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Background and Problem Discussion: Most IT / Telecommunication consulting companies suffer high
employee turnover. Engaged and satisfied employees are more likely to stay with their companies.
Identifying motivation and satisfaction factors for IT consultants is therefore of great importance in
increasing employee retention.
Purpose: The purpose of this research is to investigate what are the most important motivation and
satisfaction factors for IT consultants, what causes consultants to stay and what are the main reasons
for leaving their companies. Understanding IT consultants' motivation and needs could help IT
consulting companies to lower turnover, and retain good employees by satisfying their needs as
much as is reasonable.
Method: The research methodology includes a combination of literature studies and empirical
analysis. Empirical analysis is made up of two surveys and several interviews with consultants and
managers who work for examined companies.
Theory: The theory section looks at different motivation theories to better understand consultant
attitudes and motivation.
Analysis: The survey and interview results are reviewed, analyzed and related to theory.
Conclusion: Comparing the survey results with industry average reveals that IT consultants value
much higher training and skill development than the industry average. Consulting companies which
want to retain their employees and be more attractive as employers must invest in continuous
training and skill development.
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Titel: Retention of IT Consultants: How to Grow Employee Loyalty – the case of T-company
Författare: Davor Crnomat
Handledare: Dr. Anders Hederstierna
Institution: School of Management, Blekinge Institute of Technology
Kurs: Master’s Thesis in Business Administration, 15 credits (ECTS).
Bakgrund och problemdiskussion: De flesta IT/ telekommunikation företagen lider av hög
personalomsättning. Engagerade och nöjda anställda är mer troliga att stanna på sina företag. Därför
är det mycket viktigt att identifiera de faktorer som påverkar konsulternas motivation, engagemang
och belåtenhet, för att kunna förbättra personalbehållning.
Syfte: Syften av denna uppsats är att undersöka vilka är de viktigaste motivationsfaktorerna för IT
konsulter, varför de stannar och vilka är de viktigaste orsakerna att de lämnar sina företag. Genom
att förstå konsulternas motivation och behov, kunde IT konsultföretag minska personalomsättningen
och behålla duktig personal genom att uppfylla konsulternas behov så mycket som det är rimligt.
Metod: Forskningsmetoderna inkluderar en kombination av litteraturstudier och empirisk analys.
Den empiriska analysen består av två enkätundersökningar och flera intervjuer av konsulter och
deras chefer på de undersökta företagen.
Teori: Teori delen tittar på olika motivation teorier för att bättre förstå konsulternas attityder och
drivkrafter.
Analys: Enkät- och intervjuresultaten är granskade, analyserade och relaterade till teorin.
Slutsatser: Jämförelsen mellan mina resultat och industrigenomsnittet visar att IT konsulter värderar
mycket högre utbildning och kunskapsutveckling än industrigenomsnittet. De konsultföretag som vill
behålla deras anställda och bli mer attraktiva som en arbetsgivare måste investera i kontinuerlig
utbildning och kunskapsutveckling för sina anställda.
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ABSTRACT
IT and telecommunication professionals are today constantly confronted with the challenges of
adapting to rapidly changing IT platforms, software development tools, and business processes. They
must engage in constant learning and updating of their skill sets. Managers must ensure that all
employees become perpetual learners and have the ability to assimilate new technologies and
business processes. Consultants must be ready to work at the customers companies with different
tasks and they should enjoy serving others.
Consultants who work for the same customer for a long time might have a greater sense of belonging
to the customer company than to their own. Such consultants could become key persons at
customers’ companies and they could be offered a good deal to leave their consulting companies and
start work for the customer.
Factors such as consultants’ flexibility and their strong business networks, which they build by
working on different customer sites, make it much easier for consultants to change their jobs if they
want to do that in comparison to permanent employees in product companies.
IT and professional services have very low average job tenure. These industries employ large
numbers of workers with specialist skills, knowledge and expertise. With skills shortages prevalent,
these individuals tend to be highly sought after. With their skills so much in demand, it may be easier
for these individuals to shop around prospective employers, looking for their ideal role. (Reed
Consulting, 2008)
All that put a great challenge in front of a manager who deals with retention in consulting
companies. How to retain good consultants? For a manager, retention is about keeping the people
who keep your business in business. (Bruce, 2003)
This thesis will try to find out what satisfies consultants and motivates them to stay with their
companies. Elements that are important to create loyalty will be identified. What do consultants
value most? What motivates consultants to stay with their companies, why do they leave and
what can a manager do to improve consultants’ moral and loyalty to their companies.
Employee satisfaction drives loyalty. With loyalty I mean here organizational commitment.
Organizational commitment can be defined generally as a psychological link between the employee
and his or her organization that makes it less likely that the employee will voluntarily leave the
organization (Allen & Meyer, 1996).
For those organizations concerned with the retention of high performing employees, attention to the
creation of meaningful work experiences may be a key component to reducing employee intentions
to leave and maintaining high performance (Scroggins, 2008). For a consultant, satisfaction and
motivation choice of a customer and assignment can be essential.
The company I did research for, T-company, is a consulting company specializing in software testing
and quality assurance. T-company is part of a company group comprising specialist IT companies: Jcompany (focus on Java), D-company (.NET), L-company (project management), and R-company (real

Retention of IT Consultants: How to Grow Employee Loyalty – The Case of T-company

Page 4 of 86

time and embedded system). By focusing 100% on these areas of expertise, companies can offer
unique specialist competence within their niche.
For this research I have conducted two employee surveys, done several interviews and got feedback
from 55 consultants and 2 managers. One of the managers is the manager of the company I did my
investigation for – T-company. Another one is J-company’s manager, who could be called the
retention champion. During the past eight years, his company has had almost zero employee
turnover.
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CHAPTER 1:

Introduction

In this chapter I will give some introduction to problems of turnover, explain what being a consultant
means and a brief presentation of T-company.

1.1 IT, Consultancy, Turnover, and Retention
In the current “Knowledge Era,” intellectual capital is what defines a company’s competitive edge.
Intellectual capital is the unique knowledge and skills that a company’s work force possesses. Today’s
successful businesses win with innovative new ideas and top-notch products and services - all of
which originate in the knowledge and skills of employees. (Harvard Business School Press, 2002)
Recruitment survey shows that two of three companies in Sweden tried to recruit new staff in the
second half of the year 2007. About 90 000 recruitment attempts failed in the second half of 2007.
IT- and Telecommunication companies have the greatest need for new staff - 80% of companies tried
to recruit new staff. (Svenskt Näringsliv, 2008)
Retention is the converse of turnover where turnover is the sum of voluntary and involuntary
separations between an employee and his or her company. (Harvard Business School Press, 2002)
Among the many reasons organizations care about retention are the direct and indirect costs linked
to the loss of talented employees. In a number of studies, human resources managers have
estimated the cost of turnover to vary between 50% and 150% of the departing employee’s annual
salary, depending on job level, industry, and geography (International Survey Research).
Employment categories such as information technology, software programming, management
consulting and public auditing routinely experience turnover rates of 20 to 25 percent. Considering
salary levels in these fields, those rates must result in a painful financial burden for the affected
company. (Harvard Business School Press, 2002)
Generally, the high level of employee turnover is in large part the result of an increase in job mobility
and is caused by a number of factors like (McKeown, 2002):
More information about job openings elsewhere, through media (e.g. Internet)
Reductions in the cost of travel and relocation.
An increase in skills development and training opportunities, making people more
employable.
Globalisation.
Large-scale layoffs, reducing the loyalty remaining employees felt toward their employers.
The rise of small and medium-sized companies as competitive employers, providing more
employment opportunities
Etc.
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I believe that one of main reasons for high turnover in consulting firms is hiring people that do not
really fit in a consultant role. A good consultant must enjoy being just that. Some people accept a
consultant’s role temporarily in order to acquire contacts with other companies and possible job
opportunities.
Turnover can also arise because of different views on consulting methods, on career advancement or
preference for other careers. Many young people consider large consultancies as a kind of “business
school” and join them without intending to stay (Domsch & Hristozova, 2006).
Employee turnover could be much lower in consulting companies if they are staffed only by people
with a real consultant personality - people who enjoy being consultants.
Turnover among valued employees is costly, disruptive, and negatively correlated with customer
satisfaction. Employee turnover involves three types of costs, each of which saps bottom-line results
(Harvard Business School Press, 2002):
Direct expenses, including the out-of-pocket cost of recruiting, interviewing, and training
replacements. (In a tight labor market, replacements may require a higher salary than the
people who are defecting - not to mention the potential cost of signing-on- bonuses.)
Indirect costs, such as the effect on workload, morale, and customer satisfaction. Will other
employees consider quitting?
Will customers follow the employee who left?
Opportunity costs, including lost knowledge and the work that doesn’t get done while
managers and other employees focus on filling the slot and bringing the replacement up to
speed.
Just looking at turnover costs doesn’t tell the whole story, however. Long before many employees
leave, they become disengaged. Disengaged employees are uncommitted, marginally productive,
frequently absent, or in some cases, working actively against the interests of the company
(Brangham, 2005).
It is important to mention that all turnovers are not bad. One of the main financial benefits of
turnover is that it provides an opportunity to reset salaries. As employees at the high end of the pay
structure leave, cost savings are typically seen when a company brings in a replacement at a lower
rate, or promotes from within and lowers the rate for that employee's replacement. (Braun
Consulting Group, 2005)
Companies typically welcome turnover of employees who cannot achieve or maintain adequate
levels of performance (Pritchard, 2007).
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1.2 Consultant - Definition
A consultant is usually an expert or a professional in his or her specific field, self-employed or
working for a consultancy firm, usually with multiple and changing clients. Thus, clients have access
to deeper levels of expertise than would be feasible for them to retain in-house, and to purchase
only as much service from the outside consultant as desired. (Wikipedia, 2007)
A consultant is a person who is employed by a consulting firm and who is "farmed out" to another
company to do work there. The other company is a client of the consulting firm. Typically, the
consultant is assigned to a project that has an end in sight: it might end in six weeks; it might end in
four years. The consultant’s employment agreement is with the consulting company, and that’s who
pays his or her salary, provides training, benefits and other things that a traditional employer would
ordinarily provide. The consultant would tend to report to work every day at the client’s offices.
(Scott Henty, Computer Aid, Inc, 2008)
Consultant is often confused with Contractor.
The consultants role is to evaluate a client's needs and provide expert advice and opinion on what
needs to be done while the Contractors role is generally to evaluate the client's needs and actually
perform the work. However, these terms, Contractor and Consultant, have become blurred over the
years and at times have been used interchangeably, especially when the Consultant, after having
given his or her professional opinion or advice on what has to be done, then enters into an
agreement (contract) to provide the services required. At that point the Consultant may be said to
become a Contractor. The terms have also become blurred as industry has incorporated them into
employee job titles. (Rogers, 2000)
In Sweden the term Consultant is really downgraded.
No matter if one charges 400 SEK per hour to maintain a network, 1 500 to develop Red Hat or 2 000
for project management within business intelligence he is called it-consultant. The term nowadays
causes most confusion. This confusion makes it more difficult for expensive consultancy companies
to justify the large price difference. (Jerräng, 2008)
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1.3 T-company
T-company is a consulting company specializing in software testing and quality assurance. T-company
is part of a company group comprising several other specialist IT companies: J-company (focus on
Java), D-company (.NET), L-company (project management), and R-company (real time and
embedded system). By focusing 100% on these areas of expertise, companies can offer unique
specialist competence within their niche.
T-company’s economy is independent from other W-organization companies and since the company
has only 9 consultants it cannot compete against large companies with low consultancy prices.
Instead, T-company competes with its consultants’ specialist competence and expertise. To achieve
this, the company must continuously invest in consultants’ personal development. Twenty percent of
consultants’ work time is dedicated to personal development.
The small number of consultants and high cost of the training investment means that if any
consultant quits it would strike the company hard. It might be very difficult to find an adequate
replacement for a departing consultant. It could be even worse if a concurrent company takes
advantage of all T-company’s investment in the consultant’s training.
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CHAPTER 2:

Rationale / Significance of the Study

Most IT / Telecommunication consulting companies suffer high employee turnover.
The purpose of this research is to investigate what are the most important motivation and
satisfaction factors for IT consultants, what causes consultants to stay and what are the main reasons
for leaving their companies. Understanding IT consultants' motivation and needs could help IT
consulting companies to lower turnover, and retain good employees by satisfying their needs as
much as is reasonable.
Since I used the T-company as a case study, I cannot expect that T-company represents all IT
consulting companies. The study is most relevant for T-company and other companies in Worganization’s concern. However, some relevance could be found for all IT consulting companies.
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CHAPTER 3:

Key Research Questions and Hypotheses

In this chapter some of the key questions and hypotheses that make the base for my research will be
introduced.
The research is focused on finding reasons why people leave and reasons why people stay at their
consulting companies. The research is narrowed to IT / Telecommunication consultants and research
is to be done in T-company and other companies in same company group (J-company, D-company, Lcompany and R-company).
I will focus on and try to answer following questions:
1. What do IT / telecommunication consultants value most?
The first hypothesis is that being a consultant in such an expansive, fast changing and
demanding branch such as IT and telecommunication must imply that consultants are people
who are looking for challenges. In such case, exciting assignments and skill development
must be highly valued.
Another hypothesis is that the classical career path is less important for consultants than
continuous skill development and becoming a specialist.
Companies that want to keep their IT employees happy should focus on providing
challenging work.
According to JDI (Job Descriptive Index) five facets of job satisfaction measured by their job
satisfaction questionnaires are (Schermerhorn, Hunt, & Osborn, 2002):
1) The work itself — responsibility, interest, and growth.
2) Quality of supervision — technical help and social support.
3) Relationships with co-workers — social harmony and respect.
4) Promotion opportunities — chances for further advancement.
5) Pay — adequacy of pay and perceived equity vis-à-vis others
Different job characteristics are predictive of different aspects of empowerment, and that
aspects of empowerment differentially affect intrinsic motivation where empowerment
describes the on-the-job experiences of individual workers and intrinsic motivation is
described as the experience of interest and enjoyment when performing a work task,
without this performance being controlled by external contingencies, such as rewards and
punishments (Gagne & Senecal, 1997). Thomas and Velthouse identify four cognitions (task
assessments) as the basis for worker empowerment: sense of impact, competence,
meaningfulness and choice (Thomas & Velthouse, 1990).
The AEA, a Washington-based trade association, said the survey respondents put giving
workers assignments that challenge them at the top of the list of the most effective
employee retention tools (Thibodeau, 2001).
Retention of IT Consultants: How to Grow Employee Loyalty – The Case of T-company

Page 17 of 86

2. What causes consultants to stay and what are main reasons they leave their companies?
The consultants in the examined companies will be interviewed about the main reasons for
their last change of job. The reason they chose W-organization will be investigated too, to
find out what are the attractions of W-organization’s companies.
Special attention will be paid to length of the assignments. Can an assignment’s length be the
cause of consultants’ dissatisfaction and influence their decision to leave the company?
3. How can top employees be retained?
Identifying relevant motivation and satisfaction factors is the key for their retention (and, of
course, dissatisfaction factors). Motivated and satisfied employees are more likely to stay
with their companies.
A survey will be conducted in T-company where the consultants can rate the company’s
response to their needs. By knowing and mitigating the company’s flaws, the retention in the
company can be significantly improved.
I will also try to find if different age groups have different motivation factors and different
needs.
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CHAPTER 4:

Scope / Delimitation of the Study

My research is explicitly limited to T-company. However some of the results could be relevant for
other companies especially companies belonging to the W-organization group but even external IT /
Telecommunication consulting companies could get some valuable inputs from my research.
All data is gathered from the company group which I work for. I did not analyse sensitive turnover
data. My focus was not on finding mistakes that might have been made in the past but
improvements that could be made in the future.
All retention is not good. The company, of course, wants to retain only its best staff. All T-company’s
consultants are very experienced and skilled workers and it is in the interests of the company to keep
them all.
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CHAPTER 5:

Methodology

In this chapter, methodology used for this research, reliability, and validity of the research will be
presented.

5.1 Research methodology
The research methodology includes a combination of literature studies and empirical analysis. The
purpose was to use theory as a base for the research and support when doing analysis and making
conclusions. Theory helped me to understand my own empirics with the help of theoretical concepts
and to see if I could make some contribution with my research.
The whole study is done from a management perspective.

5.2 Surveys and Interviews
In order to gather data relating to employees’ satisfaction and motivation factors I have designed
two surveys, one sent to all companies that are part of the W-organization concern (see APPENDIX
B), the other forwarded electronically to consultants who work for T-company (see APPENDIX D). The
first survey covered consultants’ satisfaction and motivation factors, reasons for leaving the company
they had worked for before W-organization and reasons for choosing to work for W-organization.
Most W-organization consultants are experienced and had worked for other companies before
starting their actual employment so that they could contribute with the reasons for changing jobs.
It also includes consultants’ opinions about optimal length of assignments. For another
questionnaire, T-company’s consultants, besides identifying most important satisfaction factors, also
appraised the company’s response to those factors. In total, 46 responses were received for the first
questionnaire and 8 for the other one.
Those questionnaires were accompanied by interviews of a chosen group of consultants. Interviews
were done in different ways: email, telephone calls and personal interview. I chose to ask consultants
only a small number of questions because I did not want to take up a lot of their time. It should have
taken a maximum of 10 minutes to answer the questions. They were interviewed about the
company, corporate culture, what is good and what could be better.
Two managers were also interviewed. Some of their answers are compared to answers from the
consultants to analyse how different are the answers from managers and employees.
It is important to state that all companies in the W-organization company group (inclusive Tcompany) share the same corporate culture and consultants have the same common employment
conditions.

5.3 Literature studies
I gathered information mainly from the Internet, annual reports and magazines, books, earlier
research works and so on. I was looking for turnover statistics for the IT line of business, research
about retention and motivation of IT employees and employees generally.
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5.4 Validity and Reliability
In statistics a valid measure is one which is measuring what it is supposed to measure. Validity
implies reliability (consistency). A valid measure must be reliable, but a reliable measure need not be
valid. Validity refers to getting results that accurately reflect the concept being measured.
(Wikipedia, 2006)
To increase validity I tried to construct interview and survey questions to comport the purpose of the
research as best I could. The questions were formed so that the consultants did not fear to answer
them honestly and it would be clear to them what the questions were about. I assured the
interviewed consultants that they would remain anonymous and the managers would not obtain
their personal answers. The intention was to get as honest feedbacks from consultants as possible.
As I have also been working here for more than two years I could judge the answers as valid and
relevant. On the other hand, since I also work for the company, it could affect my objectivity.
Regarding T-company, a couple of consultants were relatively new in the company and even the
manager was relatively new (he started September 2007). All this could affect the validity of the
research. The consultants did not yet know the manager well and did not yet know what they could
expect from him. Those relatively new consultants did not have enough experience of their own
about the company. Some of their answers could be just guesswork. There was also an uncertainty
about the honesty of consultants’ answers.
Reliability is the extent to which the same result will be achieved when repeating the same measure
or study again. For example, someone completing the same assessment tool twice within a short
period of time should get roughly the same result if the tool is reliable. (CEBC, 2008) To increase
reliability I combined questionnaires with interview questions and questioning during informal
conversations with my fellow consultants. I intentionally asked more than one question about the
same subject area to get at the area from a number of angles. The questions are not completely
independent and are correlated with each other.
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CHAPTER 6:

Theory

Motivated consultants are more satisfied with their company and their job. They perform at their best
when they feel appreciated and recognized for their efforts. There is much less risk that such
motivated and satisfied consultants would leave their companies.
In this chapter I will briefly present some of motivation theories and brief introduction to generational
differences.

6.1 Maslow’s Theory of Needs
Maslow (Maslow, 1999) groups all human needs into a hierarchy of importance that the needs at one
level must be minimally satisfied before higher-level needs become active. According to Maslow only
unsatisfied needs are motivators of behaviour.

Figure 1: Maslow's Theory of Needs - Five stage model

In spite of the fact that for my research only higher level needs are interesting, I will briefly describe
all five stages.
6.1.1

The “Physiological” needs

These needs are basic needs such as: air, food, drink, shelter, warmth, sex, sleep, etc.
These Physiological needs are the most predominant of all needs. For a person who is missing
everything in life in an extreme fashion, it is most likely that the major motivation would be the
physiological needs rather than any others. A person who is lacking food, safety, love and esteem
would most probably hunger for food more strongly than for anything else. If all the needs are
unsatisfied, and the organism is then dominated by the physiological needs, all other needs may
become simply nonexistent or be pushed into the background. (Maslow, 1999)
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6.1.2

The Safety Needs

These are needs such as protection from the elements, security of the body, employment, resources,
health, property etc.
The healthy, normal, fortunate adult in our culture is largely satisfied in his safety needs. The
peaceful society ordinarily makes its members feel safe enough from wild animals, extremes of
temperature, criminals, assault and murder, tyranny etc. Therefore, in a very real sense, he no longer
has any safety needs as active motivators. The need for safety is seen as an active and dominant
mobilize of the organism’s resources only in emergencies; e.g. war, disease, natural catastrophes,
crime waves, societal disorganization, neurosis, brain injury etc. (Maslow, 1999)
6.1.3

The Love Needs

These are needs such as love and affection needs, belongingness needs, friendship, family etc.
If both physiological and safety needs are fairly well gratified than there will emerge the love and
affection and belongingness needs. Now the person will feel keenly, as never before, the absence of
friends, or a girlfriend, wife, or children. He will hunger for affectionate relations with people in
general, namely, for a place in his group, and he will strive with great intensity to achieve this goal.
(Maslow, 1999)
6.1.4

The Esteem Needs

These are needs such as self-esteem, confidence, achievement, respect of others, respect by others,
status, dominance, prestige, managerial responsibility, etc.
All people in our society have a need or desire for a stable, firmly based, high evaluation of
themselves, for self-respect, or self-esteem, and for esteem of others. These needs may be classified
into two subsidiary sets. These are, first, the desire for strength, for achievement, for adequacy, for
confidence in the face of the world, and for independence and freedom. Secondly, there is desire for
reputation or prestige, recognition, attention, importance, or appreciation.
Satisfaction of the self-esteem need leads to a feeling of self-confidence, worth, strength, capability,
and adequacy of being useful and necessary in the world. Thwarting of these needs produces a
feeling of inferiority, of weakness, and of helplessness. (Maslow, 1999)
6.1.5

The Need for Self-Actualization

These are needs such as realizing personal potential, self-fulfillment, mastery, seeking personal
growth and peak experiences.
It refers to the desire for self-fulfillment, namely, to the tendency for a person to become actualized
in what he is potentially. This tendency might be phrased as the desire to become more and more
what one is, to become everything that one is capable of becoming. (Maslow, 1999)
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6.2 Extending Maslow to Organizations and Leadership
David Stum (2001) reports an ongoing body of research called the @Work studies, which seeks to
describe the dynamics of the new “commitment contract” that will forge the employer/employee
relationship into the twenty-first century, how much commitment employees will be willing to give
to their organizations, and what organizations must do to win that commitment.
Stum revisited Maslow’s hierarchy of needs so while Maslow’s model looks at the individual in
relation to the totality of their environment, the @Work research looks at the employee/employer
dynamic that takes place between an individual and the organization.
As shown in Figure 1, five levels of needs according to Maslow are:
1)
2)
3)
4)
5)

Physiological
Safety
Love/Social
Esteem
Self-actualization

Similar to that, the five levels of workforce needs (a.k.a. Performance Pyramid) according to Stum
(2001) are:
1) Safety/security - The employee first and foremost must feel physically and psychologically safe in
the work environment for commitment to be possible.
2) Rewards - Extrinsic rewards in compensation and benefits are the next need that must be met in
the hierarchy.
3) Affiliation - The need for affiliation is intrinsic. A sense of belonging to the work team and/or the
larger organization is sought at this level.
4) Growth - The need for positive individual and organizational change must be addressed to drive
commitment at this level.
5) Work/life harmony - At this level, the drive is to achieve a sense of fulfillment in balancing work
and life responsibilities.
Looking at the issue of commitment and retention the @Work researchers came to conclusion that
there is no “silver-bullet” driver or program in compensation, training or work/life balance that can
ensure a commitment and retention competitive advantage.
It seems clear that organizations must make the effort to at least meet employee expectations at
each level in the hierarchy. Meeting expectations for affiliation, for example, should be assured
before further investments are made in the growth or work/life area. (Stum, 2001)
O’Bryan and Pick (1995) claim that information systems jobs today offer sufficient money and
benefits to satisfy the basic needs and some of the higher-level needs. The higher-level jobs pay
better, give more recognition, and offer an individual more control over his or her actions. Even
when people earn the same salary, their personal spending practices, and lifestyles, second incomes,
outside activities, age, value systems, debt, health and so forth can affect where their need levels
are. Therefore in a single installation, the staff may consist of people whose needs are scattered up
and down Maslow’s hierarchy which means that what motivates some persons in a given firm may
not motivate others.
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Ewart Wooldridge (1995) challenges Maslow’s Theory of needs in today’s increasingly uncertain and
fruitless reality of work. He said that we are faced with a paradox that we must resolve. We have
dismantled many of the policies and conditions that gave basic support and security to the employee.
The focus of the employment relationship is increasingly between the individual and the
organization. Security of employment is increasingly fragile, as indeed is the prospect of a steady
increase in reward at work. The paradox is that companies are demanding more loyalty and
commitment from employees, while undermining their support structures and job security. We have
to find ways in which the higher-order needs can be satisfied without necessarily meeting the lowerorder requirements in the traditional way.
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6.3 Herzberg’s Hygiene and Motivation Theory
Frederick Herzberg (1923 - 2000) is a noted psychologist who became one of the most influential
names in business management. He is most famous for introducing job enrichment and the
Motivator-Hygiene theory. He developed a list of factors that are based on Maslow’s Hierarchy of
Needs except his version is more closely related to the working environment.
6.3.1

