneth 2009, 8 - 11.)

Nowadays, as the labour force is transforming to a younger, higher edu-
cated and more skilful generation with higher work-related expectations,
the answer for the question “what motivates employees at work?” is not
the same as before. The young generation nowadays is not motivated by
simple factors as money or the likes as in the old days but by much more
complicated things. Meanwhile, most of the people at manager level are
somehow from older generations. There are many wrong assumptions
made by managers about motivation while motivation theories are abun-
dant and not applicable to all cases. That is why how to motivate the
young employees is still a fascinating and fresh topic in published litera-
ture as well as academic management and organizational behaviours stud-
ies.

Most managers usually mention better pay, benefit and bonuses due to the
fact that monetary benefit is the most traditional, most common and easi-
est tool to motivate employees. But a number of studies conducted by fa-
mous theorists including Kohn, Deci and many more have proven the
negative effect of monetary rewards in motivating employees. In general,
they all agreed that monetary rewards and other extrinsic benefits under-
mine employee’s actual interest in the work itself in long term perspec-
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tives. Therefore, the improvement of job content has emerged as one of
the most effective method in improving employees’ motivational level at
work, especially to the group of young and highly educated employees. In
fact, the development of motivation practices has been observing the in-
creasing recognition for the importance of job content in modern organiza-
tions’ context.
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Figure 1  The change of nature of work in US companies. Designed by O’Toole and
Lawler. From Kenneth W. Thomas 2009, p8.

Besides, the jobs nowadays have required much more creativity, efforts,
and initiatives than before. Therefore, employees’ high engagement and
motivation in the job also are more important than ever in improving or-
ganizational effectiveness and efficiency. Consequently, there are more
and more organizations that have been adapting the new strategy of im-
proving employees’ experience on the job to exert higher efforts and better
improved performances rather than using monetary benefits as before. In
figure 1, O’Toole and Lawler’s analysis had proven that the nature of
work has been changing in the last 30 years. Many organizations nowa-
days have been changing the job structure to provide employees improved
experiences on sense of job meaningfulness, autonomy and personal
growth. This trend of changing job characteristics proved the recognition
of many managers in the effectiveness of job content as a motivator.
(Kenneth 2009, 7-8.)

In the context of modern business management as discussed above, the
focal point of this study is to research the effect of the job content on hu-
man behaviors at work, especially the group of young and newly graduat-
ed people. The research will also identify the differences between the job-
related factors and other factors in motivating people at work. From the
analysis, an application of job enrichment in order to improve the job ex-
perience and its meaningfulness to increase motivation will be discussed
in the context of the case organization.
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1.2  Why AIESEC?

According to Statistics Finland (2012), there are a total of 1.25 million
students pursuing a qualification or degree in Finland in year 2011. This
number is remarkably high in comparison with Finnish population which
was recorded as a little over 5 million in 2012. As students accounts for 25
percentages of population they are a significantly important group not only
to Finnish society but also to Finnish economy as well. In Finnish society
context, AIESEC is currently the largest and most active student organiza-
tion. AIESEC could be considered as a pool of potential, high-quality em-
ployees or even the future of the economy. Besides, the majority of
AIESEC activities are mainly conducted in business theme in cooperation
with many profit-making partners, and thus AIESEC is closely connected
to business environment even though it operates on non-profit basis. The
structure of teamwork in AIESEC is also similar to certain types of small
companies nowadays. Therefore the author had come to the decision that
this group of young and talented people is the best matched subject for the
purpose of this study. On the other hand, AIESEC is dispersed into many
units all over the world but their structures and overall objectives are kept
the same, the author decided to conduct research on AIESEC Tampere
unit, which is one of the most active units in Finland. In the author’s opin-
ion, minimizing the scope will not reduce either the credibility or the ap-
plicability of this research. In addition, a huge amount of time and effort
required for analyzing a huge amount of data from all AIESEC units in
Finland could be saved. (Statistics Finland, 2012.)

The main reason which captured the author’s interest to initiate this study
is that AIESEC members represent the young generation of potential lead-
ers in their future organization. This study focused on how they are satis-
fied with their work without any monetary incentives by analysing how
AIESEC members were attracted and motivated to continuously engage in
AIESEC’s activities. The author also aims to examine Herzberg’s Hygiene
and Motivators theory and the motivators’ effect on motivating young em-
ployees at work without monetary benefits on the case of AIESEC Tam-
pere to provide suggestion on improving its current motivation level.

1.3 AIESEC

1.3.1 Background

AIESEC is the world’s largest non-profit, non-political, independent or-
ganization run by young people for young people focusing on engaging
and developing young talents. It operates in over 110 countries and territo-
ries with more than 60000 members mainly made of voluntary students or
post-graduates in over 2100 institutes of higher education. AIESEC’s ac-
tivities can vary from one country to another to adapt to local conditions
but generally the aims of all AIESEC units are consistent. AIESEC’s main
objective is to create a learning environment and a global network where
members can nutrient theirs skills, experience leadership in preparation for
their future careers while contributing positive change to society. Besides,
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AIESEC also plays the intermediate role to help young talents find support
from profit-making organizations to improve their skills and experiences.
While on the other side, these organizations find access to top talents
through AIESEC global internship programme. As AIESEC ex-members,
known as “Alumni”, are recognized as leaders in their current careers and
communities, AIESEC has become more and more attractive to potential
members and even other profit-making partners especially in business
field. (AIESEC n.d.a.)

AIESEC originally stood for the term “Association Internationale des Etu-
diants en Sciences Economiqueset Commerciales” when it first appeared
in 1948 with internship exchange as its main activities. The original mean-
ing of AIESEC became obsolete because the limitation of members’ back-
ground in Economics and Commercial Sciences is no longer appropriate
when the organization expanded in size. Nowadays the name AIESEC is
recognized worldwide for being what it really is rather than the original
meaning of its name. (AIESEC n.d.b.)

Along the history of AIESEC’s development, AIESEC’s core activity also
expanded to more engaging and meaningful experiences for members ra-
ther than the original exchange program only. Today AIESEC offers its
members integrated experiences comprised of international internships
along with interaction with global network to develop talents through a va-
riety of activities, such as training programs, conferences, lectures,
projects and the like. (AIESEC n.d.c.)

Basically all members are suggested to go through the path so-called
“AIESEC circle” for the optimal experiences after initial registration as il-
lustrated in Figure2 below:

Introduction
to AIESEC

Heading for Leadership Taking

the Future ( Role Responsibility

Figure 2 Customize your AIESEC experience. Designed by AIESEC website.

When a new member first comes to AIESEC, an “Introduction” section
will help him/her understand the organization and decide the role he/she
has interest in. When moving to “taking responsibility” stage, members
will practically involve themselves in AIESEC activities. Member then
can experience a variety of roles through various projects, and later they
can choose to either go on exchange or take leadership of the local com-
mittee. The former option provides internship opportunity in one of
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AIESEC’s partners all around the world to gain working experiences, the
latter option offers members a chance to lead a team or the committee, or
organize an event for the local committee. In practice, there are many
members who had got the best benefit out of their AIESEC experiences by
pursuing both options. At the end of the circle, members will become
“Alumni”, and currently there are nearly one million Alumni all around
the world who are working effectively in their careers thanks to the ex-
periences and inspiration gained through AIESEC. (AIESEC n.d.d.)

In year 2010-2011, AIESEC has grown 14 percentages globally in the
number of members and its success has been reinforced and expanded day
by day (AIESEC 2011, 13).This continuously increasing growth rate
proves the attractiveness of AIESEC to the youth. As AIESEC is operated
primarily by volunteers, human is its most valuable asset. Therefore how
AIESEC can attract talents and retain them without monetary benefits has
become an interesting issue for motivation studies, especially with
AIESEC’s worldwide scope and its incredible effect on modern young so-
ciety.

1.3.2 AIESEC Tampere

AIESEC Tampere first established 30 years ago is one of the most suc-
cessful local committees in Finland. Its members are mainly from the 4
universities in Tampere areas and nearby cities including University of
Tampere, Tampere University of Technology, Tampere University of Ap-
plied Sciences and Hameenlinna University of Applied Sciences. Tampere
unit operates with the same function as other AIESEC committees to di-
rect its members along AIESEC circle. Besides international internship
opportunities, AIESEC Tampere also offers its members a variety of local
activities to help them build up an international network and nurture their
skills. (AIESEC Tampere n.d.a.)

AIESEC Tampere is operated by five functional teams under the lead of
the Local Committee President (abbreviated as LCP). The teams are
named as Sales, Student Relations (a.k.a. Outgoing Exchange), Incoming
Exchange, Talent Management and Communication. Sales team contacts
companies and other institutions in the Pirkanmaa area to produce intern-
ship opportunities for foreign AIESEC members therefore the team leader
is also called Corporate Relation Vice President (abbreviated as VP). Stu-
dent Relations team is in charge of promoting the internship program to
local members and select suitable trainee to send to a partner institution or
company abroad through another foreign AIESEC committee. Con-
versely, Incoming Exchange team assists trainees from other foreign
committees when they first come to Tampere for internship and also dur-
ing their stay. Talent Management team is responsible for recruiting new
members, organizing interesting events for current members as well as lo-
cating members into appropriate teams. Lastly, the Communication team
manages both internal and external communication of AIESEC Tampere
by using the website, email, posters, social networks, and the likes. These
teams are interdependent but also work together to achieve the overall
goals of the committee. Members of each team will be recruited and lead-
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ers will be selected out by votes internally prior to the beginning of each
term which lasts for an academic year. Hence the members of the teams as
well as of the committee will keep changing continuously every new term
as new members are recruited and current members also rotate between
teams to experience new tasks or eventually “graduate” from AIESEC to
become “Alumni”.(AIESEC Tampere n.d.b.)

Based on the structure and functions of AIESEC Tampere as introduced
above, the importance of human asset to the operation of the committee is
significant since all the activities of AIESEC are planned, carried out and
also enjoyed by its members. Eventually, main input and final output of
the organizations are also its members. All AIESEC committees operate
by volunteers hence it catches the author’s interest in how AIESEC Tam-
pere attracts members and retains them without extrinsic benefits.

1.4 Purposes and objectives

This study aims to answer the question “How to motivate young people
using the job contents without monetary incentives” by examining Herz-
berg Hygiene-Motivators theory on the case organization - AIESEC Tam-
pere. In this study, the author focuses on how AIESEC Tampere builds its
brand name among university students’ community, recruits them, gets
them involved and keeps them engaging actively in its activities without
providing any extrinsic benefits. This study aims to figure out what moti-
vated AIESEC members to perform their tasks with high level of effort re-
gardless of the lack of extrinsic benefit. Besides, the study will also help
AIESEC Tampere in particular and AIESEC in general to understand its
members and their needs in order to boost their motivation level. Further-
more this study also aims to introduce an insight into how young people
are motivated at work by the job itself which is an important issue for
most organizations in modern business environment.

There are five objectives in this study

— The first objective of this study is to research AIESEC Tampere’s
background such as objectives, structures, functions, and especially its
motivation issue to get an insightful understanding about the re-
searched subject.

— Secondly, there will be a briefing introduction of the chosen motiva-
tion theory, which is Herzberg’s Hygiene-Motivator theory and job
enrichment, as the theme this research.

— Thirdly, to exploring current motivational situation of AIESEC Tam-
pere and what factors increased or decreased members’ satisfaction
and motivation, the research will be conducted in the form of an
online survey with AIESEC Tampere’s members regarding their opin-
ions on previous experiences with AIESEC and what motivates them
during their experiences.

— The forth objective is to thoroughly analyze the survey findings into
relevant reports to identify factors which motivate or de-motivate
AIESEC Tampere’s members in the light of Herzberg’s Hygiene and
Motivators theory and draw conclusion about current motivation level
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in AIESEC Tampere as well as the validity of Herzberg’s proposition
in motivating young people in modern organization context.

— Lastly, based on the research findings, a suggestion section will be
recommended for AIESEC Tampere to attract new members and to
motivate current members effectively.

1.5 Research methods

This study is based on both desk and field research methods. Desk re-
search method is used mainly in collecting information for writing the
theory section and AIESEC’s background. Theories of motivation are
gathered from many sources as books, e-books and online articles. On the
other hand, background information of AIESEC Tampere is referenced
from its webpage, annual reports and information from AIESEC Tam-
pere’s current leaders.

The main empirical basis for this research is based on a tailored research
questionnaire designed with consideration of both AIESEC Tampere’s
background and this study’s purposes. The research is conducted in We-
bropol which is a research website provided by HAMK University of Ap-
plied Sciences. The research link was sent through AIESEC Tampere in-
ternal communication system to all members thanks to the help of
AIESEC communication Vice President - Mr. Juho Hartikainen as well as
other social media channel as Facebook and the likes.

2 MOTIVATION THEORIES

During the development history of motivation study, there have been a va-
riety of definitions but the simplest but widely-recognized one was said by
Forrest as “consistently putting effort, energy and commitment into de-
sired results”(Colman McMahon 2011, 5).To clarify Forrest’s definition,
Laurie Mullins further described motivation as “the direction and persis-
tence of action” (1985, 480).Motivation can be viewed as “the degree to
which an individual wants and chooses to engage in certain specific beha-
viors”(Mullins 1996, 480). The level of motivation is measured by the in-
tensity and consistency of efforts that an individual put in to get the goal
accomplished. In simple term, motivation concerns about why individual
chooses a course of actions, keeps continuing even in difficulties towards
goal accomplishment over a long period (Mullins 1996, 480.).

Mullins also introduced the underlying concept of motivation as “individ-
uals’ internal driving forces by which they attempt to achieve some goals
in order to fulfill some needs or expectations” (Mullins, 1985, 480). Ac-
cording to this view, motivation must be created from inside the individu-
al, not by external influence. Herzberg suggested that external factors
cause movement, not motivation. Identifying these internal driving forces
is normally the target of various motivation studies, and this study is not
an exception. In the light of the chosen motivation theories, the case or-
ganization’s motivation issue will be discussed in the next chapter. In this
chapter, an overview of motivation theories will be simply introduced, and
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the theoretical theme of this study which is Herzberg’s Hygiene and Moti-
vators theory will be thoroughly presented in order to build the strong
ground for the practical analysis in the next chapter.

2.1 Work motivation

In organizational context, the above-mentioned definition of motivation is
expanded with the extent to which the “desired goal” of individual must be
in the same direction towards the organization’s goal. Robbins & DeCen-
z0 (2005, 320) developed he definition of motivation in workplace as “the
willingness to exert high levels of effort to reach organizational goals,
conditioned by the effort’s ability to satisfy individual need”. In this con-
text, motivation focuses on the relationship between organizational goals
and individual’s needs and efforts. Unsatisfied needs create a state of ten-
sion within the individuals which activates behavior to release that ten-
sion. In this case individual’s “desire goal” is tension-reduction, in other
words is need satisfaction. The deviation of work motivation from original
motivation definition occurs when individual is still “consistently putting
effort, energy and commitment into desired results” but the “desired re-
sults” run counter to the organization’s benefit. Unfortunately, this phe-
nomenon has been happening to all kinds of organizations in practice and
hence drawn attention of many theorists to conduct research on work mo-
tivation (Robbins &DeCenzo2005, 320-321.)

Most of the studies regarding motivation at work focused on analyzing
employee behaviors to predict trends of behaviors to demonstrate a strate-
gy of how managers can get more out of their employees. Early theories in
the 1950s mainly analyzed how the work and rewards satisfy individual’s
needs. This view classified as content theories received many criticisms
due to its assumption of human’s indifference. In fact, human is indivi-
dually different, hence what motivates them also varies. Even the same
person interacts differently in different situation. Recent theorists devel-
oped the basic theories into a more humanistic approach classified as
process theories which suggested that human’s behavior are driven by
much more complex factors than needs only. (Colman McMahon 2011, 9-
38.)

The four most popular among content theories were Maslow’s hierarchy
of needs, Alderfer’s Existence — Relatedness - Growth model, Herzberg’
Hygiene-Motivators theory and McClleland’s Three-Need Theory. In fact,
all content theories focused on analyzing how needs affect individuals’
behaviors. There is a close relation among these theories since they all
looked at individuals’ needs but from different angle with different way of
classification. That relation is illustrated in the figure below:
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Growth

Achievement

Relatedness Self-
Power actualization
Existence
Affiliation Esteem
Social
Security
Physiological
- Satisfiers - - Motivators —
Basic needs Higher-order needs

Figure 3  Relationship between Content Theories of Motivation. Bowditch & Buono
2006, p72. A Primer on Organizational Behavior. 6th Edition. John Willy and
sons, Inc.

The needs-based assumption gained numerous critiques due to their visi-
ble flaws. One of the common critiques is that practically human being is
much more complex than being explained by needs only. All individuals
are different and environmental factors cannot be ignored. Even the way
people react to the lack or fulfillment of needs is different. Another point
argued that needs vary over time and among individuals. One more impor-
tant view said that content theories cannot travel well since people from
different countries have different priority of their needs. With that amount
of criticisms, many researchers were motivated to develop a more applica-
ble but also more complex theory of motivations so-called process theo-
ries. (Colman McMahon 2011, 9-36; Robbins & DeCenzo 2005, 322-324.)

Process theories “focused not only on what individuals’ need from their
work but also on how individuals believe they can achieve it and what in-
fluence the process” (Colman McMahon 2011, 38). Expectancy theory
and Equity theory were the most popular ones that effectively represent
for their categories. They proposed a much more humanistic aspect of mo-
tivation study that human is all different in their perception of what they
want from works. This is supported by the fact that the more society de-
velops, the more human beings differentiate. Therefore the basic assump-
tion about needs is no longer powerful enough to explain human beha-
viors. Process theories nowadays are usefully for many organizations to
predict employees’ behaviors and get their engagement into organizational
goals. (Hitt & Black & Porter 2009, 306.)

In fact all of the theories introduced are partially true but there is no moti-
vation theory which can apply to all individuals in all kinds of organiza-
tions. With a significantly huge number of work motivation theories intro-
duced in the past, it could become hard and complicated to choose which
theory is applicable due to the complexity and diversity of human beings.
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Although the process theories are more applicable to modern organiza-
tional environment, the content theories are more commonly known in
practice due to their simplicity and effectiveness.

