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A problem the case company Ovenia has identified is the lack of satisfaction in receptionists’ 
work. Receptionists often felt dissatisfied, due to the lack of working tasks, personal chal-
lenge and development.  In addition, it was unclear how knowledge among staff in this unit is 
shared, since most of the staff work in isolation from other staff and from their managers. 
This research project plans to show that improving staff motivation would result not only in 
improved performance in this group, but would also lead to opportunities to innovate, and 
thus improve the business value for Ovenia from this business unit. 
  
This thesis purpose is to identify the key factors affecting motivation and innovation man-
agement in the case company and to analyze these factors utilizing current research and the-
oretical frameworks, and to identify opportunities and possible actions for short- and long-
term development.    
 
The case study approach was selected for this research, as this method best fits the execution 
of the research, since motivation and innovation are best understood by examination of the 
subjects in their normal environment. Research methods include both quantitative and quali-
tative methods, such as surveys, contextual interviews and service design tools. Conclusions 
are supported by theory, which includes research and insights collected from peer-reviewed 
journals, consultancy publications, academic and business school publications and as well of 
empirical data gathered from field research. 
  
When more than 45% of the reception team report that they are unlikely to be in the compa-
ny one year from now, it is clear that something should be done. The results suggest that ac-
tions should be taken to increase motivation and thus retain the value that Ovenia has invest-
ed in its human capital. 
Based on the analysis of the results, a data-driven development proposal was created.  The 
proposal includes practical solutions for managers embodied in an action plan and supported 
by a gearbox for assisting management in follow-up.  
The recommendations of this thesis project has only scratched the surface of this topic, and 
its recommendations are based on identifying the biggest gaps between management and 
employees contributing to motivation and demotivation as well as areas in which there is con-
sensus on the need for improvement.  
 
Findings focused on actions that should be taken in the areas of reward and recognition, de-
velopment, collaboration and innovation. The findings have significance for the company’s 
financial position, as addressing employee retention will decrease costs.  Indirect benefits 
include limiting the loss of innovation and value related to employee experience, and retain-
ing a high level of employee performance in the customer interface which translates into im-
proved value for the customer. 
  
 
 
 
Keywords: Motivational management, Engagement, Innovation, Development, Recognition and 
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Introduction

 

The objective of this study is to identify the key factors affecting motivation and innovation 

management in Ovenia Oy Reception and Business Services unit, to analyze these factors uti-

lizing current research and theoretical frameworks, and to identify opportunities and possible 

actions for short- and long-term development. 

  

In the ever-changing world of management practices, human capital and motivation manage-

ment has become an area of interest for many organizations. Organizations have become 

aware of the benefits of organizational diversity through employment of staff who represent 

various academic, cultural and professional backgrounds. Diversity yields perspective and en-

ables an organization to solve problems more innovatively. But to harness the power of diver-

sity and the human capital it represents, an organization must invest in its people, and into 

the processes which enable innovation to occur. Successfully harnessing diversity and motiva-

tion benefits an organization in many ways, many of which are hard to directly measure in 

financial terms. Yet, it is the general consensus that employee well-being increases financial 

value for an organization. An organization that effectively harnessing the innovative abilities 

of staff enables continuous, incremental development, which leads to significant, positive 

changes and an increase in the organization’s ability to compete effectively. 

 

Innovation value is often lost at the nexus of employee and employer interactions. Reasons 

for this can be related to a breakdown of communication or motivation and the processes 

which support these. If information-sharing processes are not fluent, or motivation is not 

managed, opportunities for growth in business and customer value will inevitably be lost. 

 

This body of work hopes to give practical recommendations for removing the barriers that 

inhibit innovation and motivation in the case company. Even though this study focuses on a 

particular case, the results and development framework can be applied in any service organi-

zation.  

 

A problem I have identified in Ovenia during my internship is the lack of satisfaction in recep-

tionists’ work. Receptionists often felt dissatisfied at work, due to the lack of working tasks, 

personal challenge and development.  In addition, it was unclear how knowledge among staff 

in this unit is shared, since most of the staff work in isolation from other staff and from their 

managers. I plan to show that improving staff motivation would result not only in improved 

performance in this group, but would also lead to opportunities to innovate, and thus improve 

the business value for Ovenia from this business unit. 
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1.1 Case: Ovenia 

 

The following describes Ovenia Group’s business and the role of the Reception and Business 

Services unit 

 

Ovenia Oy is part of Ovenia Group, which consists of a parent company, Ovenia Isännöinti Oy 

which provides residential property management services, Realprojeckti Oy which provides 

shopping center management and consultancy and Ovenia Oy which offers commercial real 

estate management services. Ovenia Group operates in 23 locations in Finland and employs 

over 550 real estate management professionals (Ovenia,2015). 

Ovenia Oy is responsible for asset management, property management and facility manage-

ment. Within Facilities Management are leasing, technical service, maintenance and tenant 

services. The Reception and Business Services unit within the Facilities Management unit is 

responsible for offering tenants and property owners agreed reception and business services 

at managed premises. Currently, this unit services over 20 locations 

 

Reception services offered by Ovenia to its customers are managed by the Reception and 

Business Services unit.   

Ovenia employs 18 full time receptionists in the Helsinki metropolitan area, 9 part-time in the 

Helsinki metropolitan area, 6 full-time (of whom 2 are on maternity leave) in the city of 

Tampere, 1 part-time in Tampere, 3 full-time in Oulu. In addition, the Reception and Business 

Services unit employs 12 “office staff” of which 6 (in the Helsinki metropolitan area) can 

temp if necessary. In addition, Ovenia has 3 employees working in various offices who can 

temp in the city of Oulu. Ovenia also uses 5 leased receptionists from one company and 9 

from another, in the whole of Finland. All-in-all, Ovenia has 37 active personnel with the job 

title receptionist. 

 

The Pasila office will operate as the main customer service location in the Helsinki metropoli-

tan area. From this office, customers meet Ovenia agents in all rental housing and tenancy-

related matters. Cooperation between Reception and Business Services and Customer Services 

has been initiated in order to streamline the way of working with customers and to improve 

efficiency. In initial discussions, managers decided that various work activities, such as ar-

chiving, could be “outsourced” to the receptionists.  The idea that receptionists could also 

substitute for customer service employees has also been floated in discussion. It has been dis-

cussed that receptionists could substitute at the Pasila office customer service desk in case of 

sick leaves or other leaves, both long and short term. Receptionists could also be utilized in 

the planning of staff summer holidays.  Lastly receptionists may be utilized in assisting in var-

ious projects remotely. The cooperation is now being tested in Pasila, where a Customer Ser-

vice staff member is now sitting together with a Reception staff member and working as a 
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pair, supporting one another’s work and covering for each other in case of sickness, vacation, 

etc. 

 

1.2 Research Design 

 

This paper will first present the methods used in the study, followed by a review of the 

knowledge base most relevant to the study. Current state, challenges and opportunities iden-

tified through employee and management surveys will be presented, both from the employee 

and manager points of view. Key issues will be analyzed utilizing various approaches from the 

knowledge base and supplemental information collected during this study. Finally, key devel-

opment challenges and opportunities will be presented along with a short- and long-term ac-

tion plan and a light “gear-box” to assist the company in implementing the actions. 

 

The following describes the research questions of this body of work; 

Research question number one: “What are the key factors affecting motivation and job satis-

faction among reception staff in the Reception and Business Services unit?”. 

Research question number two: “What are the key factors affecting innovation management 

in the Reception and Business Services unit?”. 

Research question number three: “What are the short- and long-term opportunities to im-

prove motivation and innovation in the Reception and Business Services unit?”. 

Research question number four: “What needs to be considered in the scripting of an action 

plan for improved business value?”. 

 

2 Methodology 

 

The following describes the approach and methodology used in this study. 

The case study approach was selected for this research, as this method best fits the execution 

of the research, since motivation and innovation are best understood by examination of the 

subjects in their normal environment. It also provides an opportunity to engage in interviews 

and observe behaviors of subjects in a natural way. This research involves detailed, in-depth 

and up-close examination of the research subject during my internship and subsequent em-

ployment in the subject business unit. The contextual conditions of the study subject are ex-

amined and accounted for in this research paper, which also support the case study as the 

most suitable research approach. 
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2.1 Quantitative methods 

 

A survey was conducted with Ovenia receptionists as the focus group. The survey collected 

both quantitative and qualitative data on factors contributing to work well-being and motiva-

tion of Ovenia receptionists. It included questions relating to company values, innovation op-

portunities and challenges, workload, job satisfaction and development. The survey was sent 

to both fulltime and part-time workers; however, leased manpower was disregarded from the 

focus group, due to their unimportance to this case study. The survey was sent to 33 recep-

tionists, with 13 responders. That is an answering rate of 39,39 %. The survey was open for 

one week during November 2015. A scale of 1 -6 (one being the least and six being them 

most) was used in the survey questions collecting quantitate data. This scale was chosen, be-

cause it does not allow for a neutral answer, unlike scales from 1-5 (three being the neutral 

answer). The chosen scale forces survey answers to lean more on one side. The survey was 

conducted in Finnish, the native language of the large majority of the staff. The survey was 

conducted on-line, and responses were anonymous in order to get the most truthful respons-

es. It must be noted, that the backhround of the receptionists must be taken into account in 

the analysis. Attrition rates and other statistics can be partially explained by the young age of 

the reception staff. This means staff are coming and going due to constantly changing life-

style of young adults. Many seek employment for a short time, while waiting to get accepted 

into university. This and other contributing factors have a significant effect on the results, 

which might give the impression that the current situation is worse than it really is.  

 

A second survey was conducted with the managers of the receptionists targeted in the first 

survey as the focus group. The survey collected both quantitative and qualitative data on the 

same topics as were presented to the receptionists, as well as some addition-al topics de-

signed to explore manager perception of reception performance. The survey was sent to 3 

managers, with a 100% response rate. The survey was open for 4 days during December 2015. 

A scale of 1 -6 (one being the least and six being them most) was used in the survey questions 

collecting quantitate data. This scale was chosen, because it does not allow for a neutral an-

swer, unlike scales from 1-5 (three being the neutral answer). The chosen scale forces survey 

answers to lean more on one side. The survey was conducted in Finnish, the native language 

of the large majority of the staff. The survey was conducted on-line, and responses were 

anonymous in order to get the most truthful responses. 
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2.2 Qualitative methods 

 

 Surveys 

The surveys described above utilized qualitative as well as quantitative methods. In addition, 

the company’s 2014 employee satisfaction survey results were analyzed. The 2015 employee 

satisfaction survey results will be available after publication of this study. 

 

 Contextual interviews 

Receptionists, staff of the business unit: Business and reception services staff, both recep-

tionists and managers, were interviewed, to include their opinions, thoughts and ideas for the 

action plan. In addition, a qualified and experienced change management consultant was in-

terviewed to gain knowledge and recommendations for best change management practices for 

the Ovenia case. In addition, a human resources director was interviewed to gain knowledge 

on employee attrition, career path opportunities, and to gain insights on the trends and key 

issues arising from employee satisfaction survey results. 

 

 Service Design  tools 

Observation was utilized to understand environment, employee attitudes, and to observe co-

worker and customer interactions, and to see how employees cope with work during both 

busy and quiet hours. Observation was conducted within a half year time period in four dif-

ferent reception locations. Two of the locations are fairly new acquisitions for Ovenia. For 

one, a new receptionist was hired and in the other case, the existing receptions were ac-

quired. Generally speaking, three of the four locations were quiet with the lack of daily work 

tasks. 

 

The opportunity for future co-creation of improved services was explored somewhat through 

the management survey. Co-creation technique will be implemented with receptionists. 

 

2.3 Development Methods 

 

The development method “brainstorming” was used with both receptionists and administra-

tive staff of the business unit as part of ongoing project work for the department. Undocu-

mented discussions took place primarily during one-on-one or small meetings among staff. 

 

3 Theoretical Framework 

 

This case study includes research and insights collected from peer-reviewed journals, consul-

tancy publications, academic and business school publications and as well of empirical data 
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gathered from field research, carried out by the author. The various sources used in this study 

are cited in the relevant sections of this paper. 

 

3.1 Pygmalion & Galatea Effect 

 

The changing work environment is affecting employee productivity. Modern employees are 

expected to perform better and faster than ever before. Modern employees must be able to 

adapt and adjust, and to find ways to work smarter. The tough demands on the modern work-

er often create an environment of stress and anxiety. This increases employee turnover, 

which disrupts workflow and forces a team into an adjustment period.  The environment cre-

ated by fast change and challenging work is likely to create negative feelings, which may af-

fect work performance. Self-motivation and the creative problem solving that are required 

from the modern worker are often disrupted because of this. Managers rely more than ever on 

having employees who are committed, enthusiastic and have initiative. There is a strong need 

for workers within the organization to develop as business environments and strategies 

change. 

 

The Pygmalion effect can be described as “the finding, that leader expectations for subordi-

nate performance can subconsciously affect leader behavior and subordinate performance” 

(White, S and Locke, E. 2000, 27).  

There is a lot of controversy about this model and how it’s implemented in a business con-

text. Often cited are the potential ethical dilemma, the deceptive nature of the theory, and 

the inability to generalize behavior across established work teams or apply the model to 

women. But the theory and its findings cannot be ignored. To further complicate use of the 

Pygmalion effect in business environments is the fact that it focuses on subconscious behavior 

in subordinates and it is very challenging to find ways for managers to use the findings in 

practice.  

Pygmalion leadership style (PLS) consists of two elements: leadership behavior and self-

expectation.  

 

The first PLS leadership element involves continuous reinforcement, support and encourage-

ment of high expectations, resulting in high performing subordinates. Simply stated, a man-

ager must covey a positive, convincing, inspiring and reinforcing message of “I know you can 

do this well”, which will result in productive, inspired and self-confident subordinates (White, 

S et.al. 2000, 27), although Hanson (2005, 11-12) argues that worker motivation is affected by 

both internal and external factors. Workers who are motivated are often satisfied and excited 

about the industry and position they work in (external factors).  Internal motivation is less 

dependent on external factors; however, they may affect it. External motivation needs an 

external source to flourish. Managers must take this into account in developing worker 
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productivity. Successfully motivated employees want to perform the job to the best of their 

ability’s. 