Hygiene and Motivation factors

Dr. Herzberg in his Motivation-hygiene theory suggests that job satisfaction and job dissatisfaction
are produced by different work factors. What makes people satisfied at work are factors that relate
to the content of their jobs - specifically, achievement, recognition for achievement, interesting
work, increased responsibility, growth, and advancement. On the other hand, what makes people
unhappy at work is not what they do but how well (or poorly) they are treated. These treatment
factors (dissatisfiers) are related not to the content of work, but to the context of the job (Herzberg
F. , 1974)
The main factors, according to Herzberg, in this group are company policy and administration
practices, supervision, interpersonal relationships, working conditions, salary, status, and security.
Because these factors describe the job context and, in their negative aspects, serve to provide job
dissatisfaction, Herzberg calls them hygiene factors, symbolizing the fact that they represent
preventive and environmental conditions of work.
The satisfier factors are known as motivators because if they are present in appropriate amounts in
any organization, they bring about work motivation as a corollary to their creating positive attitudes
of job satisfaction. (Herzberg F. , 1974)
Herzberg claims that the opposite of job dissatisfaction is not job satisfaction but no job
dissatisfaction. Similarly, the opposite of satisfaction is no satisfaction.The very nature of motivators
as opposed to hygiene factors is that they have a much longer term effect on employees’ attitudes.
(Herzberg F. , One More Time: How Do You Motivate Employees?, 2003)

Retention of IT Consultants: How to Grow Employee Loyalty – The Case of T-company

Page 26 of 86

Figure 2: Classic profile of motivation and hygiene factors in an organization (Herzberg F. , 1974)

From Figure 2 we can see what factors affect job attitudes according to Herzberg.
Top six factors causing dissatisfaction (hygiene factors) are:
1)
2)
3)
4)
5)
6)

Company policy and administration
Supervision
Interpersonal relations
Working conditions
Salary
Status

Top six factors causing satisfaction (motivators) are:
1)
2)
3)
4)
5)
6)

Achievement
Recognition
Work itself
Responsibility
Advancement
Growth

It is very interesting observation that salary, because of its omnipresent nature, commonly shows up
both as motivator and hygiene. Although primarily a hygiene factor, it also often takes on some of
the properties of a motivator with a dynamic similar to recognition for achievement. (Figure 2)
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6.3.2

Job enrichment

Definition from Wikipedia (2008):
Job enrichment is an attempt to motivate employees by giving them the opportunity to use the
range of their abilities. It is an idea that was developed by the American psychologist Frederick
Herzberg in the 1950s. It can be contrasted to job enlargement which simply increases the number of
tasks without changing the challenge. As such job enrichment has been described as 'vertical loading'
of a job, while job enlargement is 'horizontal loading'. An enriched job should ideally contain:
A range of tasks and challenges of varying difficulties
A complete unit of work - a meaningful task
Feedback, encouragement and communication
The original intent of job enrichment – the installation of motivator factors into an individual job –
Herzberg prefers to call “orthodox job enrichment.” (Herzberg F. , Old wise Turk, 1974)
The motivator factors are a direct derivation of the connections Herzberg has observed between the
quality of motivation and hygiene and the quality of job performance. The basis of the idea is that
motivators are the factors that meet man’s need for psychological growth, especially achievement,
recognition, responsibility, advancement, and opportunity. These factors are concerned with the
work itself. The hygiene factors are concerned with the job environment – conditions and treatment
surrounding the work, specifically company policy and administration, supervision, relationships with
others, salary, personal life, status, and security. Orthodox job enrichment’s motivation concept is
based on observed relationships between ability and both potential and opportunity and on results
of performance reinforcement. Herzberg identifies three variables that affect the motivation of
people at work (Herzberg F. , Old wise Turk, 1974):
1) The first relationship which is ability to potential, determines what an individual can do. The
more ability employees have to do a job, the more they can be motivated to do it well.
2) The second relationship which is ability to opportunity, determines how much of the
individual’s talent is permitted to show itself. Managers cannot motivate a person to do a
good job if there is no good job to do.
3) The last variable affecting the motivation of people at work is the nature of the
reinforcement that results from job performance. More effective reinforce for achievement
than economical rewards is the opportunity for further achievement through new
opportunities for challenge.
In spite of Herzberg’s claims that ingredients of an enriched job module that provide motivators
factors vary with individual characteristics, profession, situation, and so on, he suggests a number of
ingredients that, from his own experience, seem to lead to better job and better motivation
(Herzberg F. , Old wise Turk, 1974):
1) Direct feedback
Herzberg suggests:
a) that the results of a person’s performance be given directly to him rather than through
any supervisor, performance review, or bureaucratic administrative innuendo
b) that this feedback be noncritical and timely
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2) Client relationship
Individual has a customer or client to serve and often the customer is either a bureaucratic
regulation or a supervisor. This leads to the individual’s evaluating his job in terms of how
well “house broken” he is. Is the boss pleased? Are procedures maintained? Is he consistent
with the company policy and image?
3) New learning
An essential ingredient of a good job is the opportunity for individuals to feel they are
growing psychologically. All jobs should always provide an opportunity for the worker to
learn something purposeful and meaningful.
4) Scheduling
Another ingredient frequently present in successful job modules is the opportunity to
schedule one’s own work – work at one’s own pace. Allowing the employee to schedule his
day will make him responsible for the work - not responsible to the schedule.
5) Unique expertise
There is need for some personal uniqueness at work for providing aspects of jobs that the
worker can consider as “doing his own thing”.
6) Control over resources
Managers often complain that employees are indifferent to costs. By providing them with
mini budgets to run their operations, managers will succeed in having them take
responsibility for costs.
7) Direct communications authority
Direct communications enhance the growth potential of a job by providing the worker with
new avenues of information
8) Personal accountability
Achieved personal accountability manifests itself in numerous ways: increasing pride in
workmanship, skill, and service; a more positive and constructive acceptance of errors,
mistakes, and training shortfalls; an increased level of creative effort; more individuals
speaking out and challenging less effective practices and rules; a less uniform and monolithic
work force; and an increased sensitivity of employees to any movement of the organization
away from excellence.
Hackman and Oldham assessed five job characteristics that can influence motivation and job
satisfaction (Hackman, Oldham, & Janson, 1975):
1) Skill variety, defined as the opportunity to use many skills and talents at work;
2) Task identity, defined as the opportunity to identify a whole piece of work;
3) Task significance, defined as the recognition that a job has impact on the lives or work of
other people;
4) Autonomy, defined as the opportunity for freedom, independence, and discretion;
5) Feedback, defined as the information about one’s performance
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6.4 Expectations theory
Victor Vroom’s expectancy theory states that motivation is a result of a rational calculation. A person
is motivated to the degree that he or she believes that (1) effort will yield acceptable performance,
(2) performance will be rewarded, and (3) the value of the rewards is highly positive. Motivation is
influenced by the interactive combination of all three. (Schermerhorn, Hunt, & Osborn, 2002)
Vroom suggested that people consciously choose particular courses of action, based upon
perceptions, attitudes, and beliefs, as a consequence of their desires to enhance pleasure and avoid
pain. (Isaac, Zerbe, & Pitt, 2001)
Expectancy Theory proposed that employees would put forth more effort if they believed that effort
would translate into high levels of performance, and higher performance would lead to valued
outcomes. (Jex, 2002).
Motivation is based on the premise that the amount of effort people expend depends on how much
reward they expect to get in return. In any given situation, people want to maximize gain and
minimize loss. The theory assumes that people choose among alternatives by selecting the one they
think they have the best chance of attaining. They used to choose the alternative that appears to
have the biggest personal payoff. (Dubrin, 2004)
If people suspect that the reward they most value involves a long shot or an immoderate risk, they
will opt for an action or make a decision involving lesser value but greater expectation of success.
(Quick, 1988)
Applying it to consultancy, it would mean that given a choice, consultants would select the
assignment that they think they can handle the best and that will benefit them the most (e.g.
considering knowledge development or positive significance for their CVs).

Figure 3: The Expectancy Theory of Motivation (Schermerhorn, Hunt, & Osborn, 2002)

Expectancy theory contains three basic components: expectancy (E), instrumentality (I), and valence
(V).
The motivational state (M) of an individual performing a particular task is expressed as product of
these components: M = (E) x (I) x (V) (Isaac, Zerbe, & Pitt, 2001)
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6.4.1

Valence

The worth or attractiveness of an outcome is referred to as valence. Each work situation has multiple
outcomes. An outcome is anything that might stem from performance e.g. reward. Each outcome
can lead to other outcomes or consequences, referred to as second-level outcomes. A person who
receives an outstanding performance appraisal (first-level outcome) becomes eligible for promotion
(a second-level outcome). Second level outcomes also have valences. The sum of all valences must
be positive if the person is to work hard. However, in case the sum of all valences is negative, the
person might work hard to avoid the outcome. (Dubrin, 2004)
Valences range from -1.00 to +1.00 where -1.00 means that a person is strongly motivated to avoid
an outcome (e.g. being fired), +1.00 means that a person intensely desires an outcome, an 0 signifies
indifference to an outcome and is therefore of no use as a motivator.
Isaac, Zerbe and Pitt (2001) give three concerns of the leader with reference to the valence attached
to outcomes perceived by the follower:
1) The attractiveness of outcomes differs amongst individuals and the leader needs to determine
the salience of each of the available rewards from the perspective of the follower. For outcomes
to induce heightened motivational states amongst followers, they must be highly valued in each
case. Isaac also says that while everyone wants and needs money, most individuals respond well
to rewards which cost the organization very little to supply, for instance a simple “thank you”.
(Isaac, Zerbe, & Pitt, 2001)
2) Leaders must expend a significant amount of effort to ensure an alignment between the personal
goals of their followers and those of the organization. The leader needs to determine the
follower's interests, aspirations and goals of both a short- and long-term nature, and creatively
frame the organizational vision in such a way that the follower perceives congruency between
personal and organizational ends. Satisfaction derived from the knowledge that the job was
performed well, in the mind of the follower, constitutes an intrinsic reward of high valence.
(Isaac, Zerbe, & Pitt, 2001)
3) A follower's needs continually change as they go through life, such as getting married or the birth
of a child. Expectations require revision from time to time in response to changes in personal
circumstances. Otherwise, the valence attached to organizationally sponsored outcomes might
decline in the mind of the follower, leading ultimately to a decline in performance and increased
frustration with the work. (Isaac, Zerbe, & Pitt, 2001)
6.4.2

Instrumentality

An individual’s assessment of probability that performance will lead to certain outcomes is referred
to as instrumentality.
Perception that performance levels are related to outcomes is often symbolized as the P-O linkage.
(Isaac, Zerbe, & Pitt, 2001)
Instrumentalities range from 0 to 1.00, where 0 is no chance of receiving the desired outcome or
reward, and 1.00 is a belief that the outcome or reward is certain to follow. (Dubrin, 2004)
The strength of the P-O linkage depends upon three beliefs in the follower's mind according to Isaac
(Isaac, Zerbe, & Pitt, 2001):
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1) The follower must trust that the leader will be able to "deliver the goods" as promised. Leaders
cannot afford a loss of credibility in the eyes of their followers. The followers must feel
reasonably sure that the outcome promised will result from the performance rendered in all but
the most exceptional cases (Isaac, Zerbe, & Pitt, 2001).
2) Leaders make sure that followers receive fair treatment in a predictable manner. In other words,
the follower comes to realize that "if I do A, X will happen" but "if I do B, Y will happen." (Isaac,
Zerbe, & Pitt, 2001)
3) The leader must be honest. Regarding performance in relation to the P-O linkage, the leader
must give clear feedback to the follower that does not permit misinterpretation. This does not
mean that the leader should be brutal when offering commentary to the follower, but rather it
suggests that feedback should be given in a tactful, yet straightforward manner, focusing upon
performance and not the person (Isaac, Zerbe, & Pitt, 2001).
6.4.3

