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Sammanfattning 
Motivation av anställda är något som är viktigt för alla organisationer idag. Det finns 
många olika sätt för en organisation att motivera sina anställda på. Denna studie 
utfördes på ett företag inom konsultbranschen. Det studerade företaget, MSX 
International MSXI, har idag inget systematiskt utarbetat sätt att arbeta med motivation. 
MSXI har heller inga bestämda mål inför framtiden när det gäller arbetet med 
motivation. Denna studie kan förhoppningsvis bidra med idéer till MSXI när det gäller 
framtida arbete med motivation av sina anställda.  
 
Studien avser att kartlägga vad konsulterna inom MSXI motiveras av, både inom sin 
formella organisation och på sina tillfälliga arbetsplatser. Studien tar upp olika exempel 
på motivationsfaktorer. Vidare diskuteras även skillnader mellan motivations-faktorer 
inom en konsults formella organisation och dennes tillfälliga arbetsplats.  
 
En fallstudie har genomförts där konsulternas uppfattningar om ämnet motivation har 
kartlagts. En enkät skickades ut till konsulterna inom MSXI och syftet var att få så 
många svar som möjligt för att kunna göra en jämförelse mellan deras olika åsikter. Ett 
fåtal intervjuer har även utförts för att stärka inblicken i företaget och de har även 
bidragit till att kunna formulera de rätta frågorna i enkäten.   
 
Den teoretiska referensramen presenterar de olika teorierna som använts i studien. 
Kapitlet börjar med att redogöra för basfakta kring vad en konsult är. Det kartlägger 
även olika behov nödvändiga att tillfredställa för att bli motiverad. Slutligen presenteras 
olika typer av belöningar såsom monetära och icke-monetära. Det är sedan dessa teorier 
som har testas med hjälp av det empiriska materialet.  
 
Empirin börjar med att presentera det studerade företaget. Kapitlet presenterar sedan 
respondenternas svar från enkäten som genomfördes. Resultaten från enkäten 
presenteras i diagram vilket ger en överskådlig bild av respondenternas uppfattningar 
kring motivation inom deras formella organisation och på deras tillfälliga arbetsplats.  
 
Slutsatser har dragits utifrån den insamlade informationen. Resultatet visar klart att 
många av de anställda inom MSXI har en önskan om mer feedback från sin 
arbetsgivare MSXI men att de är nöjda med mängden feedback de får från sina 
tillfälliga arbetsplatser. De svarar att de vill bli mer motiverade och detta är något 
MSXI behöver jobba för. De svarar även att monetära belöningar är viktigare än icke-
monetära belöningar dock kan inte icke-monetära belöningar ses som oviktiga.  
 
MSXI skulle kunna ge sina anställda mer feedback då detta troligtvis kommer leda till 
en ökad lust att arbeta och prestera ett bra arbete. Det är viktigt för MSXI att de skapar  
ett system där de kan arbeta med motivation av sina anställda.
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Motivational factors within the consulting business 
Motivating the employees is something very important for every organization. There 
are a lot of different ways for an organization to motivate its employees. This study was 
performed in a company within the consulting business. The company studied, MSX 
International MSXI, do not today have a systematically worked out system for handling 
employee motivation. MSXI do not have any determined goals for the future when it 
comes to the work with motivation. This study will hopefully contributing with ideas to 
MSXI regarding future work with motivation.  
 
The study intends to find out what motivates the consultants within MSXI both in their 
formal organization and at their occasional work-place. The study discusses differences 
between motivational factors within a consultant’s formal organization and at his or her 
occasional work-place.  
 
The consultants’ opinions about motivation were retrieved through a case-study. A 
questionnaire was sent out to the consultants within MSXI and the purpose was to 
receive as many answers as possible to be able to do a comparison between the 
consultants’ different opinions. A few interviews were performed to strengthen the 
insight in the organization. These interviews also contributed to phrase the right 
questions to the questionnaire.  
 
The theoretical frame of reference presents the different theories being used in the 
study. The chapter starts with presenting some basic terms about what a consultant is. It 
also presents different needs that are necessary to become motivated.  The chapter 
finally presents different types of rewards like monetary and nonmonetary rewards. 
These theories are supposed to be tested with help from the empirical material.  
 
The empirical chapter presents the company studied. It also presents the respondents’ 
answers from the questionnaire performed. The results from the questionnaire are 
presented in diagrams that give a clear picture of the respondents’ opinions about 
motivation in their formal organization and at their occasional work-place.  
 
Conclusions have been drawn by analysing the information received. The result shows 
that many of the consultants within MSXI want to have more feedback from their 
manager in MSXI but that they are quite happy with the amount of feedback they 
receive form their manager at their occasional work-place. The respondents also 
answered that they want to become more motivated and this is something that is 
important for MSXI to think of in the future. The respondents also answered that 
monetary rewards are more important than nonmonetary rewards but that do not make 
nonmonetary rewards unimportant. 
 
MSXI could give their employees more feedback than they already do and this will 
probably lead to that their employees will perform a better job than they did before. It is 
important for MSXI to create a system to work with motivation. 
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1 Introduction 
This introductory chapter is meant to give the reader an insight in the subject and a 
background to the problem which this study will examine. It will also discuss why this 
subject is important to study. 

1.1 Background 
A person can be forced to do something but never be forced to want to do it. This is 
something that comes from the inside. Motivation is the fuel that helps the work 
process run.  
 
Motivation is something each human being deals with every day. You have to be 
motivated to be able to get up in the morning, to go to work or school or to manage 
every commitment you make. Within working life today it has become more important 
to be motivated so you can perform good results. Employers and their organizations are 
demanding a lot from their employees all the time. They want their employees to give 
the very best of what they have in every commission. 
 
Formerly employees were expected to do what they were told to do. Organizations 
were more hierarchical than most of them are today. Employees worked to earn money 
so they could survive and it was not particularly important with motivation. The 
situation is a bit different today. During the latest decades organizations have developed 
a lot and by that the consulting business too. Because the consulting business has 
developed a lot the competition has increased among different consulting companies. 
The competition today has brought more possibilities to the consultants to choose 
where they want to work. Because of this the consultants dare to demand more from 
their employers than they formerly did. It is then important for a consulting company to 
motivate their consultants to perform well and to stay in their company (Andersson, 
2001). 
 
It is interesting to study the consulting business because it differs from other 
businesses. A consultant gets motivation from two different directions; the consultant’s 
formal organization and his or her occasional work-place. A regular employee in a 
regular company’s formal organization only gets motivation from one direction. One 
particularly interesting part to study is how the motivational factors differ between a 
formal organization and an occasional work-place. 

1.2 Problem discussion 
An organization which supplies consultancy services needs to focus a lot on motivation 
of their consultants. A struggle for power can appear between a consultant and his or 
her employer. The employer can tell the consultant to do whatever the employer wants 
and it is not very motivating for the consultant to do what the employer wish all the 
time (Andersson, 2001). Therefore there are many reasons why it is important for an 
organization to motivate their consultants. One of the reasons is to make sure that the 
consultants are performing as good as possible. If a consultant is motivated he or she 
will probably do a better job than he or she would have done without being motivated. 
You can say that a consultant is the company’s product. An organization is selling the 
consultant’s services. If the organization does not motivate their consultants the 
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consultants will probably not perform their best and then the organization will sell a 
product which is not optimum.  
 
Another reason why it is important for an organization to motivate their consultants is 
to make sure that the consultants will stay in their organization. If a consultant does not 
feel that he or she gets enough motivation from his or her employer at the formal 
organization there is a risk that the consultant will move on to another company.  
 
A consultant often works for his or her formal organization and also for an occasional 
employer. A consultant has to satisfy two employers while a regular employee in a 
regular company’s formal organization only has to satisfy one employer. A consultant 
might then need more motivation than a regular employee so the consultant can give his 
or her very best to the employer at the formal organization as well as to the employer at 
the occasional work-place. The two employers probably motivate their consultants in 
different ways. 

1.3 Purpose 
The purpose with this study is to find out if motivation differs between different work-
places within the consulting business. This study will discuss different motivational 
factors and how they can motivate consultants. This will be done by study an 
organization within the consulting business. 

1.3.1 Presentation of the problem 
What motivates an employee within MSXI to perform a good job both within the formal 
organization as in an occasional organization and are there any differences in the 
motivational factors? 
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2 Method 
This chapter describes the choices made during the work with the study. It also 
accounts for why they were made as well as in what way data and information were 
received. 

2.1 Research approach 
There are two main approaches when it comes to the procedure of research. They are 
deductive and inductive. The inductive approach means that the empirical information 
is supposed to be generalized and then lead to new theories (Eriksson and 
Wiedersheim-Paul, 2001). According to Eriksson and Wiedersheim-Paul (2001) the 
deductive approach means that the starting point in a study is based on already existing 
theories. The purpose is to test the theories against the empirical information. 
 
This research approach consists of a deductive approach. The deductive approach 
consists of information which has been received by already existing theories. These 
theories are the base in this study. This study will put the information retrieved from the 
questionnaire in relationship to already existing theories.  

2.2 Investigation approach 
The intention with this study is to find out what the consultants within the organization 
think about motivation. To do this I had to retrieve information directly from the 
consultants. I got a restriction from the studied company that I was not allowed to take 
much time from the employees within the organization. Because of this I chose to do a 
questionnaire among the consultants. Consequently it was not possible to do interviews 
which would have been a better way to receive detailed information.  
 
A questionnaire was systematically formed with questions that could be analysed 
against the theories. The study is based on information from one organization in which 
a research among the employees was performed. 

2.3 Qualitative and quantitative methods 
There are two types of investigation methods. These methods are qualitative and 
quantitative. 
 
According to Jacobsen (2002) the purpose with a qualitative method is to give a deeper 
understanding of the problem studied. The purpose is not to explain. The most common 
form of a qualitative method is to perform interviews. The opportunity to ask following 
questions during an interview is important and it increases the probability for everyone 
involved to understand. A consequence with qualitative method is that it takes time to 
perform. 
 
A quantitative method is an easy method to use because the information you receive is 
easy to treat. This method is being used when questionnaires are being performed. The 
formulation of every question is important because the results when using this method 
can be a bit superficial because you can not develop your questions. A quantitative 
method has a clear start and a clear end (Jacobsen, 2002).  
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In this study I have used a quantitative method. I have performed a questionnaire and 
from that I will receive answers that are not very detailed but I will receive many 
different questions which will give me the opportunity to compare my answers.  