2.1.1 The choice of theories

Steers and Porter suggested a proposition of work motivation by classify-
ing all the factors affect motivation at work into 3 sets of variables come
from the individual, the job and the work environment. In the last section
there were a number of motivational theories introduced but they only
dealt with certain aspects of the three sets above. Up till now, the “ideal”
theory which can address the influence of all these three important sets to
individual” motivational process does not seem to exist yet. Therefore it is
impossible to choose a “best” theory for any organizational issue concern-
ing motivation. However, the existing theories are mostly complementary
to each other rather than contradictory, and thus the choice of theory for
this study become a matter of choosing which approaches are most helpful
to understand the case organization’s situation and suggest more applica-
ble improvement. (Steers & Porter 1991, 19-24)

Individual Job Work Environment

* Interests
« Attitudes
» Needs

* Intrinsic rewards
» Autonomy
« Direct feedback

* Peers-groups
influences

* Organizational

« Variety in tasks actions
* Reward

practices

 Systemwide
rewards

* Individual
rewards

* Organizational
climate

Figure 4  Variables affecting motivational process of individual at work. Design from.
Motivation and Work Behavior. Steers, R. & Porter, L. 1991, p20.

With the case organization for this research as AIESEC Tampere, which
operates on a voluntary basis without any monetary benefits for its mem-
bers, Herzberg’s Hygiene-Motivators theory and job enrichment are con-
sidered as most appropriate to this study’s context and AIESEC’s practical
situation for certain reasons.

First, all AIESEC members belong to group of young people, who are
young, passionate, well-educated and have high expectation of work. The
core question for this study is how AIESEC’ activities and tasks them-
selves motivate its members. On that basis, this study will deal with moti-
vational factors concerning the job itself and organizational environment
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in AIESEC Tampere. Similarly, Herzberg theory also separated the set of
motivational factors concerning the job content and the other set concern-
ing the organizational context. Herzberg’s theory can effectively explain
the core benefit which is the opportunity for personal growth that mem-
bers achieved through AIESEC experiences.

Secondly, Herzberg denied the effectiveness of monetary benefits in moti-
vating people and demonstrated the importance of the job content. There
would be no other subject more suitable to examine Herzberg’s theory
than AIESEC. Monetary benefits have no role in explaining why members
decided to join AIESEC and further undertake the tasks because AIESEC
has not been providing its members any of those extrinsic benefits.

Lastly, with the assumption that job satisfaction is the main determinant
which retains AIESEC’s members, Herzberg’s theory was also considered
as suitable due to its implication to the job enrichment concept. By reflect-
ing AIESEC current task design pattern which was effective in engaging
current members into tasks, the author aims to develop and improve
AIESEC tasks in term of job content to attract more members and moti-
vate current members to actively undertake more tasks.

Even though there has been developed theories based on Herzberg’s prop-
osition, in the author’s opinion, Herzberg’s theory is still worthwhile to be
reminded because it marked the revolution to motivation study by clarify-
ing a number of wrong assumptions prevailing back in the past about what
is motivation and what is not. It is also a better approach to view the
theory from its root rather than by its later developed theories. Especially
in this study context, Herzberg theory is much simpler than other theories
but still has sufficient explanatory power to analyze and to be effectively
applied to AIESEC’s context.

2.2 Herzberg’s Hygiene-Motivators theory

Frederick Irving Herzberg (1923 — 2000) is an American psychologist who
became famous for his proposition of Hygiene-Motivators theory and job
enrichment. These two definitions made a remarkable influence to modern
business management and human resources studies. His theory was first
introduced in the book “The Motivation to Work™ (1959) and since then
there were a number of supporting researches made by other theorists and
Herzberg himself to develop his idea into useful materials for business
management. (Colman McMahon 2011, 27.)

Herzberg and his collaborators first introduced the theory based on the
findings from the interviews with 203 engineers and accountants in Pitts-
burgh of the US. He gave the researched subjects questions regarding the
situations they felt extremely good or bad about their jobs and also re-
quired detailed explanations. In the end, the collected data showed certain
consistency that allowed him to withdraw a conclusion. The method used
in his research was the critical incident method which was considerately
new at the time. Herzberg’s interviews were built with open-ended ques-
tions which allowed more accurate and detailed responses and minimized
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the effect of assumptions. Therefore, the results seemed to be more relia-
ble. (Mullins 1996, 494 - 495.)

Following the first research, he took 12 further researches and visualized
his findings in the chart as presented in figure 5. After more researches
done to verify his previous proposition with a much larger sample size of
1685 responses across many different careers and levels of social statuses,
Herzberg finalized his conclusion about job satisfaction and motivation at
work into his infamous Two-factor theory or also called Hygiene-
Motivators theory.

Factors characterizing 1,844 events Factors characterizing 1,753 events
on the job that led on the job that led
to extreme dissatisfaction to extreme satisfaction
;’rereentage
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Figure 5  Factors affecting job attitudes as reported in 12 investigations. Designed by
Herzberg in One more time: How do you motivate employees?. Herzberg, F.
1968. US: Harvard Business Review

Looking at the chart, hygiene factors accounted for 69 percentages of job
dissatisfaction’s causes while 81 percentages of factors causing job satis-
faction were drawn from motivational factors. Responders tended to state
hygiene factors as the reasons for satisfaction, but they cited motivational
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factors to explain their dissatisfaction. Therefore, Herzberg concluded that
hygiene factors were the main causes of dissatisfaction at work meanwhile
motivators were the main determinants leading to satisfaction. But most
importantly, he claimed that these two sets of factors are totally indepen-
dent to each other. It was the breakthrough finding in Herzberg’s re-
searches since it went against the prevailing assumptions at the time. The
common belief back then was that job satisfaction and job dissatisfaction
are presented on the same dimension, opposite to each other and separated
by a midpoint at which individual feels neither satisfied nor dissatisfied.
From that midpoint, the improvement of the influencing factors will lead
to job satisfaction while their downturn will push individual towards dissa-
tisfaction. However, Herzberg believed that job satisfaction and job dissa-
tisfaction are caused by distinctly different sources therefore job satisfac-
tion is not the opposite of job dissatisfaction and vice versa. He empha-
sized that separating these two ranges of factors is a must since there was
not any correlation between hygiene factors improvement and higher level
of job satisfaction, and so did the relationship between motivators and job
dissatisfaction. In other words, hygiene factors only prevent employees
from dissatisfaction and after exceeding a threshold, they ultimately lead
to “no dissatisfaction”. Hygiene kept people from unhappy, without caus-
ing any effect to either job satisfaction or work motivation. Similarly, mo-
tivators can create long term job satisfaction but the lack of it will not
cause dissatisfaction. (Herzberg 1968; Mullins 1996, 494-495; Tietjen &
Robert 1998, 227.)

Herzberg also explained the distinction between ‘“motivation” and
“movement”. The two words were believed to be termed from the same
Latin word “movere” which means “fo move”. However, Herzberg pro-
posed that hygiene factors cause only movement whilst motivators created
motivation. At that time, there were many managers who believed that su-
pervision, money, and other hygiene factors were effective methods to ex-
ert high level of employee’s effort at work. Herzberg said that those drives
cause only movement, not motivation because employee will neither wil-
lingly do the job nor enjoy the process. Instead they only do their work
because they want to enjoy the rewards. Don Tyler further clarified this
difference in consistent with Herzberg’s view, “Motivation is someone
doing what needs to be done, and doing it for their own reasons. “"Move-
ment is someone doing what needs to be done, but only doing it for some-
one else’s reasons (Don Tyler n.d., 1)." (Bassett-Jones & Lloyd 2005, 933;
Maddock & Fulton 1998, 92.)

In next section, Herzberg’s proposition about hygiene factors and motiva-
tors will be discussed clearly in details. Their influences on job satisfac-
tion and motivation also will be presented in order to create an application
from Herzberg’s work for the case organization of this study. There will
also be a glimpse into job enrichment defined by Herzberg to prepare the
basis to introduce the revised model of job enrichment that will actually be
used for later suggestion section. The materials supporting the next section
will be based mainly on Herzberg’s article published in 1968and his Re-
trospective Commentary rather than his first book “The Motivation to
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Work”, since they are more up-to-date and more accurately represent his
view.

2.2.1 Hygiene needs and KITA

Hygiene concerns how employees are treated at work, so-called “man’s
relationship to the environment” (Herzberg 1973).The list of hygiene fac-
tors found in Herzberg’s interviews comprised of salary, company policy,
working conditions, human relation, supervision, status, and security. In
short word, everything surrounds what individual actually do in the job,
hence Herzberg referred them as extrinsic factors. Herzberg termed those
factors “hygiene” according to hygiene’s meaning in health care and med-
icine. Good hygiene condition only keeps human from illnesses but it does
not make them any healthier. Likewise, hygiene factors in organization
only can keep people from dissatisfaction, bring peace to organization but
cannot motivate employees. In short, they only bring movement. Mean-
while, motivation must be created by improving job satisfaction, not by
eliminating dissatisfaction. (Herzberg 1968.)

However, most motivational theories back then missed the significant dif-
ference between motivation and movement. They also considered good
treatments as motivating techniques. It was why Herzberg proposed the
term KITA to demonstrate the distinction between motivators and move-
ment techniques. In his article published in 1968, Herzberg introduced a
new acronym of hygiene as KITA — Kick-In-The-Ass”. He claimed that
the simplest way to have people do something is to “kick him in the ass™.
With this plain way of expression, he tried to emphasize that KITA only
caused people to move since they were afraid of punishment such as phys-
ical pains from the kicks or loss of rewards. Herzberg (1987) stated that
KITA were only a “behavioral modification techniques of animal training
for humans”. Therefore KITA has no explanatory power over human be-
ings’ motivated behaviors. (Herzberg 1987.)

According to Herzberg, KITA could be negative or positive. Negative
KITA was very common in the past but nowadays they are rarely seen.
Negative KITA keeps employees working by making them afraid of pu-
nishment. They were sub-classified as physical and psychological. Even
though all KITA(s) look different from their appearances but in nature
they aim at as well as actually lead to the same consequences. (Herzberg
1968.)

Negative physical KITA are actual kicks and the likes that can physically
hurt employees if they do not work properly. Nowadays they are prohi-
bited by law but back then they were used widely. Herzberg pointed out
three drawbacks of this method that make them inapplicable and unattrac-
tive to managers. Firstly, they are not elegant in behavior wise. Even
children are taught to treat others nicely. Hence these kicks go against
morals. Secondly, this method will hurt the company’s image. In modern
business context when sustainability and social responsibility are more
and more important, physical KITA are avoided by most companies, espe-
cially in developed countries. Thirdly, the nervousness it causes to em-
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ployees might result in counter effects which literally could be a counter
kick from employees towards the company and might be exploded any-
time leading to huge damage. To conclude, limitations of negative physi-
cal KITA are obvious due to these reasons above. (Herzberg 1968.)

It is noteworthy that negative psychological KITA only hurts people inter-
nally or mentally that makes the consequences less visible. It makes em-
ployees feel bad unless they perform what employers wanted. There is al-
so no evidence for accusations of being threaten or “kicked”. Therefore,
this method was preferred by many companies back then due to its advan-
tages over the physical KITA. This is a cruel game on employees’ emo-
tions by manipulating them to get the desired result similar to physical
KITA but in a smarter way. In nature, both physical and psychological
KITA are the same. (Herzberg 1968.)

Negative KITA is somehow related to the lowest level in Maslow’s hie-
rarchy of needs. Herzberg claimed that certain negative KITA(S) are origi-
nated from human beings’ animal nature. For example, the instinct to
avoid pain worked as a drive for employee to work properly. Other drives
which are related to basic biological needs such as the need to earn money
or to release hunger also are KITA. Herzberg claimed that with negative
KITA, only the kicker is motivated, the targets of the kicks only moved as
they are doing things for others’ purposes. (Herzberg 1968.)

While negative KITA was easily recognized as not motivation, positive
KITA was normally mistaken as motivation because they somehow also
lead to improved performance. It should be noticed that hygiene factors
are also helpful for organization to give attention since they also bring
benefits even only in short term and not motivation wise. Along with the
importance of motivation, unpleasantness at work should also be avoided
by proper provision of hygiene factors. Hygiene factors are important as
well, but in motivation term, they do not have any influence. Therefore it
was distinctly separated from motivator in Herzberg proposition. ((Herz-
berg 1968.)

Positive KITA includes rewards, incentives, promotion or the likes which
employees will get in return for doing work. Even though employees re-
ceived rewards they wanted from work, they performed the work for oth-
ers’ purposes rather than their own. The effects that positive KITA achieve
are not different from negative KITA; the employers are motivated while
employees move. Herzberg summarized that while negative KITA threat-
en employee, positive KITA offer them rewards. Negative KITA force
people to move, positive KITA seduce people to move. Herzberg (1973)
stated that seduction is much worse than coercion since the consequence
happens from the victim’s own contribution by which he called “you kick
yourself”. Furthermore, he believed motivation functions as a push instead
of a pull. The pushing force only helps people go faster while the pulling
one is the only force that keeps people moving. Although there will be no
movement without the pulling force, in the organization’s view, there is
also situation that a pull happens to be more effective than a push, espe-
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cially in short timeframe. (Herzberg 1968; Hassard & Holliday 1998,
161.)

Herzberg classified drives caused by some higher levels of needs as KITA
as well. Herzberg developed a list including 9 factors which were used by
many managers to create motivation but only cause short-term movement
from his point of view. For example, one method, which was viewed as
causing positive effect, suggested reducing work hours, but Herzberg ar-
gued that motivated employees prefer working more than less. Another
example was two-way communication. Herzberg did not consider it as
motivational factor but it benefits organization in many ways but only not
in motivational term. And the most popular KITA was spiraling wages
which only motivate people to seek for higher increase in wage, not for
improved performance. These examples above proved that it was hard and
vague for people to recognize motivators from positive KITA. And based
on the fact that there was not any motivation proposition existed yet at the
time that pointed out the difference, positive KITA were widely believed
as motivators before Herzberg’s theory proposed. (Herzberg 1968.)

In general, Herzberg proposed that motivation must last by itself without
any external influence or stimulation. It should also be noticed that KITA
can only cause movement when it still exists, and thus individual cannot
move themselves without continuous “kicks”. Their effort will be exerted
only as much as how strong the kicks are, and no more. The core idea in
KITA is that the one who wanted the work done and benefited from that is
the employer. Indeed the employer is motivated while employee is only
the one who moves to get the work done. Herzberg briefly explained the
difference between motivators and KITA(S) in an open lecture aired on
BBC in 1973 that “if he wants to do a good job because he want to do a
good job, it is motivation; if he wants to do a good job because he wants
salary, a car, or a house, it is movement.” (Herzberg 1968; Herzberg
1973))

2.2.2 Motivators

In contrary to KITA which lasts for a short term, Herzberg (1968) defined
motivators as “internal self-charging battery”. Rather than influenced by
external forces, motivation must come from inside of individual and
stemming from the job content itself. Herzberg referred these factors as in-
trinsic motivation. Motivators actually concerned about what individual
actually do at work. Are they allowed to do what they want to do at work?
Are they intrinsically satisfied with their jobs? In other word, motivators
are all about the “quality of human’s experiences at work™ (Herzberg
1973). When individuals highly value intrinsic rewards achieved by work-
ing, they do not need continuously incremental rewards offered to sustain
job satisfaction and motivation. That explained why movement and moti-
vation were usually mistaken in short term view, but over a longer period,
their effects will be totally different. (Herzberg 1968; Herzberg 1973;
Tietjen & Robert 1998, 227.)
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According to the research result found in figure 5, Herzberg recognized
that sources of motivation mainly involved individual’s sense of achieve-
ment, recognition of the achievement, the work itself which should be
meaningful to the individual, increased responsibility, advancement and
growth. In general, motivators are mainly related to the job content. In
other to motivate employees, these factors should be given adequate atten-
tion. This range of factors somehow reminded the highest levels Maslow’s
hierarchy and Alderfer’s growth need, with the utmost important motiva-
tor as the innate need for personal growth. In short, the existence of moti-
vators can satisfy employees’ ultimate level of needs which is the need for
self-actualization. (Herzberg 1987.)

The improved experience of employee on these motivators, according to
Herzberg, will improve job satisfaction and thus initiates and sustains mo-
tivation at work. Since motivation is mainly related to the job content,
Herzberg suggested paying ultimate attention to the importance of job de-
sign which initiated his infamous proposition of “job enrichment”. In or-
der to effectively utilize employees’ effort, Herzberg suggested that the
work should be enriched by considering motivators in structuring job. He
proposed a model of job enrichment which involved manipulating these
motivational factors. According to Herzberg (Paul & Robert & Herzberg
1969, 61), “job enrichment seeks to improve both task efficiency and hu-
man satisfaction by means of building into people’s jobs, quite specifical-
ly, greater scope for personal achievement and its recognition, more chal-
lenging and responsible work, and more opportunity for individual ad-
vancement and growth.” The concept of job enrichment will be thoroughly
discussed in the next section. (Herzberg 1987.)

2.2.3 Job enrichment — An Application of Motivation-Hygiene theory

Job enrichment is “the practice of building motivating factors into job con-
tent” (French, Rayner, Rees & Rumbles 2011, 247). The objective of job
enrichment is to improve employee’s experience on the motivators by
modifying jobs. This should be distinguished from “job enlargement”
which only literally enlarges the job’s horizontal structure without altering
the required sets of skills. Simply adding meaningless tasks into em-
ployees’ current works will only enlarge the job instead of enriching them.
Job enlargement, by combining jobs at the same level, only gives workers
more boring and routine jobs without improving intrinsic satisfaction or
motivation. On the contrary, job enrichment develops the depth of job
with vertical loading tasks that can increase job meaningfulness to em-
ployees. In the article (1968), Herzberg suggested 7 considerations to im-
prove his previous proposed motivators which should be applied in order
to successfully enrich job, as illustrated in figure 6 below. (Herzberg 1968;
Mullins 1996, 530.)
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Principle Motivators involved

A Removing some controls while Responsibility and personal

retaining accountability

achievement

Increasing the accountability
of individuals for own work

Responsibility and recognition

Giving a person a complete
natural unit of work (module,
division, area, and so on)

Responsibility, achievement, and
recognition

Granting additional authority to
employees in their activity; job
freedom

Responsibility, achievement, and
recognition

Making periodic reports

Internal recognition

directly available to the
workers themselves rather
than to supervisors

F Introducing new and more Growth and learning
difficult tasks not previously

handled

G Assigning individuals specific
or specialized tasks, enabling
them to become experts

Responsibility, growth, and
advancement

Figure 6  Principle of vertical job loading. Designed based on Herzberg, F. 1968. One
more time: How do you motivate employees?. US: Harvard Business Re-
view.

The above practices were tested with two groups of employees and the
grouper forming enriched job showed dramatically improvement in work
results in comparison to the group with usual jobs. The former group also
showed more positive attitudes about the job while the latter felt the same.
Herzberg then concluded that job enrichment can practically lead to higher
level of job satisfaction and motivation. However, his suggestion encoun-
tered a significant numbers of critiques and questions regarding the clarity
of enriching methods, which initiated him to revise his job enrichment
model in 1987. (Herzberg 1968.)