The second element, self-expectation, is a direct result of PLS management methods. PLS not 

only results in higher performing subordinates but, in addition, results in subordinates who 

have higher expectations for themselves.  For example, performance levels can be raised by 

directly telling a subordinate that he has high potential. Hanson argues (2005, 11-12) that 

workers must know what is expected from them, since employees tend to meet their manag-

ers’ expectations.  The act of tweaking a subordinate’s self-expectations and thus his result-

ing performance is referred to the Galatea effect. Although the Galatea effect holds an im-

portant role in the PLS management method, it does not bring about results on its own but 

must be combined with other leadership behaviors. 

 

 “Perceived self-efficacy is defined as people's beliefs about their capabilities to produce des-

ignated levels of performance that exercise influence over events that affect their lives. Self-

efficacy beliefs determine how people feel, think, motivate themselves and behave. Such 

beliefs produce these diverse effects through four major processes. They include cognitive, 

motivational, affective and selection processes.” (Bandura 1994).  Supporting this, Hanson 

argues (2005, 11-12) that managers should positively communicate to reward accomplished 

goals and activities. One of the most important activities is attitude, due to its ability to posi-

tively influence others and ultimately develop organizational culture. Positive attitudes traits 

should be identified during recruitment and mangers should work towards fostering these and 

developing these traits in time.  Organizations can do various tasks to enhance attitudes of 

workers, such as rewards, reimbursement schemes and workshops, during working hours. An 

organization has to communicate that they believe and support their workers to build a cul-

ture of positive change. Workers’ basic needs need to be fulfilled for them to become moti-

vated and satisfied at a workplace. 

 

Managers can utilize three simple methods to build subordinate self-efficacy. A procedure 

referred to guided mastery is a technique to educate trainees by breaking up a task into small 

parts. Each part shall be taught, one at a time, until all parts have been mastered. This re-

sults in multiple short term goals, with long term benefits. This technique is effectively im-

plemented if it is complemented with constant constructive feedback. A second effective 

technique to build self-efficacy is a method called modeling. Like observation, trainees are 

given the opportunity to learn from others by viewing. In addition to practical skills, thinking 

process can me modeled. Managers can train subordinates to replace negative thinking with 

positive thinking. A third method of building self-efficacy is persuasive communication. This 

includes credible positive statements to boost morale. The credibility of the statement is 

built with reasoning. For example, if a subordinate is told to “hang in there, you can do it”, 

the statement must be followed by reasoning, such as “you have been well trained” (White, S 
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et.al. 2000, 27). Training leaders to implement self-efficacy is often challenging, due to the 

difficulty of persuading managers to change their attitudes towards existing, long-time em-

ployees.  Implementation of the previously stated self-efficacy building techniques, according 

to White, are easier to be carried out on new employees or on employees unknown to the 

manager. 

 

3.2 Motivational Management 

 

Tracy contends (2014) that he individuals are the most significant resource in an organization. 

Harnessing the capabilities of individuals and inspiring them is straightforwardly associated 

with the performance and productivity of an individual, thus the overall result of the organi-

zation.  

 

Management has witnessed a transformation in the previous 60 years, in view of the revela-

tion of the X-factor. The x-factor can be characterized as the mental component.  

 

Amid the early 19 hundreds management practices and theory was still undeveloped. Organi-

zations were normally formally organized and employees were managed with rules. Relation-

ships were indifferent and workers took parts in view of their specialized capabilities. Co-

operation and performance based pay was later presented by Frederick Taylor in (1911). Man-

agement theory, today alluded as scientific management introduced by Taylor and Ford, be-

came the basis of modern era management theory. Amid the post-war time of world war two, 

were the core concepts of the Neo-classical school of management presented. These center 

ideas incorporated the most ideal approach to motivate, structure and support employees. 

The need for workers to find intrinsic value in their jobs was recognized, so was the positive 

effect of social connections on laborer productivity. 

 

The Hawthorne studies (1930) later supported this finding. The result of the Hawthorne stud-

ies, today called the Hawthorne impact or effect, demonstrated that laborer productivity in-

creased when employees believe that they are being observed.  

 

Likewise workers perform better when they feel that they are esteemed by supervisors and 

associates alike. Moreover, the study discovered that laborers value individual relationships 

with colleagues, fulfilment, autonomy, empowerment and social status. Unmistakably, man-

agement practices had taken a human-driven approach in the post war period. The behavioral 

aspects of management where the new focus. The fulfillment of emotional needs of employ-

ees, and its connection to accomplishing a company’s financial objectives was understood. 

The relationship of worker satisfaction and working conditions to profitability was realized. 
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The sense of belonging and possibility to take part in decision-making was understood to af-

fect laborers' motivation (Chandra 2013, 8-9). 

 

Illustration 1 Maslow´s hierarchy of needs (1954) 

 

According to psychologist Maslow (1954) human needs can be categorized into five basic lev-

els. The first and most important level is a human physical needs. These include basic neces-

sities that one needs to survive. In management context these needs are good working condi-

tions and hours. On the second tier are the security needs, which include less likely to occur –

but still necessary needs and fulfillments to stay alive. In a business context these needs are 

personal and financial security. On the third tier are the social needs, which fulfill one’s 

sense of belonging. In business context these are collaboration and work-life balance. The 

fourth tier contains the ego needs. These are basic human needs of self-worth. In business 

context the actualization of these needs become trickier. They contain recognition and re-

wards among other things. The top tier of the Maslow’s hierarchy of needs, and the least im-

portant for people’s survival, yet extremely important for one to live a fulfilling life, are the 

self-actualization needs. These include needs of self-empowerment. In business context these 

would be empowerment and the ability to operate autonomously.  
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For the ability to perform to the best of an individual’s capabilities, people have two essen-

tial needs in working life. The autonomy need is the need be viewed and respected as an in-

dividual, and to be prominent for one's individual performance. It's the need to be acknowl-

edged for individual accomplishments. The second need employees have in the world of work 

is the reliance need. This is the need to be a part of something greater than themselves. Indi-

viduals need to be a part of a group; it is something Maslow called the affiliation need. This is 

the need to be part of a team at the workplace. Skillful managers maintain an environment 

where individuals feel independent, powerful as individuals and important on the one hand, 

but have their reliance needs fulfilled, so they feel as part of a team and part of the whole 

organization on the other hand. The reward structures in admirable organizations don't only 

compensate for brilliant individual performance, but also, team performance (Tracy, 2014).  

 

Tracy argues (2014) that utilizing of the psychological aspects that govern productivity and 

performance can have an impressive effect on the effectiveness of a manager and in their 

capability in getting results from inspiring individuals to make their full commitment to the 

company. This might be the most resourceful means of a manager to boost his or her own 

personal effectiveness and profitability. 

 

 

Illustration 2 Motivation Matters (McKinsey & Company 2012) 
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To find out what makes people perform at their best, its necessary to understand why people 

act like they do. The key to answering this questions is to understand what is called the “self-

concept”. This is often considered the most important breakthrough regarding how to develop 

a person’s potential in recent history.  

 

The fact that companies that create a self-fulfilling environment in which employees feel 

good are the most successful has been determined by extensive research into motivation and 

high-performance. To understand how to manage motivation, it’s first necessary to under-

stand a person’s Self-concept is a person’s structure of beliefs and values, and is a core com-

ponent of personality and a driver of performance and behavior. As the self-concept changes 

and develops, a person’s performance and behavior changes.  External change begins with 

internal change, and what a person believes about himself. Self-concept consists of three 

parts: the self-ideal, the self-image and self-esteem. (Tracy 2014) 

 

Tracy (2014) explains that self-ideal is a person’s view of what he wants to be, including his 

hopes and dreams, and based on his ideals image of himself in the future and his in-built drive 

to develop. His ideals are shaped at work by corporate values, culture and role models in the 

organization. Changing this environment affects a person’s ideals and leads to a change in 

performance.  

Self-image is the second component of self-concept and is how a person thinks others see 

him. Daily interactions shape self-image, and a person will see himself as more valuable if 

others treat him that way. The more positively he sees himself (through the eyes of others), 

the better he will perform. Self-image is related to what a person is doing; for example, a 

person can have a very positive self-image in one activity area, and a less positive one in an-

other. Recognition and positive feedback, especially from respected individuals such as man-

agers, improves self-image and thus the desire to perform even better. (Tracy 2014). 

 

The third component of self-concept self-esteem. Tracy (2014) explains that this is how much 

a person likes himself, and the more a person likes himself, the higher goals and standards he 

will set for himself at work, and the better he will perform.  A person with high self-esteem 

also likes others more and is a better team player. 
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Table 1 Drivers of Financial Performance and Employee Engagement (McBassi & Company 

2006) 

 

So, according to Tracy (2014), creating an environment where employees have high self-

esteem is key to creating a high-performing organization. Fear of failure or rejection detracts 

from such an environment, while recognition and the freedom to try and fail improves the 

environment. Such a high self-esteem environment will suffer from less turnover, absences 

and sick leave. It will increase motivation and performance. It will free people to innovate 

without fear of failure. The most important element in this equation is the relationship be-

tween the manager and employee and the interactions between them. Every communication 

will ultimately affect performance in a positive or negative way and the sum-total of all these 

relationships over time will determine the productivity and profitability of the organization.  

 

In sum, positive support and encouragement increases self-esteem, self-image and drives an 

individual to be his best. On the other hand, rejection, fear and lack of approval will drive an 

individual to avoid risk or exposure, and will have a negative effect on performance.  
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Illustration 3 Human Capital Priorities (McKinsey & Company 2012) 

 

3.3 Changing Attitudes 

 

Managers accomplish their goals through the work of others. For an organization to become 

better performing, individuals must perform better (Hiam 2003, 1). Although traditional man-

agerial methods still play an important role in the service economy, the rapidly changing na-

ture of work and developments in all areas of business is forcing managers to take a new 

managerial approach. Employee development must be facilitated through managers; hence 

new techniques and tools must be adopted by management.  Developing employees from a 

managerial perspective is more challenging than just commanding them to become better. 

Employee development requires inspiration. Employees must be self-motivated and eager to 

perform to the standards of a new, fast pace and innovative working environment (Hiam 

2003, 7-8). 
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According to Hiam (2003,1) Organizations should aim to build a culture where employees feel 

enthusiastic and eager; such a culture of engagement yields better performing individuals and 

groups. This positive energy should be harnessed. The importance of engaged employees is 

especially important in the modern era. Forecasting the future has become harder due to the 

fast pace of business, the abundance of competitors and developments in technology.  Con-

sidering this, organizations must have a self-productive and innovative workforce to stay 

competitive. (Hiam 2003, 2-5). Managers must resist upholding the status quo, and facilitate 

change by bringing out the natural enthusiasm and creative tendencies of their subordinates, 

and to make sure employees apply this in their work. This is something managers must do as 

part of their daily work.   

 

When talking about motivational management, we cannot neglect the psychologist Fredrick 

Herzenberg’s theory of internal versus external motivation (1968). Individuals are motivated 

in everyday life both internally by their inner goals and ambitions, and also externally by peer 

groups and authorities. In a business context, influencing external motivational factors is pos-

sible by utilizing verbal persuasion and, for example, reward schemes. Internal motivation is 

significantly less possible to influence from an external source. Intrinsic motivation generates 

ideal, high-performing employees. For internal motivation to flourish, employees need to 

work in a positive environment. The first step to achieve this is to eliminate all elements of 

demotivation. Although demotivational management, in other words, pressure, yields short 

term productivity, it is harmful in the long-term. These elements can be thought of as any 

statements or actions from management or co-workers, which workers find annoying or nega-

tive. Employee performance correlates with the emotional state-path one is on. If workers 

have a negative overall emotional state, they respond to initiatives as problems and their re-

sponse is resistant. This path leads to poor performance. On the other hand, if workers have a 

positive emotional state overall, they respond to initiatives as opportunities and respond 

openly, which leads to a path of highly performing and motivated employees. To change 

workers’ attitudes, the underlying emotional framework needs to be changed from the bot-

tom up. Managers must learn to identify the emotional state of their subordinates. In other 

words, managers must think with emotional intelligence. Managers can affect the emotional 

climate of a workplace indirectly. This is where the basic element of leadership steps in, that 

is “lead by example”. Being open, optimistic and enthusiastic works as a powerful tool to in-

fluence others. Managing other people’s attitudes starts with managing your own attitudes 

(Hiam 2003, 18-29)



 20 

 

3.4 Co-Operation, Collaboration, Coordination & Co-Creation 

 

“Companies today are dealing with a new type of customer – ones that is better educated, 

more collaborative, and infinitely more resourceful than at any time in the past.” (Bhalla 

2011, 4). According to Bhalla (2011, 3-4) the modern customer is a new “type” of customer. 

The modern customer involves himself and actively participates in the production of services 

and products. Customers no long passively receive what is offered, customers work, learn and 

persist to get what they want. The modern customer is willing to work with providers to help 

themselves. Bhalla argues (2011, 4) that the modern customer is unique and that this unique-

ness needs to be embraced. Although customers accept the expertise of experts, they bal-

ance their own preferences, values and beliefs with expert opinion. In other words, customers 

are pushing organizations to look harder and think deeper. 

 

 In addition, the new type of customer is more connected and networked than ever before. 

The modern customer is able to communicate with other customers, review service providers 

and products and receive information from others. Though customer-to-customer communica-

tion is often informal, knowledge-sharing is changing the way organizations need to operate 

to stay competitive. One of the largest enablers of networking for both customer-to-

customer, business-to-business and business-to-customer is the internet. The modern custom-

er is an individual who both produces and consumes services and products. Organizations are 

able to collect valuable data form their customers and if utilized efficiently, organizations 

are able to customize services and products for customers as individuals (Bhalla 2011, 4). 