2.4 Research design 
To do a survey is a good way to work with different investigations- and research 
methods according to Eriksson and Wiedersheim-Paul (2001). According to Rosenqvist 
and Andrén (2006) surveys is a good way to get a general view over large groups. By 
doing a survey you will receive answers which will be easy to compare.  
 
Secondary data could also have been received from the organization. It could for 
example have been already existing studies. I have not had any access to studies that 
could have helped me in my study so I chose not to include any secondary data from 
the organization.  

2.4.1 The questionnaire 
When phrasing questions to the questionnaire it was important to ask the right questions 
so the answers would give an opportunity to compare motivational factors between a 
formal organization and an occasional work-place. It was important to think of the 
restriction given when phrasing the questions. Too many questions could not be 
included and the questions needed to be easy to understand in respect of that the 
questionnaire was not allowed to take much time from the consultants.  
 
Something else that was important to think of was that I had to do multiple-choice 
questions because this was going to simplify for the respondents. Multiple-choice items 
are a form of assessment item. The respondents are asked to select one or more of the 
choices from a list (Rosenqvist and Andrén, 2006). To have multiple-choice questions 
was also a good way to save time in. The respondents would not have to put much time 
in to answer which was one of the conditions for me to be able to do the questionnaire. 
On the other hand multiple-choice questions would not give me very detailed answers 
therefore again it was important to really ask the right questions and to have the right 
alternatives so that I could get as much information as possible from one question. 
 
In the questionnaire there were a few questions where a respondent could give more 
detailed answers. It gave the respondents an opportunity to express their own feelings 
and opinions and also add something to the other questions. These questions were 
important because from them I would retrieve a little bit more detailed information than 
from the other questions. 

2.4.2 Interviews 
According to Denscombe (1998) interviews give detailed information about a certain 
subject. Interviews give information that will contribute to receive exact results. 
 
Interviews would have been a better way for me to receive detailed information but due 
to the circumstances I did not have the time to do any advanced interviews. However a 
few interviews with a key-person in the chosen organization were possible. These 
interviews gave me detailed information and I also had the chance to ask more detailed 
questions than I would ask in the questionnaire. The key-person got a chance to give 
deeper answers and the answers helped me phrasing questions to my questionnaire. 
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Without the interviews I would not have been able to phrase the right questions to the 
questionnaire.  

2.4.3 Respondents 
A questionnaire was sent by e-mail to 48 consultants within the organization. I received 
16 answers.  
 
The questionnaire was concentrating on the consultants who are working within the 
organization. There are some employees within the organisation who are not working 
as consultants. I chose not to include them in the survey. Their answers would probably 
become misleading because they would not be able to answer the questions concerning 
an occasional work-place.  

2.4.4 The presentation of the result 
I chose to present the result from the questionnaire in diagrams. Diagrams give a very 
clear picture over the result and therefore it is easy to understand the result from 
diagrams. 

2.4.5 Drop-out analysis 
The drop-outs are the elements that belong to the population you have planned to 
investigate, but from whom you never received answers. 
 
Dahmström (2005) talks about two different types of drop-outs. They are individual and 
partial drop-outs. Individual drop-out is when you do not receive any answers at all 
while partial drop-out is when there are only some questions that have not been 
answered. 
 
The questionnaire was sent by e-mail to 48 consultants within the organization. I 
received 16 answers. By that I received answers from 33 % of the consultants who 
received my questionnaire. That is a drop-out of 67 %. In my case I only had mostly 
individual drop-outs.  
 
Five of the consultants were not available during the time I asked if they could fill out 
the questionnaire. I had already started to put together the other answers I received 
when this group had the time to fill out the questionnaire and then it was too late for 
them to fill it in and send me their answers.  
 
One of the team-leaders wrote me an e-mail and told me that he thought that his 
consultants were not the right people to answer the questionnaire. Their answers would 
be misleading because they had been working at the same occasional work-place for 
several years. They did not think of their occasional work-place as occasional any 
longer and that is why they thought it would be hard to fill out the questionnaire. This 
group consisted of twelve consultants inclusive the team-leader.  
 
Three of the consultants were on parental leave.  
 
Four of the consultants who received the questionnaire did not have an occasional 
work-place. They were stationed at MSXI’s office in Gothenburg and their answers 
would be misleading because they would not have been able to answer the questions 
about an occasional work-place.  
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I sent an e-mail to some of the consultants who did not answer. Four consultants 
answered my e-mail and wrote that they did not have the time to answer my 
questionnaire. 
 
I have also been trying to call some consultants with no luck. My intention was to find 
out why these consultants did not answer the questionnaire. 
 
Not available 5 
Not consultants 12 
Parental leave 3 
No occasional work-place 4 
Did not have time 4 
No answer 4 
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2.5 Validity and Reliability  

2.5.1 Validity 
Validity is the most important demand for a measuring instrument. Validity means that 
a measuring instrument must measure what it is supposed to measure. Measuring 
instrument must give a credible result (Eriksson and Wiedersheim-Paul, 2001). During 
the work with this study I have tried to make the validity more credible by receiving 
information which will help me asking the right questions in my questionnaire. I have 
talked to a key-person at the organization named Lennart Larsson and he has been 
helping me by answering my questions. These answers have helped to phrase questions 
to the questionnaire. 
 
I assured the consultants who received my questionnaire that their answers would be 
treated anonymously. This is a thing I think can increase the validity in my study 
because then the probability of getting honest answers will increase. In the beginning of 
the work with this study every team-leader at the organization were informed of the 
questionnaire. The HR-officer at the organization helped me in the beginning of the 
work with the study to inform the team-leaders by sending an e-mail where she 
informed about my coming questionnaire. She also asked them to help me if I needed 
help. Right before the dispatch of the questionnaire I informed the team-leaders once 
again about the questionnaire. This time I asked them to give me their approval to send 
the questionnaire to the consultants. This I think contributed to increase the validity in 
this study. 

2.5.2 Reliability 
According to Eriksson and Wiedersheim-Paul (2001) reliability means that a measuring 
instrument, for example a questionnaire, must give stable result. The purpose of 
reliability when receiving information about something is to ensure that the same result 
can be reached if a researcher would perform the survey at some other time.  
 
It is hard to ensure the reliability in a study like this since the main point in this study is 
in a questionnaire. This is because the people who have answered the questionnaire are 
in different situations all the time and by that I can expect different results at different 
times.  
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3 Theoretical frame of reference 
This chapter presents relevant theories about motivation. It gives an overview of what 
motivation is and in what forms motivation can arise. Some basic terms are defined 
initially. 

3.1 What is an organization? 
An organization is a social system which is consciously created to realize determined 
goals. An organization where consultants work has the task to give the consultants 
different commissions. 

3.2 What characterize a good employer? 
According to Enbom (2000) a good employer must be able to motivate and engage his 
or her employees. For an employer it is important to be a good example in front of his 
or her employees. How an employer act is visible for everyone around him or her. It is 
important that the employer is honest and that he or she shows the employees that no 
one is perfect and that everyone can make mistakes (Enbom, 2000)  
 
An employer at a formal organization must motivate his or her consultants. If the 
consultants are performing commissions at their occasional work-place the employer at 
the formal organization must make sure that the consultants are performing a good job. 
An employer at a formal organization also has the task to pay salary to the consultants. 
 
An employer at an occasional work-place must also motivate the consultant who is 
performing a commission for him or her. The employer can motivate by encouraging 
and supporting the consultant directly during the commission.  

3.3 What is a consultant? 
The word consultant exists from the Latin word consulere which means to ask someone 
for advice or simply consult someone.  
 
Consultants have always existed in different forms. During the decades 1950 and 1960 
a consultant was an investigator but in the beginning of decade 1970 consultants 
stopped being just investigators. A new trend was to focus more on a human being’s 
conditions and needs within working life. This new trend had for a long time been 
known within research but no one had tried it in practice before. A new era got its 
breakthrough in the society. Today the meaning with consulting functions has 
broadened. For example you can see consulting-contributions when developing 
countries need help or when catastrophes occur. (Andersson, 2001) 
 
It is quite different being a consultant compared to being a regular employee. A 
consultant is employed by a certain employer and a certain organization just as a 
regular employee. But the difference is that a consultant does not always work at the 
organization where he or she is employed. A consultant usually has another work-place 
too; an occasional work-place where he or she performs different commissions. Some 
consultants have one occasional work-place where he or she performs commission after 
commission while some consultants change between different occasional work-places. 
The consultant also has two organizations to keep satisfied instead of one organization 
which would be the case in a “normal” work situation. 

 -9-



3.4 Motivation 
H1. Promotion is always a motivational factor for consultants. 
 
Motivation can mean a lot of different things. There are many people that have given a 
definition of what motivation is. Every definition has a connection with the other ones. 
Revstedt (1995) describes motivation as “an ambition to live such a meaningful and self 
realizing life as possible. This ambition is the summary of the individual’s inner nature, 
which means to be constructive, targeted, social and active.” With “meaningful” 
Revstedt (1995) refers to that each person chooses to take responsibility for him- or 
herself and to take care of his or her possibilities. 
 
There is also intrinsic and extrinsic motivation. Granbom (1998) describes these two 
forms. Intrinsic motivation is something natural where inner personality is most 
important. This is something we cannot create but we motivate ourselves and when we 
do that we create new goals and visions for ourselves. Extrinsic motivation on the other 
hand appears when the individual is hoping for a reward or to achieve a goal. It is a 
kind of motivation where you need other people, but you can create it by yourself by 
organizing your surroundings from your personal needs. 
 
Granbom (1998) writes that intrinsic motivation can increase when the individual is 
encouraged to take own initiatives. If the individual takes responsibility for him or 
herself the person will in great extension find meaning with whatever he or she is 
doing. A consultant works with a lot of own responsibility. The consultant gets a 
commission that he or she is expected to manage on his or her own without that much 
help from their managers. When a consultant gets rewarded for example with an 
encouraging pat on the back from the manager of the occasional work-place he or she 
will probably feel satisfied with the situation and get more motivated to perform an 
even better job than before. This is a form of an intrinsic reward. The consultant gets 
higher self-confidence and maybe reaches some form of self-fulfilment. The consultant 
feels important and that he or she is developing the company in a positive direction. For 
an individual who is seeking self-actualization it is very important to feel satisfied with 
him- or herself. 
 
Extrinsic motivation is something a consultant receives from other individuals. If a 
consultant gets an encouraging pat on the back it can be seen as an extrinsic reward. As 
stated above this can lead to intrinsic motivation but the encouraging pat itself is an 
extrinsic reward (Granbom, 1998). Other extrinsic rewards can be to be promoted or to 
get a reserved parking place. A bonus is also a form of an extrinsic reward.  
 