Expectancy

Expectancy suggests that people will expend effort when they believe that certain levels of
performance are attainable.
This relationship between effort and performance is known as the E-P linkage. (Isaac, Zerbe, & Pitt,
2001)
The expectancy value associated with any action-outcome link may range from 0 (no expectation of
performing the task properly is perceived) to 1.00 (complete certainty that acting in a particular way
will result in the outcome) (Behling & Starke, 1973).
Self-confident people have higher expectancies than do less self-confident people. Being well trained
increases a person’s subjective hunch that he or she can perform the task. (Dubrin, 2004)
It is obvious that a company must invest in training to give people the skills and increase employees’
self-efficacy, that is, confidence in their own ability to carry out a specific task. High self-efficacy leads
to high motivation and vice versa, low self-efficacy leads to low motivation.
It is interesting to mention a contradiction that is pretty common in consultancy: Some people will
engage in behaviors with low expectancies. People like challenges; accomplishment of difficult task
gives a higher level of satisfaction and compensating factors in the form of large valences attached to
the second level outcome.
Isaac, Zerbe and Pitt (2001) give five distinct considerations for the leader to keep in mind:
1) The work must provide a reasonably challenging assignment for the follower, in tight of the
latter's self-confidence, abilities, education, training, skills, and experience. Non-challenging work
leads to boredom, frustration and marginal performance. On the other hand, extreme challenges
are rejected at a psychological level by the follower as unattainable. (Isaac, Zerbe, & Pitt, 2001)
2) The leader must consider the ability of the follower. People bring to the job differences in
experience, talent, skill, knowledge, training, and education levels. If the follower perceives that
he or she lacks the capability to carry out the duties associated with the task, the motivational
level will decline due to the weak E-P linkage. (Isaac, Zerbe, & Pitt, 2001)
3) The leader must recognize that followers differ significantly regarding their levels of self-esteem
and self-confidence when attacking a task. Each individual assesses the probabilities associated
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with different courses of action in relation to outcomes that ratify perceptions of the selfconcept. A significant role of the leader, in these regards, involves spending time encouraging
this individual as he or she tries to achieve a desired level of performance. (Isaac, Zerbe, & Pitt,
2001)
4) The leader must ensure that both parties clearly determine exactly what outcomes constitute
acceptable performance and those results which do not. The follower must fully understand the
expectations established in order to accurately assess the strength or weakness of the E-P
linkage. These performance measures must therefore be expressed in concrete terms. (Isaac,
Zerbe, & Pitt, 2001)
5) The leader must understand that for many followers, the expenditure of effort on the part of the
follower leads to satisfaction on the job. Individuals wish to feel productive, involved, useful and
competent. The job provides a vehicle for the expression of these needs. Therefore, the leader
reinforces these feelings in the follower whenever possible in an effort to strengthen the E-P
linkage by ensuring that the follower understands the importance of his or her work in fulfilling
the organizational vision. (Isaac, Zerbe, & Pitt, 2001)
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6.5 Theory X/Y
McGregor in his book, The Human Side of Enterprise, made a distinction between two types of
managers: Theory X and Theory Y (McGregor, 1999).
Managers characterized as Theory X operate under the assumption that most people have an
inherent dislike for work, have little ambition, are not self-directed, value security over all else, and,
as a result, need to be coerced and supervised very closely if they are to work toward the goals of the
organization. (Jex, 2002)
In contrast the Theory Y manager operates under the assumption that work is a natural part of
peoples’ lives and most people seek greater meaning in it. Under the right conditions, many people
will seek out responsibility and will creatively solve organizational problems if they are allowed to do
so. As a result, individuals are capable of some degree of self-control and will work toward the goals
of the organization to the extent that they find doing so personally rewarding. (Jex, 2002)
For McGregor, Theory Y assumptions were the most appropriate and tended to create positive selffulfilling prophecies. That is, when people were treated well at work, the likelihood was that they
would respond positively and as expected. (Schermerhorn, Hunt, & Osborn, 2002)
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6.6 Goal Theory
Goal setting is a basic process that is directly or indirectly part of all major theories of work
motivation. Goal intentions are considered to be ‘self-predictors’ of the likelihood that an individual
will behave in a particular way to achieve the set goal. Goal intentions are considered key predictors
of behavior and entail a form of motivation. (Smith, Jayasuriya, Caputi, & Hammer, 2008)
The core finding of goal-setting theory is that individuals who are provided with specific hard goals
perform better than those who are given easy, nonspecific, “do your best” goals (Dubrin, 2004).
Dubrin says that goals in order to improve performance must be:
1) Specific
Specific goals lead to higher performance than do generalized goals.
2) Hard but realistic.
The harder one’s goal, the more one accomplishes. An important exception is if goals are too
difficult, they may lover performance.
3) Accepted by the person
Employee participation is valuable because it can lead to higher satisfaction with the goal setting
process.
4) Used to evaluate performance
Goals are more effective when they are used to evaluate performance.
5) Linked to feedback and rewards
Goals should be linked to feedback and rewards. Rewarding people for reaching goals is the most
widely accepted principle of management.
6) Set by individuals or groups
Group goal setting is as important as individual goal setting. Having employees work as teams
with a specific team goal, rather than as individuals with only individual goals, increases
productivity.
7) Learning oriented
Learning goal orientation improves performance more than a performance goal orientation.
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6.7 Equity / Inequity Theory
Numerous studies have focused on the primary proposition of equity theory - that individuals review
the inputs and outcomes of themselves and others, and in situations of inequity, experience greater
cognitive dissonance than individuals in equitable situations. (Carrell & Dittrich, 1978)
People are highly concerned with equity (as opposed to equality) in how they are treated by their
company and their manager. If employees believe they are being treated fairly counterpart their
peers, then they are satisfied and motivated. Dissatisfaction is created where inequities exist, and
this leads to a lack of motivation and reduced productivity. (Topping, 2002)
Perceived inequity occurs when someone believes that the rewards received for their work
contributions compare unfavorably to the rewards other people appear to have received for their
work. When such perceived inequity exists, the theory states that people will be motivated to act in
ways that remove the discomfort and restore a sense of felt equity. Felt negative inequity exists
when an individual feels that he or she has received relatively less than others have in proportion to
work inputs. Felt positive inequity exists when an individual feels that he or she has received
relatively more than others have. (Schermerhorn, Hunt, & Osborn, 2002)
According to Equity Theory, the most common form of inequity is referred to as underpayment. This
occurs when the ratio of inputs to outcomes is perceived as less favorable than the comparative
standard. For example, if an employee perceives that he or she is working much harder than a fellow
employee who is paid the same salary, this may engender feelings of underpayment. (Jex, 2002)
Schermerhorn, Hunt, and Osborn (2002) suggest five steps for managing the equity process:
1)
2)
3)
4)
5)

Recognize that equity comparisons are inevitable in the work place.
Anticipate felt negative inequities when rewards are given.
Communicate clear evaluations of any rewards given.
Communicate an appraisal of performance on which the reward is based.
Communicate comparison points appropriate in the situation.
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6.8 Behavior Modification
Behavior modification is the more generalized approach to using rewards and punishments to
motivate. In behavior modification, there are many other things that people find rewarding and
punishing, that go beyond money. It could be praise from a supervisor or peer. It could be winning an
award. The important point is that the positive or negative reinforcement comes as quickly as
possible after the action. (Liker, 2004)
6.8.1

Behavior Modification Strategies

Organization behavior modification (OB Mod) is the systematic reinforcement of desirable work
behavior and the non-reinforcement or punishment of unwanted work behavior. OB Mod includes
four basic reinforcement strategies: positive reinforcement, negative reinforcement (or avoidance),
punishment, and extinction. (Schermerhorn, Hunt, & Osborn, 2002) (Dubrin, 2004)
1) Positive Reinforcement - the administration of positive consequences that tend to increase the
likelihood of repeating the desirable behavior in similar settings. (Rewarding right response)
2) Negative Reinforcement (Avoidance) - the withdrawal of negative consequences, which tends to
increase the likelihood of repeating the desirable behavior in similar settings. (Rewarding people
by taking away an uncomfortable consequence of their behavior e.g. removing punishment)
3) Punishment - the administration of negative consequences or the withdrawal of positive
consequences that tend to reduce the likelihood of repeating the behavior in similar settings.
4) Extinction - the withdrawal of the reinforcing consequences for a given behavior. (Decreasing the
frequency of undesirable behavior by removing the desirable consequence of such behavior)
Dubrin (2004) presents nine rules for the use of behavior modification:
1) Target the desired behavior.
2) Choose an appropriate reward or punishment.
Feasible rewards include money, recognition, challenging new assignments, stock option etc.
3) Supply ample feedback
4) Do not give everyone the same-sized reward.
5) Find some constructive behavior to reinforce
6) Schedule rewards intermittently.
Rewards for good performance should not be given on every occasion. Intermittent rewards
sustain desired behavior longer.
7) Ensure that rewards and punishments follow the behavior closely in time.
8) Change the reward periodically.
9) Make the rewards visible and the punishments known.
Dubrin (2004) also presents research results that indicate that behavior modification leads to
important outcomes such as productivity improvement. The study that was conducted in a company
shows that monetary rewards based on the principles of behavior modification outperformed
routine pay for performance, with a performance increase of 37% versus 11%. Monetary incentives
also had stronger effects on performance than social recognition and performance feedback.
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6.8.2

Recognition

Recognition is a strong motivator because craving recognition is a normal human need. At the same
time, recognition is effective because most workers feel they do not receive enough recognition.
Several studies conducted over a fifty-year time span have indicated that employees welcome praise
for a job well done as much as they welcome a regular paycheck. Employees tend to regard
compensation as an entitlement, whereas recognition is perceived as a gift. (Dubrin, 2004)
What’s meaningful to one employee versus another can vary significantly. Effective recognition must
be tailored to the individual. (Bielaszka-DuVernay, 2007)
An outstanding advantage of recognition, including praise, as a motivator is that it is no cost or low
cost, yet powerful. (Dubrin, 2004)
According to Dubrin, an effective recognition award possesses at least one of the following qualities:
1) It has symbolic meaning.
2) It inspires pride of ownership.
3) It helps to reinforce the philosophy or identity of the giver.
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6.9 Generational Differences
Historically, businesses have relied on the ability of multiple generations to work together to make
the business a success. Typically, there have been at least two – three generations working
simultaneously in the workforce. The generations are commonly known as: the “Traditionalists”
(born prior to 1946), “Baby Boomers”, (born between 1946 and 1964), “Generation X” (born
between 1965 and 1977) and “Generation Y” (born between 1978 and 1989). (Proffitt, Rowings, &
Sharpley, 2007)
Each generation has a distinct set of values, view of authority and sense of loyalty. They must be
motivated as well as managed differently. (Lander, 2006)
For W-organization the generation “Traditionalists” is not as interesting as the other three
generations. Here below is a brief description of some of the general characteristics of these
generations:
1) Baby Boomers are known for being hard workers and making the necessary sacrifices. Baby
Boomers are positively described as service-oriented, driven, and willing to “go the extra mile,”
good at relationships, eager to please and good team members. They are also known to be
uncomfortable with conflict, reluctant to go against peers, overly sensitive to feedback,
judgmental of those who see things differently, and self-centered. (Proffitt, Rowings, & Sharpley,
2007)
2) Generation X-ers are positively described as adaptable, independent, fearless from authority,
and creative. This generation’s less attractive qualities include impatience, a lack of people skills,
inexperience, and cynicism. (Proffitt, Rowings, & Sharpley, 2007)
Generation X-ers seek recognition and are drawn to opportunities to learn and enjoy their work.
They seek responsibility: a career ladder or promotion plan should be created for them. X-ers will
commit to company if they feel the company has committed to them. (Lander, 2006)
3) Generation Y- ers not only understand technology, but are truly experts with respect to using
technology. Also, Generation Y-ers are expected to change jobs repeatedly over the course of
their careers. Generation Y is positively known for collective action, optimism, tenacity, and
multitasking capabilities. Generation Y is also thought to need supervision and structure and
lacks experience, especially with respect to handling difficult people. (Proffitt, Rowings, &
Sharpley, 2007)
Generation Y employees are adaptable, innovative and efficient, so they should be offered
challenging projects. They should be motivated by providing educational and personal skill
building; they should get time to take online courses. But Y-ers should choose the courses
because they don’t respond well to being told what's good for them. (Lander, 2006)
Gen Y wants more feedback and access to managers. When it comes to the workplace, younger
employees crave more feedback, access to managers and social interaction than their older
counterparts, according to a new survey. (Hansen, 2007)
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CHAPTER 7:

Empirical Research

In this chapter survey results and some of the findings from the conducted interviews in Worganization will be presented. These results together with more interview findings will be analyzed
later on in the chapter Analysis and Discussion.