 

Bhalla (2011, 4) argues that modern customers are not satisfied being spectators and passive-

ly treated by organizations.  Customers want a say in what they want to consume and how 

they want to consume it. Customers are ever ready to utilize their own resources and initia-

tive to co-create services and products, which cater to their needs. 

 

For several decades, organizations have operated in a product-orientated and firm-centric 

way of thinking. However, in the past years, customers have started to demand to be a part 

of the process. Modern customers are tired of being passive recipients at the end of a long 

value chain. Customers are demanding, that they have a say in the price, materials and how 

organizations produce a product or service. Customers believe that if their say is taken into 

account in the process, organizations will be able to produce services and products which re-

ally suit the needs of the customers. The previously stated are in some cases in direct line 

with emerging trends. As an example the clothing and restaurant industry has been pushed by 

consumers to produce ecological and ethical products and services. Customers are tired of 

being placed into segments and not valued as individuals. Many they feel that they are only 



 21 

valued for their wallets. (Bhalla 2011, 5). 

 

There are few better examples of what a profound effect co-creation and collaboration can 

have. Bhalla argues (2011, 6-7) that the so called “open source movement” is one of the most 

profound example of customer-driven innovation and value-creation. Open source was devel-

oped outside formal product development processes of organizations by average consumers. 

During the firm-centric era consumers were only able to consume software offered by organi-

zation, which were protected by laws and which content was dictated by the organizations 

themselves. Of course, customer feedback was never inhibited; however, consumers were not 

able to effect the software’s performance, without taking a long and tiresome path through 

the organization. Co-creation and collaboration has generated many success stories in the 

open source. The engagement of consumers with organizations and each other has produced 

value through customer-driven innovation. Customer collaborators and co-creators are like an 

extended family, who openly share ideas in an informal and ongoing way. 

 

Bhalla adds to this (2011, 10) that collaboration and co-operation has always existed, howev-

er in the post-industrialized economies the community’s and commerce has become separat-

ed. Several factors have now enabled the modern consumer to challenge this. The emergence 

of the internet and other knowledge-sharing platforms have empowered consumers to chal-

lenge this separation. Organizations can no more have a monopoly on resources or ideas. 

Bhalla argues (2011, 10) that social approaches to designing products and services are often 

better than the same design that made strictly within the organization. Today, organizations 

are increasingly gaining attention around co-operation and collaboration, whereas, in the 

past, this social approach to business practices was only found in small organizations. Now 

even the most firm-centric organizations re adopting these practices into their daily business 

activities. According to Bhalla the modern consumer is able and willing so engage in such co-

creative activities and share their knowledge and resources, since it is in their best interest. 

 

Hallmark is an excellent example of an organization, which has adopted the social co-creation 

and collaboration centric approach. Hallmark was seen as a conservative company, catering 

to traditional Christian values of their American customers. Hallmark initiated a co-creation 

program with their customers using an online platform called IdEx. Through co-creation Hall-

mark identified their consumer’s actual preferences regarding card design and content.  The 

identification of consumer preferences included a need for a larger variety of humorous 

cards, even including dark humor.  In addition, Hallmark could passively listen and engage 

with consumers on these online platforms and utilize this information generated by discussion 

for their interest. Co-creation and collaboration proved so successful, that Hallmark produced 

a print on demand –service, which enables customers to design and print their own cards. In 

addition to card creation software the company organized card competitions and other activi-
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ties such as a physical collaboration place at their headquarters to engage consumers with the 

organization (Bhalla 2011, 13-16). 

 

According to Bhalla (2011, 20) a framework for building co-creation capability is a combina-

tion of four elements; the ability to listen, engage, respond externally and lastly respond in-

ternally. The well working alignment of these four elements promotes organizational co-

creation and collaboration. With modern developments in consumer networking possibilities, 

it is imperative for organizations to listen to consumer-to-consumer discussion. These discus-

sions representing a wide range of subjects often abundant in content and thought. Organiza-

tions retain the possibility to listen to their consumer using various online platforms, for ex-

ample, blogs.  The benefits for organizations who listen to their customers are plentiful. Or-

ganizations are able to study consumer consumption experiences, obtain information regard-

ing their brand and view possible referrals of their products and services. Such knowledge 

sharing benefits all parties involved. Organization benefit from unfiltered and honest feed-

back, retailers benefit from more potential customers and consumer benefit from more 

trustworthy peer reviews and consumption experiences. Organizations engage with consumers 

to stimulate dialogue.  The objective of this is to evoke customer responses and to produce a 

deep and accurate understanding.  This empowers organizations to tap into relationship eco-

systems to gain more understanding of customers’ preferences and opinions. Engaging with 

consumers also generates new relationships and patterns of interaction between consumers 

and the organization itself (Bhalla 2011, 22). 

 

Co-creation is often a lengthy process. Consumers needs and preferences can be hard to gen-

eralize. However, consumers’ preferences can be influenced, several repetitions of explora-

tion and development are needed, unless consumers can be empowered using various tactics 

and tools to shorten the co-creation cycle. Adopting these tactics increases the productivity 

of co-creation, so organizations can roll out with a new product or service in a timelier man-

ner. Valued customers can be collaborated with earlier in the innovation process to increase 

productivity. External response generates value by saving resources (Bhalla 2011, 23). 

 

In addition to the previous three elements, co-creation requires internal response. Internal 

response is imperative to create co-creation capability. It requires investing in internal com-

munication, corporate structure, business practices and processes. If employees within the 

organization are not on the same wave length regarding the co-creation initiative, the pro-

gram is likely to get stuck or even fail (Bhalla 2011, 24). 

 

Bhalla argues (2011, 25), that gaining customer collaboration capability is not merely a task 

of implementing a framework, however, also a task of changing managers mindsets. Three 

requirements are needed for successful implementation; Conviction, authenticity and flexibil-
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ity. According to Bhalla (2011, 25-28), it is imperative for organizations to commit to collabo-

ration efforts and follow-through with these programs in a transparent manner. In addition to 

transparency, organizations need to put effort into building trust with their customers, 

through right actions. As a benefit, customers will learn to recognize the organization as 

trustworthy in the long term.  Although customers and organizations may have conflicting 

views, flexibility to listen and understand customers and act on their views is a crucial step in 

gaining collaboration capability. 

 

Co-operation with competitors (also known as coopetition) can additionally yield value for 

organizations. Although coopetition carry’s risk, its benefits may overweigh its cons, depend-

ing on the circumstances. According to Ritala, organizations which collaborate with competi-

tors on a wide spectrum of organizational alliances, show positive results regarding value 

generation. Although, too many competitive alliances show the opposite effect. Organizations 

should manage their alliances carefully, to avoid risk generated from excess collaboration 

with competitors (2010, 53).  Risks related to circumstance become more important in service 

development coopetition.  Competition and collaboration that are exercised simultaneously 

may cause conflict between organizations and as a result firms may retain knowledge. Con-

flict appears often in competitive coopetition, however collaboration exercised in early stag-

es of the value chain appears more fluent (2010, 45). Ritala argues (2010, 57) that coopeti-

tion proves valuable in a highly competitive and uncertain market situation. In other cases, it 

does not show evidence of value. 

 

Different forms of co-operation exist in the business world. Vertical alliances are character-

ized as supplier-buyer relationships, horizontal alliances as competitor relationships and final-

ly diagonal alliances as relationships between various organizations operating in various indus-

tries. A common reason for cooperation is the ability to cooperate to create mutual value, 

and to allow each organization to focus on its own core competences and to outsource non-

core competences. In addition to co-operation through outsourcing, organization may share 

information, such as R&D developments, to stay competitive and forecast the future (Ali-

Yrkkö 2001, 12). A true partnership with R&D organizations opens up a pathway to extensive 

knowledge and innovation, which organizations may not be able to produce themselves.  Co-

operation, especially in supply-chains frees up resources, which can be directed elsewhere. 

True co-operation partnerships generate business-to-business trustworthiness and fluency in 

business processes.  During the past fifteen years, organizations have advanced toward long-

term partnerships (Ali-Yrkkö 2001, 84-86). However, co-operation comes in different extent. 

Co-operation is least extensive form of receiving mutual value, followed by partnerships, co-

management and finally fusion, which is the closest and most intimate form of mutual value 

creation (Räsänen & San. 2005, 57).  According to Ali-Yrkkö (2001, 89) networking will be 

adopted ever more as a primary operation mode.  B-to-b relationships will become common. 
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Mutual value will be generated in these relationships, through deep understanding, 

knowledge-sharing and learning. Organizations will co-develop and comment on each other’s 

products and services on areas ranging from technology to strategy. 

 

Although co-operation can yield extensive benefit, coopetition can carry risk. According to 

Ritala (2010, 52) cooperation cannot be defined as risky or non-risky without taking multiple 

variables into account. The risk is highly linked to organizations management and design of 

competitive relationships.  Although different segments of the value chain seem separate, 

ultimately the value chain is comprised of inseparable components. Competitive risk is often 

reduced by collaborating during the “pre-competitive” stage of a service or product design 

process. However, early stage coopetition is not riskless. 

 

According to Lemmetyinen (2010, 14) “Coordination is one of the basic management tasks in 

the organizational context in that it fosters inter-functional harmony”.  The importance of 

coordination is evident in several fields; however, its importance is imperative in economics 

and organizational development. Although the discipline of coordination has existed through-

out history, its organizational context has been only recently studied. In addition, coordina-

tion can be defined as the process of rejoining various separated activities in a new style or 

way. Coordination is also power and control over the unpredictable risks of individuality. In 

the organizational context, coordination in addition to co-operation is an ultimately im-

portant element in successful organizational practices (Lemmetyinen 2010, 14). 

 

In the intra-organizational context, coordination represents one of the most necessary admin-

istration activities. Proper intra-organizational coordination synchronizes various departments 

of an organization, allowing them to co-operate in unity, however maintaining different 

schedules. In addition, coordination generates knowledge on what the roles are of depart-

ments and individuals within the organization, project or task. Coordination within the organ-

ization is a continuous process taking into account changing internal, and external circum-

stances.  Coordination exists on all organizational levels; however, the task is often per-

formed by management. Coordination is seen as a managerial discipline and as a method for 

managing time, organizing, providing leadership, planning and guiding decision-making pro-

cesses. Coordination combines the means under one umbrella to reach the organizational ob-

jective. The importance of coordination becomes extraordinarily important in organizational 

mergers and acquisitions, where actions need to be carefully planned and implemented. Co-

ordination generates organizational synergy, hence creates value from coordinated coopera-

tion (Lemmetyinen 2010, 15-16). 

 

In the organizational context, co-operation and coordination as terms have distinctive differ-

ences, although the terms share a strong link. “Coordination refers to effective time and se-
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quence in performing activities, while cooperation indicates the willingness of persons to 

work together toward objectives” (Lemmetyinen 2010, 17).  

 

Internal or external organizational co-operation in its formal state must be planned, carried 

out and managed professionally, to ensure its success.  Informal co-operation is often carried 

out by individuals in an unplanned and unstructured style. Inter-organizational co-operation 

may generate unmeasurable value.  In addition to knowledge and skill sharing, two or more 

parties can work efficiently together toward a shared goal or objective, simultaneously creat-

ing mutual value and benefit. The coordination of co-operation can be classified as the pro-

cess of connecting various actors within an organizational network, both formally and infor-

mally and taking into account concerns of these actors. In addition, co-operation generates 

value through innovation and synergy. (Lemmetyinen 2010, 17-18). 

 

According to Lemmetyinen (2010, 67) proper coordinating of co-operation fosters a competi-

tive advantage, if resources among the actors are shared and utilized. Lemmetyinen reports, 

that various actors within networks value coordinated co-operation for its potential for learn-

ing. Actors are willing so share knowledge and skills for the mutual benefit of the whole net-

work.  In order to integrate coordinated co-operation among actors within a network, com-

munication must be intense.  Actors within a network value information received from trust 

worthy acquaintances based on experience; hence horizontally received information is more 

valued on an individual level, than vertically received information down a command chain. 

Coordinated co-operation creates an environment for easier information flow between indi-

viduals. The mentioned elements combined generate an environment of communication, 

trust, innovation, learning and value, which benefits all actors within a network on both an 

individual and corporate level (Lemmentyinen 2010, 88- 89). 

 

3.5 Change management 

 

Many companies today still manage employees based on the behaviorist theories of using re-

ward and punishment to achieve intended results or changes to behavior. This approach is 

founded on the work of practitioners such as Pavlov, who observed the effect of rewards in 

conditioning the behavior of dogs, and Skinner, who in 1953 observed that rats could be 

trained to operate a lever to deliver a reward of food. Though these theories have been re-

vised over the years, and challenged by other approaches, the fundamental approach of 

providing rewards (both financial and social) and punishments with a focus on external behav-

ior (rather than internal motivation) still prevail in most companies today. In 1960, Douglas 

McGregor described his Theory X and Theory Y in his book The Human Side of Enterprise. He 

focused on management assumptions about the workforce and the effect of these assump-

tions on motivation. Theory X managers believe that people dislike work, need direction, are 
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motivated by threats of punishment, avoid taking responsibility, lack ambition and avoid re-

sponsibility.  Theory Y managers, on the other hand, believe that people regard work as natu-

ral, respond to recognition encouragement as well as control, commit to objectives, look for 

inner fulfilment from work, gladly accept responsibility and that people can be creative. 

McGregor’s research showed that Theory Y managers got better performance from their 

teams. McGregor’s research showed that the manager’s beliefs and attitudes are as important 

as the employees’ attitudes when it comes to motivating staff (McGregor, 1960). 

 

Frederick Herzberg was an American psychologist who introduced the idea that workers have 

two sets of motivators: a desire to avoid pain or deprivation (hygiene factors) and a desire to 

learn and develop (motivators). Hygiene factors include pay, company policy, quality of man-

agement, working conditions, status and security. He found that hygiene factors did not moti-

vate workers, but taking them away was a demotivator. He classified as motivators achieve-

ment, recognition, responsibility, advancement, learning, and the nature of the work. These 

factors provided true motivation. His research during the 1950s and 1960s showed that many 

companies focused on hygiene factors rather than motivators (Herzberg, 1968). 