But there are other factors that need to be fulfilled before you can feel these different 
forms of motivation. These are biological factors also known as primary motivation. 
The primary motivation process has to do with an individual’s different needs, in 
example hunger, thirst, sex and social needs. These are important factors that need to be 
fulfilled from the beginning. Secondary motivation has its origin in the primary 
motivation processes. This motivation has to do with the individual’s social and cultural 
learning. Secondary motivation theories are focusing on goals in the surroundings 
instead of inner needs and motives (Öhman, 2008). 
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Motivational factors can differ a lot between a consultant’s formal organization and the 
consultant’s occasional work-place. A consultant’s formal organization can motivate 
the consultant in one way while a consultant’s occasional work-place can motivate in 
another way. The occasional work-place can for example motivate the consultant 
during a commission. The manager at the occasional work-place can give the consultant 
feedback and help him or her to succeed with the commission. Other employees at the 
occasional work-place can motivate the consultant by letting him or her be a part of the 
group and to join different activities. The formal organization on the other hand pays 
the consultant his or her salary each month. The formal organization also can decide 
about rewards. After a consultant has finished a commission his or her employer at the 
formal organization can decide whether he or she is going to give the consultant a 
reward for his or her performance or not. 

3.5 McClelland’s Theory of needs 
David McClelland was an American personality psychologist and a social psychologist. 
In 1938 McClelland presented a theory of motivation based on Henry Murray’s theory 
of personality. This theory is a comprehensive model of human needs and motivational 
processes. The theory sometimes is referred to as the three needs theory or as the 
learned needs theory. McClelland claimed in his theory that human motivation consists 
of three needs that are very dominant. These are the need for achievement, the need for 
power and the need for affiliation. These three needs are important for a consultant in 
different ways but a consultant needs them all more or less. 

3.5.1 Achievement 
H2. Feedback from formal as well as occasional employer both during and after a 
commission is important. 
 
If a person has a need for achievement he or she seeks to excel him- or herself and he or 
she avoid both high-risk and low-risk situations. A person with a high need for 
achievement is also very creative if he or she has the right conditions for it. If a 
consultant has a high need for achievement he or she wants to have challenging but 
realistic goals. The consultant wants of course to manage them and perform as good job 
as possible. A consultant with a high need for achievement also needs strong and 
regular feedback so he or she can continue his or her work and achievements. This 
strong need for feedback is a way for the consultant to secure that he or she is doing the 
right work. It is also important for a consultant to get feedback so that he or she feels 
satisfied with him- or herself. The consultant then gets an inner motivation and this 
motivation helps the consultant to perform an even better job than before. The purpose 
is of course to do something different compared to what was done earlier (McClelland, 
1987). 
 
When a consultant starts to work with a commission it is very important to make clear 
what expectations the consultant has and what expectations the customer has. This is 
very important to do before the consultant starts a commission. If the consultant and the 
customer do not clear this out from the beginning it will sooner or later during the 
commission appear some kind of problems. These problems will affect the relationship 
between the consultant and his or her customer. According to Andersson (2001) it is 
very important to specify for how long the consultant will work with a commission. Is 
it about days, weeks or months? How many people from the customer’s company will 

 -11-



be involved in the commission? In what way will the commission be evaluated? These 
are important things that need to be cleared out before the consultant starts to work with 
the commission. This will affect the consultant’s work because if there are problems 
they can contribute to a bad performance by the consultant. This is then the opposite of 
what the consultant wants to achieve (Andersson, 2001). 
 
Merchant and Van der Stede (2007) talk a lot about achievement in their book 
Management control systems. Among other things they talk about management control 
benefits. To do a good achievement a consultant must be motivated. One of the control 
benefits according to Merchant and Van der Stede (2007) is motivational. Some 
employees need incentives to give something extra required to perform a task well 
while some employees can work hard without incentives. But at some point an 
employee need some sort of reward to go on. He or she needs to get encouragement to 
perform even better than he or she normally does. Another control benefit that 
Merchant and Van der Stede (2007) talks about is personnel-related. An important part 
of employees’ total compensation package is performance-dependent rewards. This 
type of rewards is positive for consultants because it can give the consultants extra 
motivation to do a good job. Then they know that if they perform something good they 
will be rewarded. 

3.5.2 Power 
H3. Power as responsibility is given to consultants through opportunities to influence 
what commissions to perform and in what way the commissions are to be performed. 
 
The need for power for a person can be one of two types; personal and institutional. 
Individuals with a need for personal power want to direct other people and this need is 
often perceived as undesirable. Individuals with a need for institutional power, also 
known as social power, want to organize the efforts of others to develop the goals of the 
organization forward. If you compare managers with a high need for institutional power 
with those with a high need for personal power, managers with a high need for 
institutional power tend to be more effective than managers with a high need for 
personal power (McClelland, 1987). 
 
How a consultant acts during a commission is of course different from consultant to 
consultant. It depends, among others, on his or her values, attitudes, education and 
experience. These things will put a consultant in a position where he or she gets 
different levels of power. A consultant can get power because of his or her knowledge 
but he or she can also get power by just being him- or herself. Some people have 
authority from the beginning while some people must demonstrate there knowledge to 
get authority (Andersson, 2001). When a consultant comes to a new work-place where 
he or she will do a commission it is important for the consultant to show right away that 
he or she is the best of doing what the commission asks. The consultant is the expert 
and that is the reason for why the consultant has been given the commission. The 
consultant gets authority by being an expert. 
 
Power can also be a reward for a consultant. If a consultant has performed a good 
achievement he or she can be rewarded with something that gives the consultant power 
over something or someone. Responsibility is a good example of power. Responsibility 
can be one of the expectations a consultant has after a successfully completed 
commission. A consultant maybe thinks that he or she deserves more responsibility just 
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because he or she is good at something. The responsibility can give the consultant 
opportunities to influence his or her formal organization’s future. Further this will 
probably give the consultant a feeling of status, power and satisfaction. Power can also 
lead to self-actualization for the consultant.  
 
Power can also be seen as something negative. To have power is not always a good 
thing. Power can lead to that the consultant drifts apart from his or her co-workers. If 
the consultant has authority he or she needs to make decisions and these decisions are 
not always fun to make. This is the negative side of power.  

3.5.3 Affiliation 
H4. Consultants alternate between different work-places and therefore it can be hard to 
feel affiliation with their co-workers at the different work-places.  
 
People with a high need for affiliation need harmonious relationship with other people 
and they also need to feel accepted by other people. They also need to be appreciated 
by others. These people tend to adapt themselves to the norms of their work-group. 
These people also prefer work that provides important personal interactions. They like 
being part of a group and they can perform well in customer service and client 
interaction situations. McClelland also calls the need for affiliation for “the need to be 
with people” (McClelland, 1987). The need for affiliation also includes sexual contact, 
including different types of emotional interpersonal relationships. McClelland writes 
that observers of this need have always seen how important this is to life and health. 
They have also noticed how pervasive it is and how it appears in different forms. 
Everyone agrees that it is important to satisfy the love need. 
 
A consultant often has two work-places and therefore more colleagues. Theoretically a 
consultant has more opportunities to be a part of a group because he or she is 
surrounded by several co-workers all the time who can appreciate the consultant and his 
or her work. It is important for a consultant to have a good relationship with his or her 
employer at the occasional work-place because the consultant needs to feel appreciated 
and get feedback from the employer. 
 
When a consultant works at an occasional work-place the meaning is to fulfil a 
commission that has been given to the consultant. But to be able to perform as good as 
possible it is important for the consultant to feel comfortable with his or her work-
situation and his or her co-workers. If the consultant feels comfortable with this he or 
she will probably perform a better job and the result will then probably be better than it 
would have been without the consultant feeling comfortable. 
 
When it comes to the formal organization it is also important for a consultant to feel 
that he or she belongs there. Even if the consultant often spends a lot of time at an 
occasional work-place he or she needs to feel some sort of affiliation to his or her 
formal organization. Consultants who spend much time at their formal organization will 
probably feel higher affiliation with their co-workers at their formal organization than 
consultants who spend a lot of time at an occasional work-place would do. As 
McClelland writes, some people like interacting with other people and some like it 
more than others. It is up to the consultant how he or she wants to interact with other 
people. 
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3.6 Incentive systems 
H5. Monetary rewards are to greater extension more appreciated than non-monetary 
rewards.  
 
Incentive systems are a central part in the work with motivation. Merchant and Van der 
Stede (2007) writes that incentive systems are important because they remind and 
inform employees of what results that are desired.  The systems also motivate the 
employees to achieve and exceed the performance targets. Individuals are becoming 
motivated when they get some sort of appreciation. They can get this appreciation by 
receiving nonmonetary or monetary rewards which Merchant and Van der Stede (2007) 
calls it. 
 
Nonmonetary and monetary rewards can easily be linked together with McClelland’s 
need for achievement. If a consultant performs something good he or she will probably 
get some kind of reward for it. If a consultant has a need for achievement he or she 
wants to perform something good. If a consultant gets a reward when he or she has 
performed a commission well the consultant will probably be motivated and perform 
even better in the next commission.  

3.6.1 Nonmonetary rewards 
An organization uses a lot of different types of rewards. Many of the rewards 
organizations use are nonmonetary. Merchant and Van der Stede (2007) says that it is 
probably correct to state that individuals value money but monetary rewards are not the 
only things that individuals value. Nonmonetary rewards are often valued in great 
extent by employees and, in some cases, nonmonetary rewards means smaller expenses 
for an organization. Examples of nonmonetary rewards can be for an employee to get 
promoted because he or she has done something well during a longer time. To be 
praised and to get recognition are also nonmonetary rewards. These types of rewards 
are good for inner motivation. Other nonmonetary rewards can be to get a reserved 
parking place or a country club membership. Job security is also something that an 
employee values very high. To get a job or an office assignment can also be seen as a 
nonmonetary reward (Merchant and Van der Stede, 2007). 
 
If a consultant gets these types of rewards he or she will probably increase his or her 
will to perform a good job. Some of these rewards are good example of rewards which 
are very cheap for an organization. It does not cost anything to praise a consultant or to 
give consultants recognition. 
 
A consultant’s occasional work-place has opportunities to give the consultant 
nonmonetary rewards. The employer and the employees at the occasional work-place 
can show the consultant appreciation. They can also give the consultant feedback 
during a commission. The employer can also give the consultant benefits like a 
reserved parking place or a nice office. 
 