7.1 What do consultants value most?
The results are presented in percentage. It is done so that each consultant should choose five most
important key drivers and rank them from 1 to 5 where 1 is the most important one. Then, these
drivers are graded so that the most important driver gets five (5) points and the least important of
them gets only one (1) point. Total sum of all points per driver is divided by the total sum of all points.
In this way I have got key drivers ranking expressed in percentages. Forty five consultants have
answered this questionnaire.
7.1.1

All age groups

Here below are complete survey results for all consultants together. In following sections I will present
results for different age groups. I am not completely following age grouping as defined in chapter 4.9.
My groups are:
20 - 30 vs. generation Y (19 - 30)
31 - 40 vs. generation X (31 - 43)
40 + vs. Baby Boomers (44 - 62) and Traditionalists (62+)

1
2
3
4
5
6
7
8
9
10
11
12
13
13
15

The key drivers – all age groups

(%)

Training and knowledge development possibilities
Attractive assignments
Good salary
Good relation with your colleagues
Good relation with your boss/bosses
Work-life balance
Recognized, rewarded for your individual contribution
Company’s openness and information sharing
Opportunities to choose assignments by yourself
The assignments correspond to your competence and expertise
Career advancement opportunities
Acceptable workload
Partnership
Company’s reputation
Flexible work-time

21,2%
17,2%
10,7%
6,5%
6,0%
5,1%
4,6%
3,6%
3,4%
2,8%
2,5%
2,0%
1,9%
1,9%
1,5%

Table 1: The key drivers - all age groups

It is very interesting to compare these results with results from the broad industry research
conducted by Manpower (2005).
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Figure 4: What makes a great employer? (Manpower, 2005)

It is evident from the comparison that IT consultants value training and skill development much
higher than the industry average. It is an important insight which all W-organization companies are
well aware of.
7.1.2

Age group 20-30

Here below are survey results for the consultant group aged between 20 and 30. The system of
awarding points that I used meant that several factors have got the same amount of points
(expressed as a percentage). It is even more evident for smaller groups such as the group 40+.

1
2
3
4
5
6
7
7
9
9
9
12
12
12
15

The key drivers - age group 20-30
Training and knowledge development possibilities
Attractive assignments
Good salary
Work-life balance
Company’s openness and information sharing
Good relations with your boss/bosses
Good relations with your colleagues
The assignments correspond to your competence and expertise
Recognized, rewarded for your individual contribution
Opportunities to choose assignments by yourself
Social activities and business trips
Career advancement opportunities
Possibilities to be changed from very long assignments
You can influence important decisions
Acceptable workload

(%)
26,8%
18,8%
9,9%
6,6%
6,1%
4,7%
3,8%
3,8%
2,8%
2,8%
2,8%
1,9%
1,9%
1,9%
1,4%

Table 2: The key drivers - age group 20-30

7.1.3

Age group 31-40

Here below are survey results for consultant group with age between 31 and 40.

1
2
3
4
5
6

The key drivers - age group 31-40
Attractive assignments
Training and knowledge development possibilities
Good salary
Good relations with your colleagues
Good relations with your boss/bosses
Recognized, rewarded for your individual contribution
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7
7
9
10
11
12
12
14
14

Work-life balance
Opportunities to choose assignments by yourself
Company’s reputation
Acceptable workload
Career advancement opportunities
The assignments correspond to your competence and expertise
Partnership
Company’s openness and information sharing
Flexible work-time

4,5%
4,5%
3,0%
2,7%
2,4%
2,1%
2,1%
1,8%
1,8%

Table 3: The key drivers - age group 31-40

7.1.4

Age group 40+

Here below are survey results for consultants group who are older than 40.

1
2
3
4
5
5
5
8
8
8
8
8
8
14
15

The key drivers - age group 40+
Training and knowledge development possibilities
Good salary
Attractive assignments
Good relations with your boss/bosses
Recognized, rewarded for your individual contribution
Partnership
Commuting distance/geographic reasons
Good relations with your colleagues
Work-life balance
Career advancement opportunities
Company’s openness and information sharing
Possibilities to work from home
Opportunities to choose courses by yourself
The assignments correspond to your competence and expertise
Company’s reputation

(%)
19,8%
10,9%
8,9%
7,9%
5,0%
5,0%
5,0%
4,0%
4,0%
4,0%
4,0%
4,0%
4,0%
3,0%
3,3%

Table 4: The key drivers - age group 40+

Retention of IT Consultants: How to Grow Employee Loyalty – The Case of T-company

Page 42 of 86

7.2 Optimal Assignment’s length
Forty four consultants gave their feedback on this question.
Assignment's length
0 - 1 months
1 - 3 months
3 - 6 months
6 - 12 months
1 - 2 years
> 2 years

(%)
0,0%
2,3%
40,9%
45,5%
9,1%
2,3%

Table 5: Optimal assignment's length

0 - 1 months
1 - 3 months
3 - 6 months
6 - 12…
1 - 2 years
> 2 years

Optimal Assignment's length
50,0%
40,0%
30,0%
20,0%
10,0%
0,0%

Figure 5: Optimal Assignment's length

From the table above we can read that the majority of consultants (86.4%) consider that the optimal
assignment’s length lies between 3 – 12 months.
The only consultant who prefers assignment’s length longer than two years explained that it depends
on the character of his assignments. His specialty is business process development and according to
him it takes a long time to come into the core of a business and really understand it to be able to
achieve good results.
Another important reason is that he has much shorter commuting distance now on his actual
assignment than he had before which he found very important. His age is 50+.
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7.3 Reasons for the last change of job
Here are the results from the questionnaire (see APPENDIX B, Part 2). The consultants gave most
important reasons for leaving their old companies and for starting their employment at some of Worganization companies.
7.3.1

Reasons for leaving the old company

Here are presented answers from W-organization’s consultants about reasons they left the
companies they worked for before they started their employment at W-organization.

1
2
3
4
5
5
7
8
9
9

The old company
Bad company culture
Boring work tasks
Bad salary advancement
The company did not invest enough into knowledge development
Bad career advancement opportunities
Employment termination (because of work shortage, outsourcing or similar)
Poor influence
Too long a time at the same place (variation)
Too little to do
Too much responsibility / Too little responsibility

(%)
33,5%
19,2%
10,8%
9,6%
6,2%
6,2%
5,4%
2,3%
1,5%
1,5%

Table 6: Reasons for leaving the old company

The old company
35,0%
30,0%
25,0%
20,0%
15,0%
10,0%

Too much to do (a
lot of overtime)

Bad relation with
some other…

You did not get that
respect you had…

Bad relation with
your boss

Too little
responsibility

Too much
responsibility

Too little to do

Too long time at
same place…

Poor influence

The employment’s
termination…

Bad career
advancement…

Bad salary
advancement

Boring work tasks

Bad company
culture

0,0%

The company did
not invest enough…

5,0%

Figure 6: Reasons for leaving the old company
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7.3.2

Reasons for starting work for W-organization

And here are presented answers from W-organization’s consultants about reasons they chose to start
their employment at W-organization.

1
2
3
4
5
6
7
8
9
9

The new company
Better company culture
Better skill building opportunities
More interesting work tasks
Shorter commute distance/geographic reasons
Higher salary
Better career advancement opportunities
Acquaintance/friends at the new company
Interesting social activities
Bonus
Better working hours

(%)
25,8%
23,6%
20,6%
9,7%
8,9%
5,0%
4,2%
1,7%
0,3%
0,3%

Table 7: Reasons for starting work for the new company

The new Company
30,0%
25,0%
20,0%
15,0%
10,0%
5,0%
Better working hours

Bonus

Amusing social
activities

Acquaintance/friends
at the new company

Better career
advancement
opportunities

Higher salary

Shorter commute
distance/geographic
reasons

More interesting
work tasks

Better skill building
opportunities

Better company
culture

0,0%

Figure 7: Reasons for starting work for the new company
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7.4 T-company’s survey results
Eight (8) consultants gave their feedback on this survey. One of the consultants was recently
employed and I considered her response not very relevant and valuable because of the lack of
company experience. The table is ordered in descending order – highest importance at the top, lowest
at the bottom. Red color indicates factors where the company’s response to expectation is not good
enough.
Area

Importance
for consultants

How does the company
meet expectations?

Training and knowledge development
possibilities
Attractive assignments

4,88
4,63

4,75
3,75

Possibilities to be changed from very long
assignments
Flexible work-time
Opportunities to choose courses by yourself
Good relations with your boss/bosses

4,50
4,25
4,25
4,25

3,50
4,38
4,25
4,25

4,25

4,25

4,25
4,25

4,13
4,13

4,25
4,13
4,00
4,00
4,00

3,75
3,50
4,25
4,13
4,00

4,00
4,00
3,88

3,75
3,75
3,88

3,86
3,75
3,71
3,63
3,63

3,86
4,25
3,43
4,13
3,88

3,50
3,50
3,43
3,00
2,88
2,86
2,83
2,75
2,63

4,25
3,50
3,43
2,25
4,13
3,29
4,83
2,00
3,25

Good relations with your colleagues
Opportunities to choose assignments by
yourself
Acceptable workload
Recognized, rewarded for your individual
contribution
Frequent feedback from your boss
Company’s reputation
Company’s openness and information sharing
Varied assignments
The assignments correspond to your
competence and expertise
Demand for company’s services
Good salary
Assignments’ length satisfies your
expectations
Allotted time for other activities
Career advancement opportunities
Employment security
Social activities
Possibility to talk to your boss about subjects
not related to business
You have impact in the company
The company supports your private studies
Bonus system tied to knowledge development
Firm trips
Possibilities to work from home
Partnership
Bonus dividend
Influence on the recruitment process
Table 8: T-company's survey results
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Possibilities to work at your…

Bonus dividend…

Firm trips…

Influence on the recruitment’s…

Partnership…

Bonus system tied to…

The company supports to your…

You have impact in the…

Possibility to talk to your boss…

Employment security…

Social activities…

Allotted time for other activities…

Career advancement…

Company’s openness and…

Varied assignments…

Assignments’ length satisfies…

Good salary…

Flexible work-time…

Company’s reputation…

Opportunities to choose…

The assignments correspond…

Recognized, rewarded for your…

Demand for company’s…

Frequent feedback from your…

Opportunities to choose…

Good relation with your…

Good relation with your…

Acceptable workload…

Possibilities to be exchanged…

Attractive assignments…

Training and knowledge…

Importance for consultants
Company meets expectations
5,00

4,50

4,00

3,50

3,00

2,50

2,00

1,50

1,00

Figure 8: T-company's survey results chart

Page 47 of 86

7.5 Strength and weaknesses
Analyzing positive and negative gaps I identified the company’s strengths and weaknesses. A gap is a
difference between ‘company meets expectation’ and ‘importance for consultants’. A positive gap is
when the grade for ‘company meets expectation’ is higher than ‘importance for consultants’ and a
negative gap is opposite.
To give fair values for strength and weaknesses I created following formula:
Strength = ‘importance for consultants’ x ‘positive gap’
Weakness = ‘importance for consultants’ x ‘negative gap’
Neutral values, that is when ‘company meets expectation’ and ‘importance for consultants’ have
same grades, are not observed.
Strengths

Social activities
Flexible work-time

Values
5.66
3.60
2.63
1.88
1.82
1.63
1.23
1.00
0.91
0.55

Company’s openness and information sharing

0.52

Partnership
Firm trips
Possibility to talk to your boss about subjects not related to business
Allotted time for other activities
Employment security
Influence on the recruitment process
Possibilities to work from home
Company’s reputation

Table 9: T-company's Strengths

Weaknesses
Possibilities to be changed from very long assignments
Attractive assignments
Frequent feedback from your boss
Bonus system tied to knowledge development
Recognized, rewarded for your individual contribution
Bonus dividend
Career advancement opportunities
The assignments correspond to your competence and expertise
Demand for company’s services
Training and knowledge development possibilities

1

Opportunities to choose assignments by yourself
Acceptable workload

Values
-4.50
-4.07
-2.60
-2.25
-2.13
-1.50
-1.04
-1.00
-1.00
-0.63
-0.51
-0.51

Table 10: T-company's Weaknesses

1

Observe that since training and knowledge development is very highly graded (4.75) it should be actually
excluded from this table.
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CHAPTER 8:

Analysis and Discussion

In this chapter survey and interview results will be analyzed and related to theory.