 

In the field of Change Management, practitioners need to analyze the nature of the organiza-

tion and consider the many psychological theories that describe aspects of individual and 

team willingness to change, and the sources of resistance to change. They then develop 

change plans based on these factors. When considering the motivation of Ovenia reception 

staff, and how to make the work culture more innovative, individual motivators as well as 

management beliefs about their staff need to be considered in crafting an action plan (Cam-

eron & Green, 2012, 22-28) 

According to Paton & McCalman (2008, 5-7) The ability of organizations to manage change will 

be a factor in whether they will prosper in the future. The speed at which companies need to 

change in order to survive has increased dramatically in a short period of time, in particular 

due to technological and global economic developments.  Business environments are becom-

ing more and more complex, and their dynamic nature has put a lot of pressure on business 

executives and their management teams, the professionalism of which is key to whether they 

will successfully manage change. Forward-looking and adaptable organizations that have 

strategies that allow them to adapt to changed environments can facilitate change far easier 

than organizations that are not, and are more likely to stay competitive.  

Change management has become an extremely important managerial discipline within organi-

zations. Change facilitators must be resourceful, skillful, knowledgeable and have access to 

support, making change facilitation a multi-disciplinary activity. For successful change, facili-

tators must possess the skills to communicate, motivate and influence people within an or-

ganization. Essential competences for a change facilitator also include leadership, manage-

ment, and planning (Paton et. al 2008, 40).  
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The role of communication in a change process is critical and must be taken seriously. The 

organization has to put effort into getting the right messages heard, since employees are 

overloaded with information. The goal of change communication is to get the message heard, 

understood and implemented by all parties. The message as well as the tone has to be cus-

tomized for the target audience, and the audience should be encouraged to provide honest 

and open feedback. By encouraging feedback, dialogue can be built. Managers must also set 

an example and be active participants in the discussion. In addition to effectively communi-

cating the message, communication reduces change resistance and ignorance, and reduces 

the risk of rumors (Paton et.al. 2008, 50-51).   

 

“Why do people resist change? Quite simply because they fear the unknown and are comfort-

ed by the familiar” (Paton et.al. 2008, 52). According to Paton (et.al. 2008, 52-53) various 

reasons create resistance to change. Changes in organization structure are among the changes 

that are most commonly resisted by employees, since they often result in changes of power, 

influence, or even job security. Fear of change may also be generated by technological chal-

lenges. Patton argues that technology and innovation have a great power to disrupt, since the 

introducers of new technologies have a better understanding of them than the end-users. 

Change may also confront feelings of comfort or apathy in employees. Employees are often 

unwilling to change because they feel satisfied with the status quo, feel that they know their 

jobs, and have no need to develop and relearn. When security and stability are at risk, 

change resistance is common. Modern organizations may operate based on old lessons and 

from historical success. Lastly resistance can be generated by those who feel they lack 

knowledge and understanding of the situation. Managing change is one of the most demanding 

disciplines managers may face within an organization (Paton et.al. 2008, 237). 

 

 Paton argues (et.al. 2008, 237-238) that resistance to change is visible on three levels. On 

the organizational level, resistance to reorganization and cultural change is commonly seen. 

On the group level, resistance arises when groups and group norms are challenged. Thirdly, 

resistance to change takes place on an individual level.  Uncertainty about the future triggers 

individual resistance.  Change resistance can be minimized, though it cannot be completely 

eliminated. The individuals within the organization and their needs and beliefs must be ac-

counted for. Communication about how individuals will benefit will increase acceptance. In 

addition to organizational executives with prestige, unofficial leaders (people who can influ-

ence) and middle managers must be recruited into the change process. Change must be en-

couraged on all levels. Groups can be influenced better if based on specific information about 

the groups, as communication can be modified to deliver a message more effectively to the 

group. Groups may be also influenced from within, establishing shared perceptions. Patton 

argues that change from within a group is far less likely to face opposition when a member of 

the same group exerts it.  Among all, open and transparent communication is imperative for 
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reducing resistance to change (Paton et.al. 2008, 238-239). 

 

Although resistance to change can be reduced through clever organizational design, not all 

resistance to change is negative. Change is key to the long-term survival of an organization 

and can generate dialogue that helps the organization to evolve. (Paton et.al. 2008, 53-54).  

 

For change to be successfully facilitated, active support of management is necessary.  With-

out it, change will lack vision. Successful change management requires a dedicated team, 

representing a variety of skills and knowledge. Change facilitation is a multi-disciplinary ac-

tivity, which cannot be facilitated individually. Competent change agents drive change. These 

agents have necessary skills, such as communication, technical and most importantly people 

skills. Change is an ongoing process, and this fact should be incorporated into organizational 

design and culture. Change receptiveness gives organizations a competitive advantage. (Paton 

et.al. 2008, 380-385). 

 

According to Paton (2008, 165-166) after meeting customer needs, people are the most im-

portant asset in most organizations, and motivated, committed employees are the source of 

the best services and products. The opportunity for personnel within an organization to grow 

and develop is crucial for commitment and continued success. And the ability to grow and 

develop is dependent on organizational design and possibilities and restrictions laid down by 

it.  Personnel must be engaged in meaningful work. Each employee must generate value and 

purpose for the organization and be a clear piece of a larger picture. Paton argues (et.al. 

2008, 381-382) that personnel within an organization have both a need and a want to develop 

and this growth works as the force in organizational performance. Involving people in the 

change process will result in greater commitment and empowerment through ownership. Em-

powering people will lead to their taking the initiative to drive positive change without being 

pushed, provided the four driving forces behind change are present: openness, communica-

tion, involvement and empowerment. 

 

3.6 Service Design 

 

Service design, also known as service science and service engineering, is a term used for an 

emerging discipline which incorporates change management, business and design.  The im-

portance of service design is becoming more prominent, as the service industry represents 

between 70 – 80 % of the gross domestic product in many developed nations (Lockwood 2009, 

159). 

 

 The aim of service design is to make services more user friendly, taking into account the ser-

vice experience, touch points, service encounters, participants and their emotions. A variety 
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of tools and methods are used by those designing services to analyze and develop services. 

Key objectives of service design are value creation and developing customer experience, 

through quality service encounters (Lockwood 2009, 161). Service design activities can be 

broken down into six different categories, which are understanding, thinking, generating, fil-

tering, explaining and realizing. Specific service design tools are available for use within each 

category, including benchmarking, touch point analysis, personas and blueprinting among 

many others. Service design is a constantly evolving discipline, which has shown valuable re-

sults when implemented. Organizations can gain competitive advantage by including service 

design as a core competence (Lockwood 2009, 162-163). 

 

 Return on investment can often be hard to measure in service design, since no real metrics 

on value created / value lost exist. However, according to Lockwood (2009, 175-183) it is pos-

sible to apply two working methods for measuring ROI of design work in the public sector. 

Additionally, there is also one method that can be used in both the private and public sectors 

to provide a numerical measure of ROI from design work.  The service usability index 

measures the quality of a service and rates this quality between 0 and 10. The service usabil-

ity index measures quality from service experience, taking time into account.  Four key pa-

rameters are used in the quality measurement process; accessibility, usability, experience 

and proposition of the service. Data are collected using these parameters through interviews 

and customer observation.  The quality of design can be measured and developed using this 

method in any service, resulting in a detailed analysis of a customer journey through a ser-

vice, critical touch points and customer experience. 

 

3.7 Innovation 

 

Innovative behavior is defined as the new, intentional and beneficial ideas created, intro-

duced and applied to everyday actions within a group or organization (Agarwal, 2014; Niu, 

2014). The goal of innovative behavior is to improve processes, methods and efficiency. Some 

authors divide the innovation process into 3 steps: idea generation, idea promotion, and im-

plementation (DeJong & Den Hartog, 2007; Janssen, 2004; Niu, 2014). All three phases are 

important if results are to come from innovative ideas. Other authors have defined innovative 

behavior as the result of intrinsic and extrinsic motivation (Hammond, Neff, Farr, Schwall & 

Zhao, 2011). This view looks at how intrinsic and extrinsic motivation causes employees to 

put voluntary effort toward the goals of the company in the form of improvements and inno-

vations that will benefit the company. 

 

Many studies conclude that a key element of motivation is commitment, and that commit-

ment increases innovative behavior (Agarwal, 2014; De Jong & Den Hartog, 2007; Kehoe & 

Wright, 2013). Commitment is a source of intrinsic motivation, according to Kehoe and Wright 



 30 

(2013), and causes employees to go beyond what is required by their job description and con-

tract in order to help the company succeed (Janssen, 2000).  

Schimansky (2014) proposes a useful conceptual model for analyzing the relationship between 

commitment and innovation, and proposes factors that enable the conversion of motivation 

into innovation. Key to their concept model and highly relevant to this case study are the 

High-Commitment Work System and AMO  

fatcor

 

Illustration 4 HCWS & AMO Conceptual Model (Schimansky, 2014) 

 

A high-commitment work system (HCWS) is a set of practices (often driven by HR practices) 

that increases employees’ commitment. Although there is no consensus on the exact content 

of such a system, many studies highlight recruitment and selection, training and develop-

ment, career management, rewards, performance appraisal and participation through in-

volvement and communication (Allani, Arcand & Bayad, 2003; Eisenberger et al., 1986; 

Laursen & Foss, 2003). This theory proposes that company investment in the employee 

through training and development, career advancement, rewards, etc. with create a recipro-

cal obligation on the part of employees to share ideas and knowledge and contribute back to 

the company. In addition, the system will guide employees’ efforts toward the correct goals 

by rewarding the right performance. (Uen, Chien & Yen, 2009). The existence of this system 

enables the company to steer employees toward innovative behavior.  

 

Ability, motivation and opportunity (AMO) theory is commonly used to determine the effec-

tiveness of a high-commitment work system. Appelbaum (et al. 2000) studied the need for 

ability (skills and knowledge), motivation and opportunity to participate in order to produce 

desired behaviors. Schimansky (2014) used the AMO framework to evaluate whether an HCWS 

can result in innovative behavior. Ability is improved by training and development, among 

other things (Guest, 1997; Kehoe & Wright, 2003). Motivation is increased through career de-

velopment, knowledge-sharing (Guest, 1997; Kehoe & Wright, 2003). Opportunity is increased 

if employees have a chance to participate in processes and decision-making, can communi-
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cate with others, and have autonomy in how to do their work.  (Guest, 1997; Wright & Kehoe, 

2008).  

 

Schimansky (2014) also argues that an innovative organization climate is an important ele-

ment, and Cheng & Huang (2007) describe it as the employees’ view of the day-to-day ways 

of working in the company which set their expectations about what behavior the company 

values. The behavior of leaders will contribute to employees’ perception and is discussed fur-

ther below. 

 

Various research covers a wide variety of leadership traits, but most of these focus on a lead-

er’s ability to improve performance and efficiency, rather than innovativeness of staff. Many 

experts now agree that that individual innovation supports an organization in reaching its 

goals and remaining competitive (Unsworth & Parker, 2003). But studies of leadership behav-

ior developed to improve performance are not necessarily applicable to leading innovation 

(Mumford & Licuanen (2004, p. 170) and research specifically related to innovation leadership 

is fairly limited. Among those theories that have investigated how leader behavior affects in-

dividual innovation is Transformation leadership theory. Transformational leaders are able to 

get their employees to look at problems in new ways and develop their potential in order to 

increase creativity. (Kahai et al., 2003; Shin & Zhou, 2003). Experiments by Jaussi & Dionne 

(2003) did not substantiate this connection, while research by Shin & Zhou (2003) found a 

connection. 

Participative leadership focuses on employees’ involvement in decision-making processes and 

increased ability to influence decisions. Several studies have found a positive connection, 

such as the Judge et al. (1997) research in biotechnology firms which concluded that in-

creased employee autonomy increased innovation, and the Axtell et al. (2000) study in the 

manufacturing area, which also found that increased participation increased innovative be-

havior. LMX theory, also called Leader-Member Exchange theory, states that increasing social 

exchanges and improving relationships between managers and employees increases employee 

satisfaction (Yukl, 2002). Others working in this area have gone further and suggest that im-

proved relationships also affect innovativeness (Graen & Scandura, 1987; Tierney et al. 

(1999); Janssen & van Yperen (2004).  

De Jong & Den Hartog (2007) looked specifically and leadership behavior in relation to innova-

tion, including both employees’ ability to generate ideas, as well as their ability to apply new 

ideas in practice. Their study is particularly relevant to this case study, as it focused on 

knowledge-based service organizations such as Ovenia. They identified 13 relevant leadership 

behaviors that influence innovative&& behavior, many of which were also identified in the 

research of this topic as relevant to this case& study. The leadership characteristics identified 

are innovative role modelling, intellectual stimulation (asking employees to evaluate practic-

es and come up with ideas), stimulating knowledge diffusion (stimulating communications), 
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providing vision, consulting (incorporating ideas based on discussion with employees before 

implementing them), delegating (allowing employees freedom to determine how best to do a 

job), support for innovation (being supportive and helping innovative employees solve prob-

lems), organizing feedback (on concepts), recognition (appreciating innovative performance), 

rewards (giving financial rewards), providing resources (giving time and money to implement 

ideas), monitoring (checking status of progress), task assignment (giving employees challeng-

ing and interesting work assignments). Some traits supported only idea generation or applica-

tion, but 6 of these contributed to both. 

 

4 Results and Analysis 

 

Following is analysis of the results of the chosen methods and application of the theoretical 

framework to those results. 

 

4.1 Corporate Values 

 

Reception staff were asked the following: 

1. How familiar are you with Ovenia's values? (Customer focus, innovation and trustworthi-

ness) 

Respondents: 13, Average: 4,46 

 

Figure 1 Reception survey "Familiarity" 

 



 33 

2. How relevant are these values to you in your work? 

Responders: 13, Average: 4,92 

 

Figure 2 Reception survey "Relevance of values to work" 

 

Analysis: Corporate Values 

The employee survey results indicate that receptionists are familiar and aligned with Ovenia’s 

corporate values, with an average score of 4,46 on Question 1, “Familiarity”, and an average 

score of 4,92 on Question 2, “Relevance of Values to Work”. The relevance score is in the 

same range as the Familiarity score, affirming that the employees consider the values im-

portant to them.  