A consultant’s formal organization has some opportunities to give their consultants 
nonmonetary rewards. The employer at the formal organization can promote a 
consultant. The employer can also give the consultant some benefits at his or her formal 
organization. Just as the employer at the occasional work-place the employer at the 
formal organization can give the consultant a reserved parking place or maybe a 
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country club membership. The employer at the formal organization can also give the 
consultant a job security.  

3.6.2 Monetary rewards 
Money is an important form of reward and it is often linked to performance. As 
mentioned earlier it is certainly not the only form of reward and it is not necessarily the 
best one. But it is a very common form of reward that exists in different forms. As well 
as nonmonetary rewards, monetary rewards are appreciated among employees. A 
monetary reward can be a bonus or a salary raise. It can also be that an employee 
receives shares or options within his or her company. 
 
The big question is if every individual appreciate money to the same extension. For one 
consultant a bonus can mean a lot. The bonus can be seen as an appreciation for 
something the consultant has performed well. This consultant’s self-confident will 
probably increases and he or she will become very satisfied with him- or herself. For 
another consultant this bonus can mean nothing. This consultant maybe already has a 
high salary and do not care about a bonus. Maybe another consultant would appreciate 
individual development instead of a bonus.  
 
A consultant’s occasional work-place does not have the opportunity to give the 
consultant a monetary reward. The occasional work-place already pays the consultant’s 
formal organization for the service the consultant performs.  
 
A consultant’s formal organization has opportunities to give their consultants monetary 
rewards. The employer at the formal organization can give a consultant a bonus if the 
consultant has performed something very well. The employer can also decide whether 
he or she is going to give the consultant a salary raise or not.  
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4 Empiric 
This chapter presents information about the organization. It will also present the result 
from the questionnaire.  

4.1 The organization 
The study was performed in the company MSX International (MSXI). MSXI is the 
leading global provider of outsourced business solutions, integrating automotive best 
practices technology and information. It is important for MSXI to have the right people 
with the right management skills and there solutions are tailored to meet specific 
industry needs and they are also designed to deliver high quality technical standards 
and expertise. Their solutions are supposed to help their clients to, among others, 
reduce warranty costs and eliminate process waste, increase sales and generate new 
revenue opportunities. They have more than 70 years of experience from the industry. 
You can find MSXI in 18 countries and they have more than 3,600 automotive experts. 
MSXI in Scandinavia have its board in London, Britain and Sweden MSXI has its only 
office in Gothenburg 

4.2 The motivation system 
MSXI do not have a worked out system that deals with motivation today. They think a 
lot about this and they have made some plans and sketches on this but it is a long 
process to get a working system that deals with motivation. Today MSXI have fixed 
salaries. They do not have rewards as bonus but that is something they will take in 
consideration when they make plans about a motivation system. 
 
MSXI do not have any determined goals for the future when it comes to the work with 
motivation.  

4.2.1 Benefits 
MSXI give their employees a benefit as a gym card. They pay 50 percent of the gym 
card up to a maximum of 2000 SEK. Another benefit is that an employee can get 
promoted within the organization. An employee has the chance to get a higher position 
within MSXI and he or she also has the opportunity to work abroad. Other activities 
they have is of course a Swedish Christmas buffé when they all get together right 
before Christmas to eat and to socialize. They have also met a few times during the 
early summer to have a pentathlon or to play bowling. But this is an activity they have 
not been able to do so many times because it is very expensive to transport every 
employee from their home countries to a common location. 

4.3 Commissions 

4.3.1 How does a consultant get a commission?  
A consultant often works with some sort of commission. This commission arises when 
a retailer buys a commission from one of MSXI’s sellers. Example of retailers can be 
Renault, Peugeot or Ford. When the seller has sold a commission the team-leader study 
the commission and decides if one of his consultants would fit for the commission. 
After doing that he talks with a chosen consultant and then the consultant gets to say his 
or her point of view about the commission. The consultant tells the team-leader if he or 
she thinks the commission is good and if the location of doing the commission is 
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acceptable. If the consultant feels uncertain of whether he or she can manage the 
commission the team-leader’s task is to push and convince the consultant that he or she 
actually can manage the commission. Disregard from that, according to Lennart 
Larsson, a consultant can decide a lot when it comes to decisions about commissions.  
 
4.3.1.1 The follow-up of a commission 
After a commission it is important to do an evaluation. Both the employer at MSXI and 
the employer at the consultant’s occasional work-place are of course very interested in 
the result. When a consultant has performed a commission at an occasional work-place 
he or she must write a report about the work performed. The consultant’s employer then 
gets access to the report. The team-leader will then get a sample test of the reports from 
the consultants and evaluate them. After a commission is completed the consultant and 
the seller often do another visit at the customer. They make an evaluation and make 
sure that the customer is satisfied with the consultant’s work.  
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4.4 Results from the questionnaire 
This part presents the results from the questionnaire. The complete questionnaire as it 
was sent to the respondents can be found as “Attachment”.  
 
4.4.1 Background variables Question 1-4 
4.4.2 About MSXI Question 28, 30 
4.4.3 Motivation Question 9 
4.4.4 Achievement Question 18-23 
4.4.5 Power Question 14-15 
4.4.6 Affiliation Question 13, 24-26 
4.4.7 Incentive systems Question 16, 27 
 

4.4.1 Background variables 
The age structure is relatively even between the ages of 26 to 45 years old. There are no 
respondents between the ages of 46-60 years old. Then there is a small group of 
respondents that is 61 years old or older. It is important to take this in consideration 
when analysing the answers from the questionnaire. That the majority of the 
respondents are between 26-45 years old can reflect the answers. 
 
Diagram 1 Age structure 
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The respondent group consisted of 75 % men and 25 % women. 
 
Diagram 2 Gender structure 
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There are many respondents with a short period of service. A possible explanation to 
this can be that the consultants within MSXI need to get new challenges after a few 
years. It can also be that the consultants feel that MSXI does not motivate them any 
longer. Therefore the consultants’ motivation will decrease and sooner or later they will 
end their employment at MSXI. This can then be a reason to why many of the 
consultants have short periods of service. 
 
Diagram 3 Employment time 
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About 45 % of the consultants however spend only 5 days or less at an occasional 
work-place. 
 
Diagram 4 Time spent at occasional work-place 
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4.4.2 About MSXI 
Over 50 % could not see themselves working within MSXI 10 years from now. 10 
years is a very long period of time. Maybe it would have been better to ask if they could 
see themselves working within MSXI 3 years from now.  
 
Over 50 % of the respondents answered that they could not see themselves working 
within MSXI in 10 years from now. Those who answered got the opportunity to answer 
why. One respondent answered that he or she did not feel that MSXI cared very much 
about their consultants. He or she thought that MSXI was just paying their salaries but 
nothing more. Another respondent answered that he or she felt that there was no 
solidarity at MSXI. He or she also answered that the consultants at MSXI never did 
things together like common activities. One respondent answered that he or she had no 
trust for MSXI. One respondent answered that he or she thought it was too much 
travelling within his or her work. Another respondent answered that his or her 
personality needed some new input every three to five years. This respondent also 
answered that he or she would like to go back to school and get a bachelor degree. One 
respondent answered that he or she would get bored of doing the same thing for several 
years. This respondent could not see any opportunities to develop him- or herself within 
MSXI.  
 
 
Diagram 5 Working at MSXI 10 years from now 
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Most of the respondents were happy or very happy with their employment today which 
is very good for MSXI. But there was a small group that only felt a little happy or not 
happy at all with their employment. This is a group that MSXI needs to focus a lot on. 
The respondents who did not feel happy with their employment will probably end their 
employment very soon and a consequence from that will be that MSXI looses 
competence and knowledge which probably then will go from their company to another 
company.  
 
Diagram 6 Happy working at MSXI 
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4.4.3 Motivation 
The majority felt motivated by the opportunity to become promoted. 
 
Diagram 7 Motivated by promotion 
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Those who answered “yes” in previous question had to answer a following question;  
To what extent do you get motivated by the opportunity to become promoted?  
Among those who answered that they became motivated by the opportunity to become 
promoted a group thought that they became very motivated by the opportunity while 
another group thought that they became very little motivated by the opportunity. 
 
Diagram 8 How motivated by promotion 
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4.4.4 Achievement 
 
Diagram 9 Feedback from MSXI during 
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Diagram 10 Feedback from MSXI after 

Receiving feedback from MSXI manager after commission
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Those who answered “yes” in previous two questions had to answer two following 
questions;  
If you get feedback from your manager at MSXI, would you like to get more feedback 
during a commission than you already get? 
 
Diagram 11 More feedback from MSXI wanted during 
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If you get feedback from your manager at MSXI, would you like to get more feedback 
after a commission than you already get? 
 
Diagram 12 More feedback from MSXI wanted after 
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The respondents who wanted to have more feedback also had to answer what they 
thought were missing now. One respondent answered that he or she would like to have 
information after a commission about what the customer thought of the consultant’s 
visit and also what results the customer reached. The respondents wanted to know if the 
organization was going in the right direction or not. Another respondent answered there 
was a lack of communication. He or she would like to have more communication 
between the consultant and the consultant’s manager in the formal organization. 
Communication is an important part in the work with motivation.  
 
Diagram 13 Feedback from occasional manager during 
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Diagram 14 Feedback from occasional manager after 
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Those who answered “yes” in previous two questions had to answer two following 
questions;  
If you get feedback from your manager at your occasional work-place, would you like 
to get more feedback during a commission than you already get? 
 
Diagram 15 More feedback from occasional manager wanted during 
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If you get feedback from your manager at your occasional work-place, would you like 
to get more feedback after a commission than you already get? 
 
Diagram 16 More feedback from occasional manager wanted after 
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A few of the respondents who received feedback from their manager at their occasional 
work-place would like to receive more feedback. These few respondents were 
apparently not satisfied with the amount of feedback they already received. No 
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respondent answered any particularly reason to why they wanted to receive more 
feedback from their manager at their occasional work-place. 

4.4.5 Power 
The majority of the respondent felt that they were involved more or less when it came 
to decide what commissions they were going to perform.  
 
Diagram 17 Involvement in commission choice 
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Diagram 18 Involvement in choice of commission performance 
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4.4.6 Affiliation 
 
Diagram 19 Loyalty during commission 
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Diagram 20 Affiliation with occasional co-workers 
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Diagram 21 Affiliation with MSXI co-workers 
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Most of the respondents answered that they experienced equal affiliation with their co-
workers both at their occasional work-place and in their formal organization. Most of 
the respondents who did not answer that they felt equal affiliation answered that they 
felt more affiliation with their co-workers at their formal organization than they did 
with their co-workers at their occasional work-place.  
 