In the modified model, his previous factor of “recognition for achieve-
ment” was translated into “direct feedbacks”. Likewise, the original term
“responsibility” was also split into “direct communication”, “personal ac-
countability”, “control over resources” and “self-scheduling”. Meanwhile,
the “new learning opportunity” led to “unique expertise” stayed as the
core of the model. It represented for the original “growth and advance-
ment” which now became the most important and indispensable for the
model to operate.
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Figure 7 Sensory ingredients of job enrichment. Designed based on Herzberg, F. 1987.
Retrospective Commentary. US: Harvard Business Review.

Direct feedback come from the individual self-checking on the progress of
achievement in his work. Feedback should not come from systematic ap-
praisals, supervisor’ assessment, or others’ opinions. In other words, feed-
back should not be formulized outside the system of individual’s job per-
formance. But above all, the individual must have a meaningful job to do
at first. Otherwise it is meaningless to hold him responsible for self-
checking. The more individual are held accountable for his work, the bet-
ter quality his output is produced as well as the greater sense of achieve-
ment he feels. A method to increase accountability is to let him perform a
complete task such as assembling a product or a component, or delivering
a complete service. In order to perform work effectively and efficiently,
common obstacles also need to be removed by providing employee more
autonomy in scheduling, control over resources and direct communication.
These factors will facilitate the employees’ work process and also lead to
increased responsibility as well. Above all, the most important ingredient
for job enrichment is new learning opportunities which create unique ex-
pertise. Herzberg suggested allowing workers to directly contact their
clients or users of final products or services to gain experiences and exper-
tise as well as better understandings on the clients’ requirement. Besides,
the jobs that are challenging and required full or even greater of em-
ployees’ ability can also initiate opportunities for learning and improving.
Herzberg (1973) demonstrated that “all jobs should be a learning expe-
rience, a growth experience inherent in the job”. Therefore, the opportuni-
ty to growth was the last but most important ingredient in the core of his
model that makes the job meaningful to the job doer. In short, an enriched
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job should allow individual to experience an improvement in all motiva-
tors including achievement, autonomy, accountability, and especially the
opportunities for learning and growth. (Herzberg 1987.)

Although job enrichment is useful in motivating employees, Herzberg also
admitted that not all jobs can be enriched, or need to be enriched. The first
and most important determinant in motivation is individual’s “ability”.
Herzberg claimed that it is impossible to motivate someone doing a good
job who even does not know how to do the job. Therefore the very first is-
sue of motivation is training. By training the individual become capable to
perform the job. The more the person can do the job, the more they are
motivated. He furthermore claimed that “motivation is a function of ability
and a function of the opportunity to use that ability” (Herzberg 1973). Job
enrichment is only the tool to provide employee that opportunity to use
their ability. Furthermore, there is situation that the cost to enrich jobs
overweighs the benefit it created. Hence job enrichment is not profitable
for organization to apply. In brief, application of job enrichment should be
put into appropriate situation.

While Herzberg’s Hygiene-Motivators theory encountered a number of
criticisms, his proposition of job enrichment was more accepted both aca-
demically and practically. However, it was further developed by Hackman
and Oldham into the popular and widely-used job enrichment model pre-
vailing nowadays. In order to improve the applicability of this study, the
author decided to develop suggestions for AIESEC Tampere on Hackman
and Oldham’s model rather than Herzberg’s model.

2.2.4 Critiques and applications of Herzberg’s theory

One popular misinterpretation of Herzberg’s theory which was criticized
by many researchers was that hygiene factors are inferior to motivators.
This is not true. He clarified his point against criticisms in a speech later in
1973 that “hygiene is not a second class citizen system”. His view was that
hygiene factors and motivators are not comparable to each other. They are
as important as the other but cause different effects. While motivator caus-
es motivation, hygiene only prevents dissatisfaction and causes only
movement. Indeed nowadays Herzberg’s movement stays under the term
“extrinsic motivation” and motivators as “intrinsic motivation”. Herzberg
never said that hygiene is not effective in improving job performance. If
the job is boring and impossible to be enriched, Herzberg stated that it is
possible to use hygiene factors to improve employee’s job performance.
But the results will not last long and the employee’s hygiene needs will
escalate which require more and more resources. Therefore the objective
of all managers is to satisfy employees on both hygiene and motivational
factors, but only improvement in motivators can create long term com-
mitment and motivation to benefit both the employee and the organization.
His suggestion was that manager should separately control the two sets of
factors and more attention should be put into motivators to effectively mo-
tivate employees. (Sachau 2007, 381-382.)
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Herzberg’s proposition was also questioned since he did not mention indi-
vidual difference. But since all human being is different, there has not
been any theory that can explain different human behavior. All motivation
theories only tried to figure out a pattern of human behaviors in order to
predict and motivate them. Like other needs-based theories, Herzberg’s
theory was criticized because people are different from individual to indi-
vidual, and from country to country. Different culture prioritized their
needs differently. However, Herzberg proved the ability to travel across
boundaries of his theory by conducting complementary researches in 6
countries outside the US including Japan, India, South Africa, Italy, and
Israel. He claimed from these researches’ results that different cultures did
not show particular difference towards his proposition about hygiene and
motivators. (Jackie Gavaghan 2012; Herzberg 1987.)

Another noteworthy criticism in Herzberg’s theory was inherent in his
denial of human relation’s ability to motivate. This criticism is practically
true. In fact human relation also leads to psychological growth. Individuals
also seek to develop social relation through their life-long experiences. It
was proven by many researches that good interpersonal relationship can
lead to long term happiness. In this study, considering the case organiza-
tion which is a voluntarily formed group of young people, the author will
examine whether interpersonal relationship can affect AIESEC members’
motivation level. (Sachau 2007, 383.)

The most popular critique on Herzberg’s findings was about his research
method. The critical incident method was criticized for a high possibility
that the results could have been affected by the respondents’ subjective as-
sessments and biases to be deviated from the actual objective reflections
on the situation. Critics argued that people tend to take credit of success
for their own effort but blame the environment for failure. Therefore the
real reasons behind extreme job satisfaction and dissatisfaction might be
inaccurately identified and thus reducing the credibility of Herzberg’s
conclusion. It was such a pity that Herzberg did not use other research me-
thods to emphasize the credibility of his work. Even so, the critics could
not prove that Herzberg conclusion was wrong and Herzberg’s later re-
searches with larger sampling size also resulted in consistency with his
previous research result. Furthermore, there have been many researches
and motivation theories widely used nowadays were depended majorly on
Herzberg’s proposition and thus the credibility of his work is still widely
acknowledged. In fact Herzberg’s theory is still widely known and applied
by a significant number of managers nowadays.

2.3 Revised model of job enrichment — The Job Characteristics Model

Richard Hackman and Greg Oldham developed Herzberg’s job enrichment
into the famous Job Characteristics Model (1980) which is considered to
be more comprehensive and applicable for managers in designing jobs that
effectively motivate employees for better work outcomes. The model con-
cerned about five primary job characteristics similar to Herzberg’s motiva-
tors but their interrelationships and their impact on work outcomes were
discussed more detailed. The enriched job with high scores in all five cha-
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racteristics is highly motivating to the job doer. In the scope and context of
this study, the author considered this model as a better and more appropri-
ate application to AIESEC Tampere’s context than Herzberg’s model.
This model will be discussed below as the theme for the suggestion in lat-
er chapter. (Robbins & DeCenzo 2005, 434)

2.3.1 Three psychological states

In general, the Job Characteristics Model proposed five characteristics of
job influencing employees’ three critical psychological states which will
affect their work outcome as well as job satisfaction. More details of this
model were visualized in the figure below.

CRITICAL
CORE JOB i
> PSYCOLOGICAL > OUTCOMES
CHARACTERISTICS STATES
Skill variety Experienced High internal work
Task identity meaningfulness of the motivation
Task significance work
High “growth™ satisfaction
Autonomy = Experie_nc‘e'd .
i responsibility for —
outcomes of the work High general job

sastisfaction

) . Knowledge of the actual
Feedback from job ~ =————=3 results of the work

s High work effectiveness
activities

Moderators

1. Knowledge and skill
2. Growth need strength
3. “Context satisfations’

Figure 8 A job characteristics model of work motivation. Designed based on Work re-
design. Hackman & Oldham 1980, 90.

Behavioral scientists claimed that there are three psychological states that
significantly influence individual’s motivation and satisfaction at work. In
the first state, the job must be perceived as meaningful, important and
worthwhile according to the employees’ personal values. Secondly, em-
ployee must believe that he will be personally accountable for his work
outcome. Lastly, the individual must be able to know how well he is per-
forming in the concerned job. The existence of all three states will give
employees a good feeling when they are performing well on a job. This
“good feeling” was referred as an intrinsic reward. In another publication
of Hackman and Lawler (1971), this good feeling was explained as “the
internal rewards obtained by an individual when he learns (knowledge of
results) that he personally (experienced responsibility) has performed well
on a task that he cares about (experienced meaningfulness)”. This internal
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feeling is the intrinsic reward that employee seek to achieve when they put
effort into performing the job regardless of the existence or inexistence of
extrinsic rewards such as incentives, salary, promotion and the likes. That
is when motivation being created. Overall, when employees fully per-
ceived all these three psychological states towards a job, they will expe-
rience high level of motivation, job satisfaction and growth. Thus, the em-
ployees’ performance will be improved and absenteeism as well as turno-
ver rate will be minimized. (Hackman, Oldham, Janson & Purdy 1975;
Hackman & Lawler 1971.)

2.3.2 Job characteristics

According to Hackman and his collaborates, a meaningful job should in-
volve three dimensions of skill variety, task identity and task significance.
Skill variety is the degree to which the job requires a variety of skills and
abilities in different activities. When more skills and activities are in-
volved, the monotony of task can be eliminated and thus the job becomes
more appealing to employees. Furthermore, the requirement for some
skills that individual is still lacking will eventually become challenging
but fascinating to him since it provides the opportunity and drive for lean-
ing and growing. In addition to task variety, task identity is the degree to
which the task is built from the completion of a whole and identifiable
work and leads to a visible outcome. The employee should be able to do
the job from the beginning to the end to create a complete unit of outcome
(component, product, services or the likes). Lastly, task significance is the
degree to which the job’s outcome affects other people from both internal
and external of the organization. In other words, task significance is all
about how your work means to other people. For example, when employee
perceived that his work affects positively to others’ wellbeing, his work
will become more meaningful to him. The model’s proposers also claimed
that even though a high level of all three dimensions can lead to a mea-
ningful work, it is not a must to be high in all three. The fulfillment of on-
ly one dimension could also create job meaningfulness if employee mostly
concerned about that characteristic. (Hackman, Oldham, Janson & Purdy
1975; Hackman 1977.)

Beside meaningfulness, a good sense of personal responsibility also fos-
ters motivation. In the model, the characteristic which fosters responsibili-
ty is autonomy. It was similar to Herzberg’s viewpoint that employee
should be given freedom, independence and discretion in scheduling and
performing his own work. Autonomy allows employee to perceive work’s
outcome as the result of his own effort and capability rather than the result
of given instructions. He then will be able to feel a strong sense of person-
al responsibility regarding his work’s success or failure by which he will
be inspired to put in more effort. (Hackman, Oldham, Janson & Purdy
1975.)

The last state, knowledge of the actual result, comes from feedback. Feed-
back is the degree to which the individual receives direct and clear infor-
mation about the effectiveness of his job performance. In order to improve
this dimension of job, employee should receive objective feedbacks both
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during and at the end of his performance. By knowing the progress and
how well he has performed, he will be more motivated and committed to
his work. (Hackman, Oldham, Janson & Purdy 1975; Mullins 1996)

Hackman introduced a mathematic approach to job enrichment based on
the Job Characteristics Model in the formula below. He believed that a job
with high MPS score will be more motivating and more interesting to the
job doer.

Motivating Potential Score (MPS)

[Skill Variety + Task identitv + Task significance] x Autonomyv x Feedback
3

Figure 9  Motivating Potential Score formula. Based on Hackman, R. 1977. Improving
life at Work. Glenview, I11: Scott, Foresman.

From figure 8 and 9 it could be concluded that while the first three dimen-
sions contributing to job meaningfulness only need to have at least one
value above zero, conversely zero at either feedback or autonomy will
immediately cause MPS to be zero. Therefore, autonomy and feedback are
vital characteristics to improve motivation as well as job outcome. In this
study, the author will not take this formula into further consideration be-
cause this study focuses more on qualitative assessment.

2.3.3 Moderators

It should be noticed that this model should be considered under the effect
of many variables. In the model, there were also moderators which can af-
fect the job enriching process. The first and most important moderator was
growth-need strength of each individual. Individuals’ different preferences
and priority in values can cause significant impact on the effectiveness of
the model’s application. For example, if the employee does not value in-
trinsic rewards, then even a job with a very high MPS score on its own
cannot lead to any job satisfaction or motivation. People with low need for
growth can even be anxious or frustrated by the enriched job. A person
that has strong need for achievement or strong need for growth can be
more internally motivated by work. The model can only be applied most
effectively on the employees with high growth need strength. According
to McClelland, human needs can be triggered by life experiences and ap-
propriate context. Therefore, even the employees are not achievement-
oriented there is still possibility to redirect them. (Hackman, Oldham, Jan-
son& Purdy 1975; Jackie Gavaghan 2012; French, Rayner, Rees & Rum-
bles 2011, 250.)

The most significant difference from Herzberg’s theory was that while
Herzberg’s job enrichment ignored the difference in individuals’ interac-
tion towards enrich jobs, Hackman and Oldham acknowledged it. Fur-
thermore, people are also different in ability. There should also be careful
consideration regarding the gap between individual’s capabilities and job’s
requirements. If the gap is too far then it could frustrate employees and
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lead to withdrawals. (Hackman, Oldham, Janson & Purdy 1975; French,
Rayner, Rees & Rumbles 2011, 250.)

The last moderator concerned about the context satisfaction which also
were defined by Herzberg as hygiene factors. According to the Job Cha-
racteristics Model, hygiene is a moderator in improving employees’ level
of motivation. Although the lack of hygiene factors cannot totally elimi-
nate job satisfaction and motivation, it could somehow reduce the level of
motivation. It is practically true, since if someone is hungry, they definite-
ly cannot work effectively. But it only happens in very extreme cases of
context’s dissatisfaction. After a threshold, it will not make much differ-
ence to the outcome. Indeed, the satisfied employees on hygiene factors
are more likely to positively interact to enriched jobs than the hygiene-
unsatisfied employees.

In conclusion, although the Job Characteristics Models mainly concerned
about improve the job content, it should be noticed that factors externally
to the job displayed moderator roles on the model’s operation as well.

2.3.4 Strategies for effective application

To effectively apply the Job Characteristics Model in enriching jobs, there
were certain principles suggested by Hackman, the model’s proposer.
These principles were said to be most likely to improve the five core job
characteristics to enhance the job’s motivating potential. Applying these
principles will create a successful application of job enrichment concept in
the organization, expressed in employee” improved work performance and
high quality work experience. The effect of these principles in changing
job characteristics is illustrated as in figure 10 below. (Hackman, Oldham,
Janson & Purdy 1975.)

CHANGING PRINCIPLES CORE JOB DIMEMSIONS

Combining Tasks T) Skill Variety

Forming Natural Work Units Tg Task Identity

™~

Vertical Loading < = Autonomy

Establishing Client Relationships Task Significance

Openning Feedback Channel Feedback

Figure 10 Principles for changing jobs. Designed by Hackman, R. 1977. Improving life
at Work. Glenview, Il1: Scott, Foresman. Reprinted by Steers & PortersP428.
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The first suggestion is to form natural work units. This principle con-
cerned mainly about how the task is distributed among the employees.
Natural work group could be formed to undertake the whole complete unit
of operation and also provide the sharing of skills among group members.
Then the sub tasks can be divided equitably and logically among the group
members and in consideration of the organization context so that the
whole organization can operate most effectively. Most importantly, the
work undertaken by an individual must be an identifiable, meaningful and
complete piece of work. Employee should be individually responsible for
at least a visible completion of work. The employee then will be able to
sense what his outcome needs to look like and how it influences others or
their work. This method enhances two dimensions of job which task iden-
tity and task significance, therefore, improves meaningfulness of job.
(Hackman 1977; Boddy & Paton 2011, 473.)

The second principle is to combine tasks to increase employee’s expe-
rience on a variety of activities and skills. This is opposite to Taylor’s spe-
cialization. Over time Taylor’s proposition was proven as causing negative
effect to employees rather than motivating them. In fact, the motivating ef-
fect of task variety was widely recognized by many managers as well as
motivation theorists. A notice should be taken into account that even
though a variety of tasks combined together, they should still be related as
a complete and meaningful task as a whole, not a variety of meaningless
tasks. The combination of tasks that an individual undertakes should allow
him to experience a task from the start to the end which also makes him
feel entirely responsible for the task outcome. Combining tasks improves
two dimensions of job which are task identity and task variety. If the com-
plete job resulted from task combination process above is too much for an
individual to personally undertake. The task then should be assigned to a
team instead. (Hackman1977.)

The third strategy is to establish client relationship to improve three job
dimensions including feedback, skill variety and autonomy. First benefit is
that employees will get more praises and complaints from clients or cus-
tomers. One common problem happening to other work designs is that
employee has little or no contact with the end-user of the product or ser-
vice of which he contributed to the making process. Consequently, he has
little access to customers’ direct feedbacks and hence it reduces his sense
of responsibility and meaningfulness of work. Direct relationship with
clients allows the task doer understanding better about their clients’ needs
to adjust his performance and also to see his work in the bigger picture.
The second benefit is that employees’ interpersonal skills will be im-
proved by managing client’s relationship. The last dimension —autonomy:-
is improved by providing employee personal responsibility for his rela-
tionship with the end-user of his work output. The process to set up client
relationship could start from identifying the clients, establishing possible
direct contact between them and the workers, lastly facilitating the proce-
dures by which the clients can judge and give direct feedback on the prod-
ucts or services. Most importantly, both employee and clients should be
able to fully understand and agree upon the assessment criteria. (Hack-
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man1977; Hackman, Oldham, Janson & Purdy 1975; Boddy & Paton
2011, 473.)

Another strategy for job enrichment is vertical job loading. As in Herz-
berg’s proposition of job enrichment, vertical job loading improves auton-
omy of employee’s work by adding the responsibilities for planning and
controlling into the workers’ normal responsibility for executing the job.
Employee who is allowed to have discretion in most aspects of his work
will feel his sense of responsibility and also commitment to work en-
hanced. Specific aspects of jobs that could be given discretion include
work methods, scheduling, problem solving, budget control and some oth-
ers. (Hackman 1977.)