 

According to Tracy (2014), being aligned to corporate values is important, because the “indi-

vidual’s ideals are influenced by the corporate values, the role models represented by senior 

people in the organization, and the corporate culture surrounding employees.” Receptionists 

cannot be expected to live the corporate values if they don’t know them and if they are not 

personally aligned with them.  

 

Evans (2012) describes how Core values influence business performance and job satisfaction, 

too. Organizations with strong cultures rooted in shared core values tend to have much hap-

pier employees, and happier employees help businesses perform better. Empirical evidence 

from the Strategy Institute for Thought Leadership suggests that core values directly correlate 

with business performance. 
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Illustration 5 Relating Core Values To Business Performance (Method Frameworks 2012) 

 

The chart shows that companies with higher core value index scores have better performance 

and employee satisfaction than companies with lower core value index scores. 

In summary, further action may be taken to improve this already-high score, and the company 

is in a strong position to drive changes with employees who are well-aligned with the compa-

ny’s values, but in the context of this case, this is not a top priority. 
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4.2 Reward and Recognition 

 

Reception staff were asked the following: 

3.  Do you know about Ovenia's reward system? 

Respondents: 13, Average: 1,92 

 

Figure 3 Reception survey:  "Familiarity with reward system" 

 

4. Do you feel you are recognized when you have done good work? 

Respondents:  13, Average: 2,92 

 

Figure 4 Reception survey: "Receiving Recognition" 
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Analysis: Reward and Recognition 
 
46,15% of receptionists were not familiar with Ovenia’s employee reward system at all, and 

only 7.69% respond positively to Question 3, “Familiarity with Reward System”, with an aver-

age score of 1,92. This figure is worrying, since all Ovenia employees are eligible to initiative 

and lead rewards, among other rewards. This suggests a problem in the flow of information 

regarding the company’s policies and guidelines. Even though all employees can access this 

information through the company intranet, receptionists tend not to familiarize themselves 

with the intranet content. This also suggests a lack of vertical communication. Particularly 

noteworthy is the fact that Ovenia started to reward its employees for innovative ideas. As 

will be discussed later in this paper, employees are motivated to share improvement ideas, 

but are unaware that they can get rewards for them. According to Bhalla (2011, 24) innova-

tion requires investing in internal communication, corporate structure, business practices and 

processes. If employees within the organization are not aware of innovation initiatives and 

processes, improvement programs are likely to get stuck or even fail.  

 

Over two-thirds of receptionists respond negatively as to whether they feel recognized for 

good work, with an average score of 2,92. 0% on Question 4, “Receiving Recognition”.  0% 

report that they are always recognized for good work. Similary, only one-third of managers 

acknowledge that they “often” recognize good work. Thus, both receptionists and managers 

see a similar opportunity for improvement. 

According to Maslow’s hierarchy of needs, all humans have esteem needs (ego). This is the 

fourth tier of the need pyramid and an important component of a functioning worker. Ego 

needs are basic human needs of self-worth. In business context these needs are most often 

represented by recognition and rewards. According to Tracy, 2014, a good self-image is one of 

the 3 key contributors to self-concept, which in turn is a key to high performance. Tracy de-

scribes the importance of recognition by saying that “Positive feedback from the boss im-

proves the individual’s self-image, and increases his or her ability and desire to perform at 

higher levels.” (Tracy 2014). 

 

When receptionists were asked what would be meaningful recognition for good work in Ques-

tion 5, “Meaningful Recognition”, the overwhelming majority talked not about financial re-

ward, but rather about non-monetary recognition. Although financial recognition, such as 

raises and gift cards were mentioned, many answers were focused on get-ting positive verbal 

recognition and feedback. Trust, small gifts, food gifts and guidance for performing better 

professionally were also mentioned. Tracy´s theory (2014) suggests that in order to achieve 

excellence, a company’s reward structure must go even further, and rewards not only for ex-

cellent personal performance, but also, for excellent team performance.  

Comparing employees’ perception of reward and recognition to the perception of their man-

agers, it is notable that two-thirds of managers also acknowledge that employees are not rec-



 37 

ognized enough for good work in Question 2, “Giving Recognition”, aligning perfectly to the 

employee response (two-thirds negative). Tracy argues (2014) that tapping into the psycho-

logical factors that determine performance and productivity can make a dramatic difference 

in the effectiveness of a manager and in their ability in getting results from motivating people 

to make their full contribution to the organization. This may be the fastest way that a manger 

can multiply his or her personal effectiveness and productivity. It is clear that improving per-

formance through recognition is beneficial not only to the employee, but also to the manag-

er.  

 

Managers responses to the same qualitative question, Question 3, “Meaningful Recognition”, 

suggested money, public recognition in the form of small tokens of appreciation, and verbal 

recognition from managers, peers and others as appropriate forms of recognition. Interesting-

ly, one manager indicates that manager recognition is given daily, but employee responses do 

not mirror this. Managers list the same types of monetary and non-monetary rewards as ap-

propriate tools for recognition, but managers mention financial reward more frequently than 

the employees, who would undoubtedly find financial reward welcome, but would be satisfied 

with non-financial rewards. 

 

In sum, improving awareness of reward systems and increasing recognition of good work, in 

particular through non-financial rewards, should be priorities for this Ovenia unit. 

 

4.3 Job Satisfaction 

 

In the area of Job Satisfaction, questions covered a variety of topics that contribute to job 

satisfaction and employee motivation: likes and dislikes, workload, loneliness and teamwork, 

growth and development, and engagement. Since responses were primarily qualitative, these 

topics will be discussed separately in this section. 

 

4.3.1 Likes and Dislikes 

 

Receptionists were asked in Questions 6-7 “Contributors” and “Detractors”, to list the things 

they like most and least about their jobs. They were asked to give suggestions in Question 8, 

“What the Company can do to improve Satisfaction”. 

The most-often mentioned positive factors included providing customer service, variety, 

working with people, and special projects. 

The most-often mentioned negative factors included lack of work, lack of internal communi-

cation and instructions especially for solving customer problems, long commute, unavailabil-

ity of manager. 
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Improvement suggestions included new tasks and small projects or rotation for variety, im-

proved instructions especially at new locations, increase communication and feedback from 

managers, improve work ergonomics. 

 

Managers were asked what they believe contributes to and detracts from receptionist job sat-

isfaction in Questions 4-5, and for their improvement suggestions in Question 6. 

The most-often mentioned positive factors included regular team communication, good tools 

for work, good induction, clear processes, easily approachable managers, interaction with co-

workers. 

The most-often mentioned negative factors included lack of communication and feedback, 

loneliness at work, lack of clear instructions, lack of variety, low pay level, lack of contact 

with managers. 

Improvement suggestions included rewards for good work, more involvement in site-related 

operations, more interaction with peers and managers, better communication.   

 

Analysis: Likes and Dislikes 

Both receptionists and managers identify the need for improvements in communication, man-

ager availability and the need for variety in the work as key issues affecting job satisfaction. 

Because receptionists are typically working alone at a site, with their peers and managers at 

different locations, these issues are more pronounced than at many other companies, and 

require creative solutions. Since Service Design methods are focused on the user experience 

and identifying key touchpoints in the experience, some of the methodology could be used by 

managers together with some receptionists to explore and co-create creative solutions to 

these challenging problems. 

 



 39 

4.3.2 Workload 

 

Employees were asked: 

9. How busy are you daily on average? 

Respondents: 13, Average: 3 

 

Figure 5 Reception survey: “Work load satisfaction” 

 

10. How satisfied are you with your current work load? 

Respondents: 13, Average: 4,08 

 

Figure 6 Reception survey: “Satisfaction with Workload” 
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Managers were asked in Question 7, “Balancing workload variability across sites” for ideas, 

especially to deal with sites that are underutilized. They suggested shifting work from busy to 

less busy sites when work can be done remotely, and suggested that pricing and material up-

dates could be done this way. Another idea is staff rotation. One challenge is that the most 

experienced receptionists would be best placed to take on new tasks, but are placed at the 

busiest sites.  

 

Analysis: Workload 

Roughly 60% of receptionists are not very busy, of which 15,38% of receptionists report not 

being busy at all, and 45% of the receptionist staff stating in Question 10 that they are dissat-

isfied with the lack of sufficient work. In Question 11, “Changes you would like to see in your 

Workload”, they request more work, new tasks and a better balanced workload. Observation 

confirms that this is true at some, but not all, sites. Although about 10% of receptions are 

over-worked, the majority can handle more work.  

The lack of meaningful working tasks affects receptionists’ motivation. In the long term, re-

ceptionists start feeling bored in their jobs. Although this underutilization of certain recep-

tionists decreases financial value for the organization, it creates opportunity for the employ-

ees to self-develop and focus on creativity. Actions must be taken for better utilization to 

create value. Manager suggestions relating to rotation and new tasks should be explored fur-

ther. However, variable workloads across the sites creates a challenge in finding a simple, 

common solution that will work across all sites. 

 

4.3.3 Loneliness and Teamwork 

 

Employees were asked: 

12. How important is contact with other reception colleagues to your work? 

Respondents: 13, Average: 3,23 

 

Figure 7  Reception survey:  “Importance of contact” 
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13. Do you feel lonely at work? 

Respondents: 13, Average: 4,08 

 

Figure 8  Reception survey:  “Loneliness” 

 

14. Do you have any communication with other receptionists about daily work or challenges, 

e.g. over skype? 

Respondents: 12, Average: 3 

 

Figure 9  Reception survey:  “Communication” 
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Analysis: Loneliness and Teamwork 

Over 50% of receptionists feel contact with peers is unimportant for their work (Question 12, 

“Importance of Contact”), but roughly 40% report feeling lonely at work (Question 13, “Lonli-

ness”). 75% do not communicate regularly with other reception staff (Question 14, “Commu-

nication”) and only 17% report communicating daily with others, but 70% say they would pre-

fer to work in a team than as an individual contributor (Question 15, “Team or Solo”). The 

responses are not entirely consistent, and may reflect different personality types and prior 

experiences with working alone, or simply failure to recognize that staff could proactively 

reach out to other staff to relieve loneliness. 

On the other hand, 100% of managers feel that peer contact among receptionists is im-

portant. In Question 9, all managers say there would be benefits from increased teamwork, 

and in Question 10 suggest that benefits would include sharing best practices, learning from 

others, improving efficiency and building a sense of community. Hawthorn’s studies point out 

the positive impact that social relationships have on worker productivity. Tools such as Skype 

are available, and observation has shown that staff are avid users of social media, e.g. on 

smartphones, but are reluctant to reach out to each other. 

 

4.3.4 Growth and Personal Development 

 

Employees were asked: 

25. Do you believe you have opportunities to advance at Ovenia? 

Responders: 13, Average: 2,31 

 

 

Figure 10 Reception survey:  “Opportunity for advancement” 
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26. If you had a development discussion in the last year, have you made progress on the ac-

tions agreed in the discussion? 

Responders: 11 Average: 3,09 

 

 

 

Figure 11 Reception survey "Development progress" 

 

Managers were asked: 

19. Do you think receptionists feel they have a career path in Ovenia? 

Responders:3, Average: 3,33 

 

 

Figure 12 Manager survey: “Career advancement” 
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Analysis: Growth and Personal Development 

When asked do receptionists feel like they have opportunities to advance at Ovenia (Question 

25, “Career Opportunity”) 85% of respondents answered negatively. There is a strong correla-

tion between the focus group not believing they have the opportunity to advance and the re-

spondents feeling unlikely to be working in the company 1 year from now (see 4.3.5, Question 

24, “Engagement”). The assumption can be made that the focus group’s lack of belief in ad-

vancement opportunities is the reason for their significant likelihood of resigning within a 

year. The lack of belief in advancement opportunities for advancement is undoubtedly a sig-

nificant demotivating factor.  

 

67% of managers also report that they don’t believe receptionists have a career path at 

Ovenia (Question 19, “Career Advancement”), though they listed service assistant, property 

assistant and even service manager as possible advancement options in Question 20, “Career 

Advancement Options”. 

Perhaps a contributing factor is lack of meaningful development discussions. Based on Ques-

tion 21, “Coverage of Career Development Discussions”, managers have confirmed that all 

staff have had development discussions. However, over 50% of receptionists report having 

made no or little progress with development plans (Question 26, “Development Progress”). 

When asked why progress has not been made, receptionists told that nothing had been 

agreed, development milestones had not been set or the discussion was done informally with-

out paperwork (Question 27, “Development Obstacles”). 

 Respondents also wanted to send a message to management, that the development discus-

sions are not working (Question 28, “Messages to Management”). 

Managers agree in Question 22, “Success factors” that clear and realistic goals, follow-up, 

and personal initiative are success factors. They further identify in Question 23, “Obstacles to 

Development” that the obstacles to progress are lack of clear goals, lack of commitment to 

goals, and lack of manager time.  

 

Respondents also complained about sales of services and other performance metrics are not 

being tracked and that nothing is expected of them. Respondents hoped that managers would 

give more positive feedback and to communicate about changes in guidelines affecting them. 

As workload is variable at many sites, time could be used for employee development.  The 

quantitative and qualitative insights in the survey provide input for a development frame-

work.  

 

In summary, development discussions and commitment to act on the agreed upon develop-

ment actions should be made a priority in the department. 
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4.3.5 Engagement 

 

Employees were asked: 

24. How likely are you to be at Ovenia one year from now? 

 Responders: 13, Average: 3,62 

 

 

Figure 13 Reception survey:  “Engagement” 

 

Analysis: Engagement 

When receptionists were asked how likely they are to be working in the company in one year 

(Question 24, “Engagement”), an average score of 3,62 was given. Only 23,08% reported that 

they are very likely to stay, while 15,38 % responded that they are very unlikely to stay. 46% 

responded negatively, which is a worrying figure. According to an interview conducted in No-

vember 2015 with a representative of PAM (Palvelualojen ammattiliitto), one of the largest 

service industry unions in Finland, it was reported that no public statistics exist regarding 

voluntary attrition rates for receptionists. PAM reported unofficially that they believe 33% 

attrition is approximately the industry average. (PAM 2015. Personal communication.)  