Diagram 22 Affiliation to co-workers during commission 
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4.4.7 Incentive systems 
 
Many of the consultants would appreciate a reward after finishing a commission with a 
good result. 
 
Diagram 23 Appreciation of rewards 
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This diagram presents a clear picture of how the respondents value the different kinds 
of rewards.  
 
Diagram 24 Importance of rewards - comparison 
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5 Analysis 
This chapter discusses different theories regarding motivation versus the empirical 
material. 

5.1 About MSXI 

5.1.1 How happy working at MSXI 
Most of the respondents answered that they were happy or very happy with their work-
situation today. This diagram shows the relation between the respondents opinion about 
how happy they are with their employment at MSXI today and for how long they have 
been working at MSXI. 
 
Diagram 25 Happy working at MSXI vs employment time 
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The respondents who have been working for MSXI for two years or less answered that 
they were very happy with their work-situation today. An employee who recently has 
started to work for an organization will probably feel very happy with their work-
situation. They are eager to start to work and they have not worked at the organization 
long enough to discover possible problems. Another explanation to this can be that 
MSXI focus a lot on motivation of their “new” consultants.  
 
The respondents who have been working for MSXI between two and four years 
answered that they were fairly happy with their work-situation. A possible explanation 
to this can be that MSXI does not care about these respondents in the same way MSXI 
did in the beginning of their employment. In the beginning of a consultant’s 
employment MSXI works hard to make the consultant feel happy with his or her 
employment but after a few years this hard work disappear. New consultants start to 
work within MSXI and then MSXI focus on the new consultants instead of their 
already existing consultants. If MSXI’s interest for their already existing consultants 
decreases a consequence from this can be that the consultants’ motivation also 
decreases. This will affect MSXI negatively because then the consultants probably will 
not perform their best. It can also lead to that the consultants will end their employment 
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at MSXI. This can be an explanation to why many consultants also have short periods 
of service. 

5.1.2 Working at MSXI 10 years from now 
To ask the consultants if they could see themselves working within MSXI in 10 years 
from now was a bit too long period. If I had asked if they could see themselves working 
within MSXI 3 years from now, or 5 years from now I would certainly have received 
another distribution of the answers. 
 
But many of the answers show a pattern. The answers are enhancing the result 
presented in page 32. According to diagram 25 the respondents felt that after three to 
four years they started to feel less happy with their employment. They felt that MSXI’s 
interest for the consultants was falling. An explanation to this can be that MSXI does 
not focus any longer on their consultants who have been working within the 
organization for three to four years.  
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5.2 Motivation 
H1. Promotion is always a motivational factor for consultants. 
 
The respondents between the ages of 26 to 30 years and 36 and 40 years get very 
motivated by the opportunity to become promoted. The consultant then has many years 
left to work and to become promoted is something that means a lot to a consultant’s 
inner motivation. To become promoted means that the consultant’s employer at the 
formal organization is satisfied with the consultant and that the employer trusts him or 
her. The employer wants to give responsibility to the consultant and that is something 
that will contribute a lot to the consultant’s motivation to continue on with his or her 
work and to perform even better than before. Promotion is something an employer can 
offer his or her employees. 
 
Diagram 26 Motivated by promotion vs age groups 
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Granbom (1998) writes that intrinsic motivation can increase when the individual is 
encouraged to take own initiatives. If a consultant gets promoted he or she will be able 
to decide more than before and this will lead to that the consultant will take own 
initiatives. The study does not show support for hypothesis 1 (H1) that promotion 
always is a motivational factor. Promotion is sometimes a motivational factor. Every 
consultant does not get motivated by the opportunity to become promoted. We can see 
a great spread depending on age in diagram 26. Younger consultants feel more 
motivated than older consultants. There are a group of consultants that are not 
motivated by the opportunity of promotion. A possible explanation to this can be that 
these consultants get motivated by other things.  
 
A possible explanation to why some of the consultants answered that they became 
motivated by the opportunity to become promoted can be that they are missing 
something in their employment today. They might have a high need for achievement 
and want to excel themselves. This will give them a high self-confidence and that will 
probably lead to that they will increase the quality of their work.  
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Of those who answered “yes” in previous diagram answered to what level they got 
motivated by the opportunity to become promoted as shown below. A possible 
explanation to why the respondents between 31-35 years old became very much 
motivated by the opportunity to become promoted can be that this group of respondents 
has been working for a couple of years and they feel that they want to move on. They 
need something that motivates them to continue with their work. Promotion is 
something that will motivate them. The respondents in this group are also in the age 
where you want to work and earn money. They are probably in the right age to become 
promoted because they are very willing to work. Another explanation to why they 
would like to become promoted can be that they want to develop themselves. They 
want to get new knowledge and they also want to develop their organization. 
 
Diagram 27 Degree of motivation by promotion vs age groups 
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The study clearly shows that there also is a spread depending on age regarding the 
extent of motivation by promotion. Promotion motivates different consultants to 
different extents. The group of consultants between 31-35 years gets very motivated 
while the older respondents became very little motivated. A possible explanation to this 
can be that they have been working for several years and are soon going to retire. 
Promotion does not motivate them any longer. They are satisfied with their work-
situation today. 
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5.3 Achievement 
H2. Feedback from formal as well as occasional employer both during and after a 
commission is important. 

5.3.1 The formal organization 
Over 70 % answered that they did not receive any feedback from their manager in their 
formal organization during a commission at an occasional work-place. Over 50 % 
answered that they did not receive any feedback from their manager in their formal 
organization after they had finished a commission at an occasional work-place. These 
are quite serious numbers. It should be important for MSXI that their consultants 
perform commissions with good results. To be able as a consultant to perform as good 
as possible it is important to receive support and motivation both from his or her 
manager in the formal organization and from the manager at the occasional work-place. 
 
50 % of the respondents were not satisfied with the amount of feedback they received 
from their manager in their formal organization. An explanation to this can be that these 
people have a strong need for achievement. They receive feedback but they want to 
have more. As McClelland (1987) said, a strong need for feedback is a way for an 
employee to secure that he or she is doing the right work. Maybe these respondents are 
insecure and need to get appreciation from everyone around them. It can also be that 
they need more motivation to feel that they want to perform better than they normally 
do. McClelland (1987) writes that if an employee, in this case a consultant gets a 
certain level of feedback that consultant will very likely make a better job than he or 
she would have done without any feedback.  
 
Almost 50 % of the respondents did receive feedback from their manager in their 
formal organization after they had finished a commission. This can be compared to 
only 30 % that received feedback from their manager in their formal organization 
during a commission. This can be a result of that MSXI thinks it is more important to 
give their consultants feedback after a commission than during a commission. It is 
equally important to give feedback during a commission as after a commission but 
sometimes it can be more important to give feedback during a commission than after a 
commission. The reason to this is that the result of the commission is decided more or 
less during the commission. If the consultant gets feedback during a commission he or 
she will probably perform better than he or she would have done without any feedback.  
 
This study shows support for hypothesis 2 (H2). We can clearly understand from the 
analysis that the consultants think that feedback is important from the formal 
organization. Half of the consultants who receive feedback want more. A plausible 
assumption is that the consultants not receiving feedback also want feedback.  
 
A possible explanation to why so many respondents answered that they did not receive 
any feedback from their manager during a commission can be that the manager in their 
formal organization does not have the time or does not give priority to give feedback to 
his or her consultants. It can also be that some consultants have a strong need for 
achievement which the manager is unable to satisfy. Every consultant is an individual 
and it is hard for a manager to satisfy every consultant’s needs. But only 30 % of the 
respondents answered that they did receive feedback from their manager during a 
commission and this is a very low number. The consultants’ manager at MSXI should 
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be more interested in giving feedback to his or her consultants during a commission. It 
is actually during a commission the commission’s result is created.   

5.3.2 The occasional work-place 
Over 50 % of the respondents answered that they received feedback from their manager 
at their occasional work-place both during and after a commission. It is easier for a 
manager at an occasional work-place to give feedback during a commission than it is 
for a manager at a formal organization. The manager at the occasional work-place 
meets the consultant often and when the manager meets the consultant he or she can 
give feedback during the time the consultant performs the commission and this will 
help the consultant to get motivated and to perform as good as possible.  
 
Something that is very interesting is that 50 % of the respondents answered that they 
did not receive any feedback from their manager at their occasional work-place neither 
during a commission nor after a commission. It is quite strange because it should not be 
hard for a manager at an occasional work-place to give his or her employees feedback if 
they are located at the same office. It would also be important for the manager at the 
occasional work-place to give the consultant feedback because the manager should be 
very interested in the result that the consultant performs. The manager at the occasional 
work-place pays for the work the consultant performs and it should be important for the 
manager that the consultant performs as good as possible because this will favour the 
manager at the occasional work-place in the end. A consultant will probably perform 
even better than before if he or she receives more feedback 
 
This study shows support to hypothesis 2 (H2). Even here the consultants think that 
feedback is important. 50 % of the consultants receive feedback both during and after a 
commission. A large number of those also want more. Again a plausible assumption is 
that the consultants not receiving feedback also want feedback. 

5.3.3 Summary of occasional work-place and formal organization 
It is of course important for the consultants to receive feedback, support and 
appreciation from both of their managers. Consultants are in a different position 
compared to regular employees in a regular organization. Consultants need to satisfy 
two managers and you could think it would be enough for a consultant to only receive 
feedback from one manager. If the managers are satisfied the consultant will probably 
also be satisfied. If the consultant is satisfied with him- or herself he or she will find a 
form of inner satisfaction and this will increase the possibilities of performing a good 
job. If the consultant’s managers show appreciation to the consultant, the consultant 
will see this as a form of extrinsic motivation. The consultant then transforms the 
extrinsic motivation into intrinsic motivation. If a consultant feels motivated both 
extrinsic and intrinsic this could be seen by the consultant’s managers and this could 
then lead to that the managers will pay attention to this and maybe starts to give the 
consultant more feedback than before.   
 
Some respondents answered that it was hard to answer the question about feedback 
after a commission. They had been working for the same occasional work-place for 
several years and they had never finished their commissions. Because of this they had 
never received any feedback after a commission neither from their manager in their 
formal organization nor from their manager at their occasional work-place.  
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5.4 Power 
H3. Power as responsibility is given to consultants through opportunities to influence 
what commissions to perform and in what way the commissions are to be performed.  