The last suggested principle to enrich job is to open feedback channel for
the task doer. This method helps improving employee’s knowledge of the
actual results of his performance. Employee should receive feedback di-
rectly from the job rather than from other channels such as manager’s
comments or company appraisals systems. For example, supervisors
sometimes corrected mistakes of employees himself without bothering to
notice employees. Therefore employees were unaware of his mistake and
thus unable to avoid them in the future. This method also prevents inter-
personal conflicts between employee and his supervisor from influencing
and distorting objective feedback on how he is actually performing on his
job. The process of building feedback channel mainly focuses on how to
removing blocks which keep employees away from naturally occurring
data about his job performance. One important incoming data arrived from
the client relationship discussed above. Another method is to allow em-
ployees to control over quality checking process himself by which he
gains sufficient and objective data on his performance. This helps em-
ployee to receive regularly and personally feedback that motivates him to
increase the quality of his work and be able to correct immediately any er-
ror. Besides, self-generated feedbacks also increase employees’ ownership
over the job. Nowadays work becomes more and more computerized
therefore feedback system could be integrated into computer system and
thus can provide immediate feedback effectively, especially for employees
who mainly perform computer-based tasks. (Hackman 1977.)

In conclusion, these suggested strategies, if effectively applied, will possi-
bly affect the organizational outcome as well as employees’ level of moti-
vation and satisfaction positively in long-term perspective. But as dis-
cussed previously, these changes should be applied in consideration of ap-
propriate conditions of the moderators.

3 APPLICATION OF HERZBERG’S HYGIENE FACTORS -
MOTIVATORS IN AIESEC TAMPERE

According to Ms. Thanh Van Bui - AIESEC Tampere’s Vice President,
AIESEC Tampere currently has around 50 active members in this academ-
ic year. Although the number of students who joined AIESEC related
events as common audiences could be a bigger number but only these 50
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members have actively taken part in the operation of AIESEC Tampere. It
could be considered as a relatively small number which raised the concern
about attracting more members from the pool of local and foreign students
in Pirkanmaa region as well as retaining and engaging current members.

This chapter will mainly discuss the motivation level in AIESEC Tampere
in the light of Herzberg’s theory. The practical data for this study were
collected mainly from the online questionnaire with current active
AIESEC members. The questionnaire was designed in order to identify the
effect of the hygiene factors and motivators in motivating AIESEC mem-
bers. The members’ satisfaction towards the organization and their moti-
vation level towards the AIESEC activities they involved in the past will
be the main concern of this survey analysis. From this point onwards, the
word AIESEC will represent AIESEC Tampere.

3.1 The questionnaire

3.1.1 Methods

There are two main parts in the questionnaire. The first part aimed at col-
lecting the respondents’ general information and their non task-related
feelings, expectations towards AIESEC Tampere. The second part which
is also the main part then focused mainly on the members’ experience on
their previous AIESEC tasks as well as their expectations in AIESEC fu-
ture tasks. In short, the questionnaire was developed in order to collect
sufficient data to evaluate the factors attracting members to AIESEC as
well as the effect of hygiene and motivators to AIESEC members.

The questionnaire was designed by mainly using multiple choices format
for the respondents’ convenience. Open-ended format was also used in a
few questions where there is the need to obtain additional data from the
respondents. The author believed that this convenient format will facilitate
the respondents’ processes of completing the survey and thus reduce the
possibility of disruption or withdrawals during the answering process.

The questionnaire was not formulated only on the theme of Herzberg’s
theory but also according to the particular context of AIESEC Tampere as
well. Therefore, even though only active members who already took re-
sponsibility in AIESEC Tampere activities are the critical subjects for this
research due to the research’s focus on motivation level, other members
who did not or not yet take responsibility for AIESEC tasks are also con-
sidered as an important group of the respondents. Because attracting new
members and engaging inactive members into the organization’s activities
also significantly concerned AIESEC Tampere besides motivating current
members. For that reason, the result collected from the first part of this
survey even though was not the focus of this study but still considered as
useful data for AIESEC. On the other hand, the main part of this study
which is to examine the effect of Herzberg’s motivators and certain hy-
giene factors in motivating AIESEC members was centralized in the
second part of the survey. Only those active members who used to under-
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take responsibility in AIESEC tasks or activities were able to take part in
the second part of the survey since this part only concerned about the
members’ experiences on AIESEC tasks and the factors that motivated or
de-motivated them in those tasks.

After all, the effectiveness of motivators related to the task content in
AIESEC environment will be evaluated along with other organizational
factors in order to conclude about the motivation level and members’ sa-
tisfaction in AIESEC. The survey result will build a strong base for
AIESEC to improve the motivation level of its members and their en-
gagement in AIESEC as well by understanding what expected by mem-
bers to effectively satisfy their expectation.

3.1.2 Sample

As all members are students and the research was conducted during sum-
mer which led to a relatively low rate of responses. There were 18 res-
ponses collected from AIESEC members which accounted for 36 percen-
tages of current AIESEC members. Therefore, it is admitted that the res-
pondent rate has not met the initial expectation to give the clearest picture
about AIESEC Tampere motivation situation. However, since there was
consistency in the responses which showed positive support to the chosen
theory, the author considered the survey result as an relatively reliable
source of references to examine the application of Herzberg’s theory on
AIESEC Tampere’ context. Besides, the responses in this survey are con-
sidered as valuable sources of feedback for AIESEC since they were ans-
wered by the group of active members who have been highly concerning
about AIESEC. Their opinions are high quality feedbacks which are be-
lieved to have strong effects in improving AIESEC future performance.

3.2 The group of respondents

This part of the research was designed to collect general information about
the group of respondents. The data was used to examine the correlation
between the respondent group and the subject of this study which is the
group of young graduates. The result has showed a strong connection be-
tween the two.

H18-24
H25-29
k30 or older

Figure 11 The respondents’ age range

Ninety-four percentages of the respondents are under 29 years old in
which 65 percentages of them are between 18 and 24. It could be stated
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that the majority of the respondents as well as AIESEC members are com-
prised of a group of young individuals which is also the target research
subjects of this study. Another noteworthy point is that 67 percentages of
the respondents are female.

Meanwhile, their nationalities are comprised of Finnish, Vietnamese,
Spanish and Nepalese. This has proven the diversity of nationalities
among AIESEC members since it operates on international context. This
group of respondents also helps reassure the ability of Herzberg’s theory
to travel across the boundaries between cultures.

® Student
@ Employee
i Others

Figure 12 The respondents’ occupation

Besides, this group of young people comprises mainly of students which
accounted for 82 percentages of the respondents. This result showed com-
pliance with the original target of this study.

H |_ess than 3 months
H 3 months — less than 1
year

M 1-2 years

H More than 2years

Figure 13 Time length for being an AIESEC member

It should be noticed that the respondents have joined AIESEC for different
length of time which provided different levels of commitment and experi-
ences towards the organization. There must be the obvious difference be-
tween the newly joined members and the members who were connected to
the organization for longer duration of time. As the majority of the re-
spondents were with AIESEC for more than two years, they felt more
committed to the organizational issues hence they were more motivated to
fill out this questionnaire than newcomers. Therefore, half of the respon-
dents were those who joined for at least 2 years and a quarter also joined
for more than 1 year.

Frequency of participation could also be regarded as one of the conditions
to classify members as well. In AIESEC context, there are members who
are actively involved in AIESEC activities and also take part in organizing
events or other kinds of works. Besides, there are also members who took
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little involvement in organization. Therefore they have only joined
AIESEC occasionally when they feel like it and thus leading to a low level
of commitment.

H Once every 2 weeks or so
One — two days per week

i 3 days per week or more
during project

H Only when | have free time
and | feel like it, normally
on occasional basis

Figure 14  Frequency of the respondents’ participation in AIESEC activities

Half of the respondents only come to AIESEC on occasional basis since
AIESEC members are free to join or take responsibility. Very few mem-
bers have fixed schedule regarding AIESEC-related tasks except those
who had responsibility for ongoing projects or the leaders who are respon-
sible for organizational operations. Active members who have taken part
in projects could come more frequently during the hectic period of the pro-
ject rather than being present all the time, and take break after that or con-
tinue other projects according to their wills. Meanwhile the leader roles in
AIESEC Tampere committee will be more time-consuming since they
have to be responsible for a number of concurrent tasks at a time, as well
as support other members’ tasks. Hence the frequency of this group’s par-
ticipation can be on weekly basis or even alternate day basis but in most
cases, they can also rotate or share the work among themselves to relieve
the burdensome responsibilities. This group accounted for 30 percents of
the respondents. Even so all members have significantly high discretion in
term of time scheduling and the way they handle their work since all
members all have other main activities at school or at their official work-
place. In general, the schedule in AIESEC normally is highly flexible

3.3 Current gap of the engagement level between active members and inactive mem-
bers

H have involved in
AIESEC related events
are relevant

H Not yet involved

Figure 15 The respondents’ involvement in previous AIESEC activities

It was a positive finding that 100 percentages of the respondents stated
they feel happy with their AIESEC experiences regardless of their levels
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of commitment to AIESEC activities. Even so, an interesting fact was
found that a quarter of them did not feel like taking any further involve-
ment to AIESEC activities except having fun. It can simply be explained
that they do not like to take responsibilities or do not have enough interest
in the activities. Since they did not have any responsibility in AIESEC
therefore they also come to AIESEC on occasional basis only.

100%
80% -
60% - H Not intend to hold
responsibility in future
0, -

40% ® Will hold responsibility in
20% - future

0% -

Active members Inactive members

Figure 16 The respondents’ intention to hold responsibility in future

Another significant finding was that majority of the not-yet-involved
group have joined AIESEC for more than one year. They still stayed with
the organization but refused taking any responsibility, and 71 percentages
of them do not have any intention to take responsibility in the future while
only 25 percentages of the active group said the same. It could be seen
from the contrast attitudes of the two groups towards taking future respon-
sibility that the more they get involved, the more they are motivated to
take responsibility. The survey also found out 75 percentages of the inac-
tive group considered AIESEC experience as irrelevant to put in their fu-
ture CVs since they did not really improve either experiences or skills
through AIESEC. A respondent particularly stated that he will put it in his
CV after his internship which he earned through AIESEC. Meanwhile 86
percentages of other groups said the opposite that they will proudly state
that they are AIESEC members and believe it will strengthen their CVs
regardless of whether they obtained an internship position through
AIESEC or not. Likewise, only 50 percentages of the inactive group said
they will introduce AIESEC to their friends while the respective rate of the
active group was 86 percentages. There was a lack of belief in the inactive
group on the value that AIESEC can offer to its members because they
only saw the internship opportunity as the only offer while the active
group is much more positive and fully understand what they can actually
gain through AIESEC.

There is a huge difference between the active group’s attitudes towards
getting involved in AIESEC activities and the inactive group’s attitudes.
When they were involved, their attitudes are much more positive. The is-
sue arose from this distinct difference was how to get more involvement
and commitment from the group of members who are not really engaging
in the organization yet. In fact, this group of inactive members are much
larger in numbers than the active group. It is actually a pool of potential
members who should be motivated to be more engaging to AIESEC, and
the responsibility belonged to AIESEC to engage them more.
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In this study the issue mentioned above will be discussed under the theme
of Herzberg’s Hygiene and Motivators theory. Even though the inactive
members stated that they are satisfied with their experiences with
AIESEC, they are not motivated to take further involvement. In this case,
they could have been satisfied with hygiene or extrinsic factors but had not
experienced the existence of intrinsic motivators. The consequence hap-
pened was that they stayed with the organization over a long time but did
not engage in any activities rather than being the audiences. It was because
they could not see any benefit from getting involved. Meanwhile the other
group who took active role in the organization was satisfied with intrinsic
motivators and thus became more engaged and motivated.

3.4 Factors attracting new members

This section will discuss the factors affecting the new members’ first im-
pression of AIESEC, what they expected from joining the organization
and what they actually achieved. This will build a fundamental basis for
further analysis regarding how to improve AIESEC attractiveness to po-
tential members and also improve its popularity in the local region.

3.4.1 Initial recognition

There were many promotional tools used by AIESEC to make it known
among the student community within Piranha region. The promotion cam-
paign has been launched every year not only around the start of the aca-
demic year to attract new students but also during the year. However, not
all promotional methods bring the same results. There are always some
methods which are more effective than the others. In this research, the re-
sponses showed that the word of mouth is the most effective channel since
it explained for the initial recognition of more than half the respondents
about the name of AIESEC.

Others

Poster/Ads promotion

Email

Internet/ AIESEC website
Introduction sections in college

From friends

0% 20% 40% 60%

Figure 17 Sources for initial recognition about AIESEC

Other promotional methods used were emails within universities’ email
system or external, AIESEC websites, posters and introduction sections in
college such as info stands or info night events. While all the official pro-
motion channels required much more efforts and resources but contributed
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little to the recognition of AIESEC name, the word of mouth is much more
effective in promoting AIESEC name. The more AIESEC members satis-
fied with their experiences, the more they will suggest it to their friends
which make AIESEC more popular. Therefore the most effective method
to expand AIESEC popularity is not by promotional tools but by providing
AIESEC current members and Alumni the satisfied experiences which
will initiate them to either unconsciously or intentionally promote
AIESEC to others. This leads back to the core concern of this study which
is how to improve members’ experiences with AIESEC. This particular is-
sue will be further discussed later.

3.4.2 Initial expectation

All people come to AIESEC with lots of expectation. Since it could cost
them time, effort and somehow money for things such as transportation or
the likes for joining AIESEC, especially on a regular basis. Those expecta-
tions could be found on the list below which reflects their value to the re-
spondents. The respondents were asked to rate the importance of a certain
benefit from not important at all, moderately important to very important
that attracted them to join. By identifying those expectations, the result
collected from the respondents will help the author as well as AIESEC un-
derstand members’ preferences in order to supply what value the most to
them and thus to improve their satisfaction on their experiences with
AIESEC.

Practical experiences

Skills improvement

Social life improvement

International network

Internship abroad

Training/Conference abroad

Better CV/Resume

Training

Interesting events

Fun parties with international friends

i

0 20% 40% 60% 80% 100%

X

H1- Very Important ~ ®2- Moderately Important & 3- Unimportant

Figure 18 How the respondents value the benefits they initially expected

According to the chart above, the respondents showed relatively similar
attitudes towards those benefits. The majority of the respondents rated all
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these benefits at least by moderately important. This pointed out the fact
that all benefits above are appreciated by the respondents but they priori-
tized certain benefits as more important over the others. Seventy-one per-
cent of the respondents and 65 percentages showed absolute interest in
gaining practical experiences and skills improvement respectively which
made the two become the two most expected benefits. These two were
stemming from personal need for growth and followed by a number of so-
cial needs as international network and social life improvement with 65
percentages response rate for “very important”. Regarding these benefits,
there were a very few respondents who consider them as unimportant at
all. It could be concluded that majority of AIESEC members have priori-
tized growth needs as the most important to them.

Meanwhile, other benefits such as better CVs, opportunities to go on train-
ing/conference abroad also received attention but less than the top four, as
only approximate half of the respondents considered them very important
but approximately from 18 to 24 percentages rated them as unimportant.
Training without the need to travel is also another benefit which drew ab-
solute interest from 47 percentages of the respondents and somehow im-
portant to another 35 percentages. However, these benefits were rated as
unimportant by approximately 30 percentages of the respondents. The di-
versity in the respondents’ opinion could be caused by different personal
preference. As Herzberg once said, it is all based on value judgement, cer-
tain people value extrinsic rewards as important while other people do not.
On the contrary, most of the respondents value intrinsic rewards highly, as
in the top of the chart there is nearly no disagreement upon the importance
of the first four benefits relating to personal growth. Another reason for
these lower-ranked benefits to be rated as unimportant could be the long
duration needed for these benefits to be recognized. Also not all members
have sufficient resources and intention to travel abroad.

It should be noticed that more people want practical improvement than
training, it could be explained that theoretical training does not seem to be
highly interesting to young people because they all learnt that at school.
When going to join extracurricular activities such as AIESEC, they put
practical experience as the first class concern, followed by other im-
provement such as international network or the likes which they hardly get
at school.

At the bottom of the chart were factors such as interesting events and fun
parties. These factors are most visible activities of AIESEC. These events
are held weekly or so and have been attracted many participators, a num-
ber of them are even not AIESEC members. They also helped promoting
AIESEC to more people. Even though they are the most visible, they are
not considered as the most attracting benefits for AIESEC members when
they decided to join. Because they are not the core benefits offered exclu-
sively by AIESEC. Young people can also have parties as well as interest-
ing events elsewhere. That is why these two were at the bottom of the
chart but the interesting finding in this was also not many of them thought
of these offers as unimportant. In fact, nearly 50 percentage points from
the respondents rated these two as moderately important. It could be ex-

35



Motivating young people — A case study on AIESEC Tampere

plained that their existence helped reducing dissatisfaction rather than giv-
ing satisfaction, as similar to Herzberg’s proposition of Hygiene. Interest-
ing parties and events are not what members look for when they come to
AIESEC but help keeping them stay with AIESEC. These are not effective
tools in motivating current members or get them engaging into organiza-
tional activities. However, these factors should not be deprived since it
will undermine members’ satisfaction as well as commitment to the or-
ganization.

3.5 Motivators in engaging and motivating current members

Concluded from the findings mentioned above, the more members get in-
volved in AIESEC activities, the more they are motivated and engaged in-
to the organization since more of their expectations are satisfied. In this
section, the factors intrinsically related to AIESEC tasks will be discussed
regarding how these motivators affect motivation level of AIESEC mem-
bers. The existence of these factors’ in AIESEC task design experienced
by the respondents will also be examined.

As mentioned in the chapter of motivation theories, Herzberg introduced
five factors whose existence will improve individual’s motivation and sat-
isfaction at work. They are comprised of sense of achievement, recogni-
tion, responsibility, meaningful work, and growth and achievement. In
other to examine Herzberg’s theory in the context of AIESEC Tampere,
the questionnaire result will be analyzed according to these five set of mo-
tivators. The respondents were asked how these factors affect their moti-
vation in AIESEC-related tasks and also in other tasks unrelated to
AIESEC to draw conclusion on how these factors generally influence their
motivation. Furthermore they also answered whether they experienced
high level of these factors existent in their AIESEC previous experiences,
in other words, whether they were motivated by these factors in their pre-
vious AIESEC tasks. At last, the level of motivation in AIESEC will be
evaluated.