8.1 What motivation factors are most important to consultants?
From survey results (see Table 1: The key drivers - all age groups) it is obvious that the three most
important factors for all age groups (see even other tables in same chapter) are:
1. Training and knowledge development possibilities
2. Attractive assignments
3. Good salary
As presented before, comparing these results with industry average (Manpower, 2005) reveals that
IT consultants value training and skill development much higher than the industry average. It
supports my hypothesis that being a consultant in such an expansive, fast changing and demanding
branch such as IT and telecommunication must imply that consultants are people who are looking for
challenges. In this case, exciting assignments and skill development must be highly valued.
Comparing the value of the factor ‘Career advancement opportunities’ which is 2.5% to the factor
‘Training and knowledge development possibilities’ which has value of 21.2% I reached the
conclusion that for consultants personal development is much more important than career
advancement. Asking several consultants for their comments I have the feedback that they are
certainly interested in career advancement, meaning being better and better specialists but not in
the sense of climbing the company’s hierarchy ladder.
It is pretty obvious for everyone who starts employment at W-organization companies that the
companies’ structure is very flat. There are only two hierarchy levels: the first one is constituted by
consultants, the next one comprises only one manager.
With this in mind those who have an ambition to climb the career ladder are not attracted to Worganization.
These insights support my hypothesis that the classical career path is less important for consultants
than continuous skill development and becoming a specialist.
I asked two managers what they think motivates consultants most.
T-company’s manager P.S. answered that consultants are mostly motivated by interesting and
unfolding assignments.
J-company’s manager T.D. believed that consultants are highly motivated by doing a good job. Other
factors are good colleagues, decent salary and an active leader but it is essential that they can do a
good job.
All W-organization companies have high investments in consultants’ skill development in form of
courses, seminars, workshops, knowledge transfers between consultants, visiting and participating in
various conferences of interest etc. Each consultant has time that is dedicated and planned for
education and knowledge development.
Companies are trying to match consultants with representing assignments. What is an attractive
assignment for one consultant does not need to be an interesting assignment for another.
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Regarding salaries, since the companies are investing heavily in consultants training there is not
much space for giving them a very high salary. But most consultants are pleased with good training
possibilities and a competitive salary.
Looking at Maslow’s hierarchy of needs (see Maslow’s Theory of Needs) I could conclude that
consultants value very high needs on fourth and fifth levels, esteem and self-actualization. That is
clearly looking at the two highest satisfaction factors which are about personal development and
work characteristics.
Affiliation needs are also valued high which is the third level in Maslow’s hierarchy of needs – social
needs.
Salary that we should find on the lower level of needs is valued very high. According to Stum’s
Performance Pyramid (see Extending Maslow to Organizations and Leadership) salary should be
placed on the second level of workforce needs. On the top level in his Performance Pyramid is
Work/life harmony which W-organization’s consultants valued as fifth most important factor.
Herzberg (see Hygiene and Motivation factors) pointed out that salary shows up both as a motivator
and hygiene. For people it often has not only economical meaning but also symbolizes status and
recognition for achievement
There is some nonconformity in T-company consultants’ answers regarding salary. Namely, in Tcompany’s survey results importance of a good salary is much lower than W-organization’s average.
This could probably be partially explained by different answering systems in surveys for all
consultants and for T-company’s consultants only. In the first one, consultants should choose five (5)
most important factors and in another one they should set grade for each factor. Some of Tcompany’s consultants answered both, so that I could compare answers. The most extreme
difference is for a consultant who rated a good salary as the second (2nd) most important factor in
the first survey and in the second one he gave it importance grade 3 (of 5). This resulted in ‘good
salary’ landing at shared seventeenth (17th) place of importance. Some other reasons could lie in
dishonesty of answers or being in different moods when answering those two surveys.
8.1.1

Is there any difference between different age groups?

I analyzed three (3) age groups of consultants: 20-30, 31-40, and older than 40. Here are some
observations.
Importance of those identified top three (3) motivation factors as a package is decreasing in relation
to the age of consultants.
a) Group 20-30: 55.5%
b) Group 31-40: 47.7%
c) Group 40+: 39.6%
It can be explained that older consultants also realized the importance of other factors and chosen
factors are more spread across all offered factors in the questionnaire. For example group 40+ has
factor ‘commute distance’ at shared fifth (5th) place of most important factors while other groups
have 0% for the same factor, that is no one has chosen this factor among the five (5) most important
factors. The same is true with possibilities to work at home – it was only important enough for

Retention of IT Consultants: How to Grow Employee Loyalty – The Case of T-company

Page 50 of 86

consultants older than 40 to choose this factor among the top five.
Importance of social activities and company trips also declines in relation n to older consultants:
a) Group 20-30: 2.8%
b) Group 31-40: 0.9%
c) Group 40+: 0%
It does not mean that social activities and company trips are not important at all to consultants older
than 40. Conclusion is that such activities became less important than some other factors and
nobody from group 40+ found it important enough to include in the top five factors.
Older consultants appreciate partnership more than their younger colleagues and its importance
shows an increasing trend from 0% for group 20-30, 2.1% for group 31-40, to 5% for group 40+.
Appreciation of the bonus dividend is also increasing with age. 40+ consultants are not so concerned
with the possibility to be changed from long assignments and value of this factor is decreasing
relating to older consultants.
These findings give insights that motivation/satisfaction factors change in relation to consultants’
age. These factors should be identified to be able to satisfy consultants in all age groups. Companies
could identify lack of benefits which could be appreciated by consultants. These benefits might be
offered at salary and benefits negotiations. An example is that consultants have five (5) weeks of
vacation. Giving consultants the opportunity to choose one more week instead of wage growth when
negotiating, should improve companies’ flexibility to satisfy consultants’ needs.
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8.2 Assignments length
Since consultants are highly motivated by knowledge development, they are prone to stay longer and
feel better on challenging assignments. They feel good while they have a feeling that they still have a
lot to learn and they are self developing.
As the learning curve becomes flatter and flatter, they have the impression that there is not so much
more they can learn on the assignment and the work is becoming routine. They are not so motivated
anymore and they would like to get another assignment instead.
This break point in time is shown in the figure below. At the beginning of an assignment there is
much to learn and it is the most challenging period. As time passes a consultant becomes more and
more skilled until he finally believes that there is not enough knowledge left to be gained in the
project.

Figure 9: Personal development and assignments length

This break point expressed in time units (days/months) symbolizes the optimal assignment’s length
for a consultant.
Of course it is highly individual and it depends on many factors such as consultants’ personalities,
assignment character, challenges, interesting / new technique, exciting customer / branch etc.
Most consultants consider the optimal assignment’s length is between 3 and 12 months.
41% of the W-organization consultants find 3-6 month an optimal assignment length and 45.5% find
6-12 months as most tempting.
Some good practices are to talk on a regular basis with consultants to find out how they feel about
the assignment. Are they still motivated?
Phasing out consultants who have been a long time on the same assignment and who are not
motivated anymore is sometimes necessary in order to make progress. Such practices exist in Tcompany and other W-organization companies. The companies offer to a customer to change an
existing consultant with another one. Under knowledge transfer (up to 2 weeks period) a customer is
not charged for the cost of an extra consultant.
The possibility to be phased out is very much appreciated by consultants but it is not always possible
to be realized because customers will not always accept it.
Mapping the right consultant with the right customer is important. SonyEricsson and Ericsson are
well known as companies that want to keep consultants for a long time, often several years.
It is not very reasonable to place consultants who like very short assignments at such customer
companies.
One consultant said that the main reason he left his last company was that it was hard to get out of
long assignments and he was forced to work on the same assignment for a very long time.
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According to expressed opinion of some other consultants, one can sit longer on “cool” and
interesting assignments, but contracts should be written to maximal 3-6 months at a time.
The consultant who has been working for the same customer for almost four years said that he was
in from the beginning when all development had been started and it was very challenging and
varying work which made him stay so long.
Asking him if he still feels like a consultant he answered both “yes and no”.
To my question if he feels that he has had the same skill development opportunities as consultants
who changed assignments and customers more often he answered that he would certainly have
better personal development if he changed assignments and customers more often. On other hand it
is always risky when changing assignments. He was pretty pleased with his actual assignment. His
next assignment could be worse, you never know. A bird in the hand is worth two in the bush.
To my final question: “Why it is better to work as a consultant for the customer than as the
customer’s employee?”, he answered that there is not so much differences between working as a
consultant and working as an employee.
Working as a consultant does not have many disadvantages but has many advantages such as much
better competence development in W-organization, social activities, and affiliation reasons.
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8.3 Why do employees leave their companies
In my empirical research consultants were asked for the main reasons for their last job change,
quitting their jobs and starting employment at some of W-organization companies. These are actual
reasons why they have changed jobs; I did not ask them what potential reasons could be most
important when making such decisions, hypothetically speaking.
We can read from the results that the winning reason for both leaving old companies and choosing a
new company is company culture – bad company culture in the abandoned company relative to the
good company culture in the new one.
When asked about the most descriptive characteristics of W-organization’s company culture both
consultants and managers gave similar answers that could be summarized as:
Focus on competence and competence development.
Respect and deference to consultants’ wishes.
Company’s efforts to strengthen the fellowship.
Some other reasons for leaving companies were: boring working tasks, bad salary, bad knowledge
development etc. (see Table 6: Reasons for leaving the old company)
Analogous to this, reasons to start work for a new company were improvement of these satisfactory
factors e.g. better company culture, better salary, better knowledge development etc.
I asked two managers about their opinions on the reasons people change their jobs.
T-company’s manager P.S. believes that the main reasons are that another company can offer a
consultant some opportunities that are not possible to realize in the present structure of Worganization e.g. career opportunities in a traditional sense - climbing the company’s hierarchy
ladder.
J-company’s manager T.D. said that he believes the main reasons are bad leadership and consultants’
hunting for better salaries.
Generally people are leaving their companies if some of the satisfaction factors they value highly
were not there from the beginning or impaired later on. Not fulfilling hygiene factors causes
dissatisfaction (see Hygiene and Motivation factors) and people start to think about leaving the
company.
Some significant reasons for people to leave are (Harvard Business School Press, 2002):
The company’s leadership shifts – either quality of management declines or employees do
not trust or feel comfortable with new leaders who took the helm.
Conflict with immediate supervisors – their relations with managers become stressful and
problematic and they do not see any other options in their companies
Close friends leave – meaningful affiliation is taken away when people you like leave the
company
An unfavorable change of responsibilities - a person’s job responsibilities change so that the
work no longer appeals to his or her deepest interests or provides meaning or stimulation.
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“You can have terrific pay and benefits, employee-friendly policies, and all the other things that
induce loyalty and retention, but a few rotten apples can spoil the barrel. Specifically, a bad manager
can neutralize every retention scheme you put in place”. (Harvard Business School Press, 2002)
Looking at the answers of W-organization’s two managers it is easy to see some differences. While
both of them certainly gave correct reasons, the first one gave only reasons that are out of the
company’s power to do anything about. The second one who I previously called “retention
champion” (see Abstract), admits that reasons could lie in bad leadership and that is of course,
something that managers can work on all the time to improve.
Realizing that turnover grounds could lie in our own flaws in leading, coaching and supervising is a
good starting point to retention improvement.
“Motivation is about cultivating your human capital. The challenge lies not in the work itself, but in
you, the person who creates and manages the work environment.” (Bruce, 2003)

Retention of IT Consultants: How to Grow Employee Loyalty – The Case of T-company