5.4.1 The formal organization 
Over 50 % of the respondents answered that they were involved or very involved in 
deciding what commission they were going to perform. Some of the consultants said 
that they could not decide anything when it came to what commissions they were going 
to perform. It is important to any employee to feel that he or she is involved in 
decisions that concerns his or her employment. If a consultant cannot decide what 
commissions he or she is going to perform the consultant can feel that his or her 
manager or organization do not have confidence in the consultant. This will probably 
lead to that the consultant’s motivation will be reduced and the worst scenario is that 
the consultant will end his or her employment. The organization will then loose 
competence and this will effect the whole organization negatively.  
 
Many of the respondents answered that they could decide much when it came to in 
what way they were going to perform a commission. That the consultants can decide 
give them a feeling of power and authority. It is important for MSXI that their 
consultants feel they are involved in the decision-processes around commissions. Then 
MSXI can trust the consultants that they will perform a good job. It is also important 
for a consultant as an individual to feel that he or she is involved in the decision-
processes. It gives the consultant a form of inner motivation and that will help the 
consultant to feel that he or she is helping to develop his or her formal organization in 
the right direction. If the consultant feels that he or she is developing his or her formal 
organization this will probably lead to a feeling of authority and power. This because 
the consultant can decide some on his or her own.  

5.4.2 The occasional work-place 
To be involved in deciding about commissions give the consultants a certain degree of 
power. The consultants get self-confidence from power and that will probably appear 
when they are going to perform a commission at their occasional work-place. The 
manager and the employees at a consultant’s occasional work-place know that the 
consultant is the best person to do what the commission asks and this will give the 
consultant authority. The authority will probably lead to that the consultant gets 
appreciation from his or her co-workers at the occasional work-place and this will 
increase the consultant’s motivation.  
 
As said before many consultants could decide a lot when it came to in what way they 
were going to perform a commission. A result from this is that the consultant then gets 
a lot of responsibility and responsibility means that the consultant can take own 
initiatives. This will lead to inner motivation for the consultant and inner motivation 
will increase the consultant’s motivation to perform an even better job than before.  

5.4.3 Summary of occasional work-place and formal organization 
Power is something every employee needs. Power gives an employee a feeling of 
authority and as said before power will very likely lead to an increased performance. 
But there is a consequence from this to. Power can also be seen as negative. 
McClelland (1987) writes about how people with a strong power motive behave under 
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various circumstances. This was different between men and women. To be openly 
assertive is more common for a man to be than for a woman. But McClelland (1987) 
writes that if a person, man or a woman has a lot of power he or she will have more 
impulses to being aggressive. McClelland (1987) claims in his book Human Motivation 
that people with a high power motive strive to be assertive. If a person is assertive or 
aggressive he or she will have problems with his or her co-workers. No one wants to 
work with a person who is assertive or aggressive. This is the negative side of power. 
 
This study shows support to hypothesis 3 (H3). The consultants receive responsibility 
from their manager at their formal organization. This will lead to increased 
participation in the decision-process and then the consultant will probably get more 
motivated. But there was a small group of consultants that felt they were not involved 
at all in deciding what commissions to perform. This is an important group to analyse. 
Maybe they do not want to be involved or maybe they just do not feel that their 
manager trust them. The result from this group is not supporting hypothesis 3 (H3). 
 
The majority of the consultants felt they could decide much regarding in what way they 
were going to perform their commissions. The consultants can decide different courses 
of action both together with their manager at their formal organization as well as with 
the manager at their occasional work-place. This form of power is important for a 
consultant because then he or she will probably get more motivated and then perform a 
better job than before.  

5.5 Affiliation 
H4. Consultants alternate between different work-places and therefore it can be hard to 
feel affiliation with their co-workers at the different work-places.  
 
To feel affiliation with a group or an individual is important to every employee. When 
the employee feels affiliation with someone he or she will probably also feel loyalty to 
the individual. Loyalty arises between two individuals when they feel they can trust 
each other. To feel affiliation with someone contributes to a higher feeling of loyalty.  
 
One question about loyalty and affiliation was to whom the respondents felt they were 
most loyal. Most of the respondents were equally loyal to their formal organization as 
well as to their occasional work-place. The question about loyalty maybe is something 
that the respondents do not think of very much and therefore there is a risk with this 
question. An explanation to why the respondents answered “equally loyal” can be that 
they thought it was the right thing to answer.  
 
An explanation to why more respondents feel more loyalty to their occasional work-
place than they do to their formal organization is that when a consultant performs a 
commission he or she works at his or her occasional work-place. It is easier to feel 
affiliation to someone if you are close to it. McClelland (1987) writes that a person with 
a high need for affiliation learn social relationships more quickly and when a consultant 
work at an occasional work-place it is very important to create social relationships with 
his or her co-workers quickly.  

5.5.1 The formal organization 
Most of the respondent did not experience that it was hard to affiliate with the 
employees in their formal organization. A possible explanation to this can be that these 
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respondents probably spend a lot of time at their formal organization. A result from this 
can be that the consultants feel that it is easier to affiliate with their co-workers in their 
formal organization. The formal organization has the possibility to arrange some 
common activities and these activities is a good way for the consultants to spend time 
together. This will lead to that the consultants will feel a stronger affiliation with their 
co-workers. 
 
A fifth of the respondents experienced that it was hard to feel affiliation with their co-
workers in their formal organization. A possible explanation to this can be that these 
respondents spend many days per month at their occasional work-place. Because of this 
they will not have much time to spend with their co-workers in their formal 
organization and that will make it hard for the consultants to affiliate with them. 
 
It is of course very individual if an employee wants to affiliate with his or her co-
workers or not. As McClelland (1987) said; “Some people like interacting with other 
people and some like it more than others. It is up to the individual how he or she wants 
to interact with other people”. 
 
A reason to why the respondents felt more affiliation with their co-workers at their 
formal organization than at their occasional work-place can be that the respondents get 
their monthly salary from their formal organization and that it is most important to 
satisfy the formal organization. If the respondents value their formal organization more 
they will also probably value to spend more time with their co-workers in their formal 
organization than with their co-workers at their occasional work-place. 
 
Those who answered that they felt more affiliation with their co-workers at their 
occasional work-place probably feel that it is very important to get appreciation during 
the time of their commission. This can lead to that they think that to be able to perform 
as good as possible they need to get motivated right away from their co-workers and 
employer at their occasional work-place.  
 
This study does not show support to hypothesis 4 (H4). Even if the consultants work at 
different work-places many of the consultants feel strong affiliation with their co-
workers. Only 20 % felt it was hard to feel affiliation with their co-workers at their 
formal organization. This group maybe works a lot at their occasional work-place and 
does not meet their co-workers at their formal organization very often. This could be 
one possible explanation. Another possible explanation to this can be that these 
consultants have not been working for very long for their formal organization. They 
have not had the opportunity to get to know their co-workers yet.  
 
The group of consultants who did feel affiliation with their co-workers at their formal 
organization maybe works a lot at their formal organization. A possible explanation can 
be that they co not have that many commissions at occasional work-places and 
therefore they spend more time with their co-workers at their formal organization. 

5.5.2 The occasional work-place 
To feel affiliation with your co-workers is very important at a work-place. It is 
important to feel comfortable with your employment and to be able to be comfortable 
with your employment you must feel that you are comfortable with your co-workers. 
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The majority of the consultants answered that they did not have any problems to feel 
affiliation with their co-workers at their occasional work-place. The consultants who 
are spending a lot of time at an occasional work-place also spend more time with the 
employees at their occasional work-place than other consultants do who are not 
spending as much time at an occasional work-place. This will increase the possibility 
for them to feel affiliation with their co-workers. McClelland (1987) says that it is quite 
obvious that an employee will feel stronger affiliation with the employees at the work-
place he or she is working at.  
 
If the consultants have a good relationship with the employees at their occasional work-
place the chance to get encouragement and appreciation from them will increase. A 
result from this can be that the consultants expect more appreciation from their co-
workers. They will surely get more appreciation from their co-workers but there can be 
a risk with this too. The consultants will focus too much on getting appreciation from 
their co-workers and to feel affiliation with them that the consultants forget about their 
commissions which actually is the main reason to why the consultants are working at 
their occasional work-place.  
 
The consultants who are going to perform a commission at an occasional work-place 
have to adjust themselves when they get there. A reason to why they have to adjust can 
be that the employees at the occasional work-place have traditions and norms that the 
consultants’ formal organization do not have. If the consultants like the new traditions 
and norms they will certainly feel affiliation with their co-workers at their occasional 
work-place. McClelland (1987) writes that there can be a risk with adjusting too much. 
If a person has a high need for affiliation he or she will adjust as much as possible 
because he or she wants to have such a good relationships with his or her co-workers as 
possible. But if the person wants to succeed it is not good to have a high need for 
affiliation.  
 
This part does not show support to hypothesis 4 (H4). The consultants do not feel that it 
is hard to affiliate with their co-workers at their occasional work-places. The reason to 
why it could be hard to feel affiliation could be that the consultants vary between 
different occasional work-places. Some consultants have the same occasional work-
place for several years but then there is a group of consultants that performs a 
commission for an occasional work-place and then move on to another occasional 
work-place. But the majority of the consultants thought it was easy to affiliate with 
their co-workers at their occasional work-place. If the consultants spend many days a 
month at their occasional work-place they will spend a lot of time with their co-workers 
there and this will probably lead to higher affiliation with them. But there is a group 
that feels it is hard to affiliate with their co-workers at their occasional work-place. This 
group of consultants maybe has a high need for affiliation which the co-workers can not 
fulfil. Another possible explanation can be that they do not spend so many days a 
month at their occasional work-place and therefore not so many days together with their 
co-workers. 
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5.6 Incentive systems 
H5. Monetary rewards are to greater extension more appreciated than non-monetary 
rewards.  
 
Rewards are something that can be given both from an occasional work-place and a formal 
organization but in different forms. Merchant and Van der Stede (2007) writes that rewards 
are supposed to remind and inform the employees of what results that are desired.  

5.6.1 Appreciation of a reward 
Almost every respondent said that they would appreciate a reward after they had 
finished a commission with a good result. According to Merchant and Van der Stede 
(2007) a reward will in most cases lead to increased motivation and thereby an 
increased effort in work. The result will probably be better than it would have been 
without any rewards.  

5.6.2 Importance of different types of rewards 
Rewards in different shapes are important to everyone. The respondents had the 
opportunity to rank the importance of different rewards. The diagram shows a summary 
of what the respondents answered regarding different rewards.  
 
Diagram 28 Importance of types of rewards 
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Bonus and salary raise are monetary rewards and they are being ranked as important by 
several of the respondents. Shares and options can be seen as both monetary rewards 
and non-monetary rewards. In this study shares and options are being seen as non-
monetary rewards. Most of the respondents answered that shares and options have a 
low importance to them. 