3.5.1 Achievement

Sense of progress - Clear timeline, be
able to keep track on the progress and
receive feedback on the process

Sense of being challenged by new tasks

0% 20% 40% 60% 80% 100%

HToa Great Extent ®Somewhat W Very Little ® NotatAll

Figure 19 To which degree AIESEC members are motivated by the existence of pro-
gression and challenging tasks
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Half of the respondents stated that they are highly motivated by a good
sense of progression. Thirty-eight percent said that they are somewhat mo-
tivated and there is no answer which denied its motivating effect. In de-
tails, clear timeline to keep track on the process and direct feedback are
highly valued by the respondents. They would be more motivated if they
know how well they are doing on the task, that they are going the right
way and their effort will definitely lead to at least an accepted outcome.
These senses together build up the sense of achievement for the task-doers
which motivate them to put more effort into the task.

The more challenging the task is, the more the individual can perceive
achievement by performing well on it. Fifty-four percent of the respon-
dents showed significant interest in challenging tasks while 31 percentages
showed interest but not in a great extent. Totally 85 percentages recog-
nized the importance of the sense of challenge to their motivation proved
it as an effective motivator. Eight percent said they are not motivated at all
by challenging task. It could be explained by the McClelland’s need orien-
tation that only certain people are achievement oriented while others are
frustrated by challenge. Therefore although being challenged is a good
sense to some people, they also de-motivate some therefore should be used
wisely.

In general, most of the respondents considered sense of achievement from
progression on challenging task as an effective motivator to them. Regard-
ing the respondents’ previous tasks, 46 percentages think the tasks were
challenging and 31 percentages sensed satisfactory progression on per-
forming the task. It could be concluded that AIESEC tasks provided the
task doers an acceptable level regarding sense of achievement. However
this particular motivator issue still need to be improved as more than 50
percentages of the respondents did not feel satisfied with it.

3.5.2 Recognition and rewards

Besides being able to sense their own achievements, the respondents
highly rated others’ recognition on their achievements. The chart below
shows the respondents’ expectation of achievable rewards from their
AIESEC task performances, and whether they actually achieved them. As
the respondents can choose more than one option it could be assumed that
the rewards with higher percentages are meaningful to a larger group of
members.

37



Motivating young people — A case study on AIESEC Tampere

Skills improvement ]

ﬁ
Self-acknowledgement (sense of achievement) ——

Informal recognition from members

Official recognition ( e.g. reward ceremony) —

Tangible rewards (e.g. movie.. E

—
0% 20% 40% 60% 80%
B Reward which value to you ® Reward you actually got from your past task

Figure 20 Rewards that members wanted to achieve and whether they actually achieved
them

It could be seen from the figure above that the growth need for skills im-
provement toped the chart with 77 percentages of the respondents who
highly valued this intrinsic reward. At next, the sense of achievement rep-
resented for the need for self-actualization was highly important to 62 per-
centages of the respondents which placed it at second place. The result
that more than 60 percentages experienced the first two intrinsic rewards
with their previous AIESEC performances also showed the positive level
of these intrinsic motivators in AIESEC.

Informal recognition by other members is also expected by 62 percentages
of the task doers while only 46 percentages appreciated official recogni-
tion such as reward ceremony, certificates or the likes. However the gap
was not significant between these two while the rate of the last reward,
which is tangible benefits, dropped significantly to 23 percentages. The
remarkable finding was that only a very small number of the respondents
rated extrinsic rewards as highly important.

In short, AIESEC members expect recognition when putting efforts into
performing their AIESEC tasks, especially from other members. These
recognitions should be provided in order to motivate the task doers during
the process and at the end of the task. In practice, while 70 percentages of
the respondents experienced informal recognition and 54 percent experi-
enced formal recognition, only 46 percentages received tangible rewards.
It showed that the reward system of AIESEC has worked quite effectively
so far.

3.5.3 Responsibility—Autonomy

38



Motivating young people — A case study on AIESEC Tampere

Interaction/Communication with other
colleagues

Discretion/Freedom to do your task as
you want

Understanding of the expected outcome W

Clear understanding of how to perform
the task

Sufficient instructions, resources and
support for doing your tasks
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B ToaGreat Extent ®Somewhat & Very Little ®NotatAll

Figure 21  To which degree AIESEC members are motivated by the existence of auton-
omy-related factors

According to Herzberg (1973), increasing responsibility means increasing
accountability plus autonomy while reducing control. The answers from
AIESEC members showed consistency to Herzberg’s view as 54 percen-
tages of the respondents showed strong preferences towards discretion on
tasks. 38 percentages took it as having certain motivational effect and only
8 percentages said that discretion plays very little role to their motivation
level. In general, majority of the respondents agreed that freedom to per-
form the task gives them more motivation, commitment and engagement.

On the other hand, forty-six percentages of the respondents considered
understanding of expected outcome, in other words what the outcome
should look like as a visible unit, as an effective motivator to them.
Meanwhile 38 percentages said that they are slightly motivated by this
factor. Altogether 84 percentages recognized it as a motivator. This factor
helped the respondents to self-check the progress of his work and allowed
him to perform more autonomy. It should be noticed that autonomy only
works effectively if the individual is able to confidently perform well on
his own.

Only discretion will not lead to improved outcome, hence autonomy does
not mean lack of instruction. Sufficient support and instruction also help.
Discretion should also go along with autonomy over resources, direct
communication and ability to perform well on the task in order to effec-
tively motivate people. In this survey, AIESEC members also responded
positive on how these factors effectively motivated them. Fifty-four per-
centage points from the respondents recognized the strongly motivating
effects of direct communication, while only 38 percent said the same to-
wards the factor of clear understanding on how to perform the task and 31
percentages are strongly motivated by sufficient support, resources and in-
structions. While communication was strongly supported by the all of the
respondents as an effective motivation, the two last categories received
much less support since 38 to 54 percentages of the respondents are only
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somewhat motivated. Twenty-three percent of the respondents showed lit-
tle concern on how well they know how to do the task. 8 percentages of
the respondents paid no attention to the last factor while another 8 percen-
tage points have little concern on it. The diversity in the respondents’ opi-
nions raised a concern on the sensitivity in providing the last two factors
since an excess of these two can reduce the sense of challenge and
achievement in the task while their existence only somewhat motivate
people. Their use therefore should be carefully considered.

Interaction/Communication with other ' '
colleagues
Discretion/Freedom to do your task as you
want

Understanding of the expected outcome

Clear understanding of how to perform the
task
Sufficient instructions, resources and
support for doing your tasks

0% 10% 20% 30% 40%

Figure 22 The percentages of the respondents who have experienced a high level of au-
tonomy-related factors in AIESEC tasks

In practice, thirty-eight percentages of respondents experienced the high
level of direct communication while 31 percentages received high level of
discretion, and sufficient instruction and support in their previous tasks.
This rate is considered satisfactory in term of effectively motivating
AIESEC members but consideration for improvement is suggested as less
than half of the respondents mentioned them positively. Meanwhile only
15 percentages were clear on how to perform the task and 8 percentages of
them know what outcome should look like. This showed relatively low
level of task doers’ capability and knowledge on the tasks which required
more supports and guidance.

3.5.4 Meaningfulness of the work

I
Clear understanding of how the task is

meaningful to yourself

Task is perceived as interesting work

Understanding about the task’s
meaning, how it benefits to the
organization/community as a whole

0% 20% 40% 60% 80% 100%

M Toa Great Extent ™ Somewhat & Very Little ®NotatAll

Figure 23 To which degree AIESEC members are motivated by the existence of the
meaningfulness of work
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According to Herzberg, people are interested and motivated by the work
itself, therefore they want to do the job voluntarily rather than being
forced. Since all the tasks assigned by AIESEC are performed by the vol-
untary members, hence task meaningfulness to the task doers plays a vital
role in the volunteers’ decision to take responsibility. 62 percentages of
the respondents answered that the tasks’ meaningfulness to themselves can
significantly affect their motivation. Another 23 percentages also recog-
nized its effect but stated that they are affected slightly. All together ma-
jority of the respondents agreed that they are motivated by the task that is
meaningful to them.

The meaningfulness of the task could arrive from certain sources. One of
the sources is visible task outcome which was discussed previously in the
“Responsibility—Autonomy” section. Over sixty-two percentages of the re-
spondents highly concerned on interesting tasks. In total more than 92 per-
centages considered this as their motivator. Challenging factor as men-
tioned before also contributed to the meaningfulness of the task as well as
the sense of achievement. Interesting and meaningful job is one of the fac-
tors that kept members retaining in the organization and putting more ef-
forts in their work. On the other hand, the task’s meaningfulness to the or-
ganization as well as the community also remarkably improved meaning-
fulness of the task to 62 percentages of the respondents and slightly affect
another 23 percentages of them. In short, besides the respondents’ own in-
terest, AIESEC members are also motivated if their work outcomes bene-
fit others’ interests.

Clear understanding of how the task is {
meaningful to yourself ‘

Task is perceived as interesting work |

Understanding about the task’s | ‘
meaning, how it benefits to the |
organization/community as a whole |

0% 20% 40%

Figure 24 The percentages of the respondents who experienced high level of meaning-
fulness in AIESEC tasks

AIESEC tasks were considered as interesting to 38 percentages of the re-
spondents. The same number of the respondents fully understood how the
task means to others as well as to AIESEC. This showed a satisfactory
level but as the meaningfulness of tasks is highly important to AIESEC
members, the rate should be improved more. On the other hand, only 23
percentages understood how the task is meaningful to them. This rate is
slightly lower the acceptable level. Therefore it should be given more at-
tention and consideration.
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3.5.5 Opportunity for growth and advancement
Not at All :
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To a Great Extent
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Figure 25 To which degree AIESEC members are motivated by the existence of task
variety

The core factor of motivators is “the growth opportunity inherent in the
job” (Herzberg 1973). Growth could be created by task variety which re-
quired a wide range of skills therefore it initiated personal improvement.
This factor was also confirmed by the majority of the respondents as an
essential motivator. 46 percentages of respondents want to experience the
variety of tasks which allows them to nurture their skills and enhance ex-
periences. In addition, 38 percentages of the respondents showed recogni-
tion that they are somewhat concerning while there is no answer which to-
tally denied the motivating effect of task variety. Besides, more than 60
percentages of the respondents showed a great deal of interest in personal
growth such as practical experiences and skills improvement as the most
popular initial expectation in AIESEC (see 3.4.2). Another supporting
proof was that skills improvement also was the most wanted reward of
AIESEC task doers as shown in Figure 20. On the other hand, there were
62 percentages of the respondents who experienced skills improvement by
performing AIESEC tasks which is a relatively high rate. Meanwhile, only
38 percentages of them experienced high variety of task. In sum, AIESEC
tasks provided a good deal of opportunities for its members to improve
their skills but it should also consider improving the variety of tasks that
the members can experience.

100%
80%
H Teamwork
60% .
® Organizing
40% M Cross-culture
20% ® Communication
M Leading
0%  Creativity

What skills did you learn  Which skills do you want
or improve through to learn or improve in the
performing your tasks? future?

Figure 26  Skills the respondents experienced in AIESEC and skills they want to im-
prove in future tasks

The respondents were asked to choose the skills improved by their pre-
vious AIESEC tasks and skills they want to improve in future task. All the
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respondents experienced teamwork, followed by organizing skills and
cross culture skills with 92 and 85 percentages of the respondents respec-
tively. Communication, leading and creativity stayed at the bottom of the
skills improved by AIESEC tasks with 62, 54 and 46 percentages respec-
tively. In general, the respondents stated that AIESEC tasks provided them
opportunities to practice and improve mostly at teamwork, organizing and
cross culture skills while the other skills as communication, leading and
creativity were experienced by remarkably smaller number of the respon-
dents.

The order reversed when it came to the skills that the respondents want to
improve the most. They are obviously more interested in the skills they
did not experience. The top three skills in the previous poll now received
least responses with the rate of 31 percentages for team work and cross
culture while organizing skill was mentioned by 38 percentages of the res-
pondents. On the other side, 85, 62 and 69 percentages of the respondents
wanted to improve communication, creativity and leading respectively.
These latter skills should be involved more in AIESEC future tasks ac-
cording to individual members’ wishes.

3.5.6 Interpersonal relation

Even though Herzberg proposed that this factor is rather a hygiene factor
than motivator, many critiques stated that it is actually motivator (see
2.2.4). In this research, the survey resulted in favorable to the critics as 85
percentages of the respondents stated that they are highly motivated by a
sense of belonging and having good relationship to other group mates.
This was the highest rate a motivator earned in this survey which showed
the importance of interpersonal relation.

Feelings of belonging to the team and
having good relationship to others

Conflicts is solved openly and
constructively

Feelings that your ideas and opinions are
heard and appreciated

Decision made as a team — not
individually

Power to influence others

i

0% 20% 40% 60% 80%  100%

H Toa Great Extent ®Somewhat & Very Little & Notat All

Figure 27 To which degree AIESEC members are motivated by the existence of inter-
personal factors

Sixty-nine percentages of them then stated that they are significantly mo-
tivated in the environment where conflicts can be solved openly and con-
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structive. Sixty-two percentages are motivated if they feel that their opi-
nion are heard and appreciated. Meanwhile 46 percentages of the respon-
dents want to involve in decision making process rather than only perform
things decided or arranged by others. On the other hand, only 31 percen-
tages of them highly appreciate the power to influence others while the
same number of the respondents is only motivated very little. It could be
concluded that AIESEC members are more motivated by group cohesion,
decentralization and good interpersonal relationship rather than power or
authorities. Most importantly, there is no answer which denied the moti-
vating effects of all the mentioned factors in this section proved that inter-
personal relationship in AIESEC’s teamwork played significant role in
motivating members. Even though it went against Herzberg’s proposition,
it could be partly explained by the special environment context of
AIESEC which is an organization of voluntary young people hence inter-
personal relation is considered more important than in profit making or-

ganization.
Feelings of belonging to the team and ] | | | | | q
having good relationship to others | | | | | |
Feelings that your ideas and opinions are {
heard and appreciated | | | |
Conflicts is solved openly and {

constructively | | |

Power to influence others I {
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Decision made as a team — not individually

Figure 28 The percentages of the respondents who were highly satisfied with interper-
sonal factors in AIESEC environment

It was quite a high number of the satisfied respondents regarding their in-
terpersonal relationship in AIESEC. Fifty-four percentages of the respon-
dents felt a good sense of belonging to the team, having good relationships
with others and their ideas also being heard and appreciated in AIESEC
environment. This was also the highest rate among all the motivators dis-
cussed. In the same manner, 31 percentages of the respondents also satis-
fied by decentralization, and constructive conflicts which were solved
constructively. Meanwhile, only 15 percentages of them experienced the
power to influence others. It showed that teamwork in AIESEC is highly
decentralized where everyone can make their points and be appreciated.
But as the respondent rate was less than 50 percentages, an improvement
plan is still worth considered.

3.6  Hygiene - Organizational context related factors

Besides the job-related motivators, members also stayed with AIESEC for
other factors related to the organizational context. In Herzberg’s point of
view, these factors cannot motivate people to exert more effort or be more
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interested in the job but can keep them from dissatisfaction and thus pre-
vent withdrawals, absenteeism, and low morale and so on. In Hackman’s
view, these factors played as moderators in motivating people beside the
job content. In short, a threshold of these dimensions should be at least sa-
tisfied before the individual could be effectively motivated by motivators.
According to the respondents of this research, when these dimensions got
worse they felt less commitment to the organization and thus their motiva-
tion to undertake active roles in AIESEC were also reduced. The influence
of hygiene factors to AIESEC members is presented in the figure below.

Too many deadlines or unable to meet
deadline

Continuously changing members in the
organisation

Vague understanding about organization’s
mission and objectives

Insufficient communication

Loose relationship outside the
organization

Transportation problems

Lack of fun and entertainment

Group barriers - Sense of being an outcast
in the group

Cross-cultural barriers

0% 20% 40% 60% 80% 100%
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Figure 29 The factors that de-motivated members from engaging further in AIESEC

The most significant issue that remarkably decreased motivation of 33
percentages of the respondents, which is the highest rate in the chart, is the
number of deadlines which made AIESEC task become too time-
consuming in comparison to other extra curriculum activities. Another 33
percentages of the respondents also supported this view even though in
less extreme level. 33 percentages paid little attention to this factor while
there was no respondent who did not have any problems with it. The dif-
ference in the responses could be caused by the different levels of com-
mitment to AIESEC activities among the respondents. The more they get
involved, the more they are likely to be stressed out by deadlines.

At the same rate, 33 percentages of the respondents also stated that they
are less committed to AIESEC due to continuously changing of members.
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As new members are recruited and the leaders in AIESEC organizations
are also voted annually, there are huge changes in the organizational struc-
ture and membership every year. Therefore the bond between members is
not long lasting that makes the organization more volatile and unstable.
The social connections also became pretty shallow to certain members
which made them less connected to AIESEC. However, even though the
negative effect of changing members topped the chart, there were also 33
percentages of the respondents who did not have any concern regarding
this factor while another 25 percentages pay very little attention to it. It
could be explained that they understand the nature of AIESEC and they
prioritized other factors more.

The third place on the chart of factors decreasing motivation level in
AIESEC belonged to members’ vague understandings about AIESEC’s
missions and objectives with 25 percentages of the respondents highly af-
fected. Also 33 percentages were slightly affected while another 33 per-
centages were not affected at all. Generally this factor negatively affected
at least 58 percentages which is a considerately high rate thus also should
receive adequate attention. As AIESEC is dispersed into a huge number of
local units, it is important to convey the unified direction of the organiza-
tion so that members know what they are committed to and to where they
are heading.

The next factor which is slightly less problematic was inadequate commu-
nication. Seventeen percentages of the respondents were significantly af-
fected by it in a negative way. This rate was followed by 42 percentages
who were somewhat affected. Lack of communication also explained for
other problems in AIESEC environment which negatively affected mem-
bers’ motivation such as the lack of understandings about overall objec-
tives, missions of the organization, and loose relationship between mem-
bers. This happened since AIESEC is only a virtual organization hence the
members did not share the same physical workplace and all communica-
tion is mostly remote.

At the lower level of dissatisfaction, 17 percentages of the respondents
were greatly de-motivated by loose relationship outside the organization
with members while another 33 percentages were slightly affected by it.
In sum there were 50 percentages of the respondents de-motivated by this
factor. Even though they are not severe as the factors discussed in pre-
vious paragraphs, they still made negative impact to members and should
be avoided or improved. As members changed continuously, the connec-
tion between members can hardly go any further outer the organizational
context and hence the members’ social needs cannot be fulfilled.

On the other hand, a minority of the respondents mentioned other barriers
to their participation in AIESEC but their effect was much smaller. More
than half of the respondents were fine or affected very little by these fac-
tors. The factor ranked sixth on the chart of factors decreasing motivation
in AIESEC context was transportation, which was greatly agreed by 17
percentages of the respondents. This could be considered as a subjective
problem since it depends on each individual member. AIESEC Tampere
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only operates mainly in Tampere for all events, parties and meetings
which caused problems for members living far from the city. 27 percen-
tages of the respondents also were somewhat de-motivated by this particu-
lar problem meanwhile it was not considered a problem for those who live
in Tampere.