Page 55 of 86

8.4 Hiring new employees
This subject has been touched upon only lightly but it deserves much more attention since hiring is
the beginning of retention and it is very important to be done correctly. Speaking with IT vocabulary,
I could compare it with software development – what good system requirements are for system
development that is hiring for retention. McKeown (2002) claims that retention even starts before
recruitment because the employee’s perceptions of the organization are massively influenced by
what he or she saw and heard before joining the organization.
Good hiring decisions create a foundation for more effective performance by employees, teams, and
the company overall. Conversely, bad hiring decisions drag down performance and are painfully
expensive to correct. Hiring correctly is a powerful first step in reducing unwanted turnover.
(Harvard Business School Press, 2002)
It is practice in all W-organization companies that when looking for new good candidates first ask
current employees for referrals. This is a very good method because current employees are unlikely
to suggest bad candidates. They normally recommend their friends and people they know well and
who will probably fit in the company’s culture.
Hiring people whom you want to keep is an important step in building a culture that makes people
wants to stay with you. (Bruce, 2003)
Giving them a good start is important for retention and begins with hiring people who are suited to
their jobs and making sure that they understand what they are getting into both in terms of the
culture of the company and the specifics of their job descriptions. (Harvard Business School Press,
2002)
I asked two managers the question: “How do you know that a candidate you interview will fit into
the company culture?
P.S. answered that it is based mostly on feelings and just a hunch.
T.D. answered that he interviewed hundreds of candidates and developed his own “design pattern”
which helps him to quickly identify who fits and who does not fit in the company culture.
On the question: “What personality traits must a consultant possess?” they answered:
P.S. – “Strong interest and engagement in our special field, in our case software testing”.
T.D. – “A consultant must have his/her own driving force, be curious, goal-oriented, and pleasant social competence as it is called nowadays. He/she must have a hearty interest in technique.”
On the question whether they tell candidates what expectation the company has from them I
received positive answers from both managers.
The next question was: “Do you present to a candidate both advantages and disadvantages of being
a consultant as opposed to working for traditional companies? (To avoid surprises later on)”
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P.S. - “Normally yes, for young inexperienced candidates always. Exceptions are candidates who are
experienced and have already worked as consultants.”
T.D. – “I used to say that on a first interview I try to scare away candidates. Candidates must
understand that we are different in many ways (both positive and negative) and will start eventual
employment with open eyes. We do not want those who will leave us after a while when we have
invested a lot in building relationship between all employees. The background is that we are
depending on our competence and try to develop competence as much as possible. Competence, on
the other hand, is best developed in interactions with fellow consultants. But this interaction is
depending on how well consultants can communicate, that is how well they know each other.”
Many companies have adopted a recruitment system called ‘realistic job preview’. It is clear that T.D.
is using this way screen applicants.
Realistic job review involves initiating a frank and open discussion of job activities, performance
expectations, immediate work team, working conditions, rules and policies, work culture, manager’s
style, and the organization’s financial stability, or other topics where surprises need to be minimized.
Such reviews should obviously accentuate the positives, but not gloss over potential negatives that,
when later experienced after hiring, could cause the new hire to abruptly quit or disengage. The
experience of companies who have implemented this practice has shown that some candidates will
indeed withdraw when an organization’s ‘‘warts’’ are openly discussed. On the other hand,
candidates who turn out to be good fits for the organization and culture, tend not to be turned off by
this. Rather, in many cases, they are often actually more motivated to meet the challenge head on.
(Brangham, 2005)
Since T.D. has achieved in his company almost zero turnover it implies that such a process should
also be applied to other W-organization companies since all companies have a similar if not the same
culture.
Some researches show that the recruiter is not a key factor in whether an applicant decides to accept
employment with an organization. Rather, the nature of the job and other conditions of employment
(e.g., salary, benefits, and promotion potential) appear to be much more important. The one thing
about recruiters that does appear to be important, however, is their knowledge of the job that an
applicant is seeking. Researches also show that if an organization treats applicants rudely, or is very
lax about keeping them informed, this approach will turn off applicants and make them less likely to
accept an offer of employment. (Jex, 2002)
In W-organization companies all managers are doing recruitment and hiring of personnel by
themselves (consultants are also involved) and they all know very well the nature of jobs which
applicants will be asked to do.
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8.5 Closer look at T-company
In chapter Strength and weaknesses I identified which motivation factors were good at T-company
and appreciated by T-company’s consultants and which factors were not so good. In my analysis I will
focus on T-company’s weaknesses. Of course, even strengths could be further improved and become
even better. Special attention should be paid to neutral factors, when the company responds exactly
according to expectations. Those satisfaction factors exist on the margin and can easily become
weaknesses either if expectations grow or if the company’s responses get worse.
8.5.1

Weaknesses

The weaknesses could be separated into several groups:
Related to assignments:
o Possibilities to be changed from very long assignments (-4.50)
o Attractive assignments (-4.07)
o The assignments correspond to your competence and expertise (-1.00)
o Demand for the company’s services (-1.00)
o Training and knowledge development possibilities (-0.63)2
o Opportunities to choose assignments by yourself (-0.51)
o Acceptable workload (-0.51)
Feedback and recognition
o Frequent feedback from your boss (-2.60)
o Recognized, rewarded for your individual contribution (-2.13)
o Bonus system tied to knowledge development (-2.25)
Diverse
o Career advancement opportunities (-1.04)
Beginning with career advancement opportunities there is not much to say. W-organization’s flat
company structure does not offer many opportunities to climb the career ladder in the traditional
meaning of career advancement. Candidates who have such ambitions should be screened already
during the hiring process, because there is a huge risk that they could leave the company as soon as
they get the chance of a managerial position at another company. They probably have the intention
to use W-organization as a springboard for getting in touch with traditional customer organizations.
8.5.2

Assignments

Looking at the most important identified weaknesses, it is apparent that T-company’s consultants are
most concerned about the nature of assignments and feedback from their boss. The reason that Tcompany’s consultants are more sensitive to the nature of assignments than consultants in other Worganization companies could be explained by the company’s niche. The lowest level of assignment
complexity is test execution. It is a much lower level than the lowest level of complexity of potential
assignments which consultants in another W-organization company could get. Most of T-company’s
consultants are afraid to get stuck in an assignment where they would only be executing test cases.

2

Since training and knowledge development is very highly graded (4.75) it could be excluded from the
weaknesses.
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In such assignments personal development and knowledge gain is very poor. That is why even the
training and knowledge development possibilities factor has got a negative gap.
Skills are developed through experience, and assignments define the experience through exposure to
new challenges and new responsibilities (Maister, 1993).
Assignments staffing must be planned carefully. It is all about trading between client demands for
quality, cost effectiveness and speed; preferences of the firm’s members; and the company’s actual
demand for and supply of consulting resources. The company must balance the interests of the
company with those of the individuals. It appears that consultants see knowledge development as a
very attractive outcome and give it a high valence (see Expectations theory). Consultants should not
be a long time on a low-valence assignment. Such an assignment should be maximum one year (see
Optimal Assignment’s length). They must be assured that their next assignment will better match
their preferences.
A positive side of consultancy is that when working on an assignment with low valence, consultants
know that it is only temporary. Their next assignment can have a much higher valence.
To be motivated to do their job well in spite of low assignment valence, they must believe that their
next assignment will give them more satisfaction. It is important for consultants to know that the
manager is aware of the problem and is actively looking for matching assignments. More frequent
communication between manager and consultant is appropriate during this period. Asking
consultants how they feel about assignments and about their motivation on a regular basis is highly
recommended (see Optimal Assignment’s length).
As it can be seen in Table 10, T-company's Weaknesses, at the top of listed weaknesses is
“Possibilities to be changed from very long assignments” with a value of -4.5. Despite the fact that
W-organization and T-company exercise the practice of phasing out consultants who have been a
long time on the same assignment or on the “wrong” assignment, this still seems to be the highest
concern of T-company’s consultants. The reason for this being that it is not always possible to be
phased out, as customers may not always accept it. The practice is to offer a customer replacement
for the existing consultant. Under knowledge transfer that can be up to a two week period, a
customer is not charged for the cost of an extra consultant.
If this arrangement is not accepted by the customer and the consultant must stay, then the
consultant should be compensated in some way e.g. choosing the next assignment or some other
kind of compensation. It is important that consultants know that their commitment is appreciated by
their boss.
Opportunity to choose attractive assignments depends very much on the demand for the company’s
services - the higher the demand the higher the choice of customers and assignments.
Marketing strategy with the target to become more attractive for customers and increase the
demand for the company’s services is beyond of the scope of this paper.
8.5.3

Feedback and Recognition

From theory we can see that recognition is the second most important factor for satisfaction (see
Hygiene and Motivation factors). Needs for feedback and recognitions are on the fourth level of
Maslow’s hierarchy of needs – esteem needs (see Maslow’s Theory of Needs). An enriched job must
contain feedback, encouragement, and communication (see Job enrichment). Dubrin identifies
recognition as a strong motivator because craving recognition is a normal human need. At the same
time, recognition is effective because most workers feel they do not receive enough recognition (see
Recognition). This coincides with my findings.
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Messer and Mires (Messer & Mires, 2008) say that purpose of employee recognition is to say “thank
you”, “well done” or “we value you as an employee”. The number of ways to give recognition is
limitless and not necessarily expensive.
“Salary is payment for doing the job, benefits are design to protect the employee’s well being, and
incentives reward the achievement of specific performance goals. Recognition expands this trio into a
quartet of ways in which successful firms develop and retain their employees.” (Messer & Mires,
2008)
While formal recognition is also important, feedback and recognition improvement could be done
much faster and easier by increasing the quality and frequency of informal recognition.
Messer and Mires (2008) list five main activities that should be performed to recognize employees:
Acknowledgement – Tell employees how much you appreciate them. Simple words of thanks
or public recognition of an employee’s efforts could be sufficient.
Care – Employees have lives and problem outside the workplace. Managers can and should
express concern for employees. When managers genuinely care, employees develop a strong
sense o f loyalty in return.
Feedback – Feedback from manager to employee should be ongoing, specific, and timely, not
just given at the annual performance review.
Conversation – Providing employees with the opportunity to be heard is important and
appreciated by employees. Managers should show that they are interested in employees and
their opinions.
Excellence – Employees like to feel part of an organization of which they can brag about to
friends and relatives. They need not brag about the company’s achievement and reputation
but about such things as extraordinary benefits the company can offer them3.
A good opportunity for both giving and getting feedback is of course performance review and its
follow up meetings. The practice in T-company is an annual performance review meeting with
several follow up meetings.
Discussing performance review with T-company employees I found that most of them were pleased
with it. The goals were specific and linked to skill development, either personal skill development or
knowledge transfer to other employees (see Goal Theory).
Only one flaw I could find is that it was not clear to everyone which consequence is fulfilling or not
fulfilling his/her goals. While it is completely defendable and even recommendable to have different
rewards to different employees depending on their affinities, it could give rise to some inequity
issues (see Equity / Inequity Theory). To prevent such issues it is recommendable to link economic
rewards to complete packages of goal objectives for each employee. All employees should have
equal rewards for 100% fulfillment of their goals – not too high, but high enough to motivate and
improve their performance.

3

The latest business trip to Orlando (StarEast Conference) was really appreciated by all T-company employees.
All employees attended the conference and it was really something they could brag about.
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CHAPTER 9:

Conclusions and Implications

My research shows that three satisfaction/motivation factors are the most important for consultants:
1. Training and knowledge development possibilities
2. Attractive assignments
3. Good salary
Comparing these results with industry average (Manpower, 2005) reveals that IT consultants value
much higher training and skill development than the industry average. It implies that being a
consultant in such an expansive, fast changing and demanding branch such as IT and
telecommunication must mean that consultants are people who are looking for challenges. In that
case, exciting assignments and skill development must be highly valued.
Companies which want to retain their employees and be more attractive as an employer must invest
in continuous training and skill development.
It is very important that assignments match consultants’ affinities, the right consultant to the right
assignment.
The research also reveals that consultants can be displeased by not receiving enough feedback from
their bosses. Since giving more feedback is not so expensive, there are no reasons for not doing it.