5.6.3 Nonmonetary rewards 
To receive a nonmonetary reward can help a consultant to increase his or her inner 
motivation. The consultant will feel satisfied with him- or herself and the quality of the 
consultant’s work will probably increase. 
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5.6.3.1 Common activities 
Many of the respondents answered that common activities were important to them. The 
general opinion among the group of respondents between 31-35 years old was that 
common activities were of very high importance. A possible explanation to this can be 
that the respondents believe that common activities will unite them and that will help 
the consultants to feel more affiliation with their co-workers both in their occasional 
work-place and in their formal organization. To have common activities with the co-
workers at an occasional work-place will probably lead to that the consultants will feel 
a stronger affiliation with their co-workers. They will also get more encouragement 
from their co-workers during their commissions and by that the consultants will 
perform better. To have common activities together with co-workers at a formal 
organization is not as easy as it is to have common activities with co-workers at an 
occasional work-place. The consultants who spend a lot of time at an occasional work-
place do not have many opportunities for that at their formal organization. This shows 
that an occasional work-place has more opportunities to give the consultants common 
activities than a formal organization.  
 
Another explanation to why consultants think common activities is important is that 
they think it is important to have a good relationship with their co-workers.  
 
5.6.3.2 Promotion 
Promotion was also one of the rewards that the consultants had to rank. A pattern 
shows that the younger the respondents were the higher they answered the importance 
of promotion was. A possible explanation to this can be that they see a future where 
they see themselves as a manager who can decide and take own initiatives. To think of 
this can increase the motivation for the consultants. They are working with the idea that 
hard work will pay.  
 
It is understandable that the respondents who are 61 years old or older do not value to 
be promoted very high. To be promoted is of low importance to them. A possible 
explanation to this can be that they already have been working for their entire life and 
they do not get motivated by such things as promotion any longer. To become 
promoted means in many cases a lot of hard work and the respondents who are 61 years 
old or older is probably not interesting in working that hard that would be necessary if 
they got promoted.  
 
Promotion is a reward that only a consultant’s formal organization has the opportunity 
to give. The consultant’s manager at his or her formal organization gets to decide 
whether the consultant is worthy to be promoted or not. A manager at an occasional 
work-place does not have the possibility. 
 
5.6.3.3 Shares and options 
Many of the respondents did not think that shares and options were of high importance. 
To have shares or options in an organization means to have power in that organization. 
The respondents who were younger did not think that shares and options were of high 
importance. The respondents who were between 36-45 years old answered that shares 
and options were important to them. A possible explanation to this can be that these 
respondents are eager to contribute with something to their organization and shares and 
options will give them more power within the organization. They will have more 
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possibilities to take decisions within the organization and thereby also receive more 
authority. The respondents will also by that have the possibility to develop themselves 
and receive new knowledge and also develop their organization. 
 
If you compare shares and options with promotion you can see a pattern and that is that 
the respondents who were younger valued promotion higher than they valued shares 
and options and the respondents who were older valued shares and options higher than 
they valued promotion. A consultant who is young has of course goals and visions and 
to fulfil these goals and visions the consultant needs to develop him- or herself and 
promotion is a good way to help the consultant to fulfil his or her wishes. A consultant 
who is older has probably already fulfilled his or her goals and visions and then they 
value shares and options higher than to become promoted.  
 
Shares and options is something a consultant’s formal organization has the opportunity 
to give. The formal organization gets to decide if the consultant is worthy power within 
the organization. An occasional work-place cannot give this reward to a consultants 
because the consultant is only working at an occasional work-place temporary. 

5.6.4 Monetary rewards 
A monetary reward is a very clear and easy way for an employer to motivate his or her 
employees and by that get fast results. 
 
5.6.4.1 Bonus 
Bonus is a kind of reward that many of the respondents value highly. If a consultant has 
performed something good he or she would like to get some sort of appreciation for his 
or her achievement. A good appreciation according to the respondents is to get a bonus. 
Every age group thinks that bonus is an important reward. Money is something that 
most individuals react to positively. A bonus can help to increase a consultant’s 
motivation but sometimes it can only help to increase the motivation temporary. 
 
5.6.4.2 Salary raise 
The respondents answered that they valued a salary raise higher than a bonus. Salary 
raise is a lasting reward while a bonus is a temporary reward as stated above. The group 
of respondents who were in the age between 31-35 thought that monetary rewards were 
of high importance to them. A possible explanation to this can be that this group of 
respondents has recently started to work at MSXI and they do not have a high salary 
yet. To receive a salary raise would increase the consultant’s motivation and thereby 
probably the result of his or her work. 
For an organization it is important to be able to offer monetary rewards for their 
consultants’ achievements. 
 
5.6.4.3 Summary bonus and salary raise 
A formal organization has the opportunity to give their consultants monetary rewards. 
The employer at a formal organization gets to decide whether his or her consultants are 
worthy a monetary reward or not. This is one of the easiest ways for an employer at a 
formal organization to give their consultants a reward. If a consultant shows that he or 
she has performed a commission at an occasional work-place well the possibility to 
receive a monetary reward will increase. The employer at the formal organization can 
show his or her appreciation through a reward like this.  
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An employer at an occasional work-place do not has the possibility to give a consultant 
a monetary reward. To give a monetary reward is a task that belongs to a consultant’s 
formal organization. An employer at an occasional work-place has already paid money 
to the consultant’s formal organization for the commission the consultant will perform.  
 
This study shows support to hypothesis 5 (H5). The result shows that more consultants 
answered that monetary rewards were more appreciated than non-monetary rewards. A 
few consultants answered that bonus were of low importance. These consultants 
probably value other things in their employment. Maybe they value common activities 
higher or maybe they just like working a normal work-day and then go home. They do 
not want to give an extra effort to receive a bonus.  
 
Monetary rewards will motivate the consultants and it is very easy for an employer to 
receive fast results by giving his or her consultants monetary rewards. A few 
consultants answered that bonus and a salary raise were of extremely high importance. 
These consultants probably have a strong need for achievement. They need to excel 
themselves and by doing that they need to receive rewards in form of bonus or a salary 
raise, accordingly monetary rewards. They want to receive rewards which will be 
realized right away. 
 
When analysing the results we can clearly see that non-monetary rewards are being 
valued highly by some consultants. Promotion is a non-monetary reward that many of 
the consultants think is important. A large group of consultants think promotion is of 
very high importance. These consultants are probably eager to work and they want to 
establish a position and with help from promotion they can probably get far. A small 
number of consultants answered that promotion was not important. A possible 
explanation to why these consultants think promotion is of low importance is, as 
mentioned before, that they probably have been working for a long time and do not get 
motivated by promotion any longer. Something that perhaps motivates them instead is 
shares and options. By that they will receive a form of power in the organization which 
can help them to develop the organization. However the majority answered that shares 
and options were of low importance.  
 
The opinions about common activities differed a lot between the consultants. Many 
answered that common activities were important. They probably feel that they want to 
affiliate with their co-workers and this is something that is necessary to be happy with 
their work-situation. There were also a group of consultants that felt that common 
activities were of very high or extremely high importance. A possible explanation to 
this can be that these consultants have a strong need for affiliation. They probably value 
common activities higher than any monetary rewards. It is more important to these 
consultants to be a part of the group and to feel affiliation with their co-workers in their 
work-place than to receive rewards like bonus or a salary raise.  
 
The result of the study about the monetary and non-monetary rewards is that 
consultants appreciate these rewards to different degrees. The study however gives 
support to hypothesis 5 (H5).  
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6 Conclusion 
This chapter presents the conclusions which have been made. An answer to the problem 
stated is also going to be presented.  
 
There are differences in motivational factors between a formal organization and an 
occasional work-place. There are also differences between different individuals 
regarding what motivates them. Further it can be established that McClelland’s theory 
of needs is applicable even in this relation.  
 
Problem presented: 
What motivates an employee within MSXI to perform a good job both within the formal 
organization as in an occasional work-place…? 
 
Employees within MSXI are motivated by nonmonetary and monetary rewards. Every 
respondent answered that it was important with monetary rewards like a salary raise 
and bonus. The respondents who are older do not get as motivated by the opportunity to 
become promoted as the respondents who are younger get. The older respondents get 
more motivated by receiving shares and options as a reward. Common activities are 
also a good motivational factor. But most of the respondents valued monetary rewards 
higher than nonmonetary rewards. 
 
…and are there any differences in the motivational factors? 
 
An occasional work-place and a formal organization do not have the same opportunities 
to motivate their consultants. A formal organization can give the consultants rewards 
after they have finished a commission. The manager in a formal organization gets to 
decide whether he or she is going to give a consultant monetary rewards like a salary 
raise or a bonus or nonmonetary rewards like promotion or shares and options. A 
manager at an occasional work-place has more opportunities to motivate a consultant 
during a commission. The manager can encourage the consultant and show him or her 
appreciation. This is something that is hard for the manager at the consultant’s formal 
organization to do during a consultant’s commission at an occasional work-place.  
 
Many of the respondents within MSXI feel that they are missing something when it 
comes to receiving feedback from their manager in their formal organization. Most of 
the respondents want to have more feedback from their manager in their formal 
organization during a commission. They also want to receive more feedback from their 
manager in their formal organization after a commission. The respondents are quiet 
satisfied with the amount of feedback they receive from their manager at their 
occasional work-place. They feel that they get motivated by the manager at their 
occasional work-place. Many of the respondents also feel a high affiliation with their 
co-workers at their occasional work-place. This is also something that will help 
increase their motivation so they can perform as good as possible. The respondents 
think that they feel more affiliation with their co-workers at their occasional work-place 
than they do with their co-workers in their formal organization. The respondents are not 
satisfied with the amount of feedback they receive from their manager in their formal 
organization. 
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The respondents can decide a lot regarding decisions about commissions. They think it 
is good that they can decide what commissions that are going to be performed and in 
what way they are going to perform their commissions.  
 
Many of the respondents are happy with their employment today but there is a problem 
at MSXI and that is that many consultants have short periods of service. When a 
consultant has reached an employment time of 3-4 years his or her level of motivation 
will decrease. The result shows that there is some sort of line when a consultant has 
been working for the same organization for 3-4 years. If the consultants feel that their 
motivation decreases after a couple of years they must take a decision of whether they 
want to continue their employment or if they want to end it. Some of the respondents 
answered that they needed a change after a couple of years.  
 