The factor ranked seventh was the lack of fun and entertainment. Only
eight percentages of the respondents found this factor greatly affecting
their motivation while 33 percentages had opposite opinion. Majority of
them did not find it importantly influence their motivation and commit-
ment to AIESEC. Likewise, the factor ranked 8" in the chart was the
group barrier which created sense of alienation. This factor caused dissa-
tisfaction for only 8 percentages of the respondents while a half of them
did not encounter it at all. This problem could be considered as personal
issue rather than organizational since it only happened for a minority. In
fact, the organizational culture of AIESEC is quite open and welcoming
for newcomers. Eventually, cross culture is an attraction of AIESEC rather
than a barrier.

Besides, there were other factors that de-motivated AIESEC’s members as
interpersonal relationship in the group. A respondent emphasized that he is
most de-motivated when working with group mates who showed no in-
volvement in the work. As AIESEC task run on voluntarily basis therefore
the members can do as much as they wanted. But it cause dissatisfaction to
other members as they sense inequity and disintegration in the group if
they put in lots of efforts themselves. Another minus point was the lack of
non-business related activities and thus AIESEC is not really attracting to
students in other disciplines such as engineering or automation major. The
respondent stated that AIESEC Tampere focuses too much on manage-
ment students only.

A conclusion can be withdrawn from the chart above is that most dissatis-
faction and de-motivation of members are caused by factors related to in-
dividuals’ social needs such as loose relationship, changing members, lack
of communication, alienation, lack of entertainment and so on. The im-
provement on these factors cannot effectively motivate people in their task
performance but at least can keep them happy with the organization and
reduce withdrawal rate. In order to motivate the members to put more ef-
forts into performing their tasks, the motivators still play the main roles,
but in AIESEC context with a group of young voluntary members, these
organizational factors should be kept at least at satisfactory level to retain
them in AIESEC before getting involved in any activities.

4 SUGGESTION PLAN

As discussed in 3.3, the differences between active and inactive members
are relatively remarkable. The inactive group was much less engaged and
committed to AIESEC and its activities than the active group. A respon-
dent from the research also stated that without taking any responsibility
AIESEC became much more boring to him. Therefore the core improve-
ment suggested in this chapter will focus on initiating the inactive group’s
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interests in AIESEC tasks and motivating the active members in their cur-
rent and future AIESEC activities by improving all the motivators in
AIESEC task design. But before that, firstly a suggestion will be proposed
in order to help AIESEC promoting AIESEC to more students and poten-
tial members, attracting them to AIESEC events and getting them engag-
ing as active members. The motivating plan then will be introduced based
on the survey result to improve AIESEC active members’ level of motiva-
tion in the light of Herzberg’s motivation theory and the revised job
enrichment model — Job Characteristics Model of Hackman and Oldham.

4.1 Suggestion for attracting new members — The promotion plan

Making AIESEC widely known in the community of Pirkanmaa region’s
students and attracting them to come to AIESEC events are the very first
concerns of AIESEC before planning about motivating them to engage in
AIESEC activities. According to survey result, new members first came to
AIESEC mostly through suggestion by other AIESEC members (see Fig-
ure 17). Therefore the most important promotion tool is to improve current
members’ experiences with AIESEC. The satisfied members will be most
motivated to tell others about AIESEC and get them to the organization.
Satisfaction will be discussed together with motivation issue later in this
chapter, in this part other tools over which AIESEC can have more active
control will be discussed.

As eighty-one percentages of the respondents are students, AIESEC
should approach them by student-related channels. It could be seen from
Figure 17that face to face promotions are most effective channel. There-
fore promotion programs as introduction sections in the colleges in Pir-
kanmaa region including info stands, info nights, and initiation events
should be given more serious attention than other promotion methods.
These events should be increased in both quantity and quality in order to
make the name AIESEC widely recognized first among students in the
area before attracting them to join.

For the introduction events for potential members, entertainment factors
undeniably played a crucial role in attracting people but it should not be
the only provided factor. The introduction events should include also in-
formation section about the organization objectives, missions and main
functions. Potential members should be clear about what they are getting
involved to, their role in AIESEC and how AIESEC benefits their future.
Sufficient understanding about organization will motivate them to take ac-
tive role later rather than only joining for fun. Information about the or-
ganization and activities that members can join will help newly joined
members to orientate their involvement in AIESEC regarding the path
they should take such as AIESEC circle to get the best out of their expe-
rience with AIESEC. This approach will also cut off the problem men-
tioned earlier of vague understandings about the organization.

According to the Figure 18, most members are highly interested in gaining

practical experiences, improving their skills, international network as well
as their social life, and internship. These things topped the chart of
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AIESEC members’ initial expectation. In order to effectively attracting
new members to join, the introduction sections as well as other promotion
methods should focus to demonstrate how joining AIESEC will actually
allow them to achieve their expectations. The testimonials from Alumni
who took internship or improved themselves by experiences with AIESEC
could be used as an illustration to convey a closer and more realistic view
into AIESEC as well as the activities awaited for new members to join.
This will also clarify to the members that most of their expectations from
AIESEC will be gained through taking responsibility in AIESEC projects
rather than nominally joining the organization which initiate them to take
active involvement. Furthermore, by addressing the huge existence of
Alumni in the business world nowadays, the potential members will see
how being an AIESEC member can widen business network in the future
as well as improve their career prospect.

The more AIESEC members engage in AIESEC’s task, the more likely
they are eligible for internship application with AIESEC corporate part-
ners in the international internship program. This point should be made
clear to those who are interested in getting an internship through AIESEC
so that they see the importance to take active involvement in AIESEC.
Similarly, it should be conveyed that other benefits could only come along
with active engagement in AIESEC activities. Inactive members will be
motivated to engage more if they can see the clear link between engaging
in AIESEC activities and their desired benefits from AIESEC. In short,
AIESEC should make sure that the potential members and the inactive
group comprehend the AIESEC circle so that they can visualize their path
in AIESEC and the benefit they can get along that path. Other benefits as
training, fun parties could be mentioned as well but they are much less
important. According to the survey result, the entertainment factor at-
tracted people to AIESEC, but not motivate them to engage further in the
organization. Only a few members considered fun parties important in
their expectation to join AIESEC while they mostly expected the opportu-
nity for learning and improving.

Most importantly, by providing promises and creating expectations when
attracting new members, AIESEC should also make sure to lead the mem-
bers to achieve those benefits as promised as well as support their path till
the end. To fulfill the members’ expectation as well as the promise made
to attract them, the plan below aims at maximizing members’ satisfaction
and improvement on their experience with AIESEC as well as increasing
their motivation to contribute high quality performance for the organiza-
tion.

4.2 Suggestion for retaining and motivating current members — The motivating plan

After getting members awareness of AIESEC, the most important concern
is how to get the members involved in AIESEC activities and taking re-
sponsibility in certain projects. As introduced previously, AIESEC mem-
bers should follow the AIESEC circle to achieve optimal experience out of
their participation to AIESEC. They are encouraged to undertake leader-
ship or organize a particular event in the local committee which allows
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self-improving. But not all members actively followed the path due to
many obstacles and barriers encountered on the way. For example, the
task can be time-consuming or require a great deal of effort from the
members while certain tasks could have intense deadlines. There is also no
official commitment made by the members to perform the task like in
other profit-making organizations. In AIESEC, members undertake the
tasks and perform them totally on their wills. Therefore at least an ade-
quate level of motivation and satisfaction must exist to create and sustain
members’ commitment and engagement in the AIESEC activities and pre-
vent members’ withdrawals or inactive status.

As we discussed in the theory chapter, Herzberg’s view of motivation pro-
posed that individual is motivated only when he is intrinsically interested
in the job. In AIESEC context where the nearly no KITA or extrinsic
benefits provided as in other profit-making organizations, individual’s
growth need is the main motivator for members to take active role in the
organization. The more members were satisfied and improved by their ex-
periences on the task, the more likely they will get further involvement in
future task or responsibility of AIESEC. It was confirmed by the survey
result that active members who took active role in AIESEC are much more
motivated and also have more positive attitudes towards AIESEC activi-
ties (see 3.3). Therefore in order to retain AIESEC members and motivate
them effectively, the most important improvement should deal with task
design to offer members the best opportunity to learn, practice their skills
and improve themselves. It is also the most expected benefit chosen by
AIESEC members as their first expectation when joined AIESEC. With
that purpose, job enrichment turned out to be the most appropriate and ef-
fective tool. The author designed this motivating plan based on the job
enrichment model of Hackman and Oldham which is more widely ac-
cepted and easier to apply in modern organization context than Herzberg’s
model. But Herzberg’s motivators also will be discussed since the survey
result which was designed based on Herzberg’s theory will be used as the
practical basis for this motivating plan as well.

According to the survey result, while hygiene factors received more posi-
tive attitudes from AIESEC members, the majority of motivators have not
been working so effectively so far as averagely only less than half of them
were highly satisfied with all the motivators provided by AIESEC and 50
percentages of the respondents also just rated their past AIESEC perfor-
mances as “fair” rather than “good”. It initiated a need for improvement
on motivators in AIESEC task design as well as organizational factors to
boost AIESEC Tampere’s members’ level of motivation and keep them in-
terested in future tasks. Furthermore, happy members also will introduce
AIESEC to more people and this is considered as the most promotional
tool.

In the Job Characteristics Model, an enriched job will allow the individual
to sense a high level of all three psychological states which are work mea-
ningfulness, responsibility and knowledge of the actual result. Therefore
the individual will be highly motivated, satisfied and be effective in his
work. With that purpose, the following suggestions based on Hackman’s
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proposed principles will aim at making AIESEC tasks’ characteristics
more motivating for AIESEC members (see 2.3.4).The motivators that
were highly appreciated by the survey respondents will also be involved to
improve AIESEC members’ experiences on AIESEC tasks. Besides, ac-
cording to the survey result, there are a number of factors which although
were not directly related to the tasks but significantly reduce the task
doer’s motivation on the task and commitment to AIESEC. These hygiene
factors will be discussed later as a moderator in Hackman and Oldham’s
model. At last, there will be suggestions for AIESEC rewards system ac-
cording to members’ preferences found out in the survey so that reward
could be provided more effectively. (Hackman 1977, 424.)

4.2.1 Forming meaningful work units

As AIESEC always has a variety of concurrent activities, there are always
different project teams working on different tasks at the same time. Mem-
bers can choose to help on the task they like, therefore the task of organiz-
ing all the individuals’ works and coordinating members become quite a
complicated work. Work group should be formed to undertake a complete
task or project in a meaningful way whereby group members have com-
plementary skills that allows skills sharing and mutual learning. Further-
more, to divide the tasks between members logically and equitably to ef-
fective motivate them, the task given to a member should be an identifia-
ble and complete work and the member then can be individually responsi-
ble for his own work performance. The opportunities must be fairly di-
vided that all members can play active role in the group. In the Job Cha-
racteristics Model, this principle so-called “forming natural work unit”
was claimed to improve task identity and task significance dimensions of a
job. In AIESEC, even the member works in team, his task should also be
divided fairly in comparison to others’ and his performance should lead to
a finished work which can be identified distinctly from his teammates’
work. Especially in AIESEC context this principle works even more effec-
tive since all members mainly work on their own rather than gathering to-
gether in one place therefore clear responsibility and visible outcome are
much more important. The application of this principle will improve sense
of responsibility and ownership over the task performance .In order to
clearly draw the boundary between individual responsibilities in a team, a
suggestion is to assign the task with sufficient description, deadline, ex-
pectation of the outcome in order to effectively visualize the task’s process
and outcome right at the beginning. This approach will also help the task
doer keep track on his progression which provides him sense of achieve-
ment during his performance. (Hackman, Oldham, Janson & Purdy 1975.)

There should be sufficient information provided to the task doer about
how his work result should look like, and the importance of his work to
other members, to AIESEC as a whole and to the community in case of
voluntary work. The survey result showed that 60 percentages of the res-
pondents were highly motivated by the task meaningfulness (see 3.5.4.)
but only around 30 percentages of them satisfied with their AIESEC expe-
riences regarding this factor. Even worse, only 8 percentages knew in
advanced what the outcome should look like in their past AIESEC task
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(see 3.5.3.). A respondent eventually mention “meaningless task” when it
came to the factor causing most de-motivation to him. These factors could
be improved by providing the task doers natural work unit and briefing
about the task’s meaning to them. The meaningfulness of tasks can be im-
proved by involving community works which were widely conducting in
many AIESEC local committees over the world.

It should also be put into consideration that even though motivation level
is important, the whole organization’s operation is also important as well.
Hence the tasks should also be divided equitably among members in a way
that benefit the whole team’s work outcome or the organization’s per-
formance while still meaningful to the task doer. Too much deadlines was
also stated as one of the problem decreasing motivation in AIESEC hence
division of tasks should avoid putting too much responsibility on one indi-
vidual.

4.2.2 Combining tasks

As Herzberg once explained, the most important ingredient of job enrich-
ment is the opportunity to learn and growth inherent in the job. It is the
most effective motivator to the task doer. Therefore, combining the tasks
that involve a variety of skills will play as the best motivator for AIESEC
members who are yearning for skills improvement and practical expe-
riences. By providing the members visible opportunities to improve their
skills, the members will be motivated to undertake the tasks voluntarily
without any requirement for extrinsic rewards. In the survey analysis, most
of the respondents confirmed the variety of tasks as their motivator (see
3.5.5). Skills improvement and practical experiences also were the top two
rewards that AIESEC members interested in. Therefore AIESEC task as-
signed to members should provide them the opportunities to use a number
of skills or experience different roles in either the team project or the or-
ganization structure. If an AIESEC member goes through the AIESEC cir-
cle which most members should go through, they improve the task-variety
factor in their experience. Job rotation could be a suggestion for this par-
ticular purpose. But a majority of members only gave AIESEC a limited
amount of time in their schedule as an extra curriculum activity, hence the
amount of tasks given to a member should not be too much for him to
handle. According to the survey result, too many deadlines which cannot
be met stood second in the chart of de-motivating factors (see Figure
29.).This is a complicated issue which required effort from both AIESEC
leaders and the task doers. The leader should assign tasks to optimize the
variety of skills required which allows improvement but still only within
an acceptable workload for the task doer. Meanwhile this approach only
effectively motivate certain members who have high growth needs and
achievement oriented. Some people are highly rejected to increased re-
sponsibility or challenge. Therefore a flexible approach in combing task
should be made according to members’ wishes. But above all, combined
tasks assigned to a member should still be referred to a complete work as
discussed in the preceding section. (Herzberg 1987.)
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In details, the survey showed that AIESEC tasks mostly required the skills
of team working, organizing and cross culture while the other skills were
less involved. Therefore AIESEC should consider offering its members
more opportunities to use and improve their skills in communication, lead-
ing and creativity which were asked by majority of the respondents. As
only a minority of members can take leadership every new term, the lea-
dership skill was only used by the leaders of the committees. Suggestion
to allow more member experiencing leadership is that autonomy should be
given to small projects. Ordinary member can be given authority as leader
in those projects rather than being led by the leaders of the committees.
Leadership will be provided naturally as they perform their tasks and lead
other group mates. The activities of AIESEC should not be reused every
year even though they could be successful in previous terms since it seems
undermining the creativity of members. Furthermore it makes the organi-
zation inflexible in reacting to continuously change of young people. More
encouragement should be given for members to create their own colors in
their AIESEC involvement and also enrich AIESEC color as a whole. As
AIESEC is run by young people for young people, new ideas should all be
appreciated and given opportunities. Competitions along with rewards for
new ideas could be held periodically. Likewise, more than half of the res-
pondents did not have a chance to improve their communication skill
which they want to experience in future tasks. This could be improved by
encouraging members take direct relationship to direct clients of their
tasks rather than through the communication team. By designing tasks
which can improve the skills that the task doer is still lacking, the expe-
rience of AIESEC member on his task will be more meaningful to him and
hence the members can find more reasons to undertake AIESEC tasks.

In general, logically combining tasks could improve task meaningfulness
to the task doer with more variety of tasks and skills involved. By requir-
ing more from the task doer, the task then become more challenging which
improved the task doer sense of achievement and thus motivate him exert
more effort. Even though not all people are motivated by challenging
tasks, the majority of AIESEC members participating in the survey
showed strong appreciation towards challenging tasks. In this context of
young people and voluntary activities, challenging task is much more at-
tracting than easy routine works.

4.2.3 Establishing client relationship

Besides skills improvement, most of the respondents were interested in
improving their practical experiences. One main offer of AIESEC satisfy-
ing this expectation is its international internship program. But only a mi-
nority of AIESEC members can take this chance due to the high require-
ment for internship candidates. Hence, most of AIESEC members
searched for experiences in AIESEC activities they performed. One of a
suggestion to improve AIESEC members’ practical experiences is t0 max-
imize direct contacts between members who perform the task and the
clients who enjoy tasks’ outcome. In AIESEC environment clients could
be the corporate partners involving in sponsorship or internship program,
or other AIESEC members in internal events, or even non-AIESEC mem-
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bers in open events. The more the task doers can directly contact to the
clients, the more practical and meaningful their work becomes. Besides,
the task doers also can directly receive direct feedback on his work from
direct clients and improve his performance according to client’s require-
ments. Furthermore, the task doer can also see the bigger picture out of his
performance to increase the task significance and thus to increase the task
meaningfulness. Meanwhile, direct interaction with organizations in real
business environment can help the member gain practical knowledge, ex-
periences and develop his network. Also, the member communication and
interpersonal skills will be developed as well. The method used could be
giving the task doers autonomy to contact his clients directly as needed,
not through any AIESEC representatives or AIESEC communication
channel.

4.2.4 Vertical loading jobs

Another applicable principle is to provide the task doers autonomy to in-
crease their sense of ownership over their performance outcome. In fact
only 31 percentages of the respondents experienced a high level of auton-
omy in their previous AIESEC-related tasks while majority of them consi-
dered it as an important motivator. This gap initiated a need to improve
this particular factor. The method which could be applied is to motivate
members by increasing autonomy while lessening the degree of control on
the task. The member should be given autonomy over planning, perform-
ing and controlling his own task. To facilitate the members’ processes of
performing AIESEC related tasks, voluntary members should be able to
do the tasks the way they like to, and follow their self-scheduled time plan
but still in consistence with the general schedule of the project or the
committee as a whole. By planning and controlling the performance on
their own, the task doers can experience more skills involved in the task
and also feel more responsible for his outcome.