 

Note to reader: Confidential information regarding to employee salary range, employment 

lenghth and other costs have been purposely left out of the publicly published version of this 

thesis. The accurate data was handed over to the case company. The decioision to leave the 

data out was made on the basis, that competitors could utilize this information for their com-

petitive benefit.  

 

Data collected internally from Human Resources suggests that the average voluntary attrition 

rate within Ovenia for reception staff is around 33% (Ovenia HR 2015. Pers. Com.). This data 

suggests that the whole reception staff has come and gone within a timeframe of 3 years. 

Employee turnover has negative financial effects; however, the effects of it cannot be meas-
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ured only in money. This statement is supported by White & Locke (2000) because the de-

mands of the modern workplace often create a stressful environment which is exacerbated by 

employee turnover which disrupts workflow and forces a team into an adjustment period.  

 

Data collected from Human Resources suggests that the rapid turnover of receptionists can 

become expensive for the company. Ovenia receptionists work on different collective bar-

gaining agreements. The minimum wage of a receptionist is €/month and the highest is 

€/month. The average wage is €/month and the median €/month. These figures apply for full 

time workers with a monthly salary. Part-time workers earn between € –€/hour. In addition, a 

receptionist earns an additional €/hour for induction (training others). New receptionists 

need to complete both phases of the security guard course, because the locations they need 

to work in legally need a receptionist with a security guard permit.   (Ovenia HR 2015. Pers. 

Com.) With this data we can roughly calculate the cost of hiring a new worker to compensate 

one that has been lost. The minimum time required to train a receptionist for the job is 2 

days per site. A typical scenario involves hiring two new receptionists who will be paid € hour 

and trained to work full time at a single location.  

 

The cost of the add is currently 450€/2 = 225€, assuming the add yielded 2 prospects. 

With a salary of €/hour * 2 working days (16 hours) = €  

Induction cost €/hour * 2 working days (16 hours) = €  

Corporate price for security guard course (first phase) 270€ + 58€ + police fee of 39€ 

Corporate price for security guard course (first phase) 385€ + police fee of 39€   

 

With these prices, we can calculate the cost for the company of hiring one new, un-trained 

receptionist is €.  

It should be noted, that many of the new hires have an existing security guard license, in 

which case the cost can be as low as €. In many cases, the company hires receptionists as 

special temps, who learn to work in up to 10 different locations. In this scenario, the cost can 

be as high as €.  These costs are estimated based on different real life scenarios and the cost 

of each recruitment varies. According to Human Resources, the cost of recruiting a new re-

ceptionist is less than recruiting administrative staff, since the recruitment does not need to 

involve the management team. 

With an attrition rate of 33%, Ovenia can expect to spend between € and € annually on re-

placing reception staff. If we use the rate of 46% (% of staff who answered negatively), this 

cost could be as high as € (36 staff * 46% * €). This does account for the loss of value due to 

loss of experience, disruption in workflow and other factors. 
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4.4 Innovation 

 

The following illustration demonstrates receptionist survey feedback about what happens to 

staff ideas from Question 16, “Ideas”, Question 17, “Raising your idea”, Question 18, “Sharing 

your idea”, and Question 19, “Response to idea”. 

 

Illustration 6 Rate of Innovation 

 

Analysis: Innovation 

25% of receptionists report having had an innovation idea during the last year (Question 16, 

“Ideas”). Of these, 57% brought the idea to the attention of their supervisor (Question 17, 

“Raising your Idea”) but only 37% shared the idea with peers (Question 18, “Sharing your 

Idea”). In 40% of the cases raised to management, receptionists claimed that they got no re-

sponse or that nothing happened. (Question 19, “Response to Idea”). On the other hand, 67% 

of managers reported receiving an innovation idea from reception staff during the last year 

(Question 11, “Receiving an Idea”), and reported that all ideas were fully or partially imple-

mented ((Question 12, “Implementing Ideas”) and that they gave feedback on all suggestions 

(Question 14, “Feedback on Ideas”). All managers responded that Innovation is relatively 

more important than the other corporate values (Question 1, “Importance of Innovation”) and 

that the Co-creation of services with reception staff is a good idea (Question 15, “Co-

Creation”). 

Only a small number of receptionists are actively sharing ideas, and may not understand that 

it is a priority for their managers. Additionally, reception staff are lacking visibility and feed-

back on ideas they have put forward, since managers report that all ideas have been acted 

upon, but 40% of idea-generating staff appear to be unaware of any progress. This indicates 

the existence of a communication gap which will lead to a risky situation, in which the few 

innovators will become demotivated and stop generating and/or communicating their ideas. 

In management messages to employees (Question 25, “Management Messages”), managers 
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encouraged receptionists to actively and bravely speak up and share ideas. Interestingly, re-

ceptionists are less likely to share ideas with peers than with managers, indicating that they 

probably do not understand the importance and value of sharing best practices. 

 

Applying the Schimansky (2014) model to this case study, specific elements of the high-

commitment work system are identified in survey results as missing and result in a low level 

of commitment, as seen in the Engagement index. The lack of training and development, ca-

reer path and recognition, as well as limited opportunities to share information with team 

members and management are all highlighted. AMO factors are also highlighted. Limited de-

velopment and information-sharing results in decreased ability to understand service models, 

customer needs, and to identify opportunities for improvement. Boxall & Purcell (2003) state 

the increasing the skills and knowledge of employees is necessary for increasing innovative 

behavior. Due to limited communication among staff, and staff and managers, the idea-

sharing structure is missing and limits opportunities to share and discuss potential improve-

ment. Ovenia’s HR department could make use of Schimansky’s conceptual model for analyz-

ing areas of strength and weakness in their system of generating commitment and enabling 

commitment to turn into innovative behavior. 

 

Applying the De Jong & Den Hartog (2007) approach to this case study, survey results show 

that the company vision and focus on innovation as a company value are well-known to staff. 

As demonstrated in illustration x, the main challenges are the low level of idea generation 

and communication. Survey results show that employees feel bored and are lacking intellec-

tual stimulation and that they also engage in limited knowledge-sharing, which would con-

tribute to the low level of idea generation. Providing interesting tasks via project work would 

increase idea generation. Providing learning and development opportunities would also pro-

vide intellectual stimulation, and If project work and/or development activities are done in a 

more collaborative environment in which employees have more visibility of team-wide prac-

tices and can develop ideas with others, it will further increase idea generation and applica-

tion ability according to this research.  

Increased consultation with managers would improve the rate at which ideas are communi-

cated and give opportunities to apply them.  

The survey results also show a gap in the perception of managers’ vs employees regarding 

recognition of idea generation. If managers increase their consulting, support for innovation, 

and recognition of idea generation, de Jong would argue that both idea generation and appli-

cation of new ideas would improve. It would also give employees more opportunity to com-

municate ideas, which is a significant challenge currently, with only 57% of ideas being 

shared.  

Interestingly, the De Jong & Den Hartog (2007) study showed that, while some monitoring is 

needed to ensure needed support, this type of follow-up easily led to a negative impact on 
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innovation and risk-avoidance behavior, as employees easily become stressed and afraid of 

making mistakes. 

Another interesting finding was that financial rewards, such as those recently implemented in 

Ovenia, might help reward implementation follow-through, but do not support idea genera-

tion. As the survey results indicate that 60% of ideas progress to the implementation phase, 

the company policy is not addressing the most critical problem, which is the lack of idea gen-

eration and communication. 

 

In the mid-1900s, behaviorist theory was applied to corporate environments and management 

theory was focused primarily on the use of reward and punishment to shape employee behav-

ior. However, approaches soon emerged that focused more on human motivation and the bar-

riers to change, and experts such as Herzog and McGregor considered learning, growth and 

development as powerful motivators. Development and growth are considered fundamental 

tools for Change Management as well. 

 

In summary, Ovenia should explore why nearly half of those having new ideas do not share 

them, as this represents a loss in potential business value. To encourage the few who do 

share their ideas, more attention should be paid by managers to providing feedback, and en-

couraging them to continue to put ideas forward and to discuss ideas with peers.  

 

5 Conclusions and Recommendations 

 

When more than 45% of a team report that they are unlikely to be in the company one year 

from now, it is clear that something should be done. The results of surveys, backed up by the 

theoretical framework and observation, suggest that actions should be taken to increase mo-

tivation and thus retain the value that Ovenia has invested in its human capital. The McKinsey 

Sate of Human Capital Survey (2012) shows that companies consider talent acquisition and 

retention the second most critical factor after Leadership and Management both now and in 

the future. 

Although reception staff are among the most junior in the organization, receptionists are at 

the frontline of the company, facing the customer and acting as the face of the company and 

brand on a daily basis. Higher engagement will be reflected in increased customer satisfaction 

and loyalty. Motivation is a crucial component of engagement, affecting employee wellbeing 

and thus service quality and delivery in the service touch points. The lack of motivation iden-

tified in the survey also has financial consequences for the company. Demotivation not only 

increases turnover, but also inhibits innovation and teamwork. 

 

Motivation and well-being must be fixed from the bottom up. The sources of motivation are 

many, and it is a complex topic involving both internal and external factors. This body of 
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work has only scratched the surface of this topic, and its recommendations are based on iden-

tifying the biggest gaps between management and employees contributing to motivation and 

demotivation as well as areas in which there is consensus on the need for improvement.  

This study identifies 4 focus areas for actions and improvement. Proposals in these areas are 

summarized below, and an action plan is presented to address them. In addition, a gearbox is 

proposed as a tool to assist management in follow-up. 

Although variability in workload is an acknowledged challenge for this team, it is not ad-

dressed as a separate topic. However, many of the suggestions included in the 4 topic areas 

below will indirectly help to balance workload if activities are assigned with this need in 

mind. The areas are reward and recognition, development, collaboration and innovation. 

 

5.1 Reward and Recognition 

 

Two-thirds of both employees and managers reported negatively on whether good work is 

recognized; thus, there is no gap in perception of the situation, but a clear mandate for ac-

tion.  

 

Tracy argues (2014) that he people are the most valuable asset in an organization. Harnessing 

the power of people and motivating them is directly correlated with the performance and 

productivity of an individual, and so, the overall result of the organization. Tracy describes 

how self-image is influenced by treating employees as valuable. As a result, they perform at 

higher levels and do better work.  

Maslow-s fourth level, “Ego needs”, in the workplace are best served by recognition and re-

ward. 

Herzog (1968) also classifies recognition as a Motivator that can deliver a longer-term positive 

result.  

However, Change Management Practitioners warn that focusing purely on a rewards as a mo-

tivator ignores other approaches to understanding motivation, and that the nature of the in-

dividuals and team must be taken into account. In general, however, recognition is a very 

powerful tool in promoting desired behaviors, and can be used quite widely. 

 

This author suggests that recognition improvements can be easily implemented, as both man-

agers and employees prioritized non-monetary rewards as most effective, though managers 

were more open to considering monetary reward as well. It appears that lack of recognition is 

due not to lack of financial ability to reward, but rather to simple neglect of the need to rec-

ognize good work, most likely due to lack of time. By setting aside small amounts of time and 

planning recognition as part of managers’ routines, this gap can be addressed.  
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This author proposes explicitly planning weekly feedback and monthly recognition of good 

work as part of the manager gearbox, and ensuring that recognition is also publicly recog-

nized using existing team communication vehicles such as the monthly staff newsletter. The 

author proposes that small rewards such as movie tickets or gift cards are also used occasion-

ally as thanks for completion of projects or other important milestones.  

In the longer-term, management could consider implementing a process for Kudos that could 

be given by managers, peers and other internal customers to thank employees for good work 

connected to corporate values. In some companies, kudos from managers may involve a small 

cash reward that enables the recipients to celebrate with a dinner for family or colleagues, 

while peer-to-peer kudos typically consist of a “thank you” message.  

It is important to reinforce Ovenia’s values and progress against business targets when giving 

recognition and rewards, indicating that for this team, thanks would typically focus on out-of-

the-ordinary customer service, innovation, or trustworthiness, or exemplary performance 

against one’s goals. 

 

5.2 Personal Development 

 

85% of respondents reported that they don’t believe they have career opportunities at 

Ovenia, and 67% of managers agree, although they can identify opportunities for advance-

ment. It can be safely assumed that lack of career development is strongly correlated to like-

lihood of leaving in the next year. As demonstrated earlier in this paper, attrition is a consid-

erable cost to this team, both in terms of money and lost competence. More importantly, the 

lack of belief in advancement opportunities is also a significant demotivating factor.  

The most significant contributing factor identified by both employees and managers is lack of 

meaningful development discussions that lead to commitment, clear and realistic goals and 

follow-up. Over 50% of receptionists report having made no or little progress with develop-

ment plans and respondents sent a message to management that development discussions are 

not working.  

 

Experts tend to agree that personal development is a key motivator of employee engagement. 

Paton argues (et.al. 2008, 381-382) that personnel within an organization have both a need 

and a want to develop and this growth works as the force in organizational performance. 

Maslow’s also recognized that “Self-Actualization”, is based on an individual’s need for per-

sonal growth and learning. Herzog listed learning as a Motivator. 3 of the 5 most critical fac-

tors driving employee engagement relate to advancement and personal development, accord-

ing to Bassi and McMurrer in their whitepaper “Human Capital and Organizational Perfor-

mance: Next Generation Metrics as a Catalyst for Change” (L. Bassi and D. McMurrer 2006). 

And White also explains that setting high expectations for subordinate performance can sub-

consciously affect both leader behavior and subordinate performance. (White et. al. 2000, 
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27). However, the reverse is also true: setting no expectations for development, or failure to 

show interest in progress, will subconsciously lead both the leader and subordinate to expect 

very little of themselves.  