9.1 Suggestions for further research
As recruitment and hiring is the beginning of retention, it is very important that it is done correctly.
This part should be researched much deeper than I have done. Focus could be on finding a good way
to estimate if a candidate fits into the corporate culture.
How to attract talents and become an ‘employer of choice’ is worth investigating too.
More attention could also be given to identifying what personality traits should a consultant possess.
Research could be conducted to identify differences between personality traits of consultants and
traditional employees. Consultants and traditional employees who would be included in the research
should have worked as consultants and traditional employees for several years to be sure they enjoy
being consultants as opposed to being traditional employees.
Knowing what personality traits makes a good consultant and knowing how to recognize those traits
in candidates would be a great help in the process of hiring new employees.
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APPENDICES
APPENDIX A: Questionnaire 1 (Swedish)

Personalenkät
Ditt namn

Ditt företag:

Hur länge har du jobbat på ditt företag? (0-1; 1-2; 2-3; 3-5; 5+)

Hur länge har du jobbat som konsult sammanlagt? (0-1; 1-2; 2-3; 3-5; 5+)

Hur gammal är du? (20-30, 31-40, 40+)

Del 1:
Välj 5 faktorer som är viktigast för dig för att du stannar kvar hos din nuvarande arbetsgivare. Om du
inte hittar i listan något som passar dig, lägg gärna dina egna faktorer i listan. Ange faktorerna i
ordningen hur viktiga de är för dig: 1 – den viktigaste faktorn, 5 – den minst viktiga av dem valda fem.
Möjligheter till utbildning och utveckling
Bonussystem kopplad till kunskapsutveckling (certifieringen)
Möjligheter att själv välja kurser av intresse
Intressanta/roliga uppdrag
Möjligheten att själv välja passande uppdrag
Uppdrag motsvarar min kompetens och expertis
Längden av uppdrag uppfyller mina förväntningar
Möjligheter att bli utbytt ifrån mycket långa uppdrag
Bra lön
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Bonusutdelning
Min insats är igenkänd och belönad
Delägande
Trygghet
Företagets rykte
Efterfrågan av företagets tjänster
Flexibel arbetstid
Möjligheten att jobba hemifrån
Bra balans mellan arbete och privatliv
Acceptabel arbetsbörda
Informationsspridning & öppenhet
Inflytande i företagets affärsverksamhet
Kunna påverka viktiga beslut
Inflytande i rekryteringsprocessen
Karriärmöjligheter
Sociala aktiviteter & företagsresor
Förhållandet till chef/chefer
Förhållandet till arbetskamrater
Dina 5 viktigaste faktorer är (ange egna om du inte hittat relevanta i listan ovan):
1.
2.
3.
4.
5.

Kommentarer:
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Del 2:
Välj 5 viktigaste orsaker som ledde till att du bytte ditt sista jobb. Om du inte hittar något som passar
dig, lägg gärna dina egna orsaker i listan. Ange orsakerna i ordningen hur viktiga de var för dig: 1 –
den viktigaste orsaken, 5 – den minst viktiga av de fem orsakerna
Det nya företaget:
Mindre pendelavstånd
Bättre lön
Roligare arbetsuppgifter
Bättre karriärmöjligheter
Bättre kompetensutveckling
Bonussystem
Roliga sociala aktiviteter
Bekanta/vänner på den nya företaget
Bättre arbetstider
Företagskultur

Det gamla företaget:
Dålig relation med din chef
Dålig relation med några anställda
Tråkiga arbetsuppgifter
Dålig löneutveckling
Ingen eller litet inflytande
Dåliga karriärmöjligheter
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Du fick inte respekt du förtjänar
Företaget satsade inte tillräckligt på kompetensutveckling
För mycket att göra (mycket övertid)
För lite att göra
För mycket ansvar
För lite ansvar
Företagskultur
Uppsägning (pga. arbetsbrist, outsourcing eller liknande)
Dina 5 viktigaste orsaker är (ange egna om du inte hittat relevanta i listan ovan):
1.
2.
3.
4.
5.

Kommentarer:

Del 3:

Här skal du bara ange vad du anser den ideala uppdragslängden:
0 – 1 månader; 1 – 3 månader; 3 – 6 månader; 6 – 12 månader; 1 – 2 år; > 2 år
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APPENDIX B: Questionnaire 1 (English)

Questionnaire
Your name:

Your company:

How long have you worked for your company? (0-1; 1-2; 2-3; 3-5; 5+)

How long have you worked as a consultant altogether? (0-1; 1-2; 2-3; 3-5; 5+)

How old are you? (20-30, 31-40, 40+)

Part 1:
Choose five (5) most important factors which make you stay on at your current company. If you do
not find appropriate factors in the list bellow, write your own. Suggest the factors in the order of
their importance: 1 – the most important, 5 – the least important factor of the chosen five.
Training and knowledge development possibilities
Bonus system tied to knowledge development
Opportunities to choose courses by yourself
Attractive assignments
Opportunities to choose assignments by yourself
The assignments correspond to your competence and expertise
Assignments’ length satisfies your expectations
Possibilities to be changed from very long assignments
Good salary

Retention of IT Consultants: How to Grow Employee Loyalty – The Case of T-company

Page 69 of 86

Bonus dividend
Recognized, rewarded for your individual contribution
Partnership
Employment security
Company’s reputation
Demand for company’s services
Flexible work-time
Possibilities to work from home
Work-life balance
Acceptable workload
Company’s openness and information sharing
You have an impact in the company
You can influence important decisions
Influence on the recruitment process
Career advancement opportunities
Social activities and business trips
Good relations with your boss/bosses
Good relations with my colleagues
The five most important factors are:
1.
2.
3.
4.
5.

Comments:
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Part 2:
Choose five (5) most important reasons which made you leave your previous company. If you do not
find appropriate reasons in the list bellow, write your own. Suggest the reasons in the order of
importance: 1 – the most important reason, 5 – the least important reason of the chosen five.
The new company:
Shorter commuting distance/geographic reasons
Higher salary
More interesting work tasks
Better career advancement opportunities
Better skill building opportunities
Bonus
Interesting social activities
Acquaintance/friends at the new company
Better working hours
Better company culture
The old company:
Bad relations with your boss
Bad relations with some other employees
Boring work tasks
Bad salary advancement
Poor influence
Bad career advancement opportunities
You did not get the respect you deserved
The company did not invest enough into knowledge development
Too much to do
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Too little to do
Too much responsibility
Too little responsibility
Bad company culture
Employment termination (because of work shortage, outsourcing or similar)
Too long a time at the same place – variation

The five most important reasons are:
1.
2.
3.
4.
5.

Comments:

Part 3:
What do you regard as optimal assignment’s length?
0 – 1 months; 1 – 3 months; 3 – 6 months; 6 – 12 months; 1 – 2 years; > 2 years
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APPENDIX C: Questionnaire 2 (Swedish)

Personalenkät
Ditt namn

Ditt företag:

Hur länge har du jobbat på ditt företag? (0-1; 1-2; 2-3; 3-5; 5+)

Hur länge har du jobbat som konsult sammanlagt? (0-1; 1-2; 2-3; 3-5; 5+)

Hur gammal är du? (20-30, 31-40, 40+)

Du ska för varje fråga som följer svara på:
Viktigt för mig (1-5)

där 1=Oviktigt och 5=Mycket viktigt

Företag uppfyller (1-5)

där 1=Mycket dåligt och 5=Mycket bra

Skriv gärna dina kommentarer.
Område

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Kompetensutveckling
Kommentarer:

Område
Företagets support av mina
privata studier (som inte ingår i
min utvecklingsplan)
Kommentarer:
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Område

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Bonussystem kopplad till
kunskapsutveckling
(certifieringen)
Kommentarer:

Område
Möjligheter att själv välja kurser
av intresse
Kommentarer:

Område
Intressanta uppdrag
Kommentarer:

Område
Varierande uppdrag
Kommentarer:

Område
Längden av uppdrag uppfyller
mina förväntningar (om inte
skriv nedan om uppdragen är för
långa eller för korta; skriv vilken
uppdragslängd du anser optimal)
Kommentarer:

Område
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Möjligheten att själv välja
passande uppdrag
Kommentarer:

Område

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Uppdrag motsvarar min
kompetens och expertis
Kommentarer:

Område
Möjligheter att bli utbytt ifrån
långa uppdrag
Kommentarer:

Område
Bra lön
Kommentarer:

Område
Bonusutdelning
Kommentarer:

Område
Min insats är igenkänd och
belönad
Kommentarer:

Område
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Delägande
Kommentarer:

Område

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Trygghet
Kommentarer:

Område
Företagets rykte
Kommentarer:

Område
Efterfrågan av företagets
tjänster
Kommentarer:

Område
Flexibel arbetstid
Kommentarer:

Område
Möjligheten att jobba hemifrån
Kommentarer:

Område
Tid avsatt för annat
(kompetensutveckling,
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seminarier, osv.)
Kommentarer:

Område

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Acceptabel arbetsbörda
Kommentarer:

Område
Informationsspridning &
öppenhet
Kommentarer:

Område
Inflytande i företagets
affärsverksamhet
Kommentarer:

Område
Inflytande i
rekryteringsprocessen
Kommentarer:

Område
Karriärmöjligheter
Kommentarer:

Område
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Sociala aktiviteter
Kommentarer:

Område

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Viktigt för mig (1-5)

Företaget uppfyller (1-5)

Företagsresor
Kommentarer:

Område
Bra arbetsrelation med min chef
Kommentarer:

Område
Frekvent feedback från min chef
Kommentarer:

Område
Möjligheter att prata med min
chef om icke arbetsrelaterade
saker
Kommentarer:

Område
Social trivsel och
överenskommelse med andra
anställda på företaget
Kommentarer:
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APPENDIX D: Questionnaire 2 (English)

Questionnaire
Your name:

Your company:

How long have you worked for your company? (0-1; 1-2; 2-3; 3-5; 5+)

How long have you worked as a consultant altogether? (0-1; 1-2; 2-3; 3-5; 5+)

How old are you? (20-30, 31-40, 40+)

Please answer each of the following questions with:
Important to me (1-5)
Where 1=Not important and 5=Very important
The company meets expectations (1-5)
Where 1=Very bad and 5=Very good
Feel free to write your own comments.
Area

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Training and knowledge
development possibilities
Comments:

Area
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The company supports your
private studies
Comments:

Area

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Bonus system tied to knowledge
development
Comments:

Area

Opportunities to choose courses
by yourself
Comments:

Area

Attractive assignments
Comments:

Area

Varied assignments
Comments:

Area
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Assignments’ length satisfies
your expectations
(If not, write if assignments are
too long or too short. Which is
optimal length of the
assignments?)
Comments:

Area

Important to me (1-5)

The company meets
expectations (1-5)

Opportunities to choose
assignments by yourself
Comments:

Area

Important to me (1-5)

The company meets
expectations (1-5)

The assignments correspond to
your competence and expertise
Comments:

Area

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Possibilities to be changed from
very long assignments
Comments:

Area

Good salary
Comments:
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Area

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meet expectations
(1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Bonus dividend
Comments:

Area

Recognized, rewarded for your
individual contribution
Comments:

Area

Partnership
Comments:

Area

Employment security
Comments:

Area

Company’s reputation
Comments:

Area

Demand for company’s services
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Comments:

Area

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Flexible work-time
Comments:

Area

Possibilities to work from home
Comments:

Area

Allotted time for other activities
(knowledge development,
seminaries, etc.)
Comments:

Area

Acceptable workload
Comments:

Area

Company’s openness and
information sharing
Comments:
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Area

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

You have impact in the company
Comments:

Area

Influence on the recruitment
process
Comments:

Area

Career advancement
opportunities
Comments:

Area

Social activities
Comments:

Area

Business trips
Comments:

Area
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Good relations with your
boss/bosses
Comments:

Area

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Important to me (1-5)

The company meets
expectations (1-5)

Frequent feedback from your
boss
Comments:

Area

Possibility to talk to your boss
about subjects not related to
business.
Comments:

Area

Good relations with your
colleagues
Comments:
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APPENDIX E: Selection of Interview Questions
Here are some interview questions (most relevant for research)
To managers:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.

What motivates consultants the most according your opinion?
What are the characteristics of W-organization’s corporate culture?
How do you know that a candidate you interview will fit into the company culture?
What personality traits must a consultant possess?
Do you present to a candidate both advantages and disadvantages of being consultant as
opposed to working for traditional companies? (To avoid surprises later on)
Do you tell candidates what expectation the company has from them?
Do you have an introduction plan for new employees?
How many performance review meetings per person do you have per year?
Do you have several follow-up meetings with consultants?
Do those who leave the company have an exit interview? Who conducts it? You or somebody
else who is impartial?
Do you keep in touch with the consultants who left the company?
How do you see the consultants who once left the company but are now prepared to come
back?
What do you think are the main reasons consultants change employers?

To all consultants:
14. What are the characteristics of Way’s corporate culture?
15. How do you see the opportunities for your career advancement?
To T-company’s consultants (Performance review)
16.
17.
18.
19.
20.
21.

Are your personal performance goals for this year measurable?
Are the goals realistic?
Are they clear?
Are they linked to knowledge development?
Are they linked to rewards?
Is it clear for you what the consequences of fulfillment or not fulfillment of your personal
goals, are (reward/punishment)?

Consultants who worked under long time for same customer
22. How long have you worked for the actual customer?
23. How do you feel about working for the same customer for such a long period?
24. Do you think you have the same skill development opportunities as consultants who change
their assignments/customers more often?
25. Do you still feel like a consultant?
26. What are your motivations for remaining at your consulting company?
27. Why it is better to work as a consultant than an employee?
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