But as discussed previously, autonomy can cause a counter effect if being
applied alone. Giving autonomy to an individual who does not know how
to do the task or what the task outcome looks like only decrease motiva-
tion since it will only create confusion. Autonomy can only work well
with sufficient instructions and support. As AIESEC member is doing
AIESEC task mainly due to their preference rather than any commitment,
the more support they receive the more they are motivated in the task. Any
problem happens along the way of their performances will definitely cause
negative feeling or even regret since they do not have to take the task at
the first place. Therefore sufficient support is a must for successful per-
formance and member satisfaction on task. According to the survey result,
the respondents who are motivated by autonomy also considered under-
standing of the expected outcome and how to perform the task, communi-
cation with group mates as well as instructions, resources and support as
factors affecting their motivation. There should be an instructor, who
could be another AIESEC member more experienced on the particular
task, to give support and instruction where needed. Instructor should check
the task doer plan to make sure he will go on the right path and finish on
time while still giving him room for his own decision. The survey also
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pointed out the sensitivity in providing support, instructions on the task
since an excess of these factors can reduce autonomy. Similarly, providing
too much instruction and control will also reduce sense of responsibility as
well as achievement. Furthermore, an easy job will not cause any desire in
the member to voluntarily responsible for it as they see no prospect of im-
provement in it. In short, a balance should be set up between an excess of
autonomy and a rigid instruction or control in order to effectively enrich
the task.

Another approach related to autonomy which is empowerment should also
be discussed. Empowerment motivates members by increasing the sense
of responsibility as well as sense of competence. For the benefits of the
organization, empowerment also provides innovation, better decisions,
improved quality of performance as well as increased job satisfaction and
motivation of members. AIESEC can empower member by encourage
them taking leadership role or performing autonomy on their work. Other
applications could be also considered such as self-managed teams or de-
centralization which involved members in the decision making process as
much as possible. As effective empowerment depends much on effective
delegation, the delegated tasks should come with an appropriate channel
of feedback and clear timeline on the process. (French, Rayner, Rees &
Rumbles 2011, 188; Yukl & Becker 2006; Heathfield n.d..)

4.2.5 Opening feedback channel

Most of the respondents want to sense their progress on the task they are
performing (see Figure 19). Therefore feedback is an indispensable moti-
vator to AIESEC members as it provides a sense of achievement and
progress. The feedback should reflect how well the member is performing
and how well his performance is improving or if it is getting far from the
track. In AIESEC environment, it could be the case that members work on
voluntary basis with their peers and thus negative feedback is usually
avoided. However, it should be noticed that even negative feedbacks are
indeed much better than no feedback at all. The lack of feedback will sig-
nificantly reduce the task meaningfulness to the task doers. Feedback
should be given in details, informatively and constructively to the task
doers. In that way negative feedbacks will be more appreciated than the
positive ones as they benefit future improvement. The task doer should be
able to get direct feedback from all channels without any barriers especial-
ly from the direct client of his work as discussed previously. The feedback
must be formed within the task process itself rather than outside the task.
Quality of the work can also be checked and controlled by the task doers
rather than other people in order to immediately correct where the task
performance goes wrong and also increase task doer’s sense of full re-
sponsibility and motivation as well. (Hackman 1977, 431.)

Another channel of feedback can arrive from other group mates who are
performing on the same project with the task doers. This source of feed-
back can be achieved in periodical meetings such as weekly meeting to
check on others’ progression and to provide feedbacks as well as support
in case of necessary. But this method should be conducted in constructive
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and objective manners to prevent subjective personal opinions from dis-
torting the real feedbacks.

Post-performance feedback should be based on commonly agreed criteria
between the task doer and the instructor. A suggestion is to design a com-
mon form which can be handed out to other AIESEC members or even
non-AISEC clients regarding their feedback towards the work outcome
that they enjoyed. The task doer then can evaluate their performances
themselves based on those practical materials. From those objective feed-
backs the task doer can know where their performances are lacking so that
they can improve in their future task, either with AIESEC or in their future
workplace. From direct client as corporate partners, feedback is much eas-
ier to get than from other AIESEC members as they are more professional
and have visible expectation for the task outcome to compare with. The
positive feedbacks of corporate clients will also become valuable testimo-
nials for the task doer’s future carcer. Meanwhile for the client role per-
formed by other members as well as the non-AIESEC individuals, there is
always diversity in collected opinions hence the credibility of feedback
might be reduced. (Hackman 1977, 430.)

4.2.6 Moderators — Hygiene factors

In the Job Characteristics Model, the motivating effect of job characteris-
tics is also affected by the moderators which are different from one organ-
ization to another. Therefore to effectively enrich AIESEC tasks, the mod-
erators in AIESEC environment should also be considered. As discussed
in chapter 2, moderators including individual’s capability in comparison to
the task’s requirement, different level of personal growth needs and the
organizational context as we called “hygiene factors”.

According to the survey result most of the respondents have high need for
growth since they are young students and yearning for improving them-
selves for their future careers. Therefore it is strongly believed that
enriched tasks can effectively motivate AIESEC members as majority of
them showed interest in performing interesting, meaningful tasks which
allow skills improvement and the likes. In this part, the suggestion will
mainly concern about improving AIESEC’s organization context to reduce
members’ dissatisfaction and de-motivation. The motivating plan does not
focus on these factors but a threshold in the level of satisfaction on these
dimensions should at least be reached in order for the task enriching plan
to be applied effectively. These hygiene factors were recognized by
AIESEC members as the causes decreasing their commitment to AIESEC
tasks. But not all the negative factors can be eliminated as some of them
belong to AIESEC’s nature while some others belonged to personal issue
of members. With that limitation some suggestions were formulated as be-
low.

Firstly there should be more opportunities for AIESEC members to buil-
dup the friendship even outside AIESEC. The close connection to other
members will create a sense of belonging which engages the members
closely to the organization. This is important as nearly 40 percentages of
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the respondents seeking for sense of belonging in AIESEC and a minority
stated that they felt being alienated by the group barriers and de--
motivated by the loose bond within AIESEC members. It could be ex-
plained that if members were not active in AIESEC activities it is hard for
them to be closely connected to the group or develop friendships. The so-
lution for it is to create more opportunities for newly joined members to
take active involvement to have more interaction to other members and
more connected to AIESEC. However it is mainly based on the members’
wills to undertake that opportunities, AIESEC can only make the activity
more interesting for them to do but cannot decide for them whether to do it
or not. Suggestion for AIESEC is to remove all the visible blockages in
the member’s process of performing task as not giving too much dead-
lines, support transportation fees, organizing events where members can
get close to others, providing effective communication channels and the
likes. For example, to allow members communicating to each other effec-
tively without the need to commute frequently, online communication
channel as chat rooms, online conferences could be a solution. The mem-
bers’ sense of being fully supported in doing the tasks is a must in term of
voluntary works since they are more easily to be de-motivated.

As AIESEC is similar a virtual organization, another suggestion is that
members should fully comprehend of the organization mission and objec-
tives which make AIESEC become more realistic and meaningful to the
members. They should clearly know what they are engaging to, how it
benefits them as well as how their works benefit others and the communi-
ty. AIESEC is a worldwide organization for students with a huge size as
well as its effect over the world but the members of AIESEC Tampere as a
small local unit maybe not able to feel the true characteristics of AIESEC
as a whole and how their contributions mean to the whole organization. To
that problem AIESEC were organizing many national and even interna-
tional conferences so that AIESEC members over the world can meet and
see the overall picture of AIESEC outside their own committees. The
members who did not have opportunities to join these references should be
encouraged to go or at least conveyed the information and experiences
from the ones who actually went.

According to the survey the members also suggested certain events they
want to experience in the future. AIESEC can consider organizing these
events in the future to increase the entertainment factors in the committees
which can satisfy and connect members as well as learning events which
provide intrinsic satisfaction. The entertainment events were mentioned
including movie nights, music nights, laser tag, ice skating. But above all,
the majority of the suggestions involved growth factors as learning and
improving. The list comprises different activities from marketing and
management theme, training on certain skills as sales, marketing, and the
likes, or speakers from companies, universities, and competition such as
teambuilding events.

As proven by the survey result, majority of AIESEC’s outweighed intrin-

sic rewards over extrinsic ones, but an appropriate level of extrinsic re-
wards offered along with a good sense of intrinsic rewards could cause
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positive benefit to AIESEC members. Monetary rewards are totally not
suitable in AIESEC context, as only 23 percentages of the respondents va-
lued tangible rewards. Therefore other rewards which showed recognition
for the members’ effort in performing AIESEC tasks are considered more
effective. AIESEC could provide certain types of recognition which bene-
fit the active members intrinsically as a certificate for contribution which
they can show in their future CV or the likes. Another example could be
award ceremonies held annually to give recognition to active members
who contributed to the committee success followed by celebration party
for all members to tight the bond among members.

5 CONCLUSION

Nowadays the labor force is transforming into a young generation of high-
ly educated but also highly demanding employees, hence the motivational
issue in modern organization context has become more and more compli-
cated than simply using extrinsic rewards as before. The employees nowa-
days also seek for recognition, achievement and personal growth while
monetary rewards become less and less effective in motivating employees.
On the long run monetary rewards as well as other extrinsic rewards will
undermine employees’ intrinsic interest in the job. Moreover, there have
been more and more academic and practical recognitions for the motivat-
ing effect of the job content to young employees in modern organization
context. For this study, its main purpose is to examine the effectiveness of
job content in motivating young people particularly in the context of
AIESEC Tampere.

AIESEC, the world’s largest organization run by young people for young
people on voluntary basis, is the appropriate target group for examining
the motivating effect of job content on young people. AIESEC members
are all potential talented leaders in their future organizations as well as
their fields of careers. This group of young and talented people, who have
been putting effort voluntarily into the successful operation of AIESEC,
initiated an interesting question about how they were motivated and en-
gaged in the organization without any extrinsic benefits. The focal point of
this study is to examine how the task-related factors as well as the job con-
tent intrinsically satisfied AIESEC members. But as AIESEC is extremely
large in size as well as in the number of members, hence one of AIESEC’s
local committees was chosen as the case organization for this study. Final-
ly, AIESEC Tampere, one of the most successful local committees in Fin-
land, was chosen.

The main operation of all AIESEC committees is to provide a learning en-
vironment and a global network where members can nurture their skills,
experience leadership in preparation for their future careers while contrib-
uting positive change to society. AIESEC members are mainly comprised
of students and new graduates with a variety of nationalities and back-
grounds. AIESEC tasks are usually conducted in the form of teamwork to
serve a variety of clients from corporate partners or other partners in soci-
ety to other AIESEC members. Most members after joining AIESEC will
be encouraged to follow a path so-called “AIESEC circle” which helps
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them to grow and develop themselves in skills and practical experiences.
International internship opportunity is also one of the most attracting
AIESEC offers for members. The top concerns of AIESEC Tampere were
how to attract new members from the pool of young students particularly
in the Pirkanmaa region then engage them to be actively involved in
AIESEC’s activities, and most importantly, to optimize the members’ ex-
periences with AIESEC.

Among a huge number of motivation studies introduced so far, the sim-
plest definition of motivation was defined by Forrest as “consistently
putting effort, energy and commitment into desired results” (Colman
McMahon 2011, 5). The level of motivation is the level intensity and con-
sistency of efforts that an individual put in (Mullins 1996, 480). Work mo-
tivation is developed from the general definition of motivation by adding
the context of how to direct the individual’s desired results towards the or-
ganization’s goal to benefit the organization as a whole. Work motivation
theories normally were classified as content theories and process theories.
Content theories considered human needs as the main determinants for or-
ganizational behaviors while process theories focused more in the process
of initiating and sustaining behaviors with the argument that human being
is much more complex than the needs only. The process theories are more
applicable to modern organizations but the content theories are more
popular due to their simplicity and effectiveness.

To explore AIESEC Tampere’s motivational issues, Herzberg’s Hygiene
and Motivators theory was used as the theme for this research. Even it was
introduced long ago but his proposition for the two sets of factors affecting
motivation in organization is still applicable nowadays. His work is suit-
able to AIESEC context as the job content was considered as the main mo-
tivator in AIESEC activities which also improved members’ satisfaction
as well as commitment. With the group of voluntary members in AIESEC
Tampere, the motivating effect of job- related factors based on Herzberg’s
proposition will be easier to be examined than in profit-making organiza-
tions where extrinsic benefits and the job content could hardly be isolated.
Furthermore, as most of AIESEC members are young students who usu-
ally have high needs for growth, learning and improving, AIESEC seems
to be the perfect the subject for job enrichment — one of the applications of
Herzberg’s motivation theory.

When Herzberg’s proposition was first introduced, it marked a revolution-
ary development in motivation study by clarifying a number of wrong as-
sumptions prevailing back then regarding work motivation. In his theory,
hygiene factors only prevent employees from dissatisfaction which keep
people from unhappy, without causing any effect to either job satisfaction
or work motivation which he believed to be actually affected by motiva-
tors. His most remarkable proposition was that as the effect of hygiene
factors and motivators on work motivation are independent to each other,
so are job satisfaction and job dissatisfaction. He defined hygiene factors
as KITA which only cause movement to contrast hygiene with motivators.
KITA that stands for Kick-In-The-Ass are organizational-context-related
factors including extrinsic benefits or threats that moved employees for
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employer’s goals rather than the employees’ own goals. Therefore KITA
do not motivate even though it can lead to improved performance. Herz-
berg also pointed out a number of positive KITAs which were wrongly
recognized as motivators back then such as monetary rewards, work hours
reduction and many more. Different from hygiene factors that are extrinsic
to the job, the motivators are factors closely related to the job content
which can intrinsically motivate employees by improving the quality of
their experiences at work. In Herzberg’s theory, motivators are comprised
of individual’s sense of achievement, recognition of the achievement, the
meaningfulness of the work itself, increased responsibility, and advance-
ment and growth. He stated that people are most motivated by the learning
and growth experience inherent in the job. Consequently, he established
his famous proposition of job enrichment which helped building these mo-
tivators into the job content.

Even though Herzberg was the proposer of job enrichment but the most
popular model of job enrichment is the Job Characteristics Model which
was revised from Herzberg’s model by Hackman and Oldham. Therefore
it was chosen as the foundation for the suggestion part rather than Herz-
berg’s model. This model discussed five core job characteristics com-
prised of task identity, task variety, task significance, autonomy and feed-
back. Improving these characteristics was said to create three psychologi-
cal states inside the job doer and hence improve their satisfaction, motiva-
tion as well as effectiveness on their jobs. The three psychological states
create motivation by providing the task doer an internal feeling so-called
intrinsic reward when he perceives that he is performing well on a task he
cares about (Hackman & Lawler, 1971). Hackman modified Herzberg’s
drawback by adding the effect of moderators on the job enrichment model.
He recognized the difference between different individuals regarding
growth need strength and capability as well as the importance of context
satisfaction. Furthermore, Hackman also provided a number of useful
principles in building an effective application of job enrichment.

In the theme of Herzberg’s Hygiene - Motivators theory, the motivation
level in AIESEC Tampere was examined through an online survey con-
ducted with AIESEC Tampere members. The survey was designed to eva-
luate the effects of hygiene factors and especially the motivators in moti-
vating AIESEC members and thus to build the base for later suggestion.
There were 18 responses collected which accounted for 36 percentages of
the current members in AIESEC Tampere. Even though the rate was not
optimal for explaining AIESEC general motivation situation, but the cre-
dibility of the survey result was supported by the consistency in the res-
pondents’ answers as well as the positive correlation between the result
and Herzberg’s theory. Furthermore, feedback from the group of active
members in the survey result is worthwhile for improving AIESEC future
performance as well as its motivation level.

A minor part was added in the survey to find out what the most effective
promotional channel of AIESEC were, what attracted AIESEC members
to join at first and what the initially expectation they brought to AIESEC
were. This part aimed to benefit AIESEC in attracting new members more
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effectively besides the main motivation issue. The survey result showed
that word of mouth was the most effective promoting method. This finding
emphasized the importance of improving AIESEC members’ satisfaction
on their AIESEC experiences so that they will promote AIESEC willingly.
Besides, the majority of the respondents expressed highly interest in im-
proving practical experiences, skills improvement which can only earn by
performing the tasks in AIESEC. Other extrinsic factors as training, in-
ternship were mentioned but less important while entertainment factors re-
ceived the least attention.

The remarkable finding from the survey was that the further the members
involved themselves in AIESEC tasks, the more likely they are motivated
to undertake further involvement in the organization as well as more satis-
fied with their AIESEC experiences. It initiated the concern regarding how
to engage the inactive group in taking active role in AIESEC and to moti-
vate the active group more effectively. The reason to explain the existence
of the inactive group could be because that they see no benefits from tak-
ing active involvement in AIESEC. This proved the fact that the satisfac-
tion on AIESEC task itself has played the crucial role in retaining and mo-
tivating members since those who did not involve in any AIESEC task
have much lower level of motivation and commitment.

The main part of the survey focused on examining whether the task-
related factors greatly affect AIESEC members’ motivation or not. All
five dimensions of Herzberg’s motivators were discussed and examined.
In general, the majority of the respondents highly valued all the task-
related motivators as important to their motivation level. Acknowledged
motivators by the respondents of this survey include a good sense of
progress and achievement, recognition for achievement, challenging and
meaningful tasks, autonomy and responsibilities along with sufficient sup-
port and instruction over the task, and task variety which providing the
opportunities for personal growth. Besides, good interpersonal relation
was highly appreciated as an effective motivator by a majority of the res-
pondents. It showed strong support for the criticism against Herzberg re-
garding his denial of interpersonal relation’s motivating effect. Another
finding was that most of AIESEC members prioritized intrinsic rewards
such as skills improvement and self-acknowledgement over extrinsic ones
as official recognition and tangible rewards. This confirmed Herzberg’s
statement that people are much more motivated by the opportunity of
learning experiences and growth rather than extrinsic benefits. However,
the use of these motivators in AIESEC task were not really effective as
averagely only less than half of the respondents were motivated by those
factor.

Besides, there were also certain context factors that reduced AIESEC
members’ motivation as well as commitment to the organization. Most no-
ticeable factors were loose relationship between members, continuously
changing members, lack of communication, sense of alienation, lack of
entertainment, too much deadlines and some more. Too much attention on
improving these factors will not effectively motivate or intrinsically satis-
fy AIESEC members but a satisfactory condition regarding these factors
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will keep the members from dissatisfaction or de-motivation. Therefore
they should be given adequate attention but most effort should be put in
improving the motivators to effectively motivate AIESEC members.