 

Change Management Practitioners would also caution that the manager’s beliefs and assump-

tions will have an impact on the potential for creating motivation through development. A 

Theory Y manager, as defined by McGregor (1960), will actively support such activities, but a 

Theory X manager, who believes people are naturally uninterested in development, may not 

be as successful.  

 

Since a high percentage of managers did not see a clear career path for their staff, the rea-

sons and underlying assumptions of the managers should first be explored further.  

This author recommends, as a first step, reviewing development goals and plans with each 

employee. Goals should be SMART (Specific, Measurable, Achievable, Realistic and Time-

based) and, naturally, tied to business goals. (Stark. Change management consultant, 2015. 

Pers. Com.). Each employee should have agreed learning activities for the coming 6 months, 

taking into account the inability of staff to be away from the workplace for training. 

 

Current best practice is to base 80% of development on on-the-job learning, and only 20% on 

formal training (Stark. Change management consultant, 2015. Pers. Com.).   A survey of 

available e-learning could be made to identify good sources of on-line learning relevant to 

reception staff. Companies can also purchase corporate licenses to training databases such as 

Lynda for a very reasonable sum. 

Lack of sufficient work at some sites, which tend to also have assigned the less-experienced 

reception staff, are a challenge but also provide an opportunity for the less-experienced to 

spend time on developing themselves utilizing e-learning, networking with peers on learning 

topics, or with other staff to gain a wider understanding of activities at the site. 

 

Another effective way to increase development is to pair a more-experienced receptionist 

with a less-experienced one. If learning is needed in other areas, such as sales, the mentor 

could also come from outside the team. The pair should agree to a meeting schedule, e.g. bi-

weekly for 1 hour per time, and how they will work together. Commonly, the learner will be 

asked to bring a challenging situation to each session and the mentor will coach the learner 

based on the mentor’s similar experiences. Alternatively, the learning topics can be agreed in 

advance with the learner’s manager, based on their joint review of development needs. Not 

only does this type of activity promote personal development, but it also helps to build net-

work, relieve feelings of loneliness, and encourage teamwork on other topics. It could also 

build cross-site understanding that helps when receptionists need to provide cover at other 
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sites (Stark. Change management consultant, 2015. Pers. Com.). 

 

Lemmetyinen (2010, 88-89) values coordinated co-operation for its potential for learning and 

shows how horizontally received information is more valued on an individual level than verti-

cally received information down a command chain and generates an environment of commu-

nication, trust, innovation, learning and value, which benefits all actors within a network on 

both an individual and corporate level. 

 

Discussions with HR revealed that there is no documented career path for reception staff 

(Ovenia HR, 2015. Pers. Com.). Even though opportunities are limited, success stories do ex-

ist. The communication value of these success stories should not be underestimated, as they 

have the potential to change perception and increase commitment to the company. In the 

short-term, these success stories should be shared with staff. In the longer term, Ovenia 

should con-sider documenting and communicating the career path for reception staff and 

sharing it to guide development discussions, based on the direction an employee wants to 

take. HR professionals and managers and could work together with selected reception staff 

and those who have advanced to other roles to co-create this path. 

 

5.3 Collaboration 

 

Roughly 40% of receptionists report feeling lonely at work and 75% do not communicate regu-

larly with other reception staff, though a similar percent say they prefer to work in a team. 

 

Bhalla (2011, 5) describes the profound effect collaboration can have on innovation and val-

ue-creation. In his work, collaboration generally involves customers, but the same principles 

apply in creating internal value. 

According to Lemmetyinen (2010, 67) proper coordination of co-operation leads to competi-

tive advantage, as resources among the actors can be shared and utilized, and due to the po-

tential for learning. He states that actors within a network value information received from 

trustworthy acquaintances based on experience; hence horizontally received information is 

more valued on an individual level than vertically received information down a command 

chain. Lemmetyinen (2010, 88-89) further states that collaboration generates an environment 

of communication, trust, innovation, learning and value, which benefits all actors within a 

network on both an individual and corporate level. 

 

Both managers and experts such as Hawthorn recognize (1930) the positive impact that social 

relationships have on productivity and commitment. In the survey, managers identified bene-

fits such as the development of shared best practices, learning from others, improving effi-

ciency and motivation through a sense of community.  
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A significant challenge for this team is the fact that staff are often alone at a site and cannot 

leave the premises to spend time with colleagues. The only time when staff is together is at 

the annual Christmas party. The availability of Skype at all sites provides a technical solution 

for teamwork and communication, and it has been observed that receptionists are also avid 

users of social media. However, while managers recognize the potential benefits from in-

creased teamwork, over 50% of receptionists feel contact with peers is unimportant for their 

work and do not recognize the benefits it would bring. 

 

If communication can be promoted and role-modelled by a few, it is likely that receptionists 

will start to recognize the benefits it brings and will begin to reach out to each other more, 

thus growing the sense of community and learning from each other. 

 

The priority should be to foster peer-to-peer communication and teamwork, with managers 

modelling teamwork in the way they work together, as well as providing limited top-down, 

team-wide communications. For example, managers should take turns communicating to the 

team as a whole rather than each manager communicating separately to his/her own subordi-

nates. This role-models the need for teamwork.  

 

Some actions that can promote teamwork and communication include the following: 

Pairing receptionists in learning activities, as described above. Assigning multiple reception-

ists from different sites to work together on small projects. Leveraging interest in social me-

dia, set up a social media group for the team in WhatsApp for informal communication. 

Send a note introducing new employees to all reception staff. Ask employee to provide some 

info he/she wants to share, e.g. hometown, education, hobbies, prior work, etc. Include a 

picture of the person if available. Encourage receptionists to include a photo in Skype, to im-

prove familiarity among staff. Find time for a manager to hold a 30 minute All-Hands call with 

all receptionists without interrupting work. In times of average change, one call every 6-7 

weeks would be enough. One-to-many communication is extremely effective in building team 

identity and keeping team members aligned, as well as avoiding feelings of being left out and 

uninformed. The responsibility for this call could rotate among managers and cover infor-

mation such as personnel changes, new customers and sites, reporting on an upcoming or re-

cent event, recognizing one achievement, recognizing or promoting an innovation/idea, shar-

ing new targets or progress against goals. If a common time for a call cannot be found, con-

sider recording the session for individuals to view, rather than sending a newsletter. 

Continue monthly newsletter to staff. Occasionally send recorded message instead of email. 

Using a more personal medium is shown to raise engagement over traditional media. 

Consider investing in a second, mid-year off-site get-together outside of business hours, com-

bining training and social activities, to build team spirit. 
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5.4 Innovation 

 

Innovation is clearly a priority to Ovenia, being a core corporate value, covered by the com-

pany reward scheme, and considered important by the management of the Reception and 

Business Services team. However, other than communicating on a company-level, there do 

not appear to be practices for encouraging or managing ideas originating from the staff in this 

team. Considering that receptionists are close to the customer and observe how things are 

working in practice, they would be a lucrative source of ideas on how to improve the custom-

er experience.  

 

Receptionists are, in fact, generating and raising ideas. And managers want to give the mes-

sage to employees that they should be courageous in raising ideas, however small or sensible 

they may seem. However, of the 25% who have ideas, only half of these share those ideas, 

and they share primarily with management, rather than with colleagues, where incremental 

improvements could take immediate effect. One follow-up action from this study would be to 

better understand why half of the improvement ideas are not shared. 

 

Communication from management can be improved, based on significant gaps in perception 

on both feedback and implementation of ideas between managers and employees. There is a 

risk that lack of feedback will discourage the few active innovators from raising their ideas. 

 

It is likely that employees do not fully understand the importance of sharing ideas to the or-

ganization. As each sits alone at a site, they are not aware of how things are done at other 

sites, and may not identify situations in which a local practice would be an improvement 

elsewhere. As communication and teamwork increase, so will visibility improve, but in the 

meantime, attention should be paid to highlighting and communicating useful improvements. 

Thus, this author suggests including information on innovation in existing communication ve-

hicles, both to promote a more innovate culture, as well as to recognize and share good ide-

as. 

 

The Pygmalion effect described by White (et. al. 2000, 27) is relevant here as well: if manag-

ers manifest their expectations for innovation, the subconscious message they are sending is 

likely to elicit innovation from employee. 

 

This author recommends the following actions: 

 

Look into the reasons why ideas are not shared and remove these obstacles in order to max-

imize the number of ideas being put forward. Communicate the company reward policy and 
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practices regarding innovation to the team. Managers regularly communicate that innovation 

is a priority for them, including innovation in staff goals and development discussions, and 

regularly recognizing suggestions in team-wide communications. It is suggested that every 

second newsletter contain recognition of an innovative idea put forward by staff. 

The author understands that company-wide practices for reviewing and rewarding innovation 

have been established only recently. Until it is clear how these practices will apply to ideas 

from this particular team, the author recommends establishing a local process that focuses on 

reviewing, supporting and rewarding innovations from this team. On a company level, im-

provement ideas from this team might be too small to get reviewed or rewarded, but encour-

aging incremental improvement in the customer interface should not be overlooked. 

Ensure that valuable suggestions get a management sponsor and the resources needed to 

move forward, e.g. with feasibility analysis, implementation, etc. Involving the inventor in 

the implementation of an idea will drive commitment and motivation to produce more ideas. 

In addition, managers should ensure that substantial ideas do get reviewed as part of the 

company process, and receive implementation support. For the longer term, managers could 

define those focus areas in which innovation is needed to drive competitivity, and establish 

projects with the right mix of competences to come up with potential solutions. 

 

6 Action plan and Gearbox 

 

The following are tools for managerial follow-up on based on the recommendations of this 

body of work. 
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6.1 Short- and Long-term Action Plan 

 

Managerial Action Plan 

          

Area Short-term actions Medium-term actions Long-term action 
Priority 

level 

Values 

Ensure corporate values 
are shared with new-
comers as part of induc-
tion process as soon as 
possible. 

   High 

  

Reinforce awareness of 
company values on a 
continuous basis using 
signage, screen savers, 
contests etc., and regu-
lar communication 
tools. 

Low 

Reward and 
recognition 

Increase recognition for 
good work.  

  High 

Ensure employee aware-
ness of reward systems, 
particularly rewards for 
innovation. 

  High 

 

 Adapt company reward 
practices to recognize 
on a regular basis good 
work within the recep-
tion team. 

  Medium 

Job satisfacti-
on 

    

Co-Creation activities 
to find creative solu-
tions for increasing 
interaction with peers 
and managers.  
Include receptionists in 
implementation work. 

Low 

Lonileness and 
team work 

Give tasks that require 
contacting a peer.   

Medium 

 
Involve multiple recep-
tionists in project work 
to increase interaction. 

 High 

  
Build more peer inter-
action into work pro-
cesses. 

Medium 

Growth and 
development 

Revisit existing devel-
opment plans and set 
S.M.A.R.T goals for each 
employee.  
Clarify next 6-month 
learning activities relat-
ed to development 
plans. 

Plan quarterly develop-
ment plan follow-up and 
feedback. 

 High 
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Managerial Action Plan 

          

Area Short-term actions Medium-term actions Long-term action 
Priority 

level 

   

 Develop a "develop-
ment" strategy for re-
ception staff that is 
aligned with company 
strategy, business 
needs and career path 
opportunities. 

Medium 

Create buddy system for 
mentoring. 

  Medium 

Communicate advanc-
ment success stroies. 

    Medium 

   
Create career plan for 
reception staff with 
HR. 

Medium 

Survey available e-
learning material rele-
vant for reception staff. 

Invest in corporate li-
censes to training data-
bases like Lynda and 
Ananomys feedback 
process. 

 Medium 

Collaboration 

Assign multiple recep-
tionists from different 
sites to collaborate in 
projects. 

    High 

Create social media 
group for receptionist 
team for informal com-
munication. 

    Low 

Encourage use of photos 
in Skype. 

    Low 

Send introduction note 
for each new employee 
to all reception staff. 

    High 

  

Establish manager all-
hands calls with recep-
tion staff every 6-7 
weeks. 

  Medium 

Continue monthly news-
letter to staff, and vary 
media to attract notice, 
e.g. send video message.  

   High 

   
Consider investing in 
mid-year teambuilding 
event. 

Low 

 

Table 2 Management Action Plan 
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6.2 Management Gear Box 

 

Management Gearbox 
 

               
Weekly Monthly Quarterly Anually Other 

Set aside 10 
minutes to 
contact some-
one and thank 
them for good 
work. This is 
done best in 
person, but a 
phone call or 
email is suffi-
cient.  

Give a non-
monetary gift with 
public acknowl-
edgment of good 
work. 

Have a develop-
ment plan follow-
up and feedback 
conversation with 
receptionist. 

Hold annual de-
velopment dis-
cussion with 
staff. Discuss 
and document. 

Take time to 
talk with recep-
tionists whenev-
er visiting a site 

Staff newsletter: 
Recognize a inno-
vation and 
achievement 

Communicate 
company values in 
staff newsletter 

Communicate 
reward policy 

Review innovation 
proposals 

Communicate ad-
vancement suc-
cess stories in 
staff newsletter 

Communicate 
team targets 

Communicate 
innovation poli-
cys 

 

Table 3 Management Gear Box 



 60 

References 

 

Accademic literature 
 
Agarwal, U. A. (2014). Linking justice, trust and innovative work behaviour to work engage-
ment. Personnel Review, 43(1), 41-73. 
 
Ali-Yrkkö, J. 2001. Nokia´s Network: Gaining competitiveness from co-operation. Finland: 
ETLA  - The Research Institute of the Finnish Economy.  
 
Axtell, C.M., Holman, D.J., Unsworth, K.L., Wall, T.D., Waterson, P.E. and Harrington, E. 
(2000), “Shopfloor innovation: facilitating the suggestion and implementation of ideas”, Jour-
nal of Occupational & Organizational Psychology, Vol. 73, pp. 265-85. 
 