It is very important for an organization to motivate the employees within the 
organization. This will lead to that the employees will perform a better job than they 
would have done without being motivated. MSXI do not today have a systematically 
worked out system to work with motivation. One example confirming this is that the 
respondents within MSXI want to have more feedback from their manager at their 
formal organization both during and after a commission.  
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7 Recommendations 
 
As stated above MSXI do not today have a systematically worked out system to work 
with motivation. Motivation of employees is something that is very important and this 
is something MSXI could focus more on.  
 
Something else that MSXI could try to focus more on is that many of their consultants 
have short periods of service. MSXI needs to focus on their already existing consultants 
a little bit more than they are doing today. After three to four years within the 
organization the study shows that the consultants’ motivation decreases. They are not as 
happy with their employment as they were in the beginning of their employment. This 
is an important factor for MSXI to take into consideration. MSXI will loose 
competence and knowledge when consultants end their employment and this will affect 
MSXI negatively.  
 
MSXI could also try to focus more on giving feedback to their consultants during the 
time they are performing a commission at an occasional work-place. This is important 
for MSXI to think of because it is during a commission the result of the commission is 
decided and a good result is of course positive for MSXI.  
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Attachment 1 - Questionnaire 
 
Questionnaire for a survey as part of a Bachelor 
Degree Project regarding motivational factors 
 
This survey deals with questions about what motivates you in your work. MSXI do not 
have a worked out or systematically way to work with motivation today and therefore I 
hope that I, with help from your answers, can assist MSXI with ideas about how to 
work with motivation in the future.  
 
The questions have mostly multiple-choice alternatives and need no explicit answers. 
Only three questions do not have prepared alternatives. 
 
All answers will be treated anonymously and therefore I hope you can be as honest as 
possible with your answers. 
 
1. How old are you? 
 

1. 20-25 
2. 26-30 
3. 31-35 
4. 36-40 
5. 41-45 
6. 46-50 
7. 51-55 
8. 56-60 
9. 61- 

 
ANSWER:  
 
 
2. Gender? 
 

1. Male 
2. Female 

 
ANSWER: 
 
 
3. How many years have you been working for MSXI? 
 
ANSWER: 
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4. How many days per month do you spend at an occasional work-
place? 
 

1. >5  
2. 5-10  
3. 10-15  
4. 15-20  
5. 20-25  
6. 25< 

 
ANSWER: 
 
 
5. For how long time does your commissions normally last?  
 

1. >1 month 
2. 1 month 
3. 2-6 months 
4. 7-12 months 
5. 12< months 

 
ANSWER: 
 
 
6. How hierarchical do you feel MSXI is?  
 

1. Not hierarchical at all 
2. A little hierarchical  
3. Hierarchical  
4. A lot hierarchical 
5. Very hierarchical 
6. Extremely hierarchical 

 
ANSWER:  
 
 
7. Do you think your employer cares about what you as an individual 
is good at when he or she is giving you a commission?  
 
YES / NO 
 
ANSWER:  
 
8. Do you think your employer cares about what you are interested in 
when he or she is giving you a commission?  
 
YES / NO 
 
ANSWER:  
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9. Do you feel that you get motivated by the opportunity to become 
promoted? 
 
YES / NO 
 
ANSWER: 
 
a) If YES, to what extent? 
 

1. Very little 
2. Little 
3. Much  
4. Very much  

 
ANSWER: 
 
 
10. How big do you think the opportunities are to become promoted 
within MSXI?  
 

1. No opportunities 
2. Small opportunities 
3. Good opportunities 
4. Big opportunities 
5. Very big opportunities  
6. Unlimited opportunities 

 
ANSWER: 
 
 
11. Do you feel any difference in motivation depending on at what 
location you are working? 
 
YES / NO 
 
ANSWER: 
 
a) If YES, at what location do you feel most motivated? 
 

1. At the occasional work-place 
2. At my home-office  

 
ANSWER: 
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12. When do you feel most motivated to perform a good job? 
 

1. When I am performing a commission for an occasional employer 
2. When I am going to perform a job for my formal organization 
3. I get equally motivated for both  

 
ANSWER: 
 
 
13. Who do you feel most loyal to when you are performing a 
commission at an occasional work-place? 
 

1. My formal organization 
2. My occasional employer 
3. I feel equally loyal to both 

 
ANSWER: 
 
 
14. How involved do you feel that you are when it comes to deciding 
what commissions you are going to perform? 
 

1. Not involved at all  
2. A little involved  
3. Involved  
4. Very involved  
5. Very much involved  
6. Deciding by myself  

 
ANSWER: 
 
 
15. How much can you decide when it comes to in what way you are 
going to perform your tasks and commissions?   
 

1. I can not decide anything 
2. I can decide a little  
3. I can decide more than a little  
4. I can decide much  
5. I can decide very much  
6. Deciding by myself  

 
ANSWER: 
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16. Would you appreciate to get a reward after you have finished a 
commission with a good result? 
 
YES / NO 
 
ANSWER: 
 
 
17. Do you get any feedback from your manager at MSXI during a 
commission at an occasional work-place?  
 
YES / NO 
 
ANSWER: 
 
 
18. Do you get any feedback from your manager at MSXI after you 
have finished a commission at an occasional work-place?  
 
YES / NO 
 
ANSWER: 
 
 
19. If you get feedback from your manager at MSXI, would you like to 
get more feedback than you already get?  
a) DURING A COMMISSION  b) AFTER A COMMISSION 
 
YES / NO    YES / NO 
 
ANSWER:     ANSWER: 
 
a) If YES in any of the above alternatives what do you think is missing? 
 
ANSWER:  
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20. Do you get any feedback from your manager at your occasional 
work-place during a commission? 
 
YES / NO 
 
ANSWER: 
 
 
21. Do you get any feedback from your manager at your occasional 
work-place after you have finished a commission? 
YES / NO 
 
ANSWER: 
 
 
22. If you get feedback from your manager at your occasional work-
place, would you like to get more feedback than you already get?  
a) DURING A COMMISSION  b) AFTER A COMMISSION 
 
YES / NO    YES / NO 
 
ANSWER:     ANSWER: 
 
a) If YES in any of the above alternatives what do you think is missing? 
 
ANSWER:  
 
 
23. Do you experience that it is hard to feel affiliation with the 
employees at your occasional work-place?  
 
YES / NO 
 
ANSWER: 
 
 
24. Do you experience that it is hard to feel affiliation with the 
employees at your formal organization?  
 
YES / NO 
 
ANSWER: 
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25. With whom do you feel most affiliation during a commission at an 
occasional work-place? 
 

1. Employees at the occasional work-place 
2. Employees in the formal organization  
3. Equally with both of the above  

 
ANSWER: 
 
 
26. How important would following rewards be to you?  
 
a) Bonus 

1. No importance  
2. Low importance  
3. Important  
4. High importance  
5. Very high importance  
6. Extremely high importance  

 
ANSWER: 
 
b) Salary raise 

1. No importance  
2. Low importance  
3. Important  
4. High importance  
5. Very high importance  
6. Extremely high importance  

 
ANSWER: 
 
c) Common activities 
 

1. No importance  
2. Low importance  
3. Important  
4. High importance  
5. Very high importance  
6. Extremely high importance  

 
ANSWER: 
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d) Promotion within the organization 
 

1. No importance  
2. Low importance  
3. Important  
4. High importance  
5. Very high importance  
6. Extremely high importance  

 
ANSWER: 
 
e) Shares or options in the company  
 

1. No importance  
2. Low importance  
3. Important  
4. High importance  
5. Very high importance  
6. Extremely high importance  

 
ANSWER: 
 
 
27. Can you see yourself working within MSXI in 10 years from now? 
 
YES / NO 
 
ANSWER: 
 
a) If NO, why? 
 
ANSWER: 
 
 
28. In regard of the motivation factors would you recommend other 
people to work for MSXI?  
 
YES / NO 
 
ANSWER:  
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29. How happy are you with your employment and work today? 
1. Not happy at all  
2. A little happy 
3. Fairly happy 
4. Happy 
5. Very happy 
6. Outstanding 

 
ANSWER: 
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Attachment 2 - Diagrams 
 
The following 6 alternatives were given; 
 
1.0 = Not hierarchical at all 
2.0 = A little hierarchical 
3.0 = Hierarchical 
4.0 = A lot hierarchical 
5.0 = Very hierarchical 
6.0 = Extremely hierarchical 
 
This diagram shows an average opinion  
 
Diagram 29 How hierarchical 
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Diagram 30 Recommend MSXI to other 
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Diagram 31 Considering consultants’ interests 

MSXI taking advantage of the consultants' interests
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Diagram 32 Utilizing consultants’ competence 
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Diagram 33 Promotion opportunities 

Judgement of promotion opportunities
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Diagram 34 Length of commission 
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Following 6 alternatives were given; 
 
1.0 = Not hierarchical at all 
2.0 = A little hierarchical 
3.0 = Hierarchical 
4.0 = A lot hierarchical 
5.0 = Very hierarchical 
6.0 = Extremely hierarchical 
 
This diagram shows an average opinion  
 
Diagram 35 Importance of bonus 
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Following 6 alternatives were given; 
 
1.0 = Not hierarchical at all 
2.0 = A little hierarchical 
3.0 = Hierarchical 
4.0 = A lot hierarchical 
5.0 = Very hierarchical 
6.0 = Extremely hierarchical 
 
This diagram shows an average opinion  
 
Diagram 36 Importance of salary raise 

Importance of salary raise per age group
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Following 6 alternatives were given; 
 
1.0 = Not hierarchical at all 
2.0 = A little hierarchical 
3.0 = Hierarchical 
4.0 = A lot hierarchical 
5.0 = Very hierarchical 
6.0 = Extremely hierarchical 
 
This diagram shows an average opinion  
 
Diagram 37 Importance of common activities 
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Following 6 alternatives were given; 
 
1.0 = Not hierarchical at all 
2.0 = A little hierarchical 
3.0 = Hierarchical 
4.0 = A lot hierarchical 
5.0 = Very hierarchical 
6.0 = Extremely hierarchical 
 
This diagram shows an average opinion  
 
Diagram 38 Importance of promotion 
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Following 6 alternatives were given; 
 
1.0 = Not hierarchical at all 
2.0 = A little hierarchical 
3.0 = Hierarchical 
4.0 = A lot hierarchical 
5.0 = Very hierarchical 
6.0 = Extremely hierarchical 
 
This diagram shows an average opinion  
 
Diagram 39 Importance of shares/options 
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Diagram 40 Difference in motivation vs. work-place 
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Those who answered “yes” in previous question had to answer a following question;  
At what location do you feel most motivated? 
 
Diagram 41 Where most motivated 
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Diagram 42 Most motivated when performing for… 

Most motivated when performing a job for..
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