Based on the fact findings from the survey, the suggestion plan was for-
mulated for AIESEC to effectively attract new members, to retain current
members and, most importantly, to motivate them. To attract new mem-
bers, AIESEC is recommended to optimize current members’ satisfaction
on their experiences so that they willingly or even unintentionally promote
AIESEC to others. Another recommendation on attracting new members is
to offering members full understandings on all organizational aspects of
AIESEC such as it objectives, missions, direction as well as main func-
tions and activities. AIESEC should effectively convey the practical link
of how actively follow the “AIESEC circle” can provide the members in-
trinsic rewards or the benefits that they expected, such as growth in skills
and experiences and many more. With those understandings, AIESEC
members are more likely to engage in the organization’s activities as they
can see what benefits they can achieve from it.

At next, to retain members as well as to motivate them effectively,
AIESEC tasks is suggested to be enriched to provide high quality expe-
riences to its members, particularly by applying the principles of the Job
Characteristics Model. Firstly it is recommended that AIESEC tasks
should be conducted by team to facilitate skills sharing between team
members. The task given to an individual member should be a complete
and identifiable work hence members can experience high task identity
and significance, and thus improving tasks meaningfulness. Secondly,
AIESEC should combine tasks that a member can perform in order to al-
low him to experience a variety of skills involved and to offer him the op-
portunity for person growth as well. The combined tasks should be ade-
quately challenging to the task doers but at the same time not too burden-
some in requirement for time and effort in order not to de-motivating the
task doers. The skills that most respondents want to improve should be in-
volved more in AIESEC task to intrinsically motivate them. Besides, by
asking for more than the members’ capability, a sense of challenge and
growth opportunity will be provided to the task doers. Thirdly, by allow-
ing the task doer establishing direct relationship to the direct clients of his
work, he will more likely to receive direct feedback of his performance,
to develop his interpersonal skill, and to gain practical experiences and
professional network in prepared for his future career. The clients could be
corporate partners of AIESEC, other organization in the community work
or eventually other AIESEC members as well as non-members. Direct
contacts with these clients will also effectively make the tasks more realis-
tic as well as more meaningful. The fourth suggestion concerned about
improving members’ autonomy on the task by vertical loading jobs. It is
recommended that the task doer should have personal responsibility to
plan, self-check, control during his task performance. This approach
should be applied along with sufficient support and instructions on how to
perform the task, in order to prevent the task doer” from de-motivation by
the sense of incompetence. Other approaches to providing autonomy
should also be considered such as empowerment, self-managed teams and
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the likes. Lastly, AIESEC is recommended to build an effective feedback
channel to increase its task doers’ opportunities to receive valuable feed-
backs. Feedback can be provided by the direct clients discussed right
above, or from other group mates or even by self-checking method. The
criteria for assessing members’ performance should be objective and
commonly agreed by all related parties.

All of the suggestion above should be applied in consideration of the mod-
erators in order to effectively motivating AIESEC members. According to
the survey result the majority of AIESEC members are young students
who have strong growth need strength therefore job enrichment can be ef-
fectively applied. Furthermore, the hygiene factors in AIESEC environ-
ment should at least reach a satisfactory level in order not to de-motivate
AIESEC members. The first suggestion regarding the hygiene factors is to
satisfy the members’ need for entertainment by organizing certain interest-
ing events and thus the respondents’ wishes could be considered. Secondly
there should be opportunities created to tightly bond the relationship be-
tween members both inside and outside the organization to improve their
commitment to AIESEC. Lastly certain benefits can be provided to en-
courage members taking responsibilities such as certificates to recognize
the members’ contribution to AIESEC or outstanding performance which
benefit their CV, or official recognition in ceremony awards, or celebra-
tion parties which could tight the bonds of AIESEC members as well.

In conclusion, AIESEC members were mostly motivated by the opportuni-
ties for learning and growth inherent in the tasks that they have performed
so far. Therefore in order to motivate them effectively, all motivator-
related dimensions of AIESEC-assigned tasks should be improved to in-
trinsically satisfy AIESEC members and thus to improve AIESEC’s gen-
eral performance as a whole. Other hygiene or environment factors should
be satisfied up to at least a satisfactory threshold in order not to de-
motivate AIESEC members. And by examining the motivators and hy-
giene factors in the case of AIESEC Tampere, the validity of Herzberg’s
proposition about the motivating effect of the job content, specifically on
young people nowadays, was also reassured.
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Appendix1
COVER LETTER

Dear AIESECers,

I am doing my thesis now about motivation level and what attract people
to AIESEC, particular in Tampere unit. My thesis based on a survey
which needs to be filled out by AIESEC members regarding their expe-
riences with AIESEC and what they think to be improved in the future.

At the end the results will be collected and analyzed in order to help
AIESEC understand the need of its members and improve its activities to
meet members' expectation. The link is as below and it'll take about 5
minutes to be completed, so | hope you can spare some time to fill it out.

http://www.webropolsurveys.com/S/1BOCOF39934F04AE.par

Your participation is appreciated for my thesis and AIESEC Tampere fu-
ture improvement.

Best regards,

Truc Tran
Hamk University of Applied Sciences

Appendix 2

MOTIVATION LEVEL IN AIESEC TAMPERE

All input are appreciated and used for educational purposes only.
Your participation will help improve AIESEC activities in the future.

All information received is kept anonymous and confidential.
Level 1-For all members

1. Which range includes your age?
O Under 18 0O18-24 025-29 O30 or older

2. Your gender
OMale OFemale

3. What is your nationality?

4. What is your occupation?
OStudent

OEmployee

OOthers



Motivating young people — A case study on AIESEC Tampere

How did you first know about AIESEC?

(J From friends

Ointernet/ AIESEC website

CJEmail

OJIntroduction sections in college ( e.g. Info nights, info stands)
(JPoster/Ads promotion

(JOthers

6. How long did you join AIESEC?
OLess than 3 months

O3 months — less than 1 year

O1-2 years

OMore than 2years

7. What benefits do you expect to gain by joining AIESEC?
Ranking from 1- Very Important to 3- Unimportant

Veryimportant Moderatelyimportant Unimportant

BetterCV/Resume O O )

Training/Conference
abroad
International network

Social life
improvement

Internshipabroad
Training
Skillsimprovement
Practicalexperiences

Fun parties with in-
ternational friends

Interestingevents

O 0000 0O 0 O
0 0000 0O 0 O
0 0 0000 000

8
8

8. How frequent have you come to AIESEC meetings and parties during
the past academic year?

OOnce every 2 weeks or so

OOne — two days per week

O3 days per week or more during project

OOnly when I have free time and I feel like it, normally on occasional ba-
sis

9. What kind of events would you like join and suggest AIESEC to hold in
the future?

10. Do you proudly introduce yourself as an AIESEC member and write
that in your profile/CV/Resume?

OYes

ONo, please specify reason if relevant
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11. Will you introduce AIESEC to others and suggest them to join?
OYes
ONo, please specify reason if relevant

12.  Have you ever involved/held responsibility in any
project/team/function in AIESEC before?

OYes

O No

13. Do you continue/intend to hold any responsibility in near future?
OYes it sounds interesting!
ONo, please specify reason if relevant

Level 2 - Motivation for team members

ANY kind of experiences in ANY AIESEC-related events is relevant.
All input are appreciated and will help improve members' experience with
AIESEC in the future.

14. How did you rate your previous task performance?

OGood

OFair

OPoor

Ol don't care the result as long as I have fun during the process

15. Which factor, if exists, will make you feel most satisfied with your
AIESEC experience?

OSense of belonging to the group - get along well with all the members,
feel liked and accepted

OSense of institutional authority - Able to make vital decision at organi-
zational level (set objectives, direct team effort, and influence others)

OSense of achievement — fulfillment of challenging but realistic goals

16. Did AIESEC meet your expectation about your chosen factor in pre-
vious question?

OYes | am happy with my AIESEC experience

ONo, please state why if relevant

17. How do your skills change related to your previous AIESEC expe-

rience?
... Teamwor Communi Organizin Cross- i
Creativity K cation g culture Leading
What skills
did you learn
or improve O O O O O O

through per-
forming your
tasks?
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Which skills

do you want

to learn or O O O O O O
improve in

the future?

18. In general projects, including both AIESEC-related and non
AIESEC-related works that you have experienced, how will the exis-
tence of below factors affect/improve your motivation?

A- Please rank from to

B- Did you experience high level of the mentioned factors in AIESEC
environment?

Please or at the last column
Did you expe-
rience high level
C‘;I'o & come Very Notat of the ment_loned
real \hat Littie Al factors in
Extent AIESEC envi-
ronment? Please
tick for Yes
Feelings that your ideas and
opinions are heard and appre- O O O O O
ciated
Power to influenceothers O O O O O
Sense of being challenged by O O O O O
new tasks
Sense of progress - Clear time-
line, be able to keep track on O O O O O
the progress and receive feed-
back on the process
Understanding about the task’s
meaning, how it benefits to the O O O O O
organization/community as a
whole
Task is perceived as interesting O O O O O
work
Clear unders_tandlng of how the O O O O O
task is meaningful to yourself
Clear understanding of how to O O O O O
perform the task
Understanding of the expected O O O O O
outcome
Discretion/Freedom to do your O O O O O

task as you want
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Sufficient instructions, re-

sources and support for doing O O O O O
your tasks

Opportunities to experience a O O O O O
variety of tasks

In_teractlon/Communlcatlon O O O O O
with other colleagues

Confllcts_ls solved openly and O O O O O
constructively

Decision made as a team — not O O O O O
individually

Feelings of belonging to the

team and having good relation- (] O O O O

ship to others

19. How did below factors reduce your motivation and commitment to

AIESEC?
Toa Somewh Very  Notat
Great “"at Lite Al
Extent
Too many deadlines or unable to meet O O O O
deadline
Group barriers - Sense of being an outcast O O O O
in the group
Cross-culturalbarriers O O O O
Transportationproblems O O O O
Insufficientcommunication O O O O
Vz_lgl_le understa_ndlpg about organization’s O O O O
mission and objectives
Lack of fun and entertainment O O O O
Loose relationship outside the organization O O O O
Continuously changing members in the O O O O

organization

20. What is your expected/actual achievement after the project?

Please tick where relevant

Reward you actually

Reward which value
got from your past

to you

task
Official recognition ( e.g. reward O O
ceremony)
Tangible rewards (e.g. movie tick- O O

ets, coupon, etc.)
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Informalrecognitionfrommembers
Skillsimprovement
More experiences in project work

Self-acknowledgement (sense of
achievement)

0 000
0 000

21. Please mention any factor that motivated or de-motivated you
while performing AIESECS tasks - which are not mentioned above.

Appendix 3
QUESTIONNAIRRE RESULTS
1. Which range includes your age?
Number of respondents: 18

0 1 2 3 4 ] ] ) 8 4 10 11

Under18

18-24

25-28

30 or older

2. Your gender
Number of respondents: 18

Male

Female

3. What is your nationality?
Number of respondents: 16

— Indian

— Spanish

— Vietnamese
— Finnish

— Nepali

4. What is your occupation?
Number of respondents: 17
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0 1 2 3 4 ] ] 7 g ] 1o 11 12 13 14

Student
Employee

Others

Open text answers: Others
— student and employee

5. How did you first know about AIESEC?
Number of respondents: 18

] 1 2 3 4 5 G 7 & ] 10

From friends

Internet/AIESEC website

Erniail

Introduction sections in college ( .
i Info nights, info stands)

Poster/Ads promation

Others

6. How long did you join AIESEC?
Number of respondents: 16

t.] 1 2 3 4 5 G T a8
Less than 3 months
3 months - less than 1 year
1-2 years
More than Zyears
7. What benefits do you expect to gain by joining AIESEC?
Number of respondents: 17
Verylmportan|Moderatelylm Unimportant
t portant
BetterCV/Resume 9 5 3
Training/Conference abroad 9 4 4
International network 11 6 0
Social life improvement 11 5 0
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Internshipabroad 9 5 3
Training 8 6 3
Skillsimprovement 11 5 1
Practicalexperiences 12 4 1
Fun parties with international

: 6 9 2
friends
Interestingevents 7 8 2

8. How frequent have you come to AIESEC meetings and parties during

academic year?

Number of respondents: 17

0 1 2 3 4 3 G 7

Once every 2 weeks or so

One -two days per week

3 days per week or more during
project

Only when | have free time and |

feel like it, normally on occasional

basis

9. What kind of events would you like to join and suggest AIESEC to hold

in the future?

Number of respondents: 11

Business competition

Movie night

Music night

Something for people that is not in management or mar-
keting!!!

Trainings on certain themes, e.g. marketing, b2b and f2f
sales, presentation skills, etc etc. Also events on certain
themes, e.g. on certain countries, business culture, case
studies, including external speakers from companies,
universities etc. Thesecouldbepart of the introduction to
@ stage.

Teambuildingevent, competition

Fun events like laser tag, ice skating, skiing, trekking etc
and self improvement sessions and trainings.

Although this is not AIESEC main focus, I'd like to have
more training and events to integrate into life in Finland.
This can be done pretty much in ICX activities, but it
can be collaborated also with TM as well as NTT (Na-
tional Trainer Team).

N/A

More job-oriented discussion and more talk with the
companies which are AIESEC's partners and so.
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— Events where people can develop their personal presen-
tation skills.

— competitionevent

— careerevents

10. Do you proudly introduce yourself as an AIESEC member and write
that in your profile/CV/Resume?
Number of respondents: 18

o1 2 3 4 5 6 7 8 8 10 M 12 13

‘feg

Mo, please specify reason if
relevant

Open text answers: No, please specify reasons if relevant

— It looks more like a cult than an organisation, you
shouldn’t be so agressive in your recruitment methods
and on events for new people.

— 1 will but after the internship

— No particular reason, irrelevant in a CV context

11. Will you introduce AIESEC to others and suggest them to join?
Number of respondents: 18

o1 2 3 4 5 & 7 8 9 1M M 12 13 14

Yes

Mo, please specify reason if
relevart

Open text answers: No, please specify reason if relevant

— Nothing for engineers in there, only focused on ma-
magement people. You promise engineering internships
after we pay, but then there is nothing

— I might mention it, but will likely not suggest joining.
Aiesec fits certain kinds of people best, but it's not really
equally well-suited for everyone

12. Have you ever involved/held responsibility in any
project/team/function in AIESEC before?
Number of respondents: 18
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0 1 2 3 4 ] G 7 =] g 1m0 11 12 13

Yes ( ANY kind of involvement,
experience and contribution in
AMNY AIESEC related events are
relevant)

Mo

13. Do you continue/intend to hold any responsibility in near future?
Number of respondents: 18

0 1 2 3 4 3 G 7 g g 10

Yes it sounds interesting!

Mo, please specify reason if
relevarnt

Open text answers: No, please specify reason if relevant
— I willleave Finland soon
— AIESEC activities can be very time-consuming. Howev-
er, if a person doesn't hold any responsibilities, it's rather
boring.
— We'll see, but I'm cutting back on my Aiesec involve-
ment

14. How did you rate your previous task performance?
Number of respondents: 14

Gooel

Fair

Paar

| chon't care the result as long as |
have fun during the process

15. Which factor, if exists, will make you feel most satisfied with your
AIESEC experience?
Number of respondents: 13
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Sense of belonging to the group -
get along well with all the
members, feel iked and accepted

Sense of institutional authority -
Able to make vital decision at
organizational level (set
objectives | direct team effort, a...

Sense of achievement - fulfilment
of challenging but realistic goals

16. Did AIESEC meet your expectation about your chosen factor in pre-
vious question?
Number of respondents: 14

o1 2 3 4 5 6 7 8 9 10 11 12 13 14

Yes | am happy with my AIESEC
experience

Mo, please state why if relevarnt

17. How do your skills change related to your previous AIESEC expe-
rience?
Number of respondents: 13

Creativi| Team | ™" Orga- | Cross- | Lead-
work |munica- nizing |culture| ing
ty tion
What skills did you learn or
improve through performing 6 13 8 12 11 7
your tasks?
Which skills do you want to
learn or improve in the fu- 9 4 11 5 4 8
ture?

18. In general projects, including both AIESEC-related and non AIESEC-
related works that you have experienced, how will the existence of below
factors affect/improve your motivation?

Number of respondents: 13
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Did you expe-
rience high level
Toa Some | Very |Not at of the ment_loned
Great what | Little | All factors in
Extent AIESEC envi-
ronment?Please
tick for Yes
Feelings that your ideas and
opinions are heard and appre- 8 5 0 0 7
ciated
Power to influenceothers 4 5 4 1 2
Sense of being challenged by 7 4 1 1 6
new tasks
Sense of progress - Clear time-
line, be able to keep t_rack on ; 5 1 0 4
the progress and receive feed-
back on the process
Understanding about the task’s
meaning, how it benefits to the
. : 8 3 2 0 5
organization/community as a
whole
Task is perceived as interesting 8 4 1 0 5
work
Clear understanding of how the
: : 8 3 2 1 3
task is meaningful to yourself
Clear understanding of how to 5 5 3 0 9
perform the task
Understanding of the expected 5 5 1 0 1
outcome
Discretion/Freedom to do your . 5 1 0 4
task as you want
Sufficient instructions, re-
sources and support for doing 4 7 1 1 4
your tasks
Opportunities to experience a 6 5 9 0 5
variety of tasks
In_teractlon/Communlcatlon 7 6 9 0 5
with other colleagues
Confllcts_ls solved openly and 9 3 1 0 4
constructively
Decision made as a team — not 5 4 3 0 4
individually
Feelings of belonging to the
team and having good relation- | 11 1 1 0 7
ship to others
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19. How did below factors reduce your motivation and commitment to

AIESEC?
Number of respondents: 12

Toa Somewh| Very | Notat

Great | ““at | Little | Al

Extent
Too many deadlines or unable to meet 4 4 4 0
deadline
Group barriers - Sense of being an outcast
. 1 3 2 6
in the group
Cross-culturalbarriers 0 5 4 3
Transportationproblems 2 3 4 3
Insufficientcommunication 2 5 4 1
Vague understanding about organization’s

S0 o 3 4 2 3
mission and objectives
Lack of fun and entertainment 1 4 3 4
Loose relationship outside the organization 2 4 2 4
Continuously changing members in the
o 4 1 3 4

organization

20. What is your expected/actual achievement after the project?

Number of respondents: 13

Reward which value Reward you actually
got from your past
to you
task

Official recognition ( e.g. reward 5 7
ceremony)
Tangible rewards (e.g. movie tick- 3 5
ets, coupon, etc.)
Informalrecognitionfrommembers 8 9
Skillsimprovement 10 8
More experiences in project work 8 10
Self-acknowledgement (sense of

, 8 9
achievement)

21. Please mention any factor that motivated or demotivated you while
performing AIESECS tasks - which are not mentioned above

Number of respondents: 2

— In ateam when not everybody is involved then that is the
most demotivating factor for me. It's a team so its good
if everybody is showing some form of involvement!

— meaninglesstasks