Bandura, A. (1994). Self-efficacy. In V. S. Ramachaudran (Ed.), Encyclopedia of human behav-
ior (Vol. 4, pp. 71-81). New York: Academic Press. (Reprinted in H. Friedman [Ed.], Encyclo-
pedia of mental health. San Diego: Academic Press, 1998). 
http://goo.gl/6pPnWB 
[Accessed 23.9.2015] 
 
Bhalla, G. 2011. Collaboration and Co-Creation: New Platforms for Marketing and Innovation. 
New York: Springer Science+Business Media. 
 
Boxall, P. F., & Purcell, J. (2003). Strategy and human resource management. Houndmills, 
Basingstoke: Palgrave Macmillan. 
 
Cameron, E, & Green, M. 2012. Making Sense of Change Management, 3rd Ed. UK and US: 
Kogan Page Limited. 
 
Cheng, C., & Huang, J. (2007). How Organizational Climate And Structure Affect Knowledge 
Management—The Social Interaction Perspective. International Journal of Information Man-
agement, 27, 104-118. 
 
De Jong, J.P.J, Den Hartog, D.N. (2007), “How leaders influence employees innovative behav-
ior”, European Journal of Innovation Management, Vol. 10, pp. 41-64. 
 
Dodgson, M., Gann, D., & Phillips, N. (2013). The Oxford handbook of innovation manage-
ment. England: Oxford University Press. 
 
Douglas McGregor original XY-Theory model 1960; Theory-Z is William Ouchi 1981; Alan 
Chapman review, code, design 1995-2014 
 
Esther, C. & Mike, G. 2012. Making Sense of Change Management, 3rd Ed. , pp 22-28. 
 
Gillespie, G., “Manufacturing Knowledge, A History of the Hawthorne Experiments”, Cam-
bridge University Press, 1991 
 
Graen, G. and Scandura, T. (1987), “Towards a psychology of dyadic organizing”, in Cum-
mings, L.L. and Staw, B.M. (Eds), Research in Organizational Behavior,Vol. 9, JAI Press, 
Greenwich, CT, pp. 175-208. 
 
Guest, D. E. (1997). Human resource management and performance: a review and research 
agenda. International Journal of Human Resource Management, 8(3), 263-276. 
 
Paton, A. McCalman, J. 2008. Change management: A guide to effective implementation. 
Third edition. London: Sage. 



 61 

Hammond, M. M., Neff, N. L., Farr, J. L., Schwall, A. R., & Zhao, X. (2011). Predictors of In-
dividual-Level Innovation at Work: A Meta-Analysis. Psychology of Aesthetics Creativity and 
the Arts, 5(1), 90-105. 
 
Janssen, O. (2000), “Job demands, perceptions of effort-reward fairness and innovative work 
behavior”, Journal of Occupational and Organizational Psychology, Vol. 73 No. 3, pp. 287-302. 
 
Janssen, O. and van Yperen, N.W. (2004), “Employees’ goal orientations, the quality of lead-
er-member exchange, and the role of job performance and job satisfaction”, Academy of 
Management Journal, Vol. 47 No. 3, pp. 368-84. 
 
Jaussi, K.S. and Dionne, S.D. (2003), “Leading for creativity: the role of unconventional lead-
er behavior”, Leadership Quarterly, Vol. 14 Nos 4/5, pp. 475-98. 
 
Kahai, S.S., Sosik, J.J. and Avolio, B.J. (2003), “Effects of leadership style, anonymity, and 
rewards on creativity-relevant processes and outcomes in an electronic meeting system con-
text”, Leadership Quarterly, Vol. 14 Nos 4/5, pp. 499-524.  
 
Kehoe, R. R., & Wright, P. M. (2013). The Impact of High Performance Human Resource Prac-
tices on Employees' Attitudes and Behaviors. Journal of Management, 39(2), 366-391. 
 
Management and Motivation 
Hanson, Ken. Wood Digest36.8 (Aug 2005): 11-12. 
http://search.proquest.com/docview/232849194/abstract?accountid=12003 
[Accessed 20.9.2015] 
 
Mumford, M.D. and Licuanan, B. (2004), “Leading for innovation: conclusions, issues, and di-
rections”, Leadership Quarterly, Vol. 15 No. 1, pp. 163-71.  
  
Niu, H. J. (2014). Is Innovation Behavior Congenital? Enhancing Job Satisfaction as a 14 Mod-
erator. Personnel Review, 43(2), 288-302 
 
Schimansky, S. (2014), “The Effect of a High-Commitment Work System on Innovative Behav-
ior of Employees”, University of Twente, Faculty of Management and Governance, pp. 1-11.  
 
Shin, S.J. and Zhou, J. (2003), “Transformational leadership, conservation, and creativity: 
evidence from Korea”, Academy of Management Journal, Vol. 46 No. 6, pp. 703-14. 
 
Taylor, F.W. 1911. The Principles of Scientific management. 
 
Tierney, P., Farmer, S.M. and Graen, G.B. (1999), “An examination of leadership and employ-
ee creativity: the relevance of traits and relationships”, Personnel Psychology, Vol. 52, pp. 
591-620. 
 
Uen, J., Chien, M. S., & Yen, Y. (2009). The Mediating Effects of Psychological Contracts on 
the Relationship Between Human Resource Systems and Role Behaviors: A Multilevel Analysis. 
Journal of Business and Psychology, 15(1), 43-55. 
 
White, Susan S. Locke, Edwin A. Source: Leadership Quarterly. Fall2000, Vol. 11 Issue 3, p389. 
27p. http://goo.gl/EBh3il 
[Accessed 24.9.2015] 
 
Yukl, G. (2002), Leadership in Organizations, 5th ed., Prentice-Hall, Englewood Cliffs, NJ. 
 
Online sources 
Bassi, L , McMurre, D. 2006. Human Capital and Organizational Performance: Next Generation 
Metrics as a 
Catalyst for Change. McBassi & Company, Inc.  
http://goo.gl/ggj0B6 [Accessed 20.8.2015] 



 62 

 
 
Chandra, M. 2013. The evolution of management theory through the 20th Century. 
Creative Commons license. SlidShare.net. 2013 
http://www.slideshare.net/Milady123/evolution-of-management-theory 
Published on Sep 14, 2013 
[Accessed 16.10.2015] 
 
Evans, J. 2012. 6 Things CEOs should know about Corporate Core Values. 
http://goo.gl/uPt1GP 
Published August 25, 2012 
[Accessed 26.12.2015] 
 
False summit. The Conference Board, Inc. and McKinsey & Company, Inc. 2012.  
http://goo.gl/VHbgsL 
[Accessed 20.8.2015] 
 
Ovenia. 2015. https://www.ovenia.fi/ 
[Accessed 26.12.2015] 
 
Tracy, B. 2014. How to Motivate and Inspire Employees 
Video. https://youtu.be/R8TzmG-Pr40 
Creative Commons license. YouTube.com. Published on Aug 5, 2014 
[Accessed 13.9.2015] 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 63 

Illustrations 

 

Illustration 1 Maslow´s hierarchy of needs (1954) ................................................. 14 
Illustration 2 Motivation Matters (McKinsey & Company 2012) .................................. 15 
Illustration 3 Human Capital Priorities (McKinsey & Company 2012) ........................... 18 
Illustration 4 HCWS & AMO Conceptual Model (Schimansky, 2014) ............................. 30 
Illustration 5 Relating Core Values To Business Performance (Method Frameworks 2012) . 34 
Illustration 6 Rate of Innovation ...................................................................... 47 
 



 64 

Figures 

 

Figure 1 Reception survey "Familiarity" .............................................................. 32 
Figure 2 Reception survey "Relevance of values to work" ........................................ 33 
Figure 3 Reception survey:  "Familiarity with reward system" ................................... 35 
Figure 4 Reception survey: "Receiving Recognition" ............................................... 35 
Figure 6 Reception survey: “Work load satisfaction” ............................................. 39 
Figure 7 Reception survey: “Satisfaction with Workload” ........................................ 39 
Figure 8  Reception survey:  “Importance of contact” ............................................ 40 
Figure 9  Reception survey:  “Loneliness” ........................................................... 41 
Figure 10  Reception survey:  “Communication” ................................................... 41 
Figure 14 Reception survey:  “Opportunity for advancement” .................................. 42 
Figure 15 Reception survey "Development progress" .............................................. 43 
Figure 16 Manager survey: “Career advancement” ................................................ 43 
Figure 17 Reception survey:  “Engagement” ........................................................ 45 
 



 65 

Tables 

 
Table 1 Drivers of Financial Performance and Employee Engagement (McBassi & Company 
2006) ....................................................................................................... 17 
Table 2 Management Action Plan ..................................................................... 58 
Table 3 Management Gear Box ........................................................................ 59 
 
 



 66 
 Appendix 1 

Appendixes 

 

Appendix 1 Reception Survey .......................................................................... 67 
Appendix 2 Manager Survey ............................................................................ 72 
Appendix 3 Observation notes ......................................................................... 75 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 67 
 Appendix 1 

 

Appendix 1 Reception Sur-

vey

 



 68 
 Appendix 1 



 69 
 Appendix 1 



 70 
 Appendix 1 



 71 
 Appendix 1 

 

 

 

 

 



 72 
 Appendix 2 

 

 

Appendix 2 Manager Survey 



 73 
 Appendix 2 

 

 

 

 

 

 

 



 74 
 Appendix 2 

 

 

 

 

 

 

 

 



 75 
 Appendix 3 

 

Appendix 3 Observation notes 

Obsevation notes 

Observation notes 

Date and time 21st July 2015 08:00 – 09:30, 10:30-12:30, 15:00-16:00 

Observed recep-
tionists 1 

Location Location: Ratamestarinkatu 7, Helsinki 

Environment 
Open layout lobby with receptions desk and sitting area. Elevator lobby in front of the re-
ception desk. 

Employee atitudes 

Employee seems very bored. Few customers during the day.   
Customer interactions: Customer interactions very proactive and professional. Tasks get 
done immediately, customer service very good. 

Co-Worker interac-
tions 

Employees co-workers passed on the way in and said good morning. Co-workers pass by on 
the way to lunch and exchange a few words. Employee goes to 5th floor to heat lunch in 
microwave and small talks with co-workers and others. Employee says have a nice day to 
employees heading home. Chats throughout the day with canteen employee, as she passes. 

Customer interactions 

All interactions with internal and external customer’s professional, customer service very 
good. Employee conducts casual small talk, reminds customers on various topics and is very 
proactive.  

Busy hours 
Very preoccupied when concentrating on work. Does not greet all passing people Lots of 
things to do at once, then nothing to do.  

Quiet hours 
Employee seems bored. Working on personal stuff on the PC and using social media on 
mobile phone and PC.  Most of the day was very quiet. 
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Observation notes 

Date and time 10th November 2015 08:30-09:00, 11:00-13:00, 15:00-15:30 

Observed recep-
tionists 1 

Location Valimotie 27, Helsinki 

Environment 
Open layout lobby with receptions desk and sitting area. Large windows to courtyard and 
the street. Corridor passing to the right side of the reception desk. 

Employee atitudes Employee appears very energetic, talkative, social and positive  

Co-Worker interac-
tions 

Employee is very friendly and casual with co-workers. Helpful towards co-workers and ap-
pears to be comfortable talking about personal things with them. The social environment 
appears very positive and joyful. 

Customer interactions 

All interactions with internal and external customer’s professional, customer service very 
good. Employee conducts casual small talk, reminds customers on various topics and is very 
proactive.  

Busy hours Most of the day is busy, with constant tasks to do and customers to serves. 

Quiet hours 
Employee uses quiet hours communicating with co-workers, indicting new recruits and tak-
ing smoking brakes. 
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Observation notes 

Date and time 16th December 2015 07:45 – 16:15 

Observed recep-
tionists 1 

Location Revontulentie 6, Espoo 

Environment 
The reception at this premises is small. The reception desk and whole are is small, with a 
small sitting area. Outdoor and elevator lobby area are in the close proximity. 

Employee atitudes Employee seems very bored and unsatisfied with work. 

Co-Worker interac-
tions 

Employee is very joyful and social with co-worker, who is working with her for the day. Em-
ployee seems very sociable and comfortable talking to co-worker about everyday life and 
joking 

Customer interactions 

All interactions with internal and external customer’s professional, customer service very 
good. Employee seems a bit shy, but performs well over all. Employee feels very satisfied 
when she can serve one customer in her mother tongue (Spanish). Customer is satisfied 
with this, and impressed.  

Busy hours Most work revolves around receiving packages and calling customers taxis, or their host.  

Quiet hours 
During quiet hours, employee spends time on social media on her mobile phone and talking 
to co-worker about everyday stuff.   
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Obsevation notes 

Date and time 19th November  2015 09:00 – 16:00 

Observed recep-
tionists 1 

Location Säterinportti, Espoo 

Environment 

The reception at these premises is located in a large business building complex, housing 
currently one tenant company. Due to this, the premises is externally quiet with only few 
daily work tasks. The receptions desk and lobby area is big, with a good view outside and 
lots of open space. 

Employee atitudes 

The employee at this reception is new and inexperienced. Due to this she is a bit shy and 
unused to customer service work. She did not seem to complain about the lack of working 
tasks, but appeared bored and waiting for the day to be done. 

Co-Worker interac-
tions Employee has no Co-workers at the premises. 

Customer interactions 

All interactions with customers are done professionally and with quality. Employee serves 
customers in a friendly manner and takes a proactive approach. Even though the employee 
is friendly, she seems not particularly enjoying speaking to others casually. This appears to 
be because of the shyness. Employee enjoyed talking and sharing development ideas about 
the new premises and work in general. As a new employee she saw the job from a different 
perspective and wished to give her input.  

Busy hours: 
Only work tasks revolve around receiving packages and calling a few customers a taxi or 
their host to retrieve them.   

Quiet hours: 

 Employee spends most of the day just sitting and doing nothing. Occasionally she would go 
for a smoke or get a cup of coffee. She did not even surf the internet or use her mobile 
phone.   